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ABSTRACT
This study assessed how t he nanagenert aspect of Pl ateau
Express Service Limted affects its perfornmance. To
facilitate this assessnent, a conbination of primary and
secondary data were enployed. The prinary data was obtai ned
through the admnistration of questionnaires, and ora
interview, while the secondary data was ootai ned fromrel at ed

literature and official documents of the corporation.

Results of the study indicate that tie phenonenon of high
| abour turn-over, inadequate funding, too nuch political
interference evident in the corporation affect its
performance. However the result indicates that there is in
pl ace proper coordination of operation hence the hypothesis
l'inking the effect of poor co-ordinatior of operation in PESL

and its performance proves negative.

To nmake up for the lapses in personnel nanagenent of
PESL, this study has recommended that the high |abour turn-
over syndromne shoul d be arrested by chargi ng personnel only on
cogent reasons and naking the appointnment of the chief
executive non political. Oh the problem of 1nadequate
funding, the study recommended that PESL should seek for
either bank loans or enter into partnership or both. I n
addition, the corporation is advised to further strengthened

its control nechanismto avert the situation of diversion of
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funds for the enhancenent of its econom c base. Governnent is
enjoined to grant the nmanagenent of PESL partial operationa

autonony, in both its personnel and financial nmanagenent.

Finally, further research is necessary into sone areas to
further ascertain how the performance of PESL can be inprove.
The areas identified in this study are, the relationship
bet ween federal urban mass transit agency and state transport
corporations; the link between training of staff and the
performance of the corporation; and ths relationship between

transport agencies and conmercial banks interns of agencies

accessibility to |oans.

It is believed that this stu3y should have been

worthwhile, if its objective is seen tD have been achi eved.
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CHAPTER ONE
INTRODUCTION

1.1 Statement Of The Problem

The need for a mass transit systesm is associéted with
urbanization brought about by the 1967 state creation and the
subsequent o0il boom of the 1970's., Most of the state capitals
witnessed a great influx of people from the rural areas, who
went in search of jobs and to coatribute towards the
development of the states. Such relocation brought about a
greater need for transportation as the various activities
associated with such movements also increased. For example the
immigrants into the capitals had to o about thelr normal
businesses. Going to work, children going to school,

businessmen and women travelling from one town to another

e.t.c.I

Government attempted to solve the fransportation problem
so created by the construction of more roads and the
establishment of state government trensport services. For
example we had the Bendel Line, Kaduna S:ate Transport service
(all operated by the then Bendel, Kwara and Kaduna State
governments respectively); and the Lagos Transport service
operated by Lagos State Government. The provision of these
facilities involved huge capital expenditure, which between
1970 and 1980 attracted a budgetary allocation of 10 billion

Naira representing 22 percent of Federal budget and another
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N10 billion between 1981 and 1985 reprecsenting another 15 per

cent of the budget.z

Despite the colossal sums of morey so expended, the
transportation needs of people are far from being met. The
performance of pfe—1988 government transport corporation cuts
a picture of gross mismanagement. Their ‘inancial performance

was so poor that many of them were grounded by the early

eighties.3

A situation where most of the government owned transport
corporation collapsed before the end of 1987 with survivals
found only in Lagos, Port-Harcourt, Kadura and Benin city. The
other defunct state-owned companies operating intra-city or
intra-state and inter-state in Oyo, Kwara, former Benue and
Plateau, Kano and Borno States, all collapsed in 1980. Factors
responsible for the collapse of these erstwhile companies
include's inefficient management, Fraud, lack of autonomy from
the supervisory State Ministry, adverse competitién from

numerous small-scale private operators and heavy operational

deficits.!

With the collapse of these governmnent owned transport
companies and coupled with the global economic recession there

was mobility crisis within some majcr urban centres-in



Nigeria. That period witnessed :ontinuous reduction in vehicle
fleet in different parts of thas countrv.
Commenting on this, the World 3ank reports,

Available national vehicles declined form 700,000

vehicles in 1983/84 to uider 500 000 in 1987 and

Projected, if the trend ltas continued, to decline

to 350,000 in 1991 while national population was

expected to increase from 80 million to 91 million

over this period. The decline ir commercial and

public transport vehicles from 1€,500 in 1982 to

1,500 in 1988 in Lagos State further demonstrated

the alarm}ng trend of the declining transport

situation.

This reduction has been a reflection of the economic
recession and consequent reduction of imports which include
restriction on all categories of imports including private
vehicles and spare parts. The slump in the country's oil
revenue since 1983 has resultecd in the institution of series
of economic adjustment programnes in Nigeria which involved
strict control of foreign exchange spending and the
introduction of structural Adju: tment Programme (SAP). The SAP
that evolves in Nigeria, inrolves, among other things,
adjustment of the local currency (Naira) to international
convertible currencies as well ias the withdrawal of petroleum
subsidy, the effect of which was the skyrocketed cost of

vehicles parts and mainten:ince bevond the reach of

individuals, most especially wége incom2 earners.

Apart from the vehicle parts and maintenance cost, prices

of vehicles had also skyrocketad. For example a Peugeot 504
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Car Saloon ﬁhich in 1983 was sold for less than ¥9,000.00 was
by 1988 sold for over ¥N10(,000.00, a 504 SR with air
conditioner sold for a little cver N10,000.00 was in 1988 sold
for over N150,000.00, a 504 GL Car which sold for over
¥11,000.00 in 1983 was by 1988 s30ld for more than §¥200,000.00.
These prices increase of Peug¢ot brands are just an example
that extends to other brands of vehicles. When viewing the
prices increase for the purchacse of new vehicles by the end of
1988 against people's personal income especially, those in the
public sector where the highest paid worker was then earning
less than H3b,000 per annum. This therefore shows that a

serious mobility crisis had alr=ady engulfed Nigeria by 1988,

The picture of the urban transport crisis that emerged
can be seen in the prevention ¢f purchase of new vehicles and
spare parts due to high increase in thelir prices. Many
previous car owning families no longer had cars; public
transport operators were sacdled with rickety and ill-
maintained vehiqles due to excrbitant prices of spare parts
and the inability to purchase 18w ones to expand their fleet
of vehicles, and queues of pass;ngers'at major urban terminals

and bus routes got longer and longer every day.B

By early 1988, the Federal government set-up a task force
on the mass transit programme vith the primary objectives of

developing an optimum strategy for improving mass transit
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infrastructure such as roads, rail lines and water ways; the
articulation of an efficient eérrangement for procurement and
management of mass transport rehicles and equipment; and to
review the existing studies and recommendations on the
introduction of mass transit s’stem in major urban centres in

Nigeria.T

It was the outcome and recommendation of the task force
that made the Federal Military government of general Ibrahim
Badamasi Babangida to rein:roduced urban Mass Transit
Programme in 1988 with the hope of arresting the deteriorating
situation of the ' quantity and (uality of transport service in

Nigeria, especially in the Urltan centres.

For the Federal Urban Mas; Transit Agency to achieve 1its
policy goals and objectives, bises were initially provided as
gifts to the states in 1988 to enable them take off and to
ensure efficient mass transit service delivery 1n the urban
centres of thelr States. The 3tates were expected to manage
the corporations in such a vay that thelr continuity and
sustainability were ensured. Governmant were supposed to
assist the corporations in teims of fuading and subsidies on
cost of maintaining vehicles ard the corporations are expected

to make profit and at least tle recovery of operating cost.3
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Despite govérnment efforts and comritments, the situation
on the ground has shown that “he transport sarvice_owned by
government 1s still faced with problams. Scholars in the
transport industry had identified the major factors
responsible for the poor performance of the transport sector
(in this country) as that of poor Maiagement and lack of
adequate maintenance of trahsport infras:ructure for effective

mass transit operations.

The issue of lack of adeqguate maintenance of transport
infrastructure is presently receiving greater government
attention througﬁ the Petroleum Trust Fund by their efforts in
rehabilitating and constructing access Road 1in some of the
urban centres, like Benin, Lagcs, Kaduna, Kano, Jos and most
urban ¢entres-in the country. But the problem still lingering‘
on, 1s that of poor management which is a serious factor
affecting the success and performance of the various state

transport services (Plateau express Limited inclusive).

The phenomenon of Management 1is very central to the
success or failure of any mass transit programme. Scholars
have it that even if financial resources &re availlable for the

programme, without the requisite management, the programme

will fail.



to good performance of government transport service is poor

management. The question to ask here is, what is the nature of

this

of government transport companies. IKya, 1in this regard says:

Prof.

7

Most researchers believed that one ¢f the major obstacles

poor management and how does 1t effects the performance

There is to date a dearth of experienced management
staff to run mass transit agencies. Although FUMTA
has stood up to this by providing 1local and
international training for management staff of mass
transit agencies, such manpower development efforts
have been wasted by state governments who rather
than keep such staff on the job had redeployed
them.The high rate of replacement of State Mass
Transit chief Executive results in operational and
management instability. Besides the objectives of
the programme, it seems, are not appreciated by
some state governments who interfere excessively in
the operations and management of the system
dictating low fare yet not subsidizing operational
costs, dictating routes ever when found
unprofitable apart from observable, general misuse
of the buses. While at a time some =state
governments saw their state mass <ransit agencies
as a source’ of revenue to them, &t another time,
some government officials politicised the
operations as a means of compensating their people
through inappropriate Board arpointments and
through the secondment of inexperianced managemen;
staff to work in the State Mass Transit Agencies.

A.A. Ogunsaya summarizes the Management crisis as thus:

The management of the State Mass 'Transit Agencies
to say the 1least has been very deplorable.
Virtually all the State agencies are operating at a
loss: The poor management derives from excessive
intervention of State administrators, manifesting
in:

- the appointment of the Corporations

Chief Executive whether qualified or not;
- frequent change of Chief Executive;
- dictation of routes and fare with

out resort to economic or welfare principles:

- use of buses without payment;
- absence of clear cut policy on whether the
service is economical or social;
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- extensive use of non-bus.ness approach to a
business venture;
- use of civil service adm.nistrative
approach to a business venture;
- appointment of numerous and unqualified staff;
- poor financial managemen! manifested
in lack of probity and accountability;
- wanton miﬁuse and destruction of government
property.

From the forgoing it is evident tha: government transport

corporations are in serious management crisis and is affecting

their performance. The gquestions thet this research is

attempting to provide answers to are:

a)

b)

What is the nature of the managemeat problem in Plateau
Riders?
To what extent has the management problem affects the

performance of Plateau Express Lim.ted?

wWhat possible solutions can this research proffer in

solving the management problem?

Objectives:
The overall objectives of this study are:
To find out the effect of high labsur turn-over on the

performance of Plateau Express Service Limited.

To determine the various sources of 1incomes of the

organization and to ascertain whether is sufficient for

its smooth operation.



c) To ascertain how the various operations of the

organization have been well organized and co-ordinated.

d) To determine the degree of political interference in the

general administration of the orgarization.

e) To proffer pragmatic solutions to the identify problems

facing the organization.

1.3 significance Of The Study:

The significance of this study is two fold:

Firstly, though there are few researches done on the
management issues of government owned transport corporation,
however the researches are either specific to one aspect of
management like personnel management, fleet management or
property management or at best the mixture of either of the
three. The other aspect of management 1like financial
management has not received considerable attentions. Hence
this study has been largely inspired by tne desire to fill the
in the gap 1in knowledge on the managements studies of
government owned transport service. More over, since the
success and continuity of government owned transport services
depend largely on its management functions, the effort of this

research to re kindle on the aspect of these management

function, justify the energy and resources that goes into it.
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It is the belief of this researca that if the problem
effecting the management of government owned transport service
is discovered, and the way to tackle it is advanced, the
essence of government participation in providing Mass
Transport Service that can be afforcable to all will be
attained. With good and effective management, there will be
expansion in the transport sector of the economy a desire

government wants to achieve by 1introducing mass Transit

Programme in 1988.

The expansion in the activities of government owned
transport service will mean an improvement 1in the living
standard of the citizenry. An expansion or increase in the
number of cheaper transportation svstem will entail a
reduction in prices and the availability of goods and services
in our markets which in the long run will result to an

economic of scale in the economy.

Secondly; the research apart from its adding to knowledge
on the management of government transport service, it will
also serve a purpose in the management of other public
enterprises which are presently due to their ownership by
government are ran at a loss. This research will expose the
Managers and government alike on the causes of the failures of

these enterprises and show the need for possible application
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of the necessary management techniques that will enhance their

productivity.

1.4 8cope And Limitation Of The Study:

The focus of this research will be limited’ to the
management aspect of Plateau Express Ltd (a Plateau State

owned Transport service).

The research will concentrate on only three aspect of

management viz, personnel Management, organisation of

474313

Under personnel Management the search will be on how the

operations and Financial management.

personnel of Plateau Riders are selected Placed and developed.
On the Organisation of operations, the focus will be on fleet
management, choice or viability of routes been plied and fare

charges.

Finally, under financial management c¢f Plateau Riders,
the nature of funding and the way financial records are kept
and maintained will be in focus. 1In this regards, a look at
all the relevant financial records of the corporation will be
made to ascertain whether there is in place the use of any
financial instrument like the profit and lost account or
balance sheet that will ensure and indicate the direction or

the health of the transport corporation.
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The time frame for this study will be the period between
1990 to 1997 as 1990 marks the beginning or the birth of the

mass transit programme in most of the states.

1.5 Hypotheses
This research/study intends to test the following

hypotheses with the view to make generalization:

a) That high labour turn-over affects the performance of
PESL.

b) That inédequate funding affects the performance of the
corporation.

&) That the corporation 1is characterised by poor co-
ordination of operation.
d) That too much political 1interference affects the

performance of the corporation.

1.6 Methodology:
1.6.1 Sources Of Data:

Plateau Express is an off-spring of successive ‘Nigerian
governments' | efforts in ensuring easy and cheaper
transportation system for the mass population. To know
something about this organisation, past records must be looked
into. The documentary or historical method of research will
therefore be used. The use of fact from official records,

annual reports, laws, decrees and edicts, office files,
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newspapers accounts, journals, conference papers and books

will be used. These constitutes the secondary data.

The other method to be used is the survey which involves

guestionnaire and interviews.

The questionnaire method constitute another wvital
instrument of collecting data relating to the subject matter
of this study. This method is also employed in this research
so as to ensure the reliability of the information that will
be gotten. It is said that, when a cuestionnaire method is
used, the respondents will give a more objective response than
when the interviewer is with them. Moreso, since they
(respondents) are not hurried to answer the questiop but are
allowed to fill the guestionnaire at their own time, the best-
information will be obtained, as 1t is expected that alot of
thinking, evaluation and re-evaluation of questions will be
made before filling or selecting any option in the

guestionnaire form.

In using the gquestionnaire method, the close ended
gquestion patterns were applied. The use of only the closed
ended question pattern in this study 1is 1informed by the

precision in answers obtained from it, which can easily be

used or quantify in analysis.
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The oral interview method will be conducted with
basically senior staff and management staff. This will be
used as a tool to obtain further information to compliment
data from questionnaires. Unstructured interview technigues
will be used so as to enable the researcher gain clues on the
feelings and opinions of the respondents about the problem of

the study. These constitutes the primery data.

1.6.2 The Sample:

Plateau Express limited 1s said to have a staff strength
of two hundred and forty before the creation of a new state
(Nasarawa) out of the present Plateau state. With the new
state the company lost some of their steff who are indigene of
the new state. The staff strength is presently 183 which
constitutes the population and also the sample for this study!
1.6.3 Administration of Questionnaire:

There are two forms of questionnaire administered on two

categories of staff of Plateau Express Service Limited.

(Senior/Junior staff).

1.6:4 Method Of Analysis:

In making analyslis of the gathered data, the use of
tabulations, across tabulation, simple statistical methods
like measures of central tendencies, &nd any simple means of

summarising data will be applied.
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CHAPTER TWO
LITERATURE REVIEW AND THEORETICAL FRAMEWORK
2.1 Introduction:

In everf research work a review of available literature
relating to the subject under research 1s relevant to know
what 1s already on the ground about the research topic. This
will assist us 1in knowing how we can make our personal

contribution to knowledge or correct some of the errors in

available literature.

For the purpose of this research the relevant literature
relating to the personnel function, organization of operation
and financial management of governhent financed transport
corporation will be reviewed.

2.1.1 Personnel Function:

The personnel function in any organization has to do with
the procurement, development, compensation, 1integration,
separation, and maintenance, in addition to the normal
administrative functions of planning, or-ganising, directing
and controlling of both human and material resources to attain

individual, organizational and societal abjectives{

Ikya, describes the state of Personnel function 1in a
government transport corporation as that which various state

government handles the way they like without necessary taking
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into cognisance of the corporation objectives, despite still
the dearth of experience management staff to run such
corporations. That even where Federal Jrban Mass Transport
Authority (FUMTA) provided either 1local or International
Training for the management staff, such manpower development
efforts are wasted by the State governments who frequently
redeploy them to other Ministries rather than keeping them on
the jJob. He believes that appointment 2f board members and
management staff of State Translt Agencizs are politicised by
some government officials, a practice that results 1in
operational and management instabzlity?

He further potray's the state of Personnel management in
transport business and sees the need fcr proper training of
transport personnel. He asserts that:

"the best of well conceived business in the hands
of a bad manager is as good as no business........
well Itrained staff in the transport sector 1in
Nigeria are at the best scanty. Because o©f the
urgency in solving the urban mobility problem of

the country, I have always believed that managers
of mass _ transit agencies should be properly

trained".”

Ogunsanya sees the personnel function of a government
transportation as that 1in which appointments of the
Corporation chief executives are done without caring whether
they are qualified or not; frequent c¢hanges of Chief

executives; and the appointment of numerous and ungqualified

staff.?
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Ikya and Ogunsanya had the same view on the personnel
function of government transport corporations in Nigeria. They
believe that the personnel of government transport
corporations are mostly not qualified to run a transport
business, and that in some cases even 1f the staff are trained
or equipped with Transport management knowledge, they are

mostly redeployed.

Thought their positions on the personnel management of
government financed Transport Corporations may be true, but
for the fact that, they did not back it with facts and
figures, it will be taken as a speculation until proved with

facts and figures from researches.

A. J. Yahaya sees the training institution as factor of'
sactoral development, he saw the trainiiag needs of personnel
in a transport system as a complex one which should involve
the participation of experts from various disciplines.

"the training of personnel who will provide and
manage a transport system 1s also complex, it
requires not only the skill of the Engineer in the
design, construction and maintenarce of the fixed
plant (road net work) or the Engineer in the design
production and maintenance of th=2 mobile plants
(the vehicle) but also the town planner and the
geographer in the location of activities, the
economist 1in operational analysis costing and
pricing evaluation and assessment of the worth of
the movement, the socioclogist 1in relation to the
effects of transport to people's way of life and
work; the mathematician in operaticnal research and
system modelling and the statistician in analysing
its many uncertaintiesg".’
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He concludes that the training programme in a specialised
institution to carter for the transport sector need, should be
well structured and flexible in order to bring together all
candidates with experience in one or more disciplines and
equip them with the basic tools of transport which will enable
them function as transport specialists or professionals to
solve the multi-complex problems of transport in the various

sectors of the economy.

The International Aviation Training Agencies (I AT A) in
stressing the importance of staff training for aviation
industry observes that.

"Among the factors which contribute, most

significantly to the efficiency, profitable

operation and safety within the airline industry is

the competence of the personnel who operate and

maintain the aircraft, equipment, facilities and

the wide range of service pﬁfvided to the
passengers and air freight users".

Though the above is talking about the aviation industry
it has found meaning in the mass transit personnel operations.
It agrees with A.J. Yahaya's work on the training needs of
personnel within the transport system. The I.A.T.A. pasition,
apart f{from ité recognization of involvement of various
discipline in the management of an aviation industry, it sees

the need for such a mix for the success and smooth, operation

of the industry.
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While the positions seems ideal for the successful
operation of any transport business but the implementation
will be to expensive for the government to cope with. However,
it can be attend to in future especially with the federal
Urban mass transits authority's effort of providing local and
international training for the managements staff of state

transport agencies.

The forgoing literature shows the state of personnel
function in a transport industry and the kind of training that
is expected to be impacted into the persconnel of transport

industry.

2.1.2 Organisation Of Operation In Government Transport
Agencies:
Ogunsanya, highlights some salient 1issues concerning
operations in mass transit organisation. He stressed the
importance of monitoring and performance evaluation of bus
operations. He believes, the exercise would allow adequate
understanding of the demand for the system such that existing
limited resources can be used for optimum results; it would
allow for acquisition of huge data to forecast for future
planning and it would provide objective Jjustification for

government assistance interms of funds or road maintenance ?.
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He sees operations as the main concern of the management
of the transport system, the factors of which include the
management of vehicles and routes. These, when effectively
handled according to him will ensure hitch-free and economic
running of the buses, thus creating a good atmosphere for

reliability and safety.

He identify's three elements of mass transit that require
monitoring viz:- vehicles performance, route performance and
operation performance. Theoretical concepts and procedure of
monitoring and performance evaluation were highlighted.

He gave the advantages a transport industry would derived by

the monitoring and performance evaluation concepts..

Elements that constitute bus performance indicators were
specified. A simulation model of a mass transit system
monitoring and performance evaluation >rocedure as well as a

route performance screening procedure were addressed.

Iles, analysed the management of bus operation with
regard to passenger traffic. He 1listed the pre-requisites of
operational performance of bus traffic as good management and

monitoring. He sees

"good management of bus traffic as primarily
concern with the deployment of vehicles to provide
public services in accordance with the %olicy of
the undertaken and relevant regulations".



22
That Management policy on bus operation will determine
whether services rendered are to maximise profits by operating

on lucrative routes only or provide some urprofitable services

for social reasons.

On monitoring, he observes that in developing countries
where the rate of changes can be high, constant monitoring of
route, performance and demand patten is essential for the
agency to respond accordingly. That if ths route performance

and demand patfern is low, the agency should reduce the number

of buses that plied the route and vise versa

According to him areas to be monitored include passenger

and operational performance and implementation of change.

He says that the important financ:al aspect of bus
operation is the viability of each route which is said to be
attainable through different methods. That routes cost can be

calculated either on Kilometer basis, vehicles basis or fixed

costs.

He concluded by saying that for any transport company to
be profitable the contributions from all routes must exceed

total overhead costs.
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What can be deduced from this work is that a measure of
the probability or viability of operations of a transport
company should not be based on the number of buses deployed
per route, but on the level of contribution to the overhead

of the corporation by the various routes no matter the fleet

size.

Ogunsaya and Iles's analysis of measures of good
operational performance of bus services seems to be more
inclined towards a purely profit making transport corporation.
Their analysis did not consider the social reasons for setting
up state transport corporation as they are expected to operate
on all routes within their domain to transport pecople at
affordable rates. If the agencies are to operate on only
profitable route, larger part of the state may not be reached
there by defeating the aims of establishing the corporations.
Though we observed the weakness in these writers analysis, we
have to admit that most transport agencies scheduled their

vehicles only to profitable route, R —
(A5 1M IBRAHIM LIBRARY g

2.1.3 Financial Management _In _Government Transport
Corporation

Bradley, Defines financial management as '"the area of

business administration devoted to enabling the spendiﬁg unit

to achieve its, goals. It is applicable to such spending unit

as governments, universities, churches, labour unions and
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business firms. He 1limits his discussion to only profit
seeking firms and saw the activities of financial management
in two folds, Viz the area of management of assets for growth
and survival, and the area of selecting the sources of funds

to finance assets, both those at hand and new ones to be

acquired.g

On the area of managing assets for growth and survival,
He listed the activities in this domain as including the
determination of:- The optimum siz2 of the firm; the
composition of the assets, the best places for the firm to
allocate its scarce resources; the line of business in which
the firm will engage; the most efficiert use of current and
fixed assets after they are acquired; whether to purchase

asset A or B.; and criteria for measuring managements success

in handling the company's affairs.

In the case of selecting the sources of funds to finance
assets, he listed the activities as including the
determination of; whether to issue coinmon stock preferred
stock, or bonds; the amount to be paid Lln dividends; whether
to lease or buy assets; the optimum amournt of trade credit and

bank loans; how much control to give ou:siders; and the best

terms to offer in a merger.
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From the work of Bradley, we can deduce that financial
management is the managing of assets which are replicated in
the day today activities of the company, the use of various
financial management techniques of balance sheet, profit and

loss account to determine the direction of the company and the

aspect of sourcing of funds.

Though the work is limited to only profit seeking firms
and more attuned to the western capitalist nation but it also-
finds meaning in the present dispensation of privatization and
commercialisation of public enterprises, and more so with the
activities of most state transport corporation which are
operated with the intent of profit making, than rendering of

social services.

Opara discusses the content of financial management in a
transport business. He summarizes the aspect of financial
management 1in transport business as a budgetary control
activity, that begins with the plarning stage. He also
stressed that planning should be talken seriously by bus
operators as the success of any business begins with the
planning stage. That Operators should decide where the company
should be in the next three to five wears or more and the
strategy required to get there. That the first year of any

|
transit bus business should be expressed 1n its budgets.‘E
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He identified three kinds of budget available t6 transit
bus operators, viz: the operating budget which is expressed in
sales of fare tickets, general cost of operation and profit,
the capital expenditure budget whicl shows the capital
requlired for the particular period in question and the cash
budget which is mainly concern with the flow of cash in and

out of business.

Apart from the three types of budyets available to the
operators, he acknowledges that there is the master budget
which comprises all the budget which is expressed in the form

of profit and loss statement and balance sheet.

On ways to measure performance of tus operation, he says
that in a normal circumstance actual performance standard ofl
business operators should be measured against planned
performances through the budget. Interms of deviation from
performance he advises that bus operators must take immediate
action as variation between budgets ard actual performance

figures signaled alarm to something crucial.

Buckley 1in his analysis of route revenue and costs,
states that for any business to prosger, thers must be a
defined system of financial control and that management must
have adequate information on which to base their decisions. He

discussed the basis of financial contrel and problems of
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accurate budgeting in the bus industry. He gave as example the
issue of fares fixing which are normally subjected to

government control without necessary 1aving any formula or

criteria as a guide.11

He further stresses that effective financial control in
a transport industry is a tool that enables the firm to plan
utilization of vehicles so as to maximize the contribution to

the fixed costs and to obtain short rur profit maximization.

He observed that the economics of developing countries
are usually characterised by two features which have a major
bearing on financial control, viz: an above average rate of
inflation and a depreciating currency. The impact of these
features according to him have significant impacp on theh

transport industry due to its capital intensive nature.

Hay 1like Buckley, observes that fares in developing
countries are normally controlled by government. On variations
interms of valuation of rates, Hay says it is due to the
variation in the cost of performing variocus services. He
discussed cost of services as the actual expenses, both direct
and indirect, including a reasonable margin of profit.12 On
which criteria to be used in establishing transportation
rates, he observed that there are divergant views by scholars

in the transport industry. While to some, valuation of rate
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should be based on the basis of initial cost and to others it
should be based on reproduction cost. Another criterion is the
credit basis, whereby a transporter would be allowed
sufficient returns so that it would pay dividends, thus

maintaining its credit and ability to attract capital in the

money market.

Hay, listed other options to be considered and goncluded
that whatever criteria used, the most important issue is that
rates must reflect costs and should nct be kept below the

level of costs without incurring disaster.

The salient point contained in this work is that cost of

services should be seen as a basic element in bus operations

and the foundations of any fare structure.

On funding, Ikya, says that for &any public transport

system to be efficient and successful, it must be adequately

funded.

Though he acknowledges and appreciites the aspects of
subsidies and continued government - support on public
transportation in Nigeria, he alsoc believed that government
can not provide all for urban mass transit programmes, thus he

saw the need for alternative sources of :unding as necessary

tool for success.”
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He extensively emphasized the following programme as a
means of alternative funding, thus Cost recovery, such that
both states and Federal Urban Mass Transit Authority (FUMTA)
are able to recover the cost of investment on vehicle
provided; participatory approach, such that all the tiers of
government 1in addition to various irdividuals participate
fully in urban mass transit delivery; and establishment of
relationship with External bodies, suca that

they can get grants, loans or even par:-nership,

On cost recovery measures, in his closing remarks and
resolutions oi the 5th meeting of FUMTA with state agencies,
he gave some conditions as necessary provision for assisting
the various agencies.“ These conditions includes that, audited
report of the agencies must be made to FUMTA which should show
the operational and performance records of the agsncy
concerned; State agencies should realistically pursue cost
recovery measures; and they should ensure that staff and
traffic ratio is reasonable; fares charged are realistic and

annual over head and maintenance costs are within acceptable

limits.

In pursuance of proper financial control mechanism for
the Urban Mass Transit Agencies at the 10th meeting of FUMTA
and State Transport agencies, Ikya annoinces the evolvement of

a new accounting system. With the new accounting system each
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bus given by the agency to the states sltall be taken as a unit

of account.15

The purpose the new accounting system will serve are
enumerated as to enable the management to know the performance
of each bus; to make reference to the bus unit when repaying
the Federal Urban Mass Transit Agency; and to determine

whether payment has been completed or not on the bus at any

given time.

On the wholg, the works of Ikya on funding elaborated the
likely problems the states transport corporations will face if
the urban mass transit is funded Ly government. through
subsidies and. grants. He thus, proposed for alternative
funding which emphasizes internal scurces through propef
channeling of the transport agency's dav to day operations and
a conscious use of financial record k2eping and the use of

financial statement.

Irukwu, 1991 tries to show how a good risk management
program can help in funding a transport business. He started
with the premise that in a {free market economy, the only
business that will survive and prosper are those that are
productive, profitable and efficiently managed. Efficient

management is'seen by the author to include the efficient
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management of risks a business enterprise is exposed to in the

course of its operations.

He defines risk management as the management procedure
devised in order to minimize the adverse effects of possible
financial 1loss through three procectures.16 These 1include:
identifying well 1in advance, all tha potential sources of
loss; measuring the financial consequences of a loss

occurring; and using various control measures to minimize or

reduce actual losses or their financial consequences.

The writer sees the funding of a transport business by
banks and other financial institut:ons on the ground of
prudent management which <c¢an be attained through the

installation of an effective risks management system - as he

suggested.

Irukwu observed that the acute competition for funds made
the banks and other financial institutions to be very cautious
and conservative in their lending pclicies. And since by its
nature transport business is full of risks and uncertainties,
their chances of getting banks assistiance interms of loans is
very low. He suggested among others, the setting up of
specialized transport banks; the establishment of captive
insurance companies (though he observ:d that this area should

be addressed with caution); and inves*ting or buying of shares
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in some banks, insurance companies and other financial
institutions with a view to influencing the investment

policies of such companies in their ifavour.

He concludes by suggesting that t:-ansport agencies should
as a matter of corporate policy adort more efficient risks
management policies and program in their operaticon so as to

reduce their human and materials losses to enhance

productivity and easy assess to funding.

The work of Irukwu on risks managément could genetrally be
applied to tranﬁport businesses, and his suggestions on how to
fund stéte urban mass transit agenclies are long over-due for
adoption. One of such suggestion that stands the test of time
is that the Federal government should set-up specialised
transport banks. This, if implemented, would reduce the over

reliance of state transport agencies on government funding.

Adegbeyemi et al. see funding as a major issue in the
establishment and running of transport parastatal enterprises.
They attributed the problems faced by tae transport sector of

the economy in sourcing its financial requirements to a number

1

of factorsﬁ

The factors include the following: historical

predominance of a single source, -~he government; the
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Omnipresence of public sector organizations in the provision
of transport services, leading to th2 dominance of the
perception that.such services are social services (public
good) the cost of which do not have to be fully recovered from
users, arising from the above two factors, a lower than
necessary level of cost recovery by the sector, resulting to
low level of internally generated funds; provision of user
changes without adequate design to ensure their set
objectives; preference of the financial system for short term
lending and their perception of the transport sector as a high
risk for lending to the guantum of funds available on normal
interest rates; and bad financial management practices by
private sector operators resulting in their lack of provision

for investment in‘their business.
- 474813

To solve "these problems they advance the following
strategies as possible ways of address.ng the issue: more
efficient use of resources through better specification of
objectives, more efficient <financial management, closer
monitoring and sense of accountability;
mobilizing additional revenue essentially through a better
user changes like Toll charges import charges on new vehicles,
vehicle sales charges, fuel tax, vehicle registration and
renewal fees; better institutional arrangement aimed at
reducing governmeﬁts direct financial burden; and eliminating

commercially unviable operations unless tle government directs
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other wise in which case the government should compensate the

enterprises.

The above strategies advanced by the writers (Adegbeyemi
et al.) seem useful in solving the problems faced by the
transport sector. But one of the sugyested sources is not
obtainable by both the states and federal mass® transit
Authorities. Hobilizing revenue through user charges like Toll
charges, import charges on new vehicles, sales charges, fuel
tax, vehicle registration and renewal f2es are all activities
carried out by different agencies and ministries in Nigeria.
Thus proceeds from those activities cannot therefore be easily

accessible to the transport sector.

An additional way of solving :the problem will be'
suggested, which'is that the various state transport agencies
should try to source foreign aids and possible partnership

with some foreign ventures on their owrn.

2.2 Theoretical Framework:

A good research work is said to be that which is based on
a theory or bodies of theories. The theory that is relevant
to this study, is the general system theory of management and

the Katz and Kahn system approach to organizations.
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2.2.1. The General System Theory:

The system approach is seenlbyzscholars to be the more
comprehensive approach to the stucy of management in
organizations. The approach views organization'as a system

with an interrelated set of activities for conversion of

inputs into outputs.

The general system theory study the key eleﬁents of
organization interms of their interaction with one another and
with their external environment; It seeks to explain or
predict organization in a multi dimensional way by studying
peopls, structure, technology ahd envi-onment at one and the
same time.! -

The system theory sees organizaticn as open systems that
has three major characteristic: they receive inputs or energy
from their environment; they convert these input into outputs;

and they discharge their outputs'intq heir environment

A . basic model of an c¢pen system can be show

diagrammatically as below:

INPUTS —  OUTPUTS

> (CONVERSION | >
_ —  ENVIRONMENT

ENVIRONMENT

Fig 2.1: Basic Modeal Of an Open System.
{as in P.69. Cole 1991).
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The theorist sees the inputs as including’ people,
materials, information and finance; the conversion process is
said to take the form of production, marketing activities
planning, organizing, control mechanism, research and

development etc. And the out puts includes products, services

ideas, waste etc.

Apart from the view that organizat:ons are open systems,
there are other criteria that formed par: of the basic premise
of the system theory.I9 These include: most systems can be
subdivided into sub system, thus in an crganization there may
be production. sub system, marketing sub systeﬁs, and
accounting sub systems; and that social systems are basically
self regulating, the system is said to regulate itself with
the means of the feed back of information and results gain-
from the process of converting inputs into out puts.

The basic cycle of the organizational system 1s shown

below:
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INFUTS CONVERSION FROCEBSES OOTPUTS
Production & Harket-
People, » ing activities, pla- Products,
ENVIRONMENT Haterial, nning, organization, Services, ENVIRONM.
Information, and control machan- ldeas,
Finances, ics. Wastes,
etc Fessarch and . atc.
davelopment.

FEED BACK OF INFORMATION AND RISULTS

Fig 2.2: Basic cycle of organizational systen (as in P.73 Cole 1991).
2.2.2 Katz and Kahn system approach to organization:

Katz and Kahn proposed an essentially systems view of
organization.20 They identify five sub systems at work in

organizations which they state as follows:

1. Production or technical subsystem which are concerned
with the accomplishment of the »2asic tasks of the

organization (production of goods, provision of service

etc).
2. Supportive sub systems which are said to be the systems
that procure inputs and dispose of the cutputs. They

also maintain the relationship between the organization

as a whole and the external environment.
3 Maintenance sub system, concerned with the relative

stability or predictability of the organization. They
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provide from the roles, the ru_es and the rewards
applicable to those who work in the organization.

4. Adaptive sub systems this sub éystems are concern with
what the organization might becone. They deal with
issues of change in the environnent eg research and
development product research and long range planing.

5. Management sub systems which compirises the controlling
and coordination activitiés'of the total systems. They
deal with the coordination of the sub structufes, the
resolution of conflict and the coordination of external

requirements with the crganizations resources.

Being scholars of the system thz2ory, Katz and Kahn
approach to organizations see these subsystems as interrelated

and they work hand in hand towards the attainment of the

crganizational objectives,

2.2.3 Relevance of the General System Theory and thé Katz

and Kahn §1§L§m_ﬁpggdaCh to tie Study:

The relevance of the general sys£en theory td this study
lies on 1its holistic view of orgnisations and the
interrelatedness of the various sub systems that makes up the
organizations. Their understanding thaf all organizations
operate as systems converting their inpits into outputs, and

an information network which acts as a regulatory mechanism
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reflects the workings in government financed transport

corporation.

+

With the general system theory approach, the Plateau
Express Limited is operating as a system with Inputs
(personnel, vehicles, funds, workshops, etc) that are
convaerted into CQutputs {serviceé éf conveying the mass
populations) and the system gets self regulated through the
feedbacks of its activities in the form of profit or loss and

effectiveness ¢©f the Corpeocration in transporting the mass

population.

" The basic cycle of the General system theory as applied
to the government financed transporrt Corporations is

represented in the diagram below.

INDUTB COFVEREBION PROCESSES OOTPUIS
Pareonnal, Vehicles& operetion, .
VYahicles, Funds Use of [unds,
ERVIRONHENT [from govt & Uee of Personnel Searvices ENVIRONM.
FUHTA, and their Renderad.
Revenua from development, :
operations.

¥EED BACK OF INFORMATION AKD RESULTS .
- Effectivenass of the Corporationm in transporting mass population
~ Ravenue Jensratad by the Corporaticn through it= operations.

rig. 2.3 Model of governmont financed Transport Ccrporations as a System.
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The general systems pattern of seekig to explajn and predict
organization in a multi-dimensional way has gisen this research a focus to
seek the explanation of poor performance of gcvernment financed transport
service from a multi—dimensional angles. Thus, this research efforts of
looking at the relationship between the personnel, financial functions,

coordination of operation and the inherent political interference has

found gfound.

The relevance of the Katz and Kahn approach lies on its reflection
of the roles of the six departments of Plate:u Express Service Limited.
In applyving the Katz and Kahn appreodach to Plateau Express
Limited, the Corporation as a system is made-up six
departments and the management. The corporation as a system

has the planning/monitoring, finance and supply, operations,

Administration, Audit, Workshop - lepartments- qnd the

Management.

Using their "five identified subsystems" at work in
organizations, in Plateau Express Lim.ted, the production or
technical subsystem is 'repressntgd by the operation
department, the supportive subsystem is represented by the
management, comprising of the representative of the state
government, board members, General manager, the Secretary and
Heads of departments; the Maintenance subsystem is represented

by the Administrétion, finance and supply and the workshop



41
departments; the planning/monitoring department covers the
role of the adoptive subsystem; and the Managerial subsystem

1s represented by the Hana@ementL

However, having realise that some actors perform in both
the supportive and the managerial subsystems, the merger of
the two subsystem into one is hereby sucgested. Thus only four
subsystems at ’work in government financed transport
corporations is acknowledged.

From the foregone, it «can be inferred that the
organiéational structure and the operations of the Plateau
Express Limited is fashioned in line w.th the General System
view and the Katz and Kahn approach of crganizations. It is in
recognition of this fact, that the apprcaches were found to be

relevant to this study.
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