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PREFACE

The topic of this paper is M™he Administration of Intermediate
and ior 5taff « a case study of the Institate for Agricultural
Reseapch," As the title denotes, it relates to an area within the
the ffamework of Percnmel Management dealing with planning,
organizing, directing and controlling of the procurement, develop-

ment, | comper.sation, integration and maintenance of people for the

purpese of confributing to organization, individual and societa¥

80310

Obigcﬁive of the Study

e investigation reported in thias paper was initiated to
survey the methods of administering the entire Intermediate and
Junion staff of the Institute fir Agricultural Research. Specifically
the study covered areas concerned with staff recruitment and motivetion
during employment, 4 good understanding of the functioning of the
existing sys-em may lead to such improvements in the work situation
that the cbjectives of the Institute, the aspitation of individual
staff and the goals of the University and the country at large may be
attained to the highest degree possible, Although the study did

not coyer the entire University, it is likely to be of some benefit

to the|other Units sinee the administration of Intermediate and
Junior|staff is generally similar in almost a2ll the Units of the

ﬂhmadulBello University.
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Me thodology

The datz used for this study were obtained by adopting various

approaches. Most of the data were colleeted within a two month
riod, Febmary to March, 1979%.

14 Questiomaires

Written questionnaires were served to Institute's Heads of
Dé@artmentsg Headls of Sections as well as officers-in—charge of
Outstations. Members of Intermediate and Junior Staff at the
headquarters as well as at Ouisiations were alse served. The
ge'eral aim of the questionnaires was to compare and contrast

ividual's point of view over staff recruiiment and motivation.

Sa@ples of the gquestionnaires are shown aa Appendix A.
2. | Oral Tnterviews

Interviews were held with officizls of the Institute - for

icultural Research Branch of fAhmadu Bello Universiiy Workers!

Unibn. Prospective candidates awaiting job interviews and some
vho| had been interviewed on the same day were talked to and
que%tioned.regarding their impression of the Institute and any
difiieulties encourntered at the job interview,
3. |Informal Diseussinon

Informal discussions were alac held with both old and new

mem: rs of senlor academic and non-—academic staff as well as

iv



Intermediate and Jupior Staff who had served the Institute for

extended periods.

Le giference to Official Documents

cruitment files, official circulars, Intermediate and
Junior [Staff Regulations, other official brochures and Amnnual Reports

cf the atitute were referred to in the search for the information

|
presented in this paper.
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CHAPTER 1

THE INSTITUTE FOR AGRICULTURAL RESEARCE

The Institute for Agricultural Research (IAR) formerly
known as the Research and Specialist Services Division of
the defunct Northern Nigeria Ministry of Agriculture1 was
incorporated into the ihmadu Bello University at its founda=-

2
tion in October 1362, The administrative headguarters and
main research station of the Institute is lccated at Samaru, a

distance of approximately 13 kilometers on the Zaria-Sokoto
road., Formerly the Institute had four subsidiary outstations
situated at Shika, Mokwa, Kanc and Ngala, The Shika Research
Station, with 211 its assets and liabilities was transferred
to the Federal Government of Nigeria when the National Animal
Production Research Institute (NAPRI) was established in

1973.3 The Irrigation Research Station at Ngala was taken

over by the Federal Government of Nigeria in 1978 and in-

corporated into the Lake Chad Research Institute.h

Meanwhile
a new research station, the Kadawa Research Station has

recently been established at kiloneter 50 along the Kano-Zaria

1
Seet Brochure on the Institute for Agricultural Reseaxrch
and Special Services, Samaru,

2.&i'mdu Bello University Calendar 1977=78, p.2L.

3Federal Military Government's Decree No.35 of 27th

August, 1973 and subsegquent Research Institutes
(Bstablishment, etc) Order, 1975.

hI‘bid.



rozd aund it ig here that most of the staff formerly 2t

Fgnla were cbsorbed. At the request of the Sokoto Rima
Basin Authority, the Institute took over the Irrigstion
Resoareh 3totion at Bakura in 1977. Twe new outstations,

the Yandev Hesearch Station, is expected to become functionnl
by the middle of 1979 while the establishment of the Gombe

Rescareh Statlon is still subjcet to availability of funds,

FUNCTIONAL RESPONSIBILITY

The Institute for Agrieultural Research is charged with
the rasponéibility of carrying out 2ll agrisulturzl ressarch
for 10 of the 19 states of the Federation and serves mainly
the dahel, Sudan, Northern Cuinca and Sourhern Gwinea
vegetative zonesg, Jts resmarch activities are in cooperation
with the various Ministries of Matural Resourceg of each of
the 10 Northern Statcs as well ag other agricultural
institutions in the country. The research policy5 of the
Institute is determined by a Bonrd of Governcrs while the
reésearch programme ig drawn up and implemented with the

agsigtonce of 2 Professionnl and Acodemic Foard.

2.

5 See: General Research Policy of the Institute for
igricultural Research {as aprroved by the Board
of Governors, Qctober 1972) pp. 1~3.
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The main funct.'i.ons6 of the Institute are as follows:
a)e t0 conduct research into matters pertaining to
agriculture with special reference to agriculture in

the States, and to administer matters relating theretop

b). to cooperate with other bodies in the dissemination
throughout the States of knowledge of agricultfural
matters and of the results of research conducted by
the Institutes

¢}s  to provide agricultursl extension o the States

d). to arrange for such conferences of government officers
and other persons and for such courses and lectures
a8 may be considered to further the above funcetionssg

and

e). to participate in the teaching functions of the

Univeraity st all levels.

ORGANTZATIONAL STRUCTIRE

T™e Tnstitute for Apvicultural Resecrch functions in
cloge cooperation with the Faculty of Agriouiture of Ahmadu

Bello University. In addition fo six academic/research

) Ibid.
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deﬁartments which are subdivided into 1) diseciplinary scetions,
thoere are non=zcademic units which embraces Central Services,
Administraticn, Accounts, Library, Publientions, Estate Manoge-
ment and Data Processing/Statistics and States Triels. The

breakdown ig as shown on p. l.

1. Depariment of égricultural Peonomics and fural Sociclogy

| Agricultural siconomics Sccetion

‘ Rural Sociology Scction

2. Dopartment of Agriculturanl Mngineering

i Agricultural Fngineering Secetion

3, Department of Agronomy
i Lgronomy Ssetion
‘leed Scicnee Soction

Crop Physiclogy Section

Lo Deﬁgptment of Crop Protoction

Intomology Soction

Plant Pothwlogy Section

5. Depertment of Flant Science
Plant Bresding Section
| Fibre Drecding Section

lorticulture Sackion



6«  Depariment of Soil Seience

Seil Science Section
So0il Survey Secticn
S0il and Water Management Section

The funetions of each depariment are enumerated belowi-

1. Department of Amricultural Feonomics and Rural Scciology

As indicated earlier, there are two research sections
in this department, Its programme is directed on the =mall
scale farmer in the more northern parts of the country and
his economic and geelal enviromment, Currently the research
programme is geared towards:-

2a)e studies of allernative strategies that aim

at increasing agricultural production and
rural welfarej

bla gtudies of the ways, means and organizations

through which these strategies can be implemented
2t the farmer's level, and

c)e gtudies of the economic, social and political

congequences of the implementation of these

strategies,



Te

Ce Department of Azricultural Ingineering

The research activiiies of this department cover various
aspects of agricultural equipment testing, developument and
panagement for optimal retumms, local mamufacturing of
agricultural equipment including orop shellers, threshers,

straddle row weeders, disc sprayers and kenaf ribboner,

3. Department of ligronomy

The department consists of Agronomy, Weed Science and
Crop Physgiolegy Sections and is concerned with all aspects of
the culiivation of crops. The departnent also undertake
gtudies of inter-cropping system with parzllel physiclogical
stndiesy determination of optimum combination of planting
density; crop management te.ensure full benefit from pest
contrel, application of herbicides in swmall farmers' system
and large scale plantings, development of agronomic practices
in intensive agriculture particularly under irrigation and
algo the agronomy of cash crops such as cotton and other Fibre
erops. The ultimete aim of the studies is to offer recommendations
to the entire farming systens,

Lie Department of Crop Protection

Thig department consgists of Fntomology and Plant
Pathology Sections while Virology and Nematology units are

being developed, The department is concexmed with the contyol
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of field pests on cereals, cotton, cowpea and groundnuts,
Regearch studies are being carried out on grasshoppers,
subterranean termites, diseases of major crops and vegetables,
The Department is authorised by the Federal Government to
issue Phytasanitory Certificate in respect of exported plant
material of research purposes, The Entomology Section is

however responsible for looust control in the northern States,

De Department of Plant Science

£8 indicated on Pigure 1{p.h) the department has three
Seotions: Plant Breeding, Fibre Breeding and Jorticulture.
In eddition to the teaching functions of the department, it
is primarily concerned with the development of improwved
varieties of cereals, groundnuts, grain legumes, fibre, oil
and vegetable crops for the savannah region of Nigeria.

6o  Department of Soil Science

The department is broadly concerned with the study of
environmental factors influencing crop performance and the
description of the climate in the savannah regiony the
improvement and meintenance of soil fertility under intensive
agriculture relative to fertilizers, crops and farming systen
with emphasis on the congervation of so0il fertility and the
effect of prolonged fertilizer use on soil aciditys effects

of farming operations and tillage techniques on goil structure
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relevant to control of soil erosion, nuirient loss under
mechanized and manual farming systems. The department is

also concermed with the description, classification and

mapping of scils at reconnaisance level to provide & sound
basis for land use planning, It alsco assist in the siting

of development and other projects, & yecent participation

is in the surveying of the capital city for Nigeria = Abuja.
The department has its own laboratory for routine analysis

and = map drawving office. The three secotions that compose

the department are Soil Science, Scil Survey and Soil and Water

Managenent,

The Central Services

Central Services for the Institute and the Faculty of
Agricultare are provided by the Agriculiural Estate Mansgement,
Library, Publications Office and the Data Processing Statistics/
States Triels Section,

The fLigricultural Estate Manager is responsible for the
planning, cultivation and development of IAR farms, the upkeep
of farm roads and the maintenance of tractorz and implements,

The Agrieultural Library has a stock of over 17,522 books,
18,557 pemphlets and 634 microfilms iIncluding over 1038
journals and about 600 amnual reports, The smzll libraries

at lokwa, Kano and that of NAPHI at Shika are being serviced



10,

by the Bamarn Agricultural Library. In addition to research staff,

the Library is ueed by agricultural students and other

members of the academic staff of the Tniversity., The Tacility

is extended to other researchers all over the country and

gbroad but on the recommsndation of their various organizations.
The publicationa office is charged with the publishing

and publicising the work of the Institute which are the

Annual Report, Samaru Research Bulletin, Samaru Miscellaneous

Papers, Seil Survey Revoris, Soil Survey Bulletin and the

Samaru Agricultural Newsletter. Once research hes yielded

good resulis, it is then essential for the Publications office
to put such work into a permanent and available form, These
publications are distributed to more than 100 countries and
over 200 exchange agreemente have been mode with other research

organircations all over the world,

Data Processins Statistics and State Trials

The function of this Section is o agsist the entire

staff in the designing amd analysing of fizld experimentis,.

THE CENTRAL ATMTNISTRATION

The Diveetor is the Chief Executive of the Institute
and is responsitle, through the Frovest of the Agriculiural
Complex {¥ig, 1) to the Vice=Chancellor for the coordination

and direction of research planning and execution as well as
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the general administration., 411 Heads of Departmente as
well as the Heads of non-academic units are responeible to
the Director directly or indirectly through a Deputy Director.
The Secretary of the Institute is charged with the
day-to=day administration of personnel matters. He ig alse
responsbile to the Director although he is directly under
the control of the University's Registrar.
Ag in the case of the Secretary, the Institute's Finance
Officer is directly under fthe Bursar of the University but is
regpongible to the Director Institute for fgriculifural

Research in hisg day—to-day financisl and accounting functions,

! i'; R. a.rld IJ.SUT.DDFL.

The National Science and Technology Development Agency
was sel up by the Federal Military Governmment under Decree No,5
of 20th January, 19??? and is charged with executive
respongibility for the promotion and development of science
and technology, including initiation of policy in relation

to scientific research and technology.

7 Pefleral Republic of Nigeria Cfficizl Gazette

No. L, Vole 64 of 27th January, 1977, De ALS,
Government Printer, lagos, 1977.
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The duty of the Agency includes the following:

a). to allocate special research projects to the Universities
after consultation with the National Universities
Commissions

b)e to advise the Federal Military Government on the

ereation of new research ingtitutes and centres and the

reorganisation of existing ones to meet naticnal needss

c). to supervise and coordinate the activities of research

ingtitutes and centres established under the Decreey

d)e to prepare annual budget for scientific research
developuent and receive grants for allocation to research
institutions and special resgearch projects conducted by

univeraities under the aegis of the Agency.

As of now, there are 23 research Institutes including IHR
the finances of which are borne by the Federal Government and

channelled through the N.S.T.D.A.

INTERELATIONSEIPS WITHIN ABU

Ae shown on Pige. 1 (page L) the Imstitute for Agricultural
Research, the Faculty of Agriculture, the Faculty of Veterinary
Medicine, the Division of Agricultural Colleges, the National
Anime} Production Research Institute and the Agrdcultural

Extension and Research Liaison Services (AFRLS) together
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form an Agricultural Complex within the University, The

Agricultural Bomplex is being coordinated by a Provost wh~
provides {requent contacts between ithe component Institutes
and Faculties and he constitutes the official link with the

Vice~Chancellorts office.

PERSONNEL MATTERS OF I, & J. STAFF

As 2 result of a decentralization exercise carried omi
in 1976 regarding Intermediate and Junior Staff, the day-to=
day adudnistration of staff of the Faculty of Agriculture was
transferred to the Secretary of Institute for Agricultural
Research while salaries and sllowances remained the responsibility
of central University administration (Main Campus), However
because of the flaws apparent in the said decentralization
exercige, there has been a more recent re~arrangement8 whereby
the appointment and promotion of I. & J, staff in WAPRT and
AERLS zre being administered by the Secretary I[AR in oxder
to maintain standards, Therefore, the administration of
appointmente and promotions of staff for the Faculty of
Agriculture, NAPRI and AERLS is presently the responsibility

of the Secretary Institute for Agricultural Research,

8 See ABU Registrar's Circular letter No, R/IJ/OL of
2nd March, 1977,



CHAPTER 2

RECRUITMENT

4. THE NEED FOR RECRUITMENT

According to Graham,’ “Recruitment is the first part
of the process of filling a vacancy; it includes the
examination of the vacancy, the consideration of sources
of suitable candidates, making contact with those candidates
and atiracting applications from them." In his contribution
to recruitment, Havka maintains that “the purpose of a
recruitment function are patently straight-forward: to seek
out, evaluate, obtain commitment from, place and orient new
employees to fill positions regquired for the successful conduct
of the work of an organization.” In analysing these views,
one would agree with Ja.ckson'aj definition of recruitment to
the effect that "™it is concemed with filling a vacancy with
a stable and long term employee but in order to make such an
appointment successful and lasting, there must be a need for
that job in an organization and the job itself must meake demands
and provide oppertunities that are realistie and practieal in

terms of the candidates who will apply.” In line with this

Hawk, R.H., The Recruitment Function, imerican Management

Jackson, M.J., A Manual for Line Managers, McGraw-Hill
BOOks C(J-, Iﬂndm’ 1972' Pp. 7-11.
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obaervation, it is appropriate to say that recruitment takes
place in the Institute for Agricultural Research:

a)e when there is an expansion within the Institute

and additional positions are createds

b)e when there is need to replace an existing employee

who resigns, retires or leaves the gervicea of the
Institute for one reascn or the other.

On the pasis of these a2ssumptions, appointments are normally
made on the exisitence of vacancies in the establishment of any
department and at the request of an appropriate head of department.
Such vacancies should bear approved designations which are
provided for in the BEstimates and on this premise, detailed
guidelines for preparing annual cstimates are issued by the
University Bursar every Decembert One of the major guidelines is
that the ratioe of academic staff to intermediate and junior
staff is approximately 1:3. To ensable the Institute for
dgricultural Research discharge its functions effectively and
for it to achieve the objectives set out in its Research Programmes,
every research cfficer is provided with such supporting staff based

on the same guidelines zs ahove,

L Bursar's Circular No. 6/77/78 of 1/12/77.
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eraity smployecs
in the Instityte may be abpointed tq one of the following
categorieg sm

a),

©8tablisheq employee

b), temporary employee
e), daily rateq employee
d).

ary levelg are as showy o table 2,4
belows.
Table 2:1 List of Posts of Intermediate and Juniop Starr
Nt le Institute Tor 3 Sricultiral 7 28eareh, Samar,,
Loat Salary Level
Exocutiveg Offieer o7
Secreta.ry ir - "
Staff Murge "
Starp Midwife "
Librery Cfficer "
Technioal Officer (Pieag and Laborato:y) "
Security Officer "
Transport Ofricer "
Stores Officer

Chierf Clerical Officar

06
Secretary 177 (Secretarial)



Asst, Health Superintendent
Agst. Technical Officer
Aggt, Library Officer
Laboratory Supervisor
Foreman

Patrol Supervisor

Senior Driver I

DBriver ilechanic I

Senior Tractor IDriver
Senior Tractor Mechanie I

4A88%t. Storss Officer

Junioer Staff

Benior (lerical Officer
Stenographer

Senior Library aAssistant

Senior Iaboratory Assistant
Senior Technical Assistant
Artisan Grade 1

Asste Patrol Supervisor

Senior Driver/Iriver Mechanic I
Senior Tractor Driver/Mechanic IT
Senior Draughtsman

Senicy Storekeeper

Head Key-Punch Cperator

Clerical Qfficer

17

06

"

"

05

ol



Aprprentice Printer
Library Assiastant
laboratory Assistant
Technical Assistant

Artisan IX

Senior Telephone Operatfor

Senior Patrolmen

Motor Driver/Iriver Mechanic II

Tractor Driver/Mechanic I

Praughtame
Storekeep%r

Key Punch EiOperator
Caretaker |

Clerical Assistant
Trpist

Library Attendant
Agricultural Recorder
laboratory Attendant
Porter

Artisan 111 |

Patrol Man

Motor Driver\
Tractor Drivér
Headman

Trainee Draughtsman

Stores issigstant

|

18,
ol

03

n
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Health 4Attendant 02
Dispensing Attendant "
Library iAttendan't "
Laboratciﬁry fttendant "
ﬂgricul%ural Recorder "
Tble;hoﬁe Attendant "
Watchmar "
Messenger . n
Btores Attendnnt "
Crop Sproyer "
Generator Attendant "
Ginne:y. "
Herdman i
Nursery Wittendant "
Produce PBale attendant "
Pump ﬁttlendant n
Mcote "
Gatemsn 01
Cleaner n
labourer "
Gardener ‘ "

* Sources Extract from Registrarts Circulars
Wo: IJ/57 of 2nd March, 1976 and 3rd June, 1976
respectively, .



20,

Al]l appointments are made by the Secretery of the

Institute, In respect of established employees the

appointments are subject to the recommendations of an

App01ntments Committee of the Institute but for other

categorles of employees, each head of department recommends

to the

Secretary before the appointments are made. The

varioug posts carry qualifications ranging from primary,

secondgry and post-secondary education. There are however

illiterate and semi~illiterante employees. The salary structure

1st October 1978 is indicated on Appendix B, Student

employées are normally recruited for vacation appointments and

in mos% cases they fill some vacant positions which are being

advertised while in some cases, they are to assist in clearing

any backlog assignment. Those students from post=primary

instit$tions are peid ¥16,75 per week while others in poste

secondery institutions receive 396 per month.5

The total number of employees in the Institute from
1975=T

3 is as shown on table 2:3 below.

du Bello University Bulletin published by
ermetion Division, 16th July, 1976, p. S5h7e
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Teble 2:3
Intermediate Staff 431 513 473
Junior Staff 907 1001 972
Daily paid staff 920 1215 987
Student on vacation
job 13 58 25
2371 2787 2,57

C. RECRUITMENT PROCEDURES IN THE INSTITUTE

When a vacancy occurs in any department, the head of
department or section requeste the Secretary in writing
to arrange for the advertisement of the post., The same
procedure applies to the ocutstations of the Institute,
Unfortunately, there is no standard job description for
most of the positions but in some cases additional information
about a vacant post is sometimes supplied by the head of
department concerned, In other cases, some such additional
information about a vacancy is copied from a previous

advertisement,

a)s Advertisemept
The first stage in the recruitment exercise is the
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advertisement of the vacaney so that candidates will apply.6

In the Institute, there are two types of advertisement.

One is lmown as Pinternal™ and the other is "internal and

- external." Internal advertisement is made by notices sent

(at least one wesk before the closing date) to all Units

of the University where it would be pasted on the notice

boards of the offices dealing with intermediate and junior

staff matters, This advertisement is necessary if a position
should be filled urgently and it is envisaged that there are
prospective candidates within the loczlity or the University.
Similarly internal advertisement is made for positions carrying
salary levels 01=02 "for which forms of general notification

of vacancies in the locality may suffice."7 In respect of
positions carrying salary levels 03 and above, they are adveriised
both internally and externally because of the skills that are
needed. 3By “"external advertisement® it means press advertising.
Press advertising is one of the principal means of attracting
applicants and it has become over the years, a powerful

tool of recruitment in the Institute. BSince its desired
objective is efficient recruitment, the contents of such

advertisement are factual, relevant and unambigous and

6 Regulations governing the Appeintment of Intermediate and

Junior Staff and Daily Rated Employees, Ahmadu Bello
University, Zaria, Nigeria, 1973 pps 3~he

7 TIbid, p.k
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eonvey the key characteristics of the job as well as

informaticn about the benefits and the organization, Sueh
contents include:

i)e | job titles

ii) | nature of the job and employer (including location}s

iii). expervience, skills and qualificationay

iv), | age range

?)- wage or salary;
vi), what action the ecandidate should take (e.gs Whether to
£ill application form).

Aftexr the preparation of the "external” advertisement,
copies are distributed and displayed in the same way as the
finternal® advertisement, The only differende is that coples
are sent to the "New Nigerian" newspapers for publication
with a request that the document be published twice within a
week andéthat bills be forwarded fo the Secretary for
settlement, In most cases such advertisement would not be
published by the press until cne week later. The reason for
the delay in publication was not known until early 1978 when
an advertisement was sent to the New Nigerian Newspapers to be
published urgently and the advertisement manager stated that
it wonld not be possible to publish any job advertisement within
one week due to enormous requests of similar publications from

other clients, The problem here is that by the time the
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Institute's advertisements are published, the period for
distant candidates to apply for application forms, complete
and return them would be too close. As a result, many
prospective candidates would not botier to apply. (ne other
problem with the Institute's external advertisement is the
fact that the Institute's Jjob advertisement is published in
"New Nigerian® newspapers only. There is no thorough explanztion
why it should be so, but there is a written instruction from a
former Secretary of the Institute about this fast rule,

ther the job advertisement has been published, candidates
colleet the blank forms either by post or by hand, complete
and forward them to the Secretary. Hewever, elosing dates
are normally Indicated on the advertisement but there is
always a grace of one week or more for accepting late forms
due to the uncertainties in the postal system of the country.
& Senior Executive Officer is charged with the collection of the
completed application forms, so with the assistance of his
subordinates, forms for each post are kept in separate jackets
labelﬂed for a particular department or section,

v). ﬁppliqgtion Form

#is already indicated on the advertisement, the method
for applying for vacant jobs in the Institute is by filling
an application form (&ppendix C) which is an important tool
in recruitment and its use is better than written application

because no matter how full a candidate's original letter has



een; it is considered essential for each applicant to
complete one. Through this form candidates are zble to

give an initial indication of their suitability for the

job while the necessary information required can he seen
through at a glance rather than checking through a written
application for a clear picture of the applicant's experience
and gualifications, The blank form iz however fairly designed
_a.nd every question on it is simply worded. On the basis of_
Ithe questionnaire served on 14 heads of sections of the
Institute, all the 13 who responded stated that the use of
prescribed application forms is much preferred than the
Ewritten applications.

c). Decision Making on the Application form

After the closing date for receiving applications, the
'regulations provide that the Secretary should refer all
applications for an established post to the head of depart-
ment, indicating the applicants that fulfil the requirements
!for the post. One would expect that the applications would
be graded as follows:i-

(a) The gqualified group: This group should compose

those candidates who on paper, apparently meet

the needs of the job and should be invited for

Interview.
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{(b)! The reserved sroup: This group should be applicants

\ who are marginally gqualified or can be regarded to
be on the "border line™ but probably have adequate working
\experience. Some of them might be invited for

]interview if those in {a) above are not sufficient,

e¢) The reject group: The applicants in this group are
(e) D

unqualified, inexperienced or unsuitable.

In actunl practice and contraxry to the regulation quoted
above, all completed application forms are referred to the
head of department concerned who would sort out those applicants
who he thinks to be qualified and shortlist them. Sometimes
the shortlisting takes over a month and finally he retums all the
forms back to the Becretery in two groups -~ gualified and
unqualified -~ requesting him to arrange interviews and testa faor
qualififed applicants, According to oral interview held with
the Senior Executive Officer of the Ingtitute, he argues that
all forms had to be sent to the department or section concerned
because some departments would wish to screen all application forms
meant for their depariments,

In respect of rejected candidates, it is not possible to
commnicate them in writing because of the high expenditure it
would involve through postage. Incidentally thers is 2

clause in every job advertisement warning all candidates that
n
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"only the applicante of candidates who may be invited for
intexrview will be acknowledged". 1In other words, if an
applicant does not receive an invitation for interview, he

assumes that his application has not been successful,




CHAPTER 3

| INTERVIEY, SELECTICN /ND PLACEMENT

next siage of the procees of filling a vacancy
is seldetion, that is, the assessment of the candidates by
varioud means, and making a choice to be followed by an
offer o a.ppointment.1

A, INETERVIEY ARRANGEMENT FOR THE CLNDIDATES

On| the bagie of the request from the head of depariment

to arrange for an interview, the Secretary writes a letter

of invitation to each of the qualififed candidates already

ghortlisted asking them to attend an interview on a

specified date. When fixing the date for the interview,

advanceé notice is given to enable the candidates receive

the inv!tation. This letter of invitation for an interview

containg a number of important peints including the followingi-
a)s it mets out clearly the date, time and place at

which the candidate is required to ervive.

b).| it asks the candidates to bring supporting documents

e.g. original certificates, testimonials, awards,

commendations etc which will serve as evidence of

clzims made in the candidate's application form;

1 GrahTm HoP. Opa clte, me 134
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¢). it promises the reimbursement of travelling expenses

if the candidate turns up - should the invitation be

received late, a candidate should contact the Secretary

by phone or writes a letter requesting for a fresh date;
d)., it expresses hope of the personal meeting to come.
However, the candidate need not reply to the invitation although
a reply is a positive indicator but lack of it is not regarded
as a negative indicalor nor a disqualificaticn.z With the
uncertainties of the postal system in this country, it is
evidenced that candidates' reply to invitation would not reach
the Institute before the interview.
2. References

Item 9 of the application form (Appendix C) requests
each candidate to give names of three referees but does not
specify that one of the referees should be the present employer
of the candidate or the Principal of the last school attended
if the candidate has not worked before. When inviting the
candidates for interview, their referees are also requested to
submit written assessments of the candidate's suitability to
fill the post for which the candidate has applied. In most

cases, referees' reports do arrive before the interview.

Jackson, M«J., op. cit., pp. 22=25,
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Many job offers are made subject to references being satisfactory
but sometimes the Appointments Committee is always frustrated

if not misled because some candidates arrive at the interview

with a letter addressed “"To» whom it may concern®, ©Such a letter

is not really of much value when considering a candidate because it
could be written by a close or distant friend or relation, Indeed,
the date on such a letter, if genuine, should be noted since it
could refer to a job the candidate held in the distant past.

Should the management decide to write to a referee or past employer,
the answers received is carefully examined because probably more
important than what is said in such letter, is what is net said]
There are records showing that some past employers will condemn

an ex-employee for the simple fact that the employee's departure
was a great loss to the organization, A letter which is unspecifie
about the candidate's past performance is therefore treated with
some suspicion, There are occasions however where a candidate
frankly tells the Committee that an approach to his immediate
superior will produce & poor reference., This is particularly so

if there has been a personglity clash or conflict or a dispute
about the conditions under which the candidate was to leave his
former employer, In a situation of this nature the Committee's
Seeretary is requested to investigate thoroughly from the candidate's

former supervisor and where possible from the Chief Executive of
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that organization., A further safegunard by the Institute for
considering such a candidate is %o talte up referencea of the
amployee before the present employer and sometimes as far back
thr&ugh the employment history as is necessary in order to get

a balanced picture of the candidate,

B. APPOINTMENTS COMMITTER OF THE INSTITUTE

\Prior to 1976, there was no coneistent method of interviewing
prospective capdidates. In some cases succeséive interview took
pla.celi whereby a candidate would be interviewed by the Secretary
TAR and later by the Head of Department of vice versa, However
some interviews were held where the Secretary and the Head of
DepartLent or hia representatives formed a panel,

In 1976 when there was s change in Secretaryship of the
Institute, an Intermediate and Junior Staff Appointments Committee

was constitutedd and composed of

a}{ Secretary TAR or his representative (Chairman}
b)l ﬁinance Officer IAR Member
c). Assistant Registrar, IAR "
d).\ Registrar's representative "
e), | Faculty of Agriculture representative w

3 Secretary IAR's circular letter No. CIR/4 of 25th March, 1976.
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to Tepresent 5 depa,.rtment at an interview. This erTor is based on
nistakey assumption that enployment interviewing is largely a
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tlerical function., Even though he has the ability to judge technica

competence, he usually has little skill or inclination to interview

equately since he has not been carefully selscted and trained
or such task covering the following aspectsi-
1. The basic principles of individual differences,
| hueman motivation and personal adjustments
2., The functions of modern managements
3. The basic policies and practices of the organization;
. The principles and the components of the interview
l as a commumnication process.
In line with the above ohservations, it is to be noted that
the task of the Appointments Committee it not an easy one especially

at the initial stage.

f@e impartiality of the iAppointments Committee

fpart from few positioms carrying salary levels 01 and 02
whereby people within the locality are wmostly recruited, applicants
ﬁll over the Federation including some neighbouring countries are
+6nsidered and appeointed if they are qualified, Even temporary
éppointments are made to expatriates if they are qualified but

such appointments require the approval of the Vice-Chancellor.
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It may not be thought credible that brilliant candidates
at the interview are not recruited because in scme cases they
are gver-qualified and after a while the Institute loses them
%o h.i.ilkher institutions of learning. A typical example is a
candifate who obtains good grades in the West African School
Certil#icate Examinations. If he is found appointable, he accepts
theo*rersxﬂmmsdutywhﬂe on the other hand he already
applj.c;a to some institutions for further training. If he
mceeelii&a in gaining an admission for the training, he resigns
and m:ly even pay a month's salary Iu licu of notice. Such a
Bitustl;.m has been a problem to the staffing position in the
Inatittite and the only altemmative is to repeat the recruitment
process i.e. advertising, interviewing, selecting and training
a new employee 28 a replacement. Although other employees
with dﬂ’femnt qualifications do resign occasionally but
those School Certificate holders have been rampant. So, when
a.pplicafima are received, most head of departments do not
give aef(ious consideration to any grade I or II School Certificate
holders !?Jecauaa sooner o> lator, they will leave the employment
for hn'tlher training. In rezlity, there is no employee in the
Institut# presently with such gaalifications. Therefore the
Lppoin'ﬁ:lta Committee t2kes the question of this category of
candidates into seriocus consideration and is not very keen to
recruit a brilliant candidate only to lose his services in a short

time. This may sound rathcr discriminatory, but the long term
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effeect of this consideration is that most candidates with lesser
grodels are more reliable and are better retained on the job since

they tend to settle dewn for a career,

C. TERVIEY PROCESS

er sending leétters of invitation for the job interview,

a ligt of candidates is prepared showing their namea, qualifications

and addresses to be circulated to members of the Appeintments

Committee during the interview. An advanced copy is sent to

the Fimmnee Officer to enable hik prepare and provide iransport

fareg to cligible candidates, The rate of pay is 2k per km provided

a cendidate's residence is over a radius of 16kn from Samaru,
Meanwhile some references are being received and attached

aceindi to the candidate's application form. On the day

of Iterview, candidates report to the Senior Executive Officer who

makeé a roll call from the list he slresdy prepared. The

candidates are then requested to move to the Committee room where

they [8it in a row already arranged outside the room. Thé.seat

arrengement is not alwsys adequate sapecially if over 12 candidates

have |to be interviewed in ome day, If there is the need for

Dﬂycﬁﬁk%ﬁcal tests, they are taken before the interview begins.




fdainistration of Paychologicel tests
 The metting end marking of paychclogical testa are, in

wost cascs, the responsibility of the department concermed dut
for clerical oxr secretarial staff, it is the responsidility of
the Secretary. The following tests are used in the Institute
a8 a supplement in avaluating a candidate's suiiadbility for a
particular posti-
a). Intelligence Tests:
{ These testa produce an overall measure of
intellectual capacity and are applicable to
technical and clerfcal estaff who are supposed
to be engaged in figure work.
b). Aptitude Test:
‘ An aptitute test is meant to measure capacity,
‘ known or latent, to acquire 8 very high level of
| ability in a particular field such a2 manual
dexterity or mechanical work.
°). Test: ,
In most cases this teet is applicablae teo
potential candidates whose mother tongue is not -
Heusa., This is vexy necessary because successful

candidate may be posted to the villages where it
is of necessity to commmicate with, and gather

! reports from the local farmers,
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d): ; Prade or Professional Tests:

These type of tests measure what can be called "skill

capacity" such as carpentry, secretarial or bench work.
Usually they are practical tests which inveolve the use of
a tool or machine,

| These tests have proved to be effective and successful.
For;example in an intelligence test, people with less intelligenee
than is required for an appointment are not accepted, no matter
what their other virtues, Trade tests which measure the degree
of manipulative skill possessed by an individual will rule out
candidates who, while they have the intelligenee to learn a
nmuﬁmulative process, will because of dexterity, hever achieve
economic speed in the activity. In addition psychological tests
are| very useful when supplementing the interviews of candidates
who‘have little or no job historys it is also useful in
determining into which dimcipline an employee can best be

absorbed as well as predicting how far he is likely to progress
5

within a particular disecipline. In scme ways however,

peychologieal tests upgrade the quality of potential candidates
since the lmowledge that tests are to be used in a recruitment

3cflvity often act as a self=-eliminating mechanism on the weaker -

candidates.

5 Flippo, F.B., Irincivies of Personnel Management, McGraw-Hili

Books Co., New York, 1976, 4th eds, Pp. 153=167,




The gajority of the interviews adopted by the Inatitute
are of thé face-to-face type because it enables many people
to see the candidate on cne occasion and it shows the behaviour
of the candidate under stress.

On arrival of the Appointmente Committee members and
the representative of the department concerned, the Committee
Secretary circulates the list of candidates, a copy of the
advertisement and the results of the psychological tests ~ if
any, Meanwhile each of the application form together with the
referses’ reports are arranged o tally with the list of candidates,
The Secretary or his representative is the chairman of the -
Comnittee, o he has the overall responsibility for conducting
the activities of the members., The principle of the Secretary
being Chairman always apply 10 matter what relative seniority
of the Committee members to the Chairman, He allocates to
members, specific areas an which he wishes them to concentrate.
This goes some way to ensuring that all candidates are asked
the same gquestion so that the Committee can compare the intelligence
of each candidate by the way the question are answered, For
instance the Chairman may requesi the departmental representative
to concentrate on attainment and work history of the candidate
while 'Ethe Training Coordinator concentrates on personal
background and education., The aim of this method is to retain
consistency in the interview situation where slmost all the

membera are not trained interviewers,

38.



When & candidate is called, he takes g chair in front

of the Committee and gquestions relating to the information

provided on his application forms are asked. They include:-
s). Personal gua)itiest This area covers the personal

gualifications required in a position, physical appearance,
health, dress, voice quality, voca.m:ary, alertness, and
aggressiveness, Most of these qualities are assessed by
the Committee's observations rather than by the applicant's

answers to questions,

b). Academic ichievements: This includes the type of schooling,

quality of grades, class standing, social activity,
honours and awards, Original documents are inspected.
Questions in this area have provided a gocd indication
of an applicant’s initiative, independence reliability,
intellectual competence and emotiomal stability.

tional rience: This area emphasises not merely
an applicant's technical competence but also the level of
responsibility and the skill he bas achieved and his

reasons for leaving former jobs,

d). Humen Relations: Questions in this area centres on how

the applicant gete along with others at his previcus jobs,
in the eclubs and at other leissure activities such as

hobbies ete,

3%
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c). Career Orientation: This area covers the applicant's

career orientation, his immediate and long range goals
and his potential for advancement,

The opening minutes of the interview is the most crucial
" because the candidates and members of the Committee are both
creating and receiving significant first impression. 3So the
Committee first greets the candidate consciousgly with as much
warmth as if he were a friend or colleague. The candidate is
of course making immediate evaluation of the interview., Ag a
result the members' manner and veice reflect to the candidate
that they are people the candidate can trust - human beings who
are concerned about him and his well-being,

From the oral interviews held with twenty prospective
candidates after they had been interviewed for the vacant jobs
at the Institute, it is evident that most candidates feel nervous
and tense at the beginning of an interview, The responsitility to
relieve such itension rests with the members of the Committee
becauvse the Commitiee's complete relaxation is one of the best
methods of relaxing the candidate, This is where a relationship
is established through which the candidate will confide freely
and be prepared to discuss all aspects of his life, Also in this
regard, the interview covers personal and perhaps unflattering

details of the candidate's character. Suech rapport is deliberately



maintained all through the interview as a conscious ongeoing
activity. A smile, warmth, interest, courtegy, intelligent
listening and sincerity - which are good human relations -~ form
the basis of this rapport. By demonstrating to the candidate
that the interview is the important part of the recruitment work,
he feele some importance in himself. & further benefit to the
candidate is the proof to him that his selection has been so
carefully scrutinized and controlled and that the job offer

is made to him becasuse all the very considerable evidence points
to hias being succeasful in the job. A candidate is much likely
to accept a job where he can see that all the evidence has been
awassed and points to his success, rather than a job which is
hurriedly offered to him and where no rezl attempt has been made
to judge his skills, knowledge and badkground against the demand
of the job. This attention to detail from the beginning to the
final stages is an added confidence btuilder that a candidate needs
to enable him decide in favour of ane job offer ag oppoged to
another.

D. ASSESSMENT OF CANDIDATES

Apa;L from the psychological tests, marks are not awarded
at interv;ewa. The final selection is based on the general
observatibns and consensus of the Committee but if a test is
administered, it forms the basis for selection because the marks

avwarded become an important factor.



After a candidate has been interviewed and left the room,
there is always an interval of two to three minutes during
which a decision is made on a particular candidate. I1If he is
found appointable or otherwise, such remark is recorded by all
the members of the Committee, Afier all the candidates have
been interviewed, the appointable candidates are reconsidered
in total and final selection of the most suitable ones is based
on the number of vacancies to be filled. OCther candidates whe
are also appointable are placed on the rTeserve should a candidate
finally fuxn down the offer. If a job offer is rejected, the
Secretary looks at the reserve list to pick the first or second
candidate on the list, BSuch reserved candidates are accepted
as first class people in their own right and not as second best
alternatives, Arising from this peint is the fact that until
the Secretary has received in writing acceptance of the job
ofifer from the selected candidate, he does not reject the
reat of the reserves, However since the acceptance of a joh
offer in no way guarantees the taking up of an appointment, a
limit of time one can keep the Teserves in suspense is six
weeks, The provision is provided in the appoiniment letter
of a selected candidate stating that his failure to write
and accept the offer within six weeks of the date of offer would

be regarded as if the offer has not been accepted (Appendix D).
|
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Rejection of candidates at the Interview

During the interview, if some candidates are not sﬁitahle
for the appointment, the committee {5 cautious at arriving
at an early conclusion, In short efforts are made to see to
it thet eandidates do not leave the Interview in any way
diminished, As sueh the Commitiee mokes the candidate to beliove
that they have been given a fair opportunity all the way,.
Semetimes a candidate who ig not gqualified for the job does not
realise this fact se, in some cases where y#ychological test is
administered, the eandidate's work and marks awarded are shown
to him, |

Most of the interviews end with the candidates leaving
and expecting to hear their fate. The obvious techniques adepted
by the Institute is to promise writing to the successful
eandidates by a specificd date and any one who does not receive
further word from the Seerctary by that date should assume thnt
his application has not besn successful. This decision is well
understood and appreciated by the candidates,

At some stage during the interviuw, there may be no
single qualified ecandidate and one is reluctmnt to admit that
the money and time spent in the whole process of reoruitment

have been wasted, In such a Situntion, the Appointments Committee

'declores that fhe exereise has not produced the appropriate
candidate so, the next step is to re-examine the job and see

if realistically the qualifisations envisaged could be lowered



or whether it would be necesaarj to readvertise the vacancy,
E. THE JOB OFFER

Tsually the terms of tﬁe offer are discusseq with the
candidate at the interview and at the end of the discussion,
the candidate sometimes is able to give a firm decision of
acceplance or otherwise., In some cases he may wish to consider
all the implicationg of the offer and compare the proposed
nevw circumstances with his existing job if already employed in
another organization. Such verbal discussion cannot be relied
upen until the job offer has been firmly made in writing. The
content of the offer is very precise and detailed.

The :job offer is normally made by the Secretary and it is
subject to passing a medical examination, With this compul-
sory condition, the Institute is protected against any
migstake about the physical health of the candidate., In cases
where a candidate assumes duty and is found to be medically
unfit, he may be terminated in accordance with the Regulations.6
However, the advantage of having a medical examination is that
a clean bill of health certified by a competent doctor is a
benefit to the candidate becanse if there is something medically
wrong with the candidate, the opportunity to find the fault at an
early stage is another feature which can be put to him at his

own interest to enable him find solution to his physical problem,

6 Regulations governing the Appointment of I & J Staff,

Opl Git., pn 80
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INDUCTICN FOR MEW EMPLOYEES

After a candidate has accepted the job oéfer, he assumes
duty on 2 date specified in his letter of acceptance. Under
normal circumstances, he is expected to report firat to the
office of the Secretary of fhe Institute where he completes
a record of gervice sheet, submits a medieal certificate and
a copy of his birth certificate or declaration of age, These
documents are placed.in the employee's personal flle as permanent
records. The next stage is induction whieh is the process of
receiving the employee at hig place of work: introducing him to
the organization and his colleagues, and informing him of the
activities, customs and traditions of the organization, Its
purpose is_fo assist the organization in assimilating a new
employee and to assist him to adjust sccordingly to the orga-
nization.? In the Imstitute, the induetion for new staff is
inadequate. On the basfs of information gathered from the
questionnaire served on the intermediate and junior staff, 10004
stated that althopgh they were introduced to their heads of
sections on the day they assumed duties but they were not
introduced to the entire Institute. In respect of thirteen
heads of sections who responded to the questionnaire, they all
support the view that proper induction is necessary for new

employees,

U Ubeku, A.K., Personnel Manegement in Nigeria, Ethiope
Publishing Corpe. Benin, Nigexia, 1975, prs LO=lii.
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F. RESULTS OF INTERVIEVS HELD IN IAR TN 1976/77 4KD 1977/18 SESSIONS

Below cre tables relating to records of job interviews
from 1976/78 showing the relationship between the vaeancies

existing in the Institute and the number of such vacancies
finally filled in,



Teble B:1 Job Interviews relat

ing to Intermediate and Junior
iR, 1976<77]

L7,

Dtaff in
¥o of No, of Ho. of
Vacan- applica=- | candidates| No, of { candidates
Posta cles tion called for| offers| finally
received | interview made assumed
duties
Secretary IT 2 16 L 1 1
Snr. siseistant Technician 2 5 5 2 1
SecuLity Officer 1 13 9 - -
Staff Nurse 5 21 14 5 3
AssiTtant Technician 12 20 13 10 6
isst) Health Supt. 1 2 2 1 1
Secre¢tary III L 31 9 2 1
Senzir Tech. Assistant 3 57 23 3 3
Senior Draughtsman 1 12 IN 1 1
Jenigr Tractor Driver 2 31 11 2 2
Clerical Officer 14 762 71 12 11
Storekeeper 2 180 29 2 2
Lrtijan I 2 54 14 1
Laboratory issistant 207 23 3 1
Technical Assistant 28 1162 171 23 19
Storgs fLssistant 2 89 19 2 2
Clerical [ssistant T 326 29 7 7
Typist 5 135 18 7 L
Stords ittendant 2 76 15 2 2
Leboratory lLttendant 5 236 26 h L
Ve ssanger g 149 37 g 7
Agridultural Recorder 25 1343 121 25 25
Total 137 L927 667 125 104

e e — e _————
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Table 3:2 Job Interview relati to Intermediate and Junior
Staff in IR, 1977-7

No, of No. of I No, of
Posts Vacan= appt}ioa-— candidates| No. of jcandidates
cies tion called for| offers | finally
received| interview made assumed
duties
Secretary II z 14 6 1
Technical Officer 3 18 T 1
Executive Officer 1 29 7 - -
Staff Nurse 2 11 7 2 1
Asgistant Techmician 12 28 20 10 5
Secretary III L 17 8 3 1
Foreman (Machinist) 1 9 g 1 1
Stenographer 2 13 5 - -
Clericgl Officer 1 233 23 7 6
Technical Lssistant 10 171 37 6 5
Laboratory Assistant 2 86 18 2 1
Motor Meechanic b 23 13 L 3
Photo Assistant 1 41 13 1 1
Clerical Assistant 8 235 31 8 8
Motor Driver 20 256 83 18 18
Library Attendant 2 26 9 2 2
Typist 3 19 1" 2 2
irtisen TII 2 7 5 2 1
Messenger L 239 21 L L
Agrienltural Recorder 23 L7 113 20 20
Watchmen N 35 12 L L
Laboratory Attendant 2 L3 1 2 2
Stores .ttendant 2 31 10 2 *
Cook/Steward 1 13 L 1 v
Printing Lttendant 2 8L 12 2 2
Poultry Attendant k| 162 18 - 4
Feedmill Attendant 2 71 1 2 ;i
W
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As can be secen from the above tables, 135 offers were
made in 1976/77 but about 77% finally assumed duties. In
1977/78, 113 offers were made and approximately 87% cetually
agsumed duties, In compariscn, there is a slight improvement
in 1977/78 on the percentage of candidates that finally
reported for duty., The reason for the shortfall of nmdidate;a
during the two years under review can be attributed to two
major fnectors. The first is the fact that gualififed candidates
ere difficult to come by and secondly there are many e¢stablishments

in the country competing for the scarce manpower of the nation,
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MOTIVATION AT WORK

WHAT IS MOTIVATION?

"It is agreed that unless individuals are motivated
somehow to mke sufficient potential to perform
effectively, they may not achieve the level of perform-
ance that is expected of them.“1 Motivation can be
defined as the act of stimulating someone to take a
desired course of action, This course of action is
concerned with individual behaviour, HMotives seek to
explain behaviour but it is not always possible to know
what the motives are becguse they are not observable and
can only be inferred by behavicur. So, all behaviour is
directed towards a goal and when such goal is achieved,
then the motive is satisfied, Motivation seeks to know
the motives for work and to find out ways and means by
which their realisation can be helped and encouraged,

This is what is called "the dymamic a.spec‘f: of mmgpment."z

1(310311 B., Persomnel Management, World Press, Calcutta,
1976, PPe “'70.

2Sofer Cey Oxganizations in % and Practice, Heinemann
mﬁm m’ mon' 197 £ P‘P- 1 1 -
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The behaviour of people at work is primarily a matter
of individuals trying to satisfy their needs and wants.
However it is not easy to recognise the causes of
individual behaviour but one may attempt to explain
differences among individuals by developing classificatione
into which human beingsfall, For example, a person may be
gtercotyped as being a selfish, materialistic individual
mostly interested in self-preservation and advancement,

In another situation, & man may be judged to be a high
ninded extrovert, interecsted in the people and the world
around him. These efforts to classify individuals can be
misleading because one of the principles of peychology is
thet “all individuals arve different,"

Therefore in order to understand the actions of
people in dynamic work situation, it is necessary for one
to find out why human beings act as they do. Another
principle of psychology is thaf "all human behaviour is
eaused..“h Sometimes causes of behavionr - performance,
problems, complaints ete - are difficult to assess because

they are frequently buri¢d . in the personal background of

3smith, E.C. Psychology of Industrial Behav.
New York, 1964 pp. 21=42,

thi d,
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the individual, So, by searching and finding the causes
of incidents of behaviour, one is better able to under—-

stand the problems involving a worker,

vi Needs Drive

Many researchers in human behaviour have revealed
that an individual's needs and ambitions constitute the
wnferlying factors which motivate him to action. Some of
this humen factors appear to be a part of nmature itself,

For example an infant has a great need and desire for

seourity, clinging to mother's apron strings and feeling

safle in his father's arm, This brought about Maslow's
theory of mtivation.s His clagsification is the simplest
and most comprehensive, He clagsified human needs into
five broad divisions as listed below and into each
division, 80 many motives or needs can be filled:

1) | Pysiological Needs: These are the basic needs such
as food, water, oxygen, money, rest or sleep, When
these needs are satisfied, there will emerge newer and
other higher needs.

2) Safety Needs: By this, he mecons the desire of a man

for existence in a stable enviromment, free of threats

5Vr0¢m V.H. and Deci E.L., Selected readings in %ﬁnﬁ
and Motivation, Pengium Education, Middlesex, 1974,

PPs 27-41
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to the safely of the personts exyebtence., In addition,

most workers are interested in finding and keeping

steady jches -~ the agsurance of which is a basie

factor in relieving a worker of worry about the

future and concern for the welfare of hig family and

himself.

3) Love Needs: These are the desire for affectionate
relations with other individuals and they involve
acceptance by one's working associates,
participation in group activities and opportunities
for self expression and achievement,

4) Bsteem Needs: Everybody has o need for self-

respeet and for the esteen of others., He

likes to rececive credit for his accomplighment.
This results in the desire for strength,
confildence, prestige, recognition and appreciatién.

5) Selfeactualization: If all the needs above are

satisfied, a new discontent will develop. The
emergence of these needs rests on the satisfaction
of other needs emimerated above, It is 2 man's
desire for self-fulfilment, A4 man will become
restless until he is doing what he is fitted for,
For example, an artist must paint, or a poet must

write if he is uwltimately %o be at peaece with himseli,



ofe needs are conagidered by Maslow to form a hierarchy

of neieds structure. The assum;ationaé are that:
(a) |the behaviour of any person is dominated and determined

by the most basic groups of needs which are unfulfilleds
(v) [the individual will systematicelly satisfy his needs,

starting with the most basic and moving up the hierarchys
(o) |more basic need groups are said to be prepotent in that

they will take precedence over all those higher in the

hierarchy.
In their research on motivation Professors HerzbergT and
8

Myre have demonstrated that cexrtain areas of concem to

both employees and employers no longer strongly motivate
wO | s and often are only taken for granted, Such factors as
aai::tate pay, good working conditions, job security, supple~
nent benefitas, and firm company policies and employment
yragtices are expected by employees to be satisfactory and
comparable to what other businesses apd organizations are
providing, Companies constantly strive toc have these factors
meet the needs and expectations of employees in order to
attract and maintain a capable work force. But these factors
|
GU_n—Lmka, P,C.: ™A Survey of Management and Motivation",

Nigerian Journal of Business Management, Vol.2, No,2 (July-
fagast 1978) pp. 289-292,

7Ee1'rzberg F., "(ne More Time: How Do you Motivate Employeast™
Business Review, Vol,.L6, No,1, Jan-Feb 1968, p. 57

BHyers M.8, "Who Are Your Motivated Workers?" Harvard Business

Review, Vol.h2 No.1, Jan~Feb. 1965 pp. 73-~78.

She
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are only basic foundations for the building of positive motivation,
What is needed, more today than ever before, are opportunities in
tﬁe job situation for employees to find continued personal
growth, a sense of accomplishment or achievement, recognition,
and opportunities to advance to more challenging work situations.
Herzberg and Myers maintain that these types of factors are
associated with the higher level needs of human beings, which
if properly stimulated offer employers the most powerful
opportunities for the motivation of workers to perform in
directions of superior achievement and personal satisfaction.
Job Sa tions

The maintenance factors alone cannot sustain job
satisfaction, This is demonstrated clearly in work sutiations
where the employee is over-educated or over-gqualified or where
the person's talents and abilities are not fully utilized by
the management. According toc Herzberg, any job satisfaction
asgociated without the maintenance factors is shori-~lived.
For example, a salary increase has only a temporary effect.
If the job is not rewarding, the individual will become
bored even if he receives frequent salary increases.
Management should therefore delegate authority and respon-
sibility to his subordinates. People realise little job
satisfaction if they are not permitted to make decisions and
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control to gome extent, over their own work schedules.
Intelligent and ambitious employees will soon become bored
with jobs that become routine and which &0 not utllise their
talents ard abilities,

Often the underlying talents of the individuals fall to
surface because the nature of the job allows for little
flexibility and self=directicon. The employee is given 1iftle
latitude in perforning the tasks related to a job and is
seldon consulted about how the Job should be done, In ghis
situation the highly skillful and intelligent employee
commences to show disinterest and boredom. Usually it is

not the fault of the employee, but instead a noticeadle
wedkness in the system. Under thesc cirecumstances, tardiness
and absenteeism can become problems unless the employee has
exdeptional personal dedication and loyalty,

In agreement therefore with Herzherg, job satisfaction

is|among the most crucial eleménts of any cccupation., If all
thg metivators as mentioned above are thers, a perscn can
achieve job satisfaction, If people are not happy in thelr
waLk, often they are unhappy as well with their personal
iives, When a person is very young and hopeful for the
future, working at routine and unrewarding jobs is acceptable
because of the temporary nature of such employment. But as

one advances through the years, the type of job satisfaction
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derived from the work itsslf becomes inoreasingly inportant,
The |desire for cccupational satisfaction replaces job
satisfaction and eventually, the desire for occupational
satisfaction is replaeed by career satisfoetion,

Perhaps the most notable effort in motivation theory im
recent years has been the work of Douglas mbGregor,g He
postulated Theory X and Theory Y approaches to management by
whigh productivity could be achieved through people, These
sre|the traditionmal and modern approches to the direction and
gontrol of employees as depicted in his Theory X and Theory Y.
The | traditional method holds that:

(a)| the average man has an inherent dislike for work and
will avoid working if he cang

()| this is based on the premise that because of the human
eharacteristies of his inability to like work, people
must be coerced, controlled and threatened with
punishment to get them put forth adequate efforts

towards the achievement of the orgonizational objectives,
(e)] the average human being prefers to be directed, wishes to
avoid responsibility, has relatively little anmbition and

wants seeurity above all,

9MCGreg3r D.y The Human Side of Enterprise, MeGraw=Hill
Baoks Co,, New York, 1960, Dpe 33-3L and ppe L7-U8.




This| theory further holds that the motivation of employvee can

be obtained through avthority and fear and that employees have to

be closely superviged in order to achieve the goals of an organization,

The modern method which is theory Y takes an opposite stand,

He believes that workers seek regponsibility and are motivated to

perfornm well when they are committed to the objectives of the

organization, This commitment ecan be developed by enabling employees

to utilize their talents and to find a scnse of achievement and
accomplishment in worlk. Obviously, it is not always possible to
creats job situations in which Theory Y ean be implemented, DBut
Professor McGregor maintained that with the changing nature of the
work force, Theory Y concept of management will become nore
importanf ond more necessary if managers are to achieve an optimal
use of their human resources,

From the general observations of these theories,; one would
deduce that there are no easy answers to what motivates people,
Vany sithations may arise which create difficult problems on
motivation., Feor example, employees may be secking inereased

salaries| and higher benefits or may prefer security in their

current %ob situations, Among the greatest tasks facing the
managemJnt is the chzllenge to integrate and reconcile the desires
and wan#s of employees with the goals and objectives of the
organiz%tion. In accepting this opportunity, the progressive

orgnnizjtion strives to procurs and develop intelligent, dynanmie,
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r and thinking., Sinece these dynamic frectors are changing,
individual behaviour should not rely upon any single list
rs which generaliges what most workers want from their jobs,

any statement of why men work is only a medest guide toward

retanding of the behaviour of people at work,

b3 OF MOTIVATION 1IN IAR

(a)

wages and Salaries

Wagp and salary adminigtration is one of the mest eritieal

areas of
one form
same tinoy
people,

physicall

satisfyi

an organizationts total personnel programme because pay in
or ancther is a positive motivator in our society. AT the
e it is concerned with fundamental neceds and goals of
Monetary compensation is a wmeans of patisfying basie

and biclogical needs and also an indirect means of

ng social and ego needs such as self-respect and recognition,
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intly due to the recent Federal Government's Policy on the
1tion of wages and salaries in public and private sectors.
recent one ig the reportTO on ¥doji Salary Review Cormission
me the basis for the present salary structure commensurate
reltions in the entire University.11 Before the genersl

ttion of salaries in 197L wages and salaries in the

Ly was higher than in the public scctor but immediately

after the Udoji salary gradings were implemented, workers however

received

inerenses in pay but the incentive did not motivate them

1o work Decause inflstion became the order of the day so there was

ne peaningful effeet osn the salary inerense.

The immediate result

that IOI@OW was a cansistent labour turnover in the whole University,

However
enployee
general

relation

5 since 1t is based on the policy crumerated above,

there is equity or fairness in the salaries and wages of new

If the

fevel of wages and salaries in an organization is too low in

to other comparable establishments, the management will

find it fifficult fto attract and hold gualified cmployees

particulprly the technical and professgional persomnel,

The

Institute experienced this difficult in 1975 when State Governments

were

recruiting (former) certificate holders (Ordinary Diploma)

10
Review
14

= .

Federdl Goverrment's Views on the Report of the Publice Service

Cormission (Government Printer, Lagos) Sept. 197L.

Registirerts Cirewlars No.R/I3/57 of 2/3/76 and 3/6/76 respectively.

€0,

of wages and salaries in IAR is such that cannot be determined



from the| School of Agrisulture Samaru (now Division of Agricultural
Colleges|) on salary level 06 while such holders in IAR were at best
on level 04, What followed was that the Institute staff were

resigning to join the Btate govermments, To curb the situeation the

Professipnal and Academic Board had to deliberate over the issue

and, accoFdingly regraded the Ingtitute staff, Therefore, scund
internalgwage and salary relations is necessary {0 avoid the
dissatigfactions that would otherwise develop over inequities between

gimilar |johs.

(b) Fdinge Benefits

Dedpite the general harmonigzation of salaries in the publie and
privete |sectors, there are other supplenments or fringe benefits
granted [to the gtaff of the Insgtitute., 1In many respects the fringe
benefitg are generally applicable to the entire University, They
include |[travelling allowance, leave grant, non-accident borus,
overtimg and digsturbance allowances as provided in the existing
Regulotions. A& meost recent allowance approved by the University is
the shift zllowance which is 123% of one's salary if he is involved
in double shifts, If the shifts are iriple, the rate of pay is 17%
of the employee's salary, Another fringe benefit is the inducement
allowance paid to the Institute's staff serving at Bakura because of
the rempteness of the area.

The rate is as followss—

Staff on GL. 01-03 5,00 per month
GL. OL=06 #15,00 per month
GL. 07 ¥20,00 T

61,



Other outstrtions of the Institute do not enjoy this allowance but
they enjoy other benefits in kind. For instance Mokwa and Kadawa
staff enjoy University quarters, free electricity and water,

Other benefits to staff include annual and casual leaves,
lunch periods, sick leave, time spent on Union affairs and sports
festival, payment of gratuities and pension, Of all the fringe
benefite, the leave grants and especially the travelling allowance
leave ruch to be desired, As a result of the increase in transport
fares, thelpresent leave grants are not sufficient to transport an
employec to his domicile and back. The rate of leave grant now say

to an enployee on salary levels 01 or 02 is 3k per kilometer while

transport fare has risen to approximately Lk per kilometer let alome

any luggrgre

In respect of travelling allowance, the approved rate is ¥1,50k

per night to be paid to an employee who travels on tour for one or
more nights. Such touring is rampant in the Institute involving a
lot of technical staff and drivers, In fact from all indicatioms,
hardly ca.n one sccure any hotel accommodation at the rate of 1,50k

per night vis-a-vis the meals fo be served.

(¢) Loams and Advances
On f{xﬂ: appointment, an employee may be granted a month's
salayy advance to be refunded in threc conseccutive instalments,
|

This is very useful to new employees for the purposes of settling

down at his station. An advance of up %o #100,00 may be granted

62,
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to an emphoyec to help him do a correspondence course and the amount is
r:e_'(Jne,srwa.l:ilel'-H over a period not exceeding two years, 1In respect of
transport, the Institute gives loans to staff to enable them own

|
personal ﬁmnaport provided they have served up to six months in the
University serviae.12 The amount of loan to be granted is based on
individuel grode and such amount is refundable over a periocd of five
years, 'l'hctlae employees whose duties nccessitate the use of such
transport aFe paid monthly basic allowance on the recommendations of
their hea.dalﬁ of departments but in respect of cmployees on salary
level 07, ﬂie allowance is automatic. In addition mileage allowance
is also paid for approved journeys at various rates based on the
capacity of the vehicle.

(4) Training et Development

‘I‘raimna is also related to employee motivation. It is a
contimous process which does not end with the initial induction of
employees. ']'.he purpose of training and devclopment is for emﬁloy\sea
to ccquire ar.-tliT maintain the necessary skills, capabilities and
personal cnpac%ities and to adequately coniribute their services
towards the f‘u},lli‘ilmxrt of the organization's objectives., One of
these objectives is for the workers to meximise their accomplishment
and job satisfdction, So the mewly hired employees need treining o

H
begin their -won?:, older staff also need training to keep them aware

!
1zﬂagulatima q;vveming the Appointments of I.&J, Staff op. cit. ps 20
|
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of the changfng requirements of their jobs and to qualify them for
regradings a#d promctions,

4As is the case in the other arms of the University, study leave
is granted tp an employee of the Institute after two years of .
continvous sgrvice when he should have been confirmed in his appointment,
However the immediate problem facing the training programme for staff
is the fact that the training instituticns are limited resulting in
tight admisgiions, Por instance, the Divigion of Agricultural Cclleges
fun coursas hlmost exclusively for the States. Consequently few

places arc alllocated to employees of the Institute, A case in point

was what happened in April 1978 when over 72 employees of IAR passed
the College entrance examination for the Pre-Technical course but only
3 places were given to the Institute. As o result, the criteria tec be
used in picking only 3 employees became z problem sc the management
decided against sending snybody on that course. It is only recently
that the Ingtitute for Agricultural Research and Training at Umudike
and the Schgol of Soil and Water Conservation Jos agreed to accept few
nominationg |from the Institute,

In respect of non=technical courses, nominations are sent to the
central administration for firal selection based on the limited places
available at the College of Administrative and Business Studies Kadunz.
In some cases, employees have to initiate their admissions to higher
institutions., Apart from the problems of securing admissions and the
tight guota|allocations, there is some element of red tape over the

approvel of | sponsorship. The Central Intermediate and Junier Staff
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Committee has to consider the various applications from all the
unite sz the University and give approval before an employee is
sponsored, Without such approval the employee should not leave
his station and if he does, his appointment is terminated. Very
often one secures late admission whereby one should proceed on
the course immediately but due to red tapism in the administra-
tion, kbe Committee would not be able to hold emergency
meeting in order to consider the employee's application.

The mlkxltant outcome has been that some of the employees
ratth“ than be frustrated, abandon their places of work to join
the course. In this way some conscientious employees have been

lost through this ineptitude of the administration.

Iﬁ supplement to staff development and training, the
University run part time evening courses on the Main Campus,
Ls at present, the various courses prepare University employees
for external examinations and in addition the intermal examina-
tion results are accepted for the purpose of regrading or
promo staff. The Institute employees benefit from these
|

cCourses,

The table overleaf shows the training situation of the

staff from 1976 to 1978:



Table L1

Humber of

Tntermediate and Junior 3taff sent on

!

vaTicus courses from 1976-792

Category of étai‘ £

Tyoe of Gourse 1976=771 19({=10 197879
Tall time
Technical Staflf Higher Diploma 7 T 2
Ordinary Diplonme. 5 16 5
Pre=Technical - 10 -
Adrinistra ion Library Officer - 1 1
and others Asst, Executive) L - 3
Officer hocis. )
Agst. Exeoutive N - 1
Officer General
Paxt Time
Pechnical | Staff City and Guilds 9 13 _
: Science laboratory
Introductory
Seience Laboraiory 22 25 ?
Adminigtmation Bagic Secretarial 3 2
and othexa " Clerical 2 2 2
Total 52 76 23
A3 can be seen on the above table, the position regarding
admigsion in ‘1977/78 was an improvement over that of ‘19?6/?7. m the

other

being th% tight quota allocations to the entire University. In

d, admissions in 1978/79 were not encouraging, the problem

respect pf sach of the above eourses, an employee sponsored by the

Dniversity contributes %% of his salary towards the training,.

66«
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In the Institute, there has always been sound provision in the
annual egtimates for staff fraining and development. For the past
three years the total allocation for intermediate and junior staff
training has been 325,000 per year.

{c) Hnulin :

For (some time past, adequate housing for intermediate and junior,

staff ha$ been a major provlem. It iz even more 8o to newly recruited
gtaff when they finally join the Institute. Generally, the number of

houses in Zaria are few and far heiween vis-a-vis the working population

seriously when = rented housge becomes vacant and in most cases the

who mist|be housed. In short, prospective tenante have to compete
landlords demand exorbitant rents, Unfortunately, due to the

Pederal

past th%ee years, it has not been posgibie for the Institute to

vernment's stringent measures in public spending over the
be granted adequate funds for housing project. The present situation
of hcusing in the Ingtitute as compared with the mumber of staff is
indicated belcw:

Table hi? Comparizon of IAR Housing Units with the
number of staff as at 1st October 1978

Jousing Unit Moe of Staf;;ﬁt
| Headquarters 182 1316
o Station 16 98
Kddawa Station 15 101
lura Station - 130
Hﬁ?k\m Station 60 110k
?i Total 273 2745




Out of the 273 housing units for the entire Institute, only 36

were built

In respect

Eof Kadawa, the 15 units were completed in 1977/78, At Samaru

only 2 units were completed in 1975/76 session by the Central

Adnminigtration.

taken over
housing un
house has

Samara, ou

been allocated to !} intermedizte and junior staff,

As already mentioned earlier, Bakura is a new station
from Sokoto State Govermment but a building project of six
i1ts has alpeady begun, At present only one senior staff

In

t of the total 182 units, one unit is used as the Medical

(Minic whille another one is a rest house to accommodate a staff either

on first appointment or on transfer = for a

which tine

maximum of 1l days during

he should negotiate for an accommodation in the town, Cut

of the 10

newly built units at Samaru by the Central Administration,

2 units were allocated to the Institute recently,

Prom all indications, the housing units are too few in comparison

with the pomulation of the Institute's employées.

(£)

Promotion of Staff

According to Pigors and Myers, promotion is "the advancement of

an employee to a betier job = better in terms of greater responsibility,

more prestige or "status®, greater skill and especially, increased rate

of pay or salary.,"

13 “n line with this thought onc would agree that

promotion improves the utilization and motivation of employee because

it invelves a change from one job to another which has greater

13Pigors i3

« and Myers CoA., OP. 0it, pp. 281-282,

at Mokwa as of recent, 24 in 1975/76 session and 12 in 1977/78.
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mapmﬂbiu'lb', usually with higher pay and improved fringe benefits,
In other woﬂs, promotion is a reward to encourage those employees who
make a successful effort to increase their knowledge or skill and who
maintain a high level of productivity.

In the Institute, there is a Promotions Committee charged with
promotion of |intermediate and junior staff, Bvery February of the
year, a call circular is sent to each department to recommend staff
for promction, The exercise normally takes place between the months
of April and May and each head of department is called upon to defend
his mcmenﬁatim. The procedure and criteria for promotion are the
same in the énfire University but the major problem with the Institute's
Conmittee is that for some time past, too much emphasis has been laid
on paper qualifications. As of recent, in addition to paper
qualificatidm. seniority and merit are the most important criterion.
Table I below gives account of staff promotions during the past 3

yearsi=

69.
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Table L:3

Ne. of Intermediate and Junlor Staff
Promoted from 1976=78:

1976~77 1977-78 1978=79
¥o. of No. of No. of
: S No, of employees Ko, of employees Ho. of etployees
Category of Staff employees awarded employees awarded employees awarded
promoted extra promoted extra promoted extra
increment increnent increment
Technical Staff 36 125 68 124 3 95
Admini strative Staff
and others _ 29 23 L2 33 L8 25
Total 65 118 110 157 112 120
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By comparison, one would observe that promotions for 1977/78
were improved over that of 1976/77 but in 1978/79, the reverse
was the case, The reason for this was that the Workers' Union of
the Institute = a branch of the /hmadu Bello University Workers
Union -~ made it categorically clear to the management that as
from October 1978, the Union would not accept conditional
promotions. Focr instance, an employee may be considered for
promotions gsay in /April, and he sits for an examination in June
the success of which qualifies him for the promotion as at
October 1at, In such a case, the employee would be promoted
by the Committee subject to passing the examination. In
essence the result of such examination may not be known until
November, a month after which the promotion shcould have taken
effect but if the employee passes the examination, the promo-
tion would be confirmed, The problem here is that an employee
in sueh category would have his promction deferred for another
year since it is lilely that the Promotion Committee would not
bave enocugh business {o call for = meeting. Furthermore, the
Conmittee is not bound to backdate such a case if it is
considered the following year.

The table overleaf indicates the promotion of intermediate

staff promoted to senior positions:



Table L3
Yo, of ;ptemediate Stoff om_c_a‘g_eg
Senior staff fron 1976=79
1976/77  A971/18 1918/19
Technical Staff 17 L L
(Adminigtrative and others 1 1 1

Potals 18 5 5

In respebt of 1977/78 and 1978/79 Sessions the figures of technical
staff were not comparable to what obtained in 1976/77. What atiributed
to it is that the Pederal Government made a special salary grading;1h
for some categories of technical staff based on qualifications apd
yoars of experience., TInstead of the normal promotion procedures,

most of the staff who were qualified in accordance with the gradings
were regraded accordingly, In a case of promotion or regrading of
staff to senior position, it is by recommendation from the Iustitute

ta the Central Admirdsitration.

(&) DMedical focilities

In Flippo's contribtution to health programme, he states that
%The employee's physical condition can be harmed through disease,

stress, stroin as well as through accidents, It is importent for

11‘[‘Eiee Registrar's Circular No, R/CON/79 of 12/8/77.

TZe
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the firm to be concermed with the general health, both physical

and hental of its employees for both economic and humanitarian

Te iona“.15 In line with this thought, the University provides free
me:]cal facilities to all members of staff and their families, As
part of employee maintenance, there are at preseni two medical clinies

for ithe Institute, One is located at Sameru in the centre of Area ITI

quarters of the infermediate and junior staff, It is fairly equipped
and headed by a Principal Medical Officer. The second clinic is at

the Mokwa Station headed by a staff mid-wife who is supervised by the

Principal Medical Officer. Unfortunately, both clinics are not well
equipped due to scme constraints of funds, Another problem regarding
the Clinie is concerned with the recruitment of qualified staff, In
most cases, good candidates are not prepared to work at Mokwa because
of some social amenities that are not available in the environmenf.
In ¢, thers is nec clinic and staff have to use the facilities of
General hospital which is about L miles away from the Station.
Sim%larly Kadawa staff have to go to Tiga a distance of over 15
kilometers, In respect of Bakura, the staff there share the clinie
facilities of the Bakura Irrigation School while a general hospital
is over 25 kilometers away,
OQTHER PACILITIES FOR STAFF

4t Samara, the Institute provides a club house for the workers

where they can relax at their leisure hours. Unfortunately, the

i

Flippo, E.B. op., cit. pp.53L-535,



club hags nkt been properly managed by the staff so, it has not been
functioning for some time. A similar club house at Mokwa is being
ilt jointly by the management gnd the workers., It is hoped that the
project would soon be completed.

Ther# are two small libreries, one at Kano and the other at
Mokwa; they are being serviced by the Agricultural Library Samaru,

The handidap to these Libraries is the inavailability of funds to
equip them with adequate textbooks and other publications,

Due to financial constreints impogsed by the Federal Govermment in
public spending over the past few ysars, it has not been possidle to
provide cafetaria for the Institute workers but in’'1977, the management
granted permission to petty traders to ereect kiosks within the premises
of the Imstitute headguarters and the housing area for the purpose of
gelling refreshment and food items to staff. This provision has not
been adequate due to the fact that the kiosks lack cafeteria
facilitie?. On the other hand the 30 minutes break allowed for lunch
is not encugh for a worker to go to his residence for hig meal and
come back to work on tine,

The staff at the headquaiters enjoy the staff school facilities
which are not provided at Kano, Kadawa and Molwa, At Bakura there
is a Tniversity staff school at the Trrigation School but unfortunately
the Institute staff is yet to benefit from it due to the fact that
most of the staff transferved there are not previded with housing,

therefore they leave their families at Samaru, Another facility to

The



the staff 4t the headquarters is the privilege to attend some of the
University?s part time courses on the Main Campus which is not
applicable to staff in the outstations. By comparison, it is probable
that the ataff at the headquartera enjoy more privileges and

amenities %han their contemporaries in the ocutgtatiocns. Neverthelees
the employees have not been adequately motivated because the
managenent giwes less atiention to their morale, loyalty, partiecipation,
personal integrity and dependability. It is however assumed that by
nature, man is rational-econcmie, social, self=actualizing and

complex in his flexible hierarchical motives and on this assumption,
it is a necessity for the management to recognise the role of a

worker in order to increase his effectiveness on the job.

75,



CHAPTER. 5

CONCIUSION AND RECOMMENDATICNS

The general observations of this research reveal that in the

administration of intermediate and junior staff of the Institute

fofzﬂgricultural Research, there are persormel problem8 especially

in the areas of recruitment, interview, training, promotion,

houging, fringebenefits and the motivation of individual worker,

{ The following are some recommendations to improve the

situation. It is the writer's view that those recommendations if

accepted would gqvercome most of the Institute's problems regarding

ataﬂfing and how to maintain and retain workers in the Inatitute:

EECRUITMENT

1.

24

gob Descriptions: The Institute should have standard job

Leacriptiona becanse in an attempt o recruit employees,
selection involves assessing an individual's capacity
against the requirements of a particular job. Buch an
assessment would not be easy unless what to be assessed
is fully defined.

Advertisement: The job advertisements should also be

published in the "Daily Times" newspapers and not only
in the "New Nigerian" as is the case at present, Advertise-
mente should be given a wider publicity to enable more

gualified candidates to apply.



T7e

3. |Application Porm: The job application form should indicate

the fact that one of the three referees should be the present

employer of the candidate or the Principal of the last school
attended if the candidate has not worked before,

The reguest from a referee to submit written assessment
of a candidate is not enough. Such requests should include
the following:-
i}. when the candidate joined or left the organization

or schocl and the reason for leaving)

ii). his present rank and salary;
iii). his nature of dutisss and
é iv). an assessment of his personal character and

relationship with colleagues.

The Secretary of the Institute should arrange {o sort out
co%pleted application forms and classify them under {a) the
qualified group (b) the reserve group and (¢} the reject group.
This should be done before pamging the forme to the departments,
Lert from the fact that the present system is contrary to the
existing regulations, delay is bound to arise from the departments
anE the effect of such delay is the lose of potential candidates
t0| other esiablishments that are emart in their recruitment
campaigns., Since shortage of manpower is a2 phenomenon in this

country, prompt attention should be given to the process of job

application so that selection is done very quickly,

hidequate space should be provided to accommcdate personnel
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Etion of the Institute in order to facilitate recruitment

ivities and deal with persomnel problems effectively.

Appointrnents Committee: Some members of the Appoiniments

Committee should be trained especially on the techniques

of effective interview. More attention is needed when

|receiving candidates at interviews because the reception

and prompiness with which the interview commesnces are all

mportant in creating a good or bad impression., Adegquate

itting arrangements should be made for the candidates,

4coasional interviews should be held at such stations when
ci venient, This arrangement would enable applicantg have
First hand nowledge of the environment whers they will
work if a job offer is finally made. In addition, such
arrangement would alsc improve the difficult situation

of

recruiting staff to ocutstations.
Induction: The need to introduce an induction programme in
thg Institute i very important., Such programme should
inglude the introduction of new smployees to the Institute
and his colleagues, explanation of the Institute's policies
and practices such as conditions of employment, medical

Ul

services, grievance procedure, Union membership and other

precedures of integrating employees 4o the work situation,

78,

terviews: In respect of vacant positione in the outstations,
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HOTIVATION

1,

2,

3.

Pringe Benefits: The present rate of leave allowance shouid

be increased to a minimm of Lk per km to commensurate with
the current transport charges.

Immediate steps should be taken to revise the night
allowance of ¥1,50k per night because of its inadequazry
to seitle accommedation charges in any hotel in Nigeria.
A minimum of #5.00 per night is stirongly recommended,

Housing for Staff: This is an arsa of major concern to

the staff especially the new employees. The shortage of
housing causes frustration and frequent labour turnover in
the Institute. The nanagement should therefore continue

to press the National Science of Technology Development
Agency for more capital funds to provide adegquate housing
facilities for staff. Some of the reasons for rejecting

job offers of the Institute are attributed to inavailability
of housing.

Training of 3taff: Some improvenment is essentizal in the

gtaff {training programme. The management in collaboratiaon
with the Central Administration should contact as much
training institutions as possible in order to secure
admissions for employees at all levels, In addition,
requests should be made %o the existing institutions of

influence for further increases in the University's guota.



In respect of the red tapism that often occur in sponsoring
candidates with late admissiogs, the Registrar should delegate
authority to one of his lieutenants to deal with gemuine cases
on behalf of the Central Intermediate and Junior Staff Committee.
This is necessary if an urgent meeting of the Committee camnot
be convened easily. Such arrangement would reduce frustration
and the loss of some conscientious employees of the Institute
in particular,

The part-time evening programme should be given more
recognition because not only would it encourage employees to
attend the courses, it will also improve their standard of
performance and prepare them for regrading and promotion.

The 5% deduction of an employee's salary as contribution
towards sponsorship should be sbolished since there is adequate
funds already provided for staff wraining., It would be of
interest to note that some State governments pay course allowance
to an employee who is undergoing a training course.

L | Staff Promotion: The Promotion Committee of the Institute
should be flexible in applying the promotion criteria, Iless
emphasis should be laid on paper qualification; seniority
and merit should be the major yardstick when considering
employees for promotion.

The Workers' Union (I4R Brahch) should reconsider the
rejection of conditibnal prometions. The unpleasant effect

is that it way be harmful to an employee who passes a future

80.
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examination but is not promoted until the following yeax.

Other Facilities to be provided: Adequate funds should be

provided to equip the existing medical facilities, A medical
clinie should be built at Kano and Kadawa respectively. Such
facilities will improve efficiency because it will save an
employee's time which would otherwise have been wasted in
visiting distant hospitals for medical treatment.

The libraries at Kanc and Mokwa should be equipped with
lappropriate textbooks for staff. In addition, similar
libraries should be provided for Kadawa and Bakura when
funds become available.

Cafeteria is urgently necessary in order to save the
lextra time being currently wasted when employees go for
luneh,

4%t the outstations, the Institute should provide school
bus - similar to what obtains in Zaria -~ for the purpose of
conveying staff children to school, Recreational facilities
should also be provided,

Finally, apart from the items listed above, account should be

taken of the realities of a complex man in order to reflect the

understanding of humen behzviour., The management should give some

attention to motivation, morale and participation of employees in

their work situation. BEven with the existing policies regarding

motivation at work, such policies need not have the mechanistie

implementing regulations which often view a worker as a simple

minded Theory X individual,



APPENDIX A

Tone Wonis QUESTIONNAIRE

Dept/Section
Rank Salary Level

LA AR R R AR R S R R R AR R R R R R R R ]

Please see the footnote on the last page before
completing this questionnaire

1- Hhﬂ.t ym d-id YUD. Join m‘.iIO.......I..'.l....‘..'........

2(a) In your application for the employment, you indicated the
reason for seeking your present job., If you remember the
reason, please restate it here:

(B A R R R R R R R R PR R E RN S R R R R R R N

LA R AR R R A R R E RS R R R R R R R R S R R R R R R R R N R A R N R R R N N RN

{b) Is the reason still the same as of now? Yes/No
3. During the interview,
(a) Did you sit for any test? Yes/No

(b) Was the test related to your present job?  Yes/No

(c) Are you of the opinion that there is something wrong in the
interview process in IAR? If yes, please give ressons and
suggest weys of improvements

(4) How soon did you get your letter of appointment after the
interview?

(e) On assuming duties, did you encounter any difficulty? If yes
pleagse indicate:

I A R R R R R R R R R R R R R R R R R R R RN

(£) Was there any induction when you assumed duties? Yes/No
L(a) How many timee have you been promoted in IAR?
(b) When were you last promoted?

(c) Are you happy about the promotion? If not, what are your
reasons?

[ E R R R R R R R R R N R R P R R R A R

(d) Do you know the criteria used for promoting I & J Staff Yes/No
(e) Are the criteria satisfactory? If not what are your comments?

B SAFARAB AP NANS BTN AP FAN ARSI AR AR Aa AT ATAT N ERAR AR ARDY

5. You would note that few members of staff have resigned their
appointments or transferred their services to other establish-
ments, As far as you are concerned, do you think that the
reasone for their leaving were due to:-

82.



5(a) low wages or salaries?  Yes/No

(b) lack of promotion? Yes/No

(c) 1ack of interest in the job? Yes/¥o

(d) lack of vehicle loans?  Yes/No

(e) housing problems? Yes/No

(£) lack of treining facilities?  Yes/No

(g) Please indicate other problemS...cceesecesssccssssessscncssces

6. HBave you ever been sent to any training since you joined
IAR? Yes /Mo

(b) what type of training?

(¢) Where is the Institute loceted?

(d) what was the duration of the course?

(e) Were you regraded/promoted after the course?  Yes/Ne

(f) How would you rate the training programme in terms of its
value to you? Please indicate as appropriate:

Poor Fair Average Good Exeellent

Poor Fair Average Good Excellent
(g) Bow well wag the course
organised?

(h) How well was the materials
presented by the Instructors?

(i) How well did the Instructors
keep your interest?

(3j) How well did the Instructors
respond to questions?

(k) Bow did you feel about the
physical facilities e.g.
classrooms furnitute etc.

(1) How would you rate the meals,
accommodation, environment etc.

(m) With your practical experience at the course, would you recom=

mend the course to others without reservation? Yes/No
(n) While on course, were you paid the following allowances

(1) full salary less 9% contribution towards the cost Yes/No

(ii)  Books allowance? Yes/Wo

(iii) Course allowance? Yes/No

(iv)  Accommodation & Peeding allowances? Yes/No
(v) Trenspert allowance? Yes/No

(vi)  Basic allowance? Yes/No

83.



8L.
(O) Please indicate other allowances (if m).u----.n---cnuo'tlcn

(A R R R RN A R R R R N R R R R R Y

(p) Were there other allowances granted to participents from some
Organizations which were not paid to you by IAR? If so, please
indicate them: .

l...ODOOOlC.lOﬂlnclo'.......-tl'tt.“..'l...'.

(q) Would you support that a staff should serve for a minimum of
2 yeargbefore he proceeds on in-service training? If you are
in support of a lesser period, kindly give your reasons:

[ AR E RN E NSRS R R R R R R R R S N R R R E R A N R R R R N NN NN R NN

(r) Is the training programme for IAR staff adequate? If not please
specify and suggest improvements:

B BAAAB BB AEBRRBB AN AN

7(a) Do you 1ive in the Univ. quarters? Yes/No
(b) What is the total number of your family living with you?

(¢) If you are not occupying the guarters, why do you prefer to
live where you are now?

(d) How much rent do you pey per month?
(e) Is the method of allocating quarters adequate? Yes/No

(f) what would you suggest to improve the housing problems for
the I & J staff bearing in mind that it is impossible to
house all members of staff in a large organisation like IAR?

8(a) Do you own a bicycle, m/cycle or a car?
(b) From what source? Univ, Loan/Personal funds?

(c) Do you enjoy menthly basic allowance? If yes, how much per
month?

(d) If you own a transport and basic allowance is not paid, kii dly
state the reasons for non-payment

[ E AR E R EEREERNEEREREEREEREEESEESE R BN

(e) Do you think that basic allowance should be automatic? If
yes please what are your reasons?

(£) Are you satisfied about the vehicle loan arrangements? If no,
what are your comments?

(g) Any further comments on vehicle loan and basic zllowances?

I R R R N R T R R RN R R R R S R R R R R R R R

9. Do you receive any of the following allowances? If yes, kindly
indicate how much is paid per month

(2) Basic allowance Yes/No S
(b) Leave Grant Yes/No B
(e¢) Night Allowance Yes/No »®



9(d) Disturbence Allowance Yes/ Mo #
(¢} Non-Accident Bonus Yes/No E
(£) Bush Allowance ' Yes/No i
{g) Snifting Allowance Yes/No B
(1)} Overtime Allowance Yes/No &
(1) Acting Allowance Yes /Mo ¥
(j) Housing Allowance Yes/No ¥

(ic) Please indicate any other allownace if different from above

10.

[ A EREEEENENENEENENERENENRENRERENNENENELENRENNENEELNNSEJLNENNERJERENLNESEE:LESN)

Are you happy about your present job? Yes/No
Please state briefly if you have ProblemS ssesccevsssvsacanas

AN SIS R RS AR AN I A SRS NGNS ARGt IR RN ENASERNANRIBETS

LR A A R R R R R R S R RN R AR R R N R Y E R R N PN F N PR RN NN

In giving answers to this questionnaire, you would observe
that in most cases, you only need to delete zw appropriate.
Where comments or suggestions are to be given, please be @
brief as possible.

Should there be any difficulty in completing this
document, grateful get in touch with me through:

Mr. 4, D. A. Sekpe,
Betablichment Officer, I4R
Phone Zaria 2571-k, BExt. 23L.

8s.



QUESTIONNAIRE
Name:
Dept/Section
Rank
Year of jOiﬂiﬂg JAR. o wntn sh ks s
QUESTIONNATRE
1. a). Who is responsible for advertising and reeruiting I & J
Staff for your Dept/Section?
b). Is the method of advertising vacent positions
satisfaat‘om? [ EE B E RN EEE RN RN R R R R R R E R E R NN B RS A EEENRNESHN]
¢). How many times in your opinion, do you think such
advert should appear in the newspapersT.iceceaccssssases
d). Which newspapers would you suSEESt? seecsccsccccscrcee
e). Would you prefer written applications from the
applicants or the use of prescribed application forms?
( E A R R R R R R R R R R R R R RN
f). How soon would you want candidates interviewed after
screening their applications? ,cceescsvecsncscsccssccne
2. a). Have you attended & recruitment interview in IAR?
b). How would you rank the perfomemce of the Appdintments
Committee IAR
Poor Fair Average Geod Excellent
¢). De you thirkthat the Appointments Committee IAR is

quite articulated in terms of
i) ability to interview effectively? .ecececsccces
ii). adequate experience and techniques seeecececseses
11i). determining relevant qualifications for the
I & J Staff jobs‘in IAR? secsc0ce0acsscccsccnnes
iv). adeguate knowledge of job deseriptionsfecescsee

Is i% necessary to write an examination or do a practieal

test in an attempt to regruit suitable candidates? If
80 plaa.ﬂe give YOUIr TreaSoNS. esesesssssssssccsasosncnans

R Y R R R N R R R RN N R R R R R A RS R R R R R R A R R R



e

k)
3. To

As far a8 you are concerned, what is responsible for the

difficulties in recruiting qualified candidates
NOWEAAYST secectsessnsersveeassrssansenscassrosnssanene
If you think that some improvements are needed in the
interview process, kindly give your suggestions.
ses st enAcsatetoasasanastaatet O RsassonrtesonnsbBesasas
Please indicate any preblem facing a new recruit on
assuping duties in your Dept/Section ..eevsccssessceree
Do you consider induction of new recruits z necessity?
the best of your knowledge, would you think thet the

frequent labour turnover of I & J Staff in IAR is due to:

a)i
b),
e),
a);
e)l
).

Le From your past experience, how would you rate the performanece

of

alh
b)le
¢).
d).
e)s
£).
gl
h),

i}e

peor salary? sevessscvenans
lack of promotions? sesnsssrOeRuEES
housing Prolblems? YT IR EEREERE)

inadequate training programies? ....cssesseve

sonflict between the workers and their supervisors? .c.eee

Pleage indicate any other TEaASONS cueeseaesssassarttossrne

your staff who already completed some training programmes

frFm the following institutionss

Poor Faip Average Good Excellent

DAC

Kaduna Politechnics

Soil Survey School, Jos

Agric, College, Umudike

ABU Part Time Courses

Overseas courses

Other ¢ourses may be indicated and rated

Are your staff promoted/regraded on successful completion

of such training? If not, how are they compeneated?

Would you support the idea of sponsoring a staff for

further training before his confirmation of appointment?

87,
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C. Lre

b).

c)e

Te The
tal

Pleese suggest any improvement in the training programmes

Of m LA R R R R R R R R R R R R

you a2 member of the IAR Promotions CommitteeTesecccocceses
Do you think the composition of the Committee is ade=-
quately represented? .cccececcsssccssrscssssssscsscsscens
How would you rate the performance of the Committee?
Poor Fair Average Good Excellent

How would you rate the criteriaz used in promoting .
I. & J. Staff? Poor Fair Average Good Excellent

Have you any comments on the general promotions of

I.&J. Staff? ([ EX R RN R RS RR R R R R RN R RN R R R R R R R R RN R RN E N

Ia there any difficulty in securing a wvehicle loan for
BLaff? ccosescessescccsassnctessssccssnancsssscsscncanss
Would you suggest that basic sllowance should be
automatic? ceeccecssscsccssascess If s0, what are your
TOABONST .evesevcsvcsvsossserssssscsssassssassssssssassns
Of all the allowances paid to I. & J. staff, which do you
think are insdequate and how much would you suggest if
you are in a position to advise the Management?

St antidd sttt bhsddasnsstaadsddasdastgbissdnsdpnanenan

reasons why workers behave the way they do is of fundamen-
importance in any organization. KXindly make some comments

on what aﬂtually motivate your I. & J. staff.ecccsncenceccances

A AR R AR S R R R R R R R R R N R R R R A A R A R R R N R AR R R R R R R R R R R R
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APPENDIX C

INSTITUTE FOK AGRICULTURAL RESEARCH
Amadu Bello University

P.M.B. 104k, Zaria
(Office of the Secretary

To be completed in DUPLICATE in the applicant's own handwriting.

Originals of certificates should NOT be forwarded with these

forms which when completed should be returned to the Secretary,
Institute for Agricultural Research, P.M.B. 104k, Zaria. Photostat
copies of certificates should be attached to this application, ONLY
THE AFPLICATIONS OF CANDIDATES WHO MAY BE INVITED FOR INTERVIEW
WILL BE ACKNOWLEDGED,

14| () Vot applibell Lobiciciciisnssnsiiisnnsridieniisinisanaiins

(B) Dot sicicncursssnssessEriicesssERsssREOTeRER R
2. PERSONAL DETAILS

(a) Full Name (underline SUINAME) ...eeecevrcosscsssssssonas

(B) Babe o Wl cuvsainispensasiasnsnis

{¢) Flace of BitMhcsesssessnscnssolimte of Origineceessosssss

(d) Normal Place of DOmicile .eecececsescsvacocacses

(e) Marital Status secceccecssccssscssscsccoscscscs

(£) Languages BPOKEN susservsnsccssnsssessacssensse

() WNMatickality (If non BUGEIEE) cuesssvssevassinesvassonasi

(h) Correspendence 8AATEs8 sevveosescssiossiosscscasssscnssnss
3, FAMILY DETAILS

Next of kin (ether than wife or husband)

R T o

D) RIEBIEIED: sonsviavrinsisuvssianieionseivsRnenEosRRTEIR

LT OO R
L. EDUCATION

Sehools attended (with dates) including profesional training

schools:=

School Dates Qualifications

From Te obtained stating grades




5.

91.

WORKING EXPERIENCE
(a) Previous employment

Employer Post held From |To Last

Te
8.
Se

10.

(b) Present employer  EE R E RN R R RN R R R R R R RN RN R R R R R AN
(c) Ham of emploment BN R E R R RN R RS R R RN R R R R R R N R RN
(d) mti&s Endresponsibility S SsR sl sadsssndebinsseannana

(9) Present Balary B PRI EINIRERSERR NP RENREARRERERRRAERDERRS

SUMMARY

Give below a brief summary of your reason(s) for seeking
employment with the Institute,

Any objection for contacting your emplojer?
Have you ever been convicted by a court of law?
EEFERENCES (3)

ﬂm&........o.c...-..-..-a--....&ddresﬂ--.....--..-o--..-......
nme-l.-‘l-l.ll -....---.-..-...del‘esﬂ........................

Nme".'.'.‘..I-IIll.II-I.l'...AddreBB.l..c.l.-‘C..l........-.

CERTIFICATE
I certify that the information given in this application is true.

Signature of Applicant.

IBtEC'ccc-ocosccacca-cqolcolidtio

11.

CONFIDENTIAL REPORT

To be completed by the Head of Department (where applicable) as
to the candidate's suitability, release etc, and forwarded
direct to the Secretary, Institute for Agricultural Research,
Ahmadu Bello University, Zaria.

(A AR R RN SR SR S R R RN PR RN R R R R R AN A NN R RN R R R R R R R R N NN N

Hm..-.-'I.l‘..........l"mpar‘mentl'..-..-...l....‘.-......
M....I........l.I.III.I.SmatureI....I..'II-I.........'I..



Ref:

APPENDIX D
o)

INSTITUTE FOR AGRICULTURAL RESEARCH
Ahmadu Bello University
Zaxia
{Cffice of the Secretary)

(AL RN N ERNN XERNENN] mte

I write on behalf of the Council of Ahmadu Bello University te

offer' you appointment as in the

Institute for Agricultural Research,
Zaria.

You w+11 e on probation for years at a commencing

salary of ¥ Yer annum, on the Grade level

i.c.
24

: with 2ffect from
*our incremental date will bde 1st October, the first being 1st

Octobér, » Provided you have served for at least six months
by that date,

3.

The appointment is subject to your being certified medically

fit for employment and to the general conditions of gervice
applicable to your grade and %o the following further conditions:

L.

(a) That unless you are dismissed, the University may at
any time for good cause terminate your engagement by
one/two months notice in writing or by the payment of
onef/two months gsalary in licu of notice; and you in
turn may terminate your appointment with the
University by one/two months notice or by paying
one/two months ®alary in lieu cf notice,

(v) That as long as you remain in the Sprvice of the
University you may be liable to be employed in any -
Department where your qualification and experience
can be used and you will be subject 10 the University
Rules and Regulations as may be in force from time to
time,

Please inform me in writing if you wish to accept this offer

on the terms stated above; and if so:

(a) return the attached Form in duplicate, with the
Medical Certificate duly completed by the University
or Government Medical Officer and with the acceptanoe
and agreement thereon, each duly completed with youx
own signature over a fifteen kodbo stamp; and




93.

(u) forward to me a photostat copy of your birth certifie
cate or a gtatutory declaration of age.

S 1 the day of assumption of duty, you should report with this

letteriof offer of appeintment teo the Secretary and to the Finance

Qificer for documentation. Flease note that if 1 do not hear from

you within 6 weeks from the date of this letter, I will assume that
you have declined the offer,

Yours faithfully,

Becretary.
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