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I feel highly honoured to be a part of this great and 
universal tradition of the academic community. It is indeed 
gratifying that, in spite of my location within the context of 
the academic disciplines of Sociology and Public Admini- 
stration, I have this opportunity to deliber the 4th In the 
series of inaugural lectures from the Faculty of Administra- 
tion, University of Ife. The first inaugural lecture from the 
Faculty of Administration was by Professor Y.AD.S. 
Samaratunga and it was delivered on the subject "Accoun- 
tancy, Society and Economic Development"; the second 
inaugural lecture was given by Professor 0. Aluko on the 
theme "Necessity and Freedom In PJigerian Foreign Policy"; 
and the third inaugural lecture was given by Professor 
'1,adipo Adamolekun on "Administrative Pmver". 

My concern in this lecture is primarily with the eluciJatim 
o f  some of the critical considerations that must inform an) 
serious or qenuine strategy for managing the Xi~eriar 
econom), especially its public sector, efficientl). and effec 
tibely. hlanaqement is central to public administration. 
Indeed, a< already underscored by other authors, public 
administration revohyes around the various components o! 
manaqement, includinq the environments, the resources and 
the problems or manaqing an economy, a polity or differen'. 
types of oryanizations in society. 

Within the general framework of management, public 
administration may cntail a focus upon questions of policy, 
budqeting, staffinq records or reports, coordination 01 

planninq. It is the planninq component which has alwa): 
been a pre-occupation and a challenge for me, even t l ~ o i ~ ~ r  
issues of policy have also claimed a significant proportior 
of my academic preocc~~pations.' There can be no effective 
management without planning; at the same time however, 
there can be no functional or result-oriented planning 
without the provision and utilization of relevant and accurate 
information on the human factor in the society or on the 
economy or the organizations to be managed. Within the 
broad framework of managing an economy however, plan- 
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in Nigerian public administration should be of the utmost 
concern to both scholars and rulers alike. h h c h  more specifi- 
cally, public administration in a developing society such as 
Nigeria needs to be transformed into a dynamic instrument 
of development. In the attempts to ensure this orientation, 
public administration, especially the machineries of govern- 
ment, needs to  be consciously planned, and guided reforms 
of all public agencies - the civil service, the parastatals, the 
universities, the research institutes - should be engineered. 
This is the context for the selection of the topic of this 
lecture. And i t  is being emphasised that genuine planning for 
public administmtion requires an intimate knowledge o f  
people, their culture and forms of social organization. 

The topic of my lecture brings into focus two fundamental 
underpinnings of my academic preoccupations over the last 
one and a half decades. On the one hand is my intimate 
concern with planning as wcll as with all thc critical require- 
ments for making planning effective in organizations and 
in society. On the other, the ways in which society impinges 
upon the planning process or the absence of systematic 
planning has also been a major area of my academic pre- 
occupation. Both concerns have however always been bound 
together by an overriding concern with pragmatism and a 
desire to  contribute to the solution of problems, either in 
public organizations or in their larger  environment^.^ 

I wish to suggest that, at no other time before now in the 
life of this nation, has its public administration been a victim 
of inadequately planned expansion in the structures and 
functions o f  government. The negative consequences of 
uncontrolled growth have now commanded. the attention 
of both the scholars and the practitioners in the field of 
public administration especially in the attempt to arrest 
those negative consequences of previously uncontrolled or 
inadequately planned institutional growth. 

It is important at this juncture to underscore the relevance 
of sociology for practically every pre-occupation of man  
The sociologist is at home with princes, preeidents, politicians 

and private power brokrrs. This is partly the rcason why 
all ovcr the world, therc is usually thc division of sociology 
into sub-arcas like the sociology of medicine, the sociology 
of work, the sociology of marria~e, the sociology of develop- 
ment, political sociology, and sociology of the future and, 
of course, the sociology o f  complex organizations. Public 
administration embraces the specialised area of the sociology 
of complex organizations. 

Although, the sociologist is often concerned with the 
human dimensions of the organization under investigation, he 
brings to bear on such an organization a sociological ima~ina- 
tion which enables him to ,perceive both the dynamics and 
the ~ersistencc of cultural and structural patterns as wejl. as 
their implications for organiscd social life. The sociologisr 
by and large is an organizational man. Illhen he is not 
working Tc:r a ministry or a dcpartmcnt oC State, hr ir 
sturiyiny ?he pro?)lemc identificcl by a Founc!ation or a 

I~usiness organization. His erforts nlay be oriented t.o\varc! 
sensitking administrators in a variety of bureaucratic 
organizations to the recotpition of specific contradictiox?~ 
and prol~lcrns id~ihit ing perfomlance and effectiveness in 
such orqanizations. A fundamental posture of the socio- 
logist in this respect has been cogently put by Eldridpe ani' 
Crombic: "'Vhatever stance the Sociologist does adopt as ;? 

c21ang.e agcnt, it is probably fair to  say that usually I t  is 
within the conception of planned social change. Indeed, the 
sociologist's involvement is seen in its relation to the planning 
function - whether he be advising or evaluating the plan..."5 
(my emphasis). 

One of the most critical functional requirements of an 
effective administrative structure is planning. And here, the 
sociologisl is a willing agent and a repository of planning 
strategies. And it is within the' framework of the most urgent 
requirement of contemporary Nigerian society that the 
planning function of Nigeria's public adrninistratiou must be 
perceived. 

I had observed earlier on the intimate linkages between 
planning for change and development, and the effective 



management of Nigeria's economy. It is the inadequate 
appreciation of these linkages that often induces some 
analysts to aportion the blames for the persistence of 
Nigeria's underdevelopment largely in the wrong quarters. 
Six years ago I delivered a keynote address on the topic 
"Mow Africans Underdevelop Africa" at an International 
Conference on the Social Consequences of Unequal  evel lop- 
mcnt in ~ f r i c a . ~  It was meant to be partly a complement 
and partly a critique of Walter Rodney's landmark contribu- 
tion on How Europe Underdeveloped Africa7 But more 
importantly, that keynote address was directed at re - 
appraising the wisdom in making scape goats of "extemzl 
enemies" or alien exploiters as the culprits or creators of 
Nigeria's current economic, politica.1 and social misfortunes. 
If a quarter of a century xCter independence, we in Ni~eria 
have merelv recognisec! the fact that some of the developed 
countries rose on our I>a.cks to prosperity m d  we are yet to 
ory;nnise ours~lves rldcqr~ca.tely for purposes of dcvelopn?ent, 
thcn we 3rc likcly to rcmain underdeveloped for a very long 
time. By now, Nigerians .must have become sufficiently 
exposed to numerous empirical evidences which point at the 
'ntemal roots of ocr society's continued underdevelopment 
to ponder on the wisdom of laying blame ai the door of 
external exploiters. 

The time has come for us as a people to recognise the fact 
that the developed countrics will for ever continue to exploit 
our  poQr and inadequate or::anizational forms to their own 
advantage; ;ujd that neither an exploiting alien nation nor 
a friendly aid-granting world po we4 can help us to manage 
our economy and implement our development plans. 
Nigerians and only Nigerians will have to organise and rc - 

organise our dis-organired and un-organised or inadequately 
organised sectors, especially the public sewice. 

In esscnce, what is being suggested in this lecture is that 
our orsanised agencies for the implementation of government 
policies, the civil senrice, the state-owned enterprises, the 
research institutes, lrniversities, government-owned hospitals, 
etc, are currently experiencing management and organiza- 

tional problems which largely derive from unplanned c 
inadequately planned growth and expansion which need t 
be understood and resolved if the level of performance i 
those government agencies are ever t o  be enhanced suff 
ciently to provide an engine to  development. 

When government entered into management agreemeni 
with alien organizations and consultants, it was partly t 
overcome the management and organizational obstacles to 
performance in different arms of the public sector. This was 
the situation in 1978 that led the then Federal Military 
Government to enter into a management agreement with 
Rail India Technical and Economic Service (RITES). 
Siniilarly, between 19 79-81, the Nigerian Airways - K. LM. 
management agreement was in operation. The Federal 
Palace Hotel, the Ogun State Hotels, the Hotel Presidential, 
Enugu, and the Oyo State Paper Mill, were also some of the 
other government organizations which had t s  enter int 
management agreements with alien firms. Obviousl! 
management constitutes one of the crucial needs of th 
public sector organizations in Nigeria today. This is not t 
underplay other considerations which often influence th 
content of such agreements. For instance, corruption an, 
misappropriation of funds are inevitable in public organiza 
tions where there is poor management or where such 
problems as over large size and structure or cumbersome 
procedures create loopholes for unscrupulous offitials. 
As noted by Donald Stone, and Alice Stone: "Management 
is the heart and distinguishing feature of public administra- 
tion. Together with concern for policy and function, it is the 
synthesizing element which gives public administration the 
character of a social profession drawing on many disciplines 
and specialised kn~wledge."~ I In order t o  appreciate the 
extent to which and the ways in which management 
problems militate against public rector performances in 
Nigeria, it is necessary to understand their linkages to  other 
problems of organization 

Nigeria's public administration is undergoing a criaia And 



it is self destructive to  continue to lay the blames for such a 
crisis cn GUI external frienc', or adversaries. If we intend to 
escape From, or successfully resolve the crisis, we must come 
to grips with the sociological roots of  the current crisis, und 
we must plan deliberote1.v in order to eliminate the problems 
identified. l'his is the reason why it 1s important to 
appreciate the sociology of Nigeria's public administration. 

There are three fundamental concepts in sociology: 
indeed two vf them were considered 137 Alvin Gouldner as 
the basic pmqran~rnatic concepts in the d i~cipl ine .~  The3e 
concepts are those of (1) culture (2) society (3)  social 
system. 

The culture of a nation is the learned and shared way of 
life of its people, and it is t r~nsmitted from one generation to 
another. Such away  of life includes the custorns, the beliefs, 
the tastes, thc traditions, the values, the behaviour patterns, 
the lan,~raqe, the altitudes and the gcneral perception of the 
world which people xcquirc as a consequence of their adjust- 
tnent to ,group !iving in a society. Obviously, our conception 
of culture transcends the narrower conception of culture 
which is implied in references to  dance, art, crafts, or 
festivals, a'l o f  which represent just a small component of the 
cultural domain in society. Our culture is our way of life. 
Of course, some elements of our culture may in fact be 
irrelevant for the further upliftment of society; other aspects 
of our culture may be absolutely necessary for our growth 
and development. The significant point is that we cannot 
afford to  ignore the quality and consequences of different 
manifestations of our life for the current predicament pf 
Nigerian public administration. 

However, just as we may speak of the culture of'a people 
we can also speak of the administrative or the bureaucratic 
culture or sub-culture in a society. In the latter situation 
what is implied is the total way of life characterising the 
bureaucracy and the bureaucrats. This is an area in which 
cultural autonomy and cultural dependence conflict. The 
sub-culture of the government functionaries is however not 
altogether independent of the culture of the rest of the wider 

society. Indeed, it mirrors the society of which it is a part i 
certain significant respects. This is why society's cultur 
imbues the public organizations with either administratik 
capacity or bureaucratic incapacity through the effects 6, 

the bureaucrat's adoption of some aspects of the culture of 
the larger society. 

By the concept society I mean to refer to a group of 
people with its own culture or peculiar way of life, existing 
under a government and whose members are in continuous 
interaction, even though such interaction may involve class c 
ethnic or other forms of  power relations. This is the form i 
which we can speak of the Nigerian society with its- ow 
culture, its own class and ethnic structures and its own power 
relations. An important attribute of a society as far as the 
sociologist is concerned is its coercive nature. Durkheim 
once observed the external and constraining influences of 
social facts on members of a society, through the patterns of 
culture, the pattems of behaving, thinking, believing (the 
values, notms, and espectations which determine social 
relatioh), society often compels its members to act in 
particular directions.. This is not to  ignore entirely the 
individual aspects of social action. But it is to  underscore the 
social nature of many seeming aberrations in the behaviour 
of members of our complex organization. For example, 
there are inumerable ways in which much of the devim 
behaviour of some public servants can be linked with th 
demands and social pressures from the wider Nigerian societ 
(e.g. spraying ..of the Naira at parties, corruption or embezzle- 
ment of public funds). 

The third concept, the concept of social system implies 
the egistence of a whole which consists of some interdepen- 
dent, inter-connected and inter-related parts, which are in 
constant and continuous interactions. For example, in 
Nigerian society, the efforts of the government to foster 
socio-economic development is directly dependent upon the 
availability of an efficient Civil Service; the latter is in turn 
dependent upon the quality of output from the educational 





of resources, and the anticipation and control of con- 
sequences or impacts of government measures in the public- 
sector. 

Minimum government entails four inter-related processes: 
1. Minimum involvement or intervention of government 

in areas where Sovernment cannot be efficient or cost 
effective; 

2. Massive focus of government efforts on limited 
attainable goals durins the tenure of each govern- 
ment's administration; 

3. hlinjmum citizen's depcndence upon the goye-rnment 
for services which should or could be provided by 
the people for themselves; 

4. hlasirnum participation of citizens in affairs affcqting 
their \.ell-being. 

The call for the adoption of minimum government derives 
Iargel), from the apparent inability of the over-expanded 
machiner) of government to  cope with its current obliga- 
tions. Government involvement in virtually every sphere of 
human, social and economic endeavours has exposed the 
State to  considerable strains and stresses which can onl). be 
alleviated by the State's adoption of appropriate units or 
aovernment agencies within appropriate spheres of goverm 
ment action or responsibilities. 

The personnel, 'institutions, financial burden and respon- 
sibilities of government have grown out oi' proportion with 
the absorbtive capacity of the State over the last quarter 
of a century. It is incumbent on public administration to 
respond to the changes both within it and in i;s environment. 
As noted by Cadwallerder: "... an open system. whether 
social or biological, in a chanqing environment either changes 
or perishes ... if a complex social organization is to  survive 
critical changes in its environment, it can do so only by 
changing its structure or behaviour" l o  In the current 
predicament of Nigeria's public sector organizations, con- 
sciously planned changes are required in both the structure 
and behaviour of both the organizations and their members. 

UNRESTRAINED GROWTH: GOVERNMENT AS BIG 
BUSINESS 

The rapid expansion of  the State Sector is not a pheno- 
menon which is exclusivcly Nigerian. As observed by Colin 
Baker in relation to the rapid growth of Civil Service in 
Africa: " ... The general pattern is one of somewhat distur- 
bing expansion..."' ' In Nigeria, the growth of the bureau- 
cracy has been phenomenal. RIany explanations have been 
proferred for this observed trend. One view-point sees the 
root in the State's acceptance of the crucial roles of genera- 
ting and implementing development through the public 
sector. This assumed function induces thc Statc to engage 
in activities which are meant to  accumulate capital and 
ensure the redistribution of resources. I t  is this orientation 
which presumably leads to  the creation of ncw institutions 
for accumulation and redistribution. IVhat is most often 
ignored is the fact that the creation of such new institutions 
cannot guarantee enhanced level of performance if the new 
institutions are managed by the same or similar personnel, 
who manifest the same values and behaviour patterns as those 
in the antecedent organizations ' which were already 
found unsuitable. 

A second viewpoint explains the growth in the State 
machinery of government by looking at the State ideology. 
For adherents of the socialist ideology, it is the State that 
should control ali organs of development, planning and 
implementation. Statc control of the economy is, however, 
not the same thing as socialism. The latter involves the 
collectivc owncr5hip or control of the means of production 
and distribution. klowevcr, State capitalism may in reality 
not involve morr tll:~n token representation of the collccti- 
vity and may infact I)c a ruse for the promotion of the 
interest of a social class or a ruling oligarcl~y. 

It must be notccl that the control which is often exercised 
by the State on the means of i)roduction and distribution 
even in socialist systems is very relative. and never tota 



Even in older socialist systems like the Chinese State, a 
significant portion of the government's economy is in the 
private sector. John Dixon recently observed what he 
perceived as the "legitimisation of private enterprise" in 
China even in the 1980s.' 

For the capitalist, the public sector is a residual category 
which should be pre-occupied only with those areas in which 
the private sector is not active. Capitalism entrusts the 
responsibility for growth and development mainly to private 
entrepreneurs. With the size and. structure of her public 
sector, the Nigerian government cannot be said to reflect 
true capitalism. 

The mixed economy alternative is often conceived as 
transitional in the State's movement either to  socialism or 
toward welfarism; hence the claim of exponents of the mixed 
economy of their nced to control the "commanding heights" 
of the economy. The miscd economy is the natural homc of 
State capitalism whether it is of the Japanese, the Indian, or 
the Nigerian modcl. In the Japanese model, public funds get 
transferred to the private sector and the State en<pges in the 
so-called pioneering roles for the sector; in the Indian 
model, the State makes its presence felt in virtually all 
spheres of industry. In the Nigerian model of the mixed 
economy option, public funds get transferred to thc private 
sector but simultaneously, the state also pretends to make its 
presence felt in all areas of socio-cconomic life. 

-4s I have shown elsewhere, with regard to the Kigerian 
cxpericnce, the mixed economy approach to development is 

with c~n t rad ic t ions . '~  It cnables tlie government 
to enqage in precisely those cconomic venturcs for which it 
is ~r~anizativnally Ici~st ~)rep:ued. Kcvcrthclcss, it provitles a 
Teat justification for the establishment of new organizations 
ns agents of government, with the conscqucnt g o ~ ~ t h  of the 
public service, and the multiplication of puhlic organizations 
whose administrative capacities x e  severely limited. 

With particular reference to Nigcria, the first generation 
of political leaders inherited a law and order govcrnmcrit at 

independence. However, the politicians had promised a life 
more abundant for the citizcns and hence they were inclined 
not only to forge national integration but also to promote 
social and economic development. The initial shortage of 
private investors and entrepreneurs at independence, the 
nationalists' rejection of alien economic domination and th6 
deliberate dcsire of government to faster accelerated develop- 
ment, all led to the swift assumption of wide duties and the 
promotion of enterprises in virtually all spheres df human 
endeavour. 5uch a trend was to be expected in a Service 
State. It was just the inadequate planning which preceeded 
the growth and expansion which produced strains and 
stresses for government bureaucracy. 

Additionally however, government effort' icing the 
initial domination of the Nigenan economy by a i r n  inwstors 
particularly through indiqcnization in the 1970s; and the 
incrcasinq demands On government for servlces which were 
previously una~~ailal~lc (or where avai!able, pro~ided ' J )  

private entrepreneurs); all led to continuous institutional 
growth and increase in the slze of the Nigerian public sector. 
Of course, the environment of the Niqerian public service was 
never stztic.' Indeed, the population of the country 
increasec' from it$ : 963 Census fiqure of fifty-six million to 

the 1980 estimate 01 eighty-five million and 1985 extrapola- 
tion to about one hundred million. 

Similarly, the educational and training institutions con- 
tinued to increase both their intakes and their outputs, the 
latter constitutiny the actual or potential members of the 
public sector organizations. Traditionally, management of 
the public schools benefitted from the functional differentia- 
tion of institutions into (a) government schools (b) govern- 

1 
ment assisted schools (c) voluntary agency schools and 
(d) private schools. However, as from the early seventies all 
schools became government schools for purposes of admini- 
stration. The separation between ownership and control 
became blurred. Additionally, the introduction of the 
Universal Primary Education throughout Nigeria and the 
declaration of free education a t  all levels by the fian 



Even in older socialist systems like the Chinese State, a 
significant portion of the government's economy is in the 
private sector. John Dixon recently observed what he 
perceived as the "legitimisation of private enterprise" in 
China even in the 1980s.' 

For the capitalist, the public sector is a residual category 
which should be pre-occupied only with those areas in which 
the private sector is not active. Capitalism entrusts the 
responsibility for growth and development mainly to  private 
entrepreneurs. With the size and. structure of her public 
sector, the Nigerian government cannot be said to  reflect 
true capitalism. 

The mixed economy alternative is often conceived as 
transitional in the State's movement either to  socialism or 
toward welfarism; hence the claim of exponents of the mixed 
economy of their nccd to  control the "conlmanding heights" 
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State capitalism whcther it is of the Japanese, the Indian, or 
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sector but simultaneously, the state also pretends to make its 
prrsence felt in all areas of socio-economic life. 

.4s I have shown elsewhere, with regard to the Ni~erian 
experience, the nlised economy approach to  development is 
replete with ~on t rad ic t ions . '~  It enables t11c government 
to  cngaFe in precisely those economic ventures for which it 
is ~r~anizat iunal ly  l~ilst  prep;uwl. Kcvcrthcless, it provitles a 

q e a t  justification for the establishn~ent of nrw organizations 
as agents of government, with the consequent growth of the 
public service, and thc m~~ltiplication of pul~lic organizations 
whose administrative capacities are severely limited. 

With particular reference to  Nigcria, the first generation 
of political leaders inherited a law and order government at 

independence. However, the politicians had promised a life 
more abundant for the citizens and hence they were inclined 
not only to  forge national integration but also to promote 
social and economic development. The initial shortage of 
private investors and entrepreneurs at independence, the 
nationalists' rejection of alien economic domination and the' 
deliberate desire of government to faster accelerated develop- 
ment, all led to the swift assumption of wide duties and the 
promotion of enterprises in virtually all spheres df human 
endeavour. Such a trend was to be expected in a Service 
State. It was just the inadequate planning which preceeded 
the growth and expansion which produced strains and 
stresses for government bureaucracy. 

Additionally however, government efforts a t  reducing the 
initial domination of the Nigerian economy by alien investors 
particularly throuch indiqenization in the 1970s; and the 
increasinq demands bn government for servlces which were 
previously ~unavailablc (or where avai!able, provided by 
prixate entrepreneurs); all lcd to  continuous institutional 
growth ant1 incrcasc in the size of the Kigerian public sector. 
Of course, the environment of the Nigerian public service lvas 
never stztic.' " Indeed, the population of the country 
increasec' from its 1963 Census fi,qure of fifty-six nlillion to  
the 1980 estimate o l  eighty-five million and 1985 extrapola- 
tion to  about one hundred million. 

Similarly, the educational and training institutions con- 
tinued to increase both their intakes and their outputs, the 
latter constituting the actual or potential members of the 
public sector organizations. Traditionally, manaqement of 
the public schools hrnefitted from the functional differentia- 
tion of institutions into (a) government schools (b) govern- 
ment a k s t e d  schools (c) voluntary agency schools and 
(d) private schools. However, as from the early seventies all 
schools became government schools for purposes of admini- 
stration. The separation between ownership and control 
became blurred. Additionally, the introduction of the 
Universal Primary Education throughout Nigeria and the 
declaration of free education a t  all levels by the civilian 



regimes in five of the nineteen states from 1979-1980 also 
resulted in astronomical increase in the number and size of 
the school system. With the changes came severe administra- 
tive problems including increase in ghost teachers, resource 
inadequacy, including classrooms, equipment, teachers, 
and other personnel and subsequent ineffective managcment 
and decline in the quality of education. 

The universities suffered a similar fate with the rapid 
increase in the number from two at independence to  twenty- 
four (sixteen federal and eight state) universities in 1985. 
A more crisis-prone aspect of higher educational administra- 
tion which has emerged with increased government spending 
on the i~sti tut ions concerns the issue of autonomy of the 
universities in the context of increasing governmental control 
through the hlinistry of Education, the National Universities 
Commission (N.U.C.) and the periodic visitation panels. 
Growth in terms of size and number of universities have 
therefore brought into prominence severe organizational 
problems within the university system in Nigeria 

Similarly, with respect to the research institutes, the 
growth of structures has been phenomenal.' As of 1984 
when we completed a survey in this regard, there wcre a total 
of twenty-four research institutes which were under the 
~ e d e r a i  ilinistry of Science and Technology alone, apart 
from other5 which were under the Federal Ministry of 
National Planning, the Ministry of Education and various 
universities. Eiqhteen of the research institutes have been 
concerned with one aspect of agriculture or another. As at  
now there are at lrast thirty six research institutes focussing 
upon different aspects of Nigeria's development. Certainly, 
Nigeria can do with a lcsser number of govcrnmcnt-sponsbred 
research institutes vrhere univcrsities are adequately funded 
to  pursue relevant rcsearch prujccts. 

In essence, therefore, thc developmcnt orientation of the 
government leader. and their confusion of development 
with powth  induced the promotion of growth in the public 
sector. At thc same timr, the ideological and environmental 

contexts of Nigeria's public service provided another set of 
stimuli to ,growth. MTith particular regard to the environment, 
the citizens over the years have become socialized into per- 
ceiviny the government as father-christmas from whom 

endless demands and requests should be made, irrespective 
of the ability of the government to cope, or the capacity of 
the people t o  accommodate such requests on their own, 
independently of government intrusion. This undesirable 
tendency explains government's assumption of such ridiculous 
duties as the disposal of refuse or the selling of "essential 
commodities" in an environment in which virtually every 
commodity has become essential. It  is instructive to recog- 
nize the fact that government did not  initially assume 
responsibility for such duties; only individuals, associa- 
tions and families did; and such individuals' actions or 
inactions were duely regulated by the government. The 
utilization of the machinery of government for such duties 
however simultaneously reduced the available options for 
private initiatives and community assumption of social 
responsibilities. 

The phenomenal nature of the consequent growth of 
the public sector can be illustrated with some relevant 
indices. The total plan figures at  the inception of the firs: 
National Development Plan 1962-68 showed that the public 
sector's share of the five-year plan was 56%. By the time of 
the Second Development Plan 1970-75, the State sector 
had ,grown to account for 62% of the total plan expenditure. 
As at the third plan period - 1975-80, the share of the public 
sector was already 81%. By the fourth Plan period, this 
f i q ~ r e  OF the share o f  the public sector had grown to become 
86% of the total p lm expenditure. In effect, the private 
sector is currently the residual category accounting for 
barely fourteen per cent of the total plan. 

In terms of manpower expansion, the public sector could 
boast of about 200,000 workers in 1960; byl983,fthis figure 
of the public sector manpower had grown to  become 3.7 
million, representing about 65% of the total number of 



employees in the modem sector. The magnitude of the size 
of the public sector manpower is brought closer home by 
the following testiminy from the Fourth National Develop- 
ment Plan (1981-85) document. The public sector, which 
was defined as embracing the federal and state civil services, 
the government corporations and companies (i.e. tlie para- 
statals) and the teaching services, account for threc-fifths 
of the total estimated employment in the modern sector of 
Nigerian economy. Within each state, however, thc estimate 
is even more; the public sector accounts f.>r approximately 
three quarters of the estimated modem sector employment 
in each of the majority of the nineteen states. This implies 
that the private sector accounts for two-fifths of the totai 
modem sector employment in Nigeria, and in most of the 
individual states,' the private sector represents only about 
one-quart& of the modem sector emploj~ment. 

In terms of the growth and expansion of governmental 
organizational structures, the states grew from three regions 
in 1960 to ninetcen states in 1976, with d l  the attendant 
growth of p u b l i ~  syctor in each of the nineteen states. As 
for the parastatals 01 state-owned enterprises, the growth was 
phenomenal. Infact, it is probably safe to suggest that no 
one reall!. knows the exact number of parastatals in Sigeria 
toda:.. As at 1981, Onosodel ' provided a list of about-200 
State-owned enterprises for the federal government alone, 
whilc ~ ' t loji '  13 as far back as 1 174 puts the estimate at ahout 
250. At Independence in 1960, there were about fifty 
State-owned enterprises. By 1983, there were already about 
three hundred State-owned en yerprises including 136 major 
ones for the federal government alone. And for the whole of 
the country, there are currently about three thousand State- 
owned enterprises or parastatals of various forms and sizes. 
Ukwu, I. Ukwu has for example recently observed that: 

Public enterprises occupy a much more important position 
in Nigeria's economy than is generally realised. ... Latest 
available figures indicate that public enterprises account for 
some 17% of modem sector and 28% of public sector employ- 
m e n t  In the Federal Budget of 1982, provisions for 23 

named public enterprises accounted for 25% of the tota 
appropriation for recurrent expenditure and 90% of a1 
recurrent grants and subventions. On capital projects, th 
29 major uublic enterprises mentioned in the Fourth Nationa 
Development Plan are charged with the direct responsihl~:~, 
for executing half the entire Federal Program.' 

In essence, what is being emphasised is the phenomenal 
growth and expansion in government as represented by its 
public sector bureaucracies within a period of less than three 
decades. 

It is probably easier to <grasp the unsettling effects of such 
rapid and largely unplanned growth on state structures and 
on the performance of government institutions, if we briefly 
illustrate with the experience of one or two states. In Lagos 
state for example, by the time the military was handling over 
power in October, 1979, there were eleven ministries, two 
departments, four extra-ministerial departments and less than 
twenty aparastatals. By 1983, government restructuring had 
resulted in a significant growth, with the number of 
ministeries increased t o  thirteen, departments and extra- 
ministerial departments increased to fifteen, and more than 
fifty parastatals which about tripled the initial number, fou 
years earlier. Indeed, these developments led to a pheno 
menal increase of the State Government Budget fron 
W475.8 million in 1979/80 to  W1,010.8 millionin 1983. A 
similar pattern could be depicted for Oyo state2' and for 
many other states in Nigeria 

The preceeding pattern was probably responsible for the 
observation by Udoji more than a decade ago in his Main 
Report: "Running public services is now big business 
requiring big business management. Today, the public 
services of Nigeria are involved in affairs beyond the imagina- 
ting of our civil servants 15 years ago:' ' That assessment 
is more valid today than it was more thau a decade ago. But 
are we doing all these things efficiently and e f f e c t i v ~ l ~ ?  

The extra-rapid expansion and consequently large size of 
government bureaucracy has resulted in several consequences, 
many of which have not been positive. Such uncontrolle~ 





prises were examined, we observed that each of them had in 
the preceeding decade or so enjoyed satisfactory financial 
support from g ~ v e r n m e n t . ' ~  It would seem therefore that 
different dimensions of the government policies which 
impinge upon personnel in State-owned enterprises provide 
a much more plausible explanation of the current situation. 

First, there is the instability of the organizational leader- 
ship and of the environment of public sector institutions; 
secondly, there is the perennial problem of personnel -- both 
in quality and quantity; there is the third problem of the 
primacy of politics; fourth is the constraint imposed by the 
ethnic factor or the perpetual tendency to apply the federal 
character clause in the Constitution a t  the experse of con- 
sideration of merit or competence; and lastly, there is the 
problem of inadequate administrative capacity. Each of 
these obstacles to  effective performance by State-owned 
enterprises will now be examined briefly but separately. 

Culture of Instability 

In 1962 when the first National Development Plan was 
launched, the occasion coincided with the defunct M'estern 
Region's crisis of leadership. The uncertainty which charac- 
terised the day-to-day bureaucratic and political behaviour 
of the time advers~ly affected the effective implementation 
of the 1962-68 plat. Indeed, by 1966, the series of crises, 
includinq census and elections crises culminated in the 
rniljtarv coup d'etat of that year and the subsequent 1967- 
1970 civil \tar. Certainlv, these did not constitute the type 
of conducive environment of administration which could 
make for success in the pl:nninq and management of the 
Niq~rian economv. 

The secontl National Development Plan 1970-74 had to 
cope vi th  the problems of  reconciliation, reconstruction and 
rehabilitation. The post-war stable political environment was 
however short-lived and by the time the 3rd National 
Development Plan 1975-80 was on the verge of being 
launched on  an implementation trail, the 1976 coup d'etat 

had occurred. 

The 1980-85 plan was similarly interrupted by the 1983 
coup d'etat. Indeed, in spite of the phenomenal increases 
in the planned investments from one plan period to another 
- from W2.2 billion in 1962 to W3.2 billion in 1970, 
W30 billion in 1975, later revised upwards to W43.2, billion 
before the 1980-85 plan - the unstable political environment 
constituted a major constraint on the systematic manage- 
ment of the public sector. The consequence of such 
instability for administrative capacity is reflected in series of 
disparate and unco-ordinated administrative measures by 
various military and civilian regimes alike. A good example 
of the consequences of such pattern of instability may be 
cited as illustration. 

When a new regime comes into power, all the governing 
councils of universities and polytechnics, Boards of statutory 
corporations and other parastatals get dissolved irrespective 
of the'tenure o f  office or record of performance of the qerving 
dircctorq, mcmbcrs of governing councils as the case ma? he. 
Even in thc civil senrice, some permanent secretaries get 
retired and new ones are appointed. Sew promotions and 
appointments may definitely take some time to materialise. 
The time lug between periods of councils or Eoard dissoiu- 
tion and reconstitution and the re-establishment of norn?al 
administration and relative emotional stability of  the sewing 
officers pro~lide constant occasions o f  relative inactivity and 
low level o f  performance. \4'hen such periods of laq occur 
with almost inevitable reqularity, the level of uncertainty in 
the machinery of government can be (and certainly has been) 
most debilitatins. The culture of instal~ility already imposed 
by both the politicians and the soldiers require to be replaced 
by a reiatively more positive culture of stability. 

The allusion to the emerging culture of instability brings 
into focus a major area of Nigeria's public administration - 
the problem of succession to offices or posts in core perfvr- 
mance areas Like headships of organizations, departments, 
and even most importantly to governorship of states and 



headship of the nation. All these core performance centrcs 
which experience perenid problems of succession reduce the 
ability of the machinery of government to cope effectively 
with the demands of society. This is the reason why it is 
most essential for the current regime to evolve a set of clear, 
ilnambiguous and operational guidelines for succession into 
political and administrative positions in government. 

Quality of Personnel 

The reference to competent personnel in government 
requires some elaboration. It was Nevi! Johnson who 
observed that: "...how bureaucracies' operate does depend 
extensively on how they are staffed and on the attitudes of 
those in them."14 Perhaps in no other society is this state- 
ment most instructive than it is in Nigeria. Some of my 
research have shown the limitations imposcd on individual 
and organizational performance by inadequacies in the 
human elemehts in the  organizations. Of all the resources 
that may be considered essentia! for the elfective operation 
of  government'^ administration, human resources, especial- 
ly the quality and quantity o f  personneC appeor to be the 
most critical in the determination of  quality ofperformance 
and level o f  productivity in government. Information, 
financial and physical resources can only be properly harnes- 
sed in furtherance of the goals of govFrnment administration 
by a properly oriented and competent personnel with requi- 
site skills or  knowledqe. The Xdebo report (1971) as well as 
Udoji report (1974) both indicated the critical need for 
according greater attention to worker's quality, as well as 
to performance or result orientation, than to seniority or 
certificates. In 1974, the Udoji report observed the ways in 
which government job was perceived by many workers as 
opportunities to spend working time on jobs which were in 
no way connectetl with the public service., And almost a 
decade later, in 1982, A1 St. Charles provided an apt descrip- 
tion of the same situation: 

In a typical manufacturing company owned by Nigerians 
and run by Asians, most of the Nigerian employees beg t o  d 
overtime hours. But in a typical Nigerian Ministry ... tk 
employee starts eyeing the clock for departure time by 1 
noon ... Thousands of executive officers occupying pub1 
service seats do  not stay on seat hourly or daily - and not c 

1 seat could range from the fact that the officer is inside bl 
having his breakfast with a friend (of either sex), or that t 

I has  gone by 10.00 a.m. on Wednesday t o  do his weekena 
shopping ... Your mother could die in a telegram three times 
in a year and thrice you could officially go for her burial 
But if the private sector pays more, it also fires more. You 
have t o  work hard for  every Naira you earn ... You have to be 
on your seat and you have t o  watch how many times you 
go t o  the toilet in a day.25 

In spite of the disfunctional attitude toward work and low 
level of commitment in the Civil and Public service however, 
these Iatter agencies of government constitute the central 
organizations for the implementation of government plans. 

And yet, the services are not just infested with a dysfunc- 
tional or negative work ethics and a sub-culture of non- 
performance, they are also over-established. A study of the 
situation in Ondo state for example observed that a total of 
1,991 workers were employed in a department which ought 
to  have employed only 11 7 people. Similarly, a Registry 
which should consist of two workers had twelve; and a plan- 
tation which should consist of ten workers recruited one 
hundred labourers. 

What we are witnessing therefore is a combination of 
Public sector patronage of low quality under-utilized persor- 
nel, with the presence in unusually large numbers o 
personnel that are normally not needed. This situation i 
explicable only in the context of the potent sub-culture o 
informal contacts, political influences on recruitments, th 

I invocation of the principle of ethnic affilliation and federa 
character, all of which combine to recruit unsuitable, incom- 

I petent or unqualified labour for different arms of the public 
sector. Certainly this is not a pattern that should be allowed 
to persist either in the productive arms of the public sector 



(the State-owned entcrpriscs) or even in the other spheres 
of  the public service. 

EthnicityIFederal Character versus Merit and Competence 

The reference t o  the adverse consequeilces of the wide 
application of the constitutional principle of  federal 
character requires some elaboration in view of the serious 
implications which that principle has for the quality of 
personnel in the public sector. For one thing, the public 
scrvice is a microcosm of the wider Nigerian society, and 
each public organization is even more scl in terms of ethnic 
heterogeneity.. 

More than two hundred and fifty ethnic groups co-exist in 
Nigeria even though only three of them account for closc t o  
60% of the total pop~rlation. Nigeria is therefore an ethnical- 
ly heterogeneous ~ o c i e t y . ~  ' However, each ethnic ,qoup is 
also a segmcntary society witl.1 potentials for further fragmen- 
tation into ethnic scgments. For cxarnple, thc Yoruba cthnic 
group becomes segmented into the Oyo, Ondo and O w n  in 
one contest  or into Ibadnn, Ijebu, Ekiti ctc. in another 
contest.  Similarly, the 1110 ethnic group becomes se<pmented 
into the Onitsha 1110, Owerri Ibo ctc. ?'he ctIlnic hctcro- 
geneity in Nigerinn society and the segmcntar:. nature of the 
ethnic micro-societies provide the background to the 
minority cthnic group's Fear of domination in thc first 
rcpublic and the exploitation of ethnic affliation by both 
majority and minority ethnic m ~ m b e r s . ~  

Thc members of thc Constitution Drafting Committee who 
inserted the federal character principle into the nation's 
constitution responded to the problem posed by the inter. 
play of ethnic politics and leadership defaults in the first 
Nigerian Republic. It  will bc rccalled that the first Rr;:t!!;lic 
suffcred from intcr-ethnic fcars and r e i ec t io~~  of domination, 
intra-cthnic 'fear of exclusion and reciprocal distrust, hot11 
of which partly accol~nted for the wars of secession, and 
also for the subsequent fragmentation into ninctecn states. 
The principle of federal character was meant to build some 

canons of fairness and representativeness into the sharing of  
government offices and other scarce national resources. 
However, the subsequent applications of  that principle in 
the public service have negated the fundamental premise 
of a meritocracy which in essence is what a government - 
bureaucracy oriented toward sponsoring change and promo- 
ting development is supposed to  be. 

A Permanent Secretary in one of the states' civil services 
recently observed as follows: 

The Civil Service has been bedevilled by the ethnic factor 
since 1975176. One group has been identified as delibera- 
tely dominant and selfish in its hold of the service since then. 
Thus, the ethnic factor which was bred by the predomi- 
nance of a group in political office holding stands as the 
exclusive basis for recruitment into' service, posting into 
sensitive positions, and sometimes promotion and discipline, 
and many of the basic concession and priviledges of the 
service. As a corollary, the ability to escape from justice, 
riegle into promotion, meander out of transfers, and assume 
a psychological position of influence was determined by 
one's own closeness (or distance) from the town or sub-tribe 
of the ruling group.29 

The contradictions between tlie ruling oligarchy's desire 
for a rep~esentative bureaucracy and the demand of the 
government bureaucracies for merit and competence largely 
account for the recruitment or appointment of personnel 
that are incapable of turning the government machinery 
into an instrument for development.. For this nation to 
overcome its present crisis of non-performance in govern- 
ment bureaucracies, there hos to be a major departure from 
the past with regord to personnel recruitment and deploy- 
ment in government bureaucracies. The attempt to  ensure 
justice and fairplay among ethnic groups must be tempered 
with considerations o f  merit and ability to perform. Alvin 
Toffler once. observed that to survive, "Organizations 
must cast off those bureaucratic practices that immobilise 
them making them less sensitive and less rapidly respon- 
~ i v e . " ~ O  Indeed, recruitment, dcployment and promotion 



policies which inhibit personnel performance in Nigeria's 
public sector are overdue for review and reform. 

There is a final comporient of the bureaucratic machinery 
of government which has negative consequenccs for perfor- 
mance in the public sector - the proverbial non-responsive- 
nrss of bureaucrats and bureaucracy to  change. Ludvig von 
hlises would go as far as to assert that bureaucracy is by 
definition incapable of promoting change and that bureau- 
crats cannot be  innovator^.^' In a contcxt in which the 
state or government is the nerve centre of aggressive inter- 
v e n t i o ~ , ~ ~  the aq-ents and agencies for mtervention must 
be amenable to  chanse otherwise organizations, 
including State-owned enterprises may become disaster 
areas for non-performance. 

Justification for Minimum Government 

It is not necessary 40 catalo,ve the phenomenal expan- 
sion of the other spheres of the public sector and the con- 
sequent sociolo.;ical repcrcusions before the main pheno- 
menon of unplanned and uncontrolled espansion of 
government can he emphasised. It is important however 
to  appreciate the scope and map i tude  of both the manifest 
and latent comequences of such explosion in thc size and 
scale of yn\rpmrncnt nrgani~ations, par:icularly when thcse 
are combined with both latent and manifest consequences 
of the pervasivene<s of our peculiar bureaucratic culture 
and consequcnt diminution of administrative capacity in 
government. Fiy. I depicts the situation which now calls 
for conscious planning in order to  obtain the functional 
minimum size, composition, and responsibilities of public 
organizations which are conducive t o  controlled growth, 
efficient and effective performance and development in 
society. 

I have emphasised the tact that certain aspects of the 
bureaucratic culture of Nigerians adversely affect the 
quality of personnel which is recruited or  retained, and the 
performance of such personnel in public sector orp;aniza- 
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tions. The same attributes of Nigerian workers art. not 
allowed to dominate the attitude and performance of 
personnel in the private sector. But personnel or human 
resources inadequacy often results in organizational or 
administrative incapacity. Such a limitation is undesirable 
in the public sector at a time when the State is expectcd to 
promote development through government involvement in 
numerous profit-oriented and service ventures. hIy 
emphasis upon system intcrdependence is also meant t o  
bring into focris the consequences of each phenomenon 
already considered for other spheres of government and 
society. 

Nevertheless, one fundamental point must be emphasi- 
sed in this final section. I am not saying that all growth is 
undesirable; similarly, I have not said that all forms of 
expansion in the public service are to be abhorred. Rather, 
what I have been saying is that an,! growth in the 
machinery of  government must be properly and adequately 
planhed if such growths are not to result in more negative 
than positive consequences for both the government and 
the citizens. Such conscious planning of change has not 
received adequate attention of both the government and 
scholars. Bureaucratic expansion is a kind of change which 
demands adequate knowledge of the social and cultura! 
environment of proposed changes, and adequate informa- 
tion on the expected consequences of proposed changes. As 
noted by  Samaratunga: "One cannot conceivably be 
deemed to  plan something without an expectation of 
performance, nor can one be expected to perform some- 
thing which has not been originally intended o r  plan- 
ned "34 

~ h r e e  main types of changes which relate to  phenomenal 
increases in the size of government machinery and the scope 
of government actions have been examined3 and shown t o  
be in dire need of a renewed effort at  deliberate planning. 
One is change within the government organizations, e. g. 
changes in recruitment policy, or  in personnel commit- 

I ment and numbers; the other is change of government 
i organization - through the addition of new organizational 
I structures like the parastatals. And a third is the change in 
I demands on government by citizens who are bcin, 

governed ( e . .  Specific requests for government intemen 
I tion by citizens). I t  is the relative absencc of regular as wcl. 
I as systematic reviews and coordinated planning of thes 
I three inter-related sources of change in government tha 

largely accounted for the increased stress situation in man: 
government organizations and the consequent decline of th I 
performance structure in such organizations. 

One solution is t o  l imit the size and scope of governmen 
intervention while a simultaneous effort is directed at 
planning for the estublishment of  a functional minirnum 
size for all government organizations. This implies that 
government may withdraw its involvement in som 

I organizaiions and activities. Another is that for organiza 
tions from which government must withdraw its involvc 
ment, there will be need to  establish clear guidelines on the 
basis or  criteria of such disengagement and the beneficiaries 
of such actions. \Ye have made relevant proposals in this 
regard in' a different contribution (see Tables l a  - 5 
attached as appendices).3 

In one of my recent contributions on this issue, I 
su,qested five different criteria by which govxrnmcnt may 
be ,+ided in its efforts at limiting the size and scope of 
inteflention in State-owned enterprises through privatiza- 
tion. .First is the criteria of the current level ofgovernment 
equity pafficipation, whether it is high, (50% and above), 
medium, (25% - 49%) or low (below 25%). Second, is the 
specific domain of the State-owned enterprises, v t 
is in a strategic or non-strotegic area  Third is th t 
record of  performance, including details of such records 
over a period of five or more years. Fourth is thc criterhn 
of the extent of government capacity or competence in 
the management of specific enterprises. Fifth criterion is 
the ready availability o f  Nigerian individuals or associations 



t o  assume the new responsibilities by either purchasing 
s h ~ r e s  or owning and managing the total ventures. 

For enterprises in which the level of government invest- 
ment is low, (i.e. below 25%) and yet the performance is 
poor, and where the enterprises do not belong to any strate- 
gic endeavour, such enterprises should be sold to  willing 
Nigerian associations. For other enterprises which are riot 
in strate$c domains, and in which government investment 
is substantial, (medium or high), all the stated criteria 
should be carefully applied in order to  dl cide which enter- 
prises to  retain and which ones t o  privatize. This under- 
scores the need for the collection of necessary preliminary 
information on, and valuation of all the State-owned 
enterprises for purposes of determining those from which 
government is t o  disengage. And for those organizations 
which are t o  remain in the government fold, government 
may have t o  undertake urgent and drastic reforms in such 
organizations, particularly with regard to  the criteria for 
personnel recruitment, the basis of promotion or career 
advancement, and removal of manifest or latent conse- 
quences of the application of the constitutional principle 
of federal character. 

hly contention here therefore is that Nigerian public 
administration as a whole needs t o  be transformed into 
an instrument of development and in order to  achieve 
such a goal, the main organs of public administration need 
to  be consciously planned and guided reforms engineered 
in all arms of the machinery of government. Such reforms 
must be comprehensive if it is going to  be effective. It has 
to  embrace all public service organizations including the 
civil service, the research institutes, the parastatals, the 
universities, hospitals etc. In line with Allan P.. Hrewer- 
Carias' advice, "Administrative reform was not  meant 
simply to achieve greater efficiency of the traditional 
public administration, but to discard archaic structures 
that were incapable of keeping abreast with the country's 
transformations and the changing mentality of the 

people."37 (emphasis added) 
The implication is that planning for efficient and effec- 

tive organizations in the public sector is one of the major 
requirements for coping with the current challenges of 
Nigeria's development. And it is in this connection that 
I have suggested that in the nation's interest and particularly 
in the public interest, all governments of the federation 
should disengage from non-strategic state-owned enterprises 
which cannot stand the test of efficient and effective perfor- 
mance. 

I t  is not possible to continue the application of policies 
which inhibit the maximization of the potentials of the 
human resources in government organizations and still 
expect that all will be well with the level of productivity of 
the relevant organizations. The nature of system inter- 
dependence makes it inevitable for government organiza- 
tions to fail to perform, or to  fail in its obligations to the 
citizens, once the capacit), of the human resources - the 
fundamental pivot of any effective organization - is largely 
inhibited, through either the state's policies and actions, or 
through the people's adoption of disfunctipnal bureaucratic 
culture and traditions. 

The planning of growth in government or in the public 
sector cannot be successfully undertaken without an 
accurate understanding of the extent of intirdependence 
between the quality of personnel (human resources) the 
prevalent bureaucratic or administrative culture and thc 
societal environment. The ever-present system intcr- 
dependence makes adequate fostering of development in 
society dcpendent upon a consciously planned bureaucracy 
with a high level of administrative capacity and al)ility to 
implement society's development objectives through 
optimal allocation and utilization of resources. 

hlvre specifically, the current size of govcrnmcnt has 
become too largc for optimal allocation and utilization of 
resources and for cfficicnt management. It is therefore 
urgent for government t o  plan for a minimum size commcn- 



surate with our existing human and material resources. The 
scope of government responsibilities has also grown beyond 
the administrative capacity of government, hence the need 
for delegation and decentralization of some of the current 
responsibilities of government. 

hlinimum government also assumes that each government 
will (focus upon one or two objectives which it plans to  

, 

achieve during its tenure - be it the supply of electricity to  
all nooks and corners of the society, halt to neme-breaking 
inflation, eradication of illiteracy, or  the elimination of 
'armed robbery. Each regime should seledt a minimum 
number of goals the attainment of which will not drily 
constitute objective measures of governmental perfomance, 
but will also enable succeeding reyimes to focus upon other 
goals of development. In addition, a conscious effort must 
be made to rc-educate the public in order to make them less 
dencndent upon the government. 

Finall!., maximum participation of citizens in zovernment 
may he effected throug1: the full utilization of thk tradi- 
tional basis of  social organization in all our local govern- 
ment areas. Earlier in this lecture, I have ai,yued that 
management is central to government, public administra- 
tion, and the ecfcctive control and direction of thl- 
economy. I have aiso argued that no effective n*lanagenlcnt 
can be attained without adequate planning, including the 
p lannin~ of personnel and organizations which constitute 
the central machineries for the implen~entation of govern- 
ment policies in the public sector. 

The current crisis of govern~mce and public administra- 
tion dictate that a great attention should be paid to  the 
planning of the functionally minimum sizes for our public 
organizations most of which have been victims of unplanned 
growth and espansion in the last twenty fitve years. 

A summary of recommendations made in the course 
of the lectr~re for adoption by government in Nigeria are 
as follows: 

1. 'There should be minimum government intervention 

in ventures in which government either cannot provide 
quality service to  the citizens, or maxirnise profits (with a 
view t o  utilising such profits t o  provide further services like 1 the generation of employment, provision of water, th- 

i supply of food etc.). This implies the necessity for urgen 
government disengagement from such ventures. Thi 
category of ventures must be systematically ascertaineu 1 through a task force or study group. 

2. Minimum governme;lt entails a massive focus of the 
government upon limited attainable goals during each 
government administration. This strategy should replace the 
usual spreading of limited resources over several conflicting 
goals and objectives which are carried from one government 
administration to  another without any remarkable record 
of achievement. 

3. Minimum government suggests limited demand from 
or dependence upon the government by the people for 

I services which could be provided either through communal 
efforts of the people or through other modes of self reliance 
(voluntary associations, cooperative clubs etc.). 

~ 4. Minimum yovernment demands maximum involvement 
and participation of the people in the affairs affecting Lheir 
well being t h r o u ~ h  local level and small units of organiza- 
tions. This calls for dccentralization, devolution and delega- 
tion o f  government responsil~ilities to other units in society. 

In planning for minimum government, there is the need 

I to obtain accurate and objective information on which to 
base government decision. And as a consequence, 
1. Government enterprises should be appraised and a manaye- 

I merlt audit provided on the actual implementation of the 
letters of the Act or Ilecree or objectives o f  setting up the 
Statc-owned enterprises. This exercise must be compre- 
hensive, in order to ~ r o v i d e  all necessary information for 

I 
adequate planning for minimum government. 

2. All enterprises should be differentiated or categorised 
into at least two components: (1) strategic; and 
(2) non-strategic enterprises. While the first category can 



be subjected to  strategic planning and reforms, the latter 
category should further be differentiated into those 
performing and those not performing in accordance with 
management and government expectation; and those 
enterp&es that are not performing out of the non-strategic 
enterprises should be privatized. 

3. There are too many ministries at both the federal and state 
levels of government: consequently all ministries of 
Government should be reviewed now and at the inception 
of every plan period with a view to  as:ertaining which 
ministries have outlived their usefulness and which ones 
should be reformed, reduced in size or scope of responsi- 
bilities. This exercise is required at both the federal and 
state levels. 

4. Research institutes should be re-organized with a view to 
pooling together scarce resources and encouraging group 
researches, and with a view to  effecting such mergers as 
may be found conducive to  the elimination of the problem 
of underutilization of highly skilled researchers.38 From 
our previous researches, we have come to the conclusion 
that it is in the best interest of the society to have fewer 
but better funded research institutes than to retain the 
existing number, some of which have become mere 
employment agencies. The skilled manpower in those 
institutes which may be discontinued may be re-deployed 
to  the newer universities. 

5. There should be a halt to the establishment of new univer- 
sities by governments, in order to avoid the promotion of 
*growth without a commensurate assurance of quality in 
higher education. Privatc universities which comply with 

laid-down requirements or guidelines by the government 
may however be allowed to  complement government 
efforts. 

6. The place of culture in the problems of government 
administration should be addressed through research, 

education and coordinated programme of public enlighten- 
ment. 

It is not possible to  achieve any of the listed suggestions 
without access to  accurate information through research and 
information storage and records. It is therefore important 
for government and the private sector alike to sponsor 
research into different facets of planning for Nigerian public 
administration, especially, how to institutionalize the plan- 
ning function at every level of the machinery of govern- 
ment. This is the only way to  promote optimal resource 
allocation and utilization and administrative capacity in 
government. 

Development planning is no longer enough in this society; 
there is also the need to plan for plan implementation 
Planning for plan implementation however requires an 
adequate focus upon and reform of the agencies of 
implementation of government policies. This is the rational 
for the call for minimum government in contemporary 
Nigerian Public Administration. 



A P P E N D I C E S  

Table 1 b 

Table l a  

Federal Government Investment (Complere uwnenhip) in 
Manufacturing And Construction Compaiies As At 1984 

Name of  Company Total Investment 

Inl 

1. Ajaokuta Steel Company 1.6~3,599,866.0 

2: Associated Ores Mining Co. L td  ~OO,OOO.O 
3. Delta Steel Co. Ltd. 781,278,061.0 
4. Federal Superphospote Fertilizer Co. L t d  27,419,633.0 
5. National Film Distribution Co. L td  400,000.0 
6. National Root Crops Production C a  Ltd 1,200,000.0 
7. National Salt Company of National L t d  9,600,000.0 
8. New Nigeria Salt Company L t d  16,600,000.0 
9. Newsprint Nigeria C a  L t d  117,622,6820 

10. Nigerian Paper Mills L t d  , 97,000,000.0 
11. Steel Rolling Mills L t d  Jos 147,39&,261.0 
1 2  Steel Rolling Mill Ltd, Katsina 139,646,307.0 
13. West Afican Distillem L t d  204000.0 
14. Steel Rolling M i s  Ltd, Osogbo 139,896,678.0 

Perren tage 
Holding (%) 

Source: (i) A. 0. Sanda (ed) Privatization: The Nigerian Experience 

(forthcoming). 

(ii) Ministry of Finance Incorporated Lap#. 

Federal G znt Inve nt Share Holding) 
I In Manufactur~ng And Construction Companies As At 1984 

iovernmc 
. . [Dornina - 

Fame of Company Percen t4ge 
I 

I- ' / Holding (#) 

Total h v  

/u 1 

estment 

1. New Nigeria Newspaper L t d  

2 Sunti Sugar Company L t d  

3. Nigerian Machine Tools L t d  

4. Ashaka Cement Co. L td  

5. Aba Textiles Mills ~ t d -  

6. CMabar Cemeht Ca L t d  

7. National Fish Co. L td  

8 Nigeria National Paper Man. C a  L t d  
9. Electricity Metres Co. L td  

10. Impresit Bakolori Nig Ltd. 

11. Nigerian Engineering donst  Co. L t d  

i 1 2  Road Construction Co. Nig L t d  

13. Specomill Textile L td  

14. Central P a c w  Nig. L t d  

15. National Livestock Prod C a  

16. National Grairu Production Co. 

17. National Shrimp Co. Nig L td  

1 8  Nigeria Yeast & Alcohol Man C a  L t d  

19. National Breweries L td  

20. Nig. Beverages Prod. Co. Yola 

Sub- total 2,497,181,930.0 

Source: ( i )  A 0. Sanda (ed) Privatization: The Nigerian Experience 

(forthcoming) 

(ii) Midt ry  of Finance Incorporated Lagor. 



Table 1c 

~ h e r a l  Government lnvestment DorninantISi 
nority SI hare Holding) In Manufacturincj and Ccnstructicn 

Companies As At 1984 

Company 

mmpnt r, Benue Ce..,,... ,,. L t d  

Volkswagen of Nigeria L t d  

Steyr Nigeria L t d  

Peugeot Automobile Nig L t d  

Opobo Boatyard Co. Ltd. 

National Trucks Nigeria L t d  

Leyland of Ni~eria L t d  

Anambra hlotor hianu Co. L t d  

Cement Co. of Northern Nip, L t d  

Nigerian hlining Corporation 

National Fertilizer C a  Ltd. 

Nigerian Romanian Wood C a  Ltd. 

Savanna Sugar Col L t d  

Seronwood Ind. L t d  Calabar 

West African Portland Cement Co. L t d  

Total Investment 

(n! 
Bercen mge 

~orcli'ng (WJ 

S I I L  total 3,947,106,1280 

Source: (i) k 0. Sanda (ed) Privatization: The Nigerian Experience 

(forthcoming) 

(ii) hlinistry of Finance Incorporated Lagos. 

Table 

Federal Government Investment (NegligibleIMinority Share- 
holding) In Manufacturing and Construction Companies 

Name of Company Total Investment Percentage 

lwl Holding (%) 

I. ~ l g e r i a n  Sugar Company L t d  1,970,106.0 19.0 
2. Flour Mills of Nigeria L t d  3,000,000.0 1 2 0  

3. Nigerian Cement Co. L t d  Nkalagu 1,350,260.0 10.72 

4. Nichemtex Industry L t d  1,200,000.0 10.0 
5. %nIop Industries L t d  350,000.0 3.03 

Su b- total 7,870,466.0 

Source: (i) k 0. Sanda (ed) Privatization: The Nigeria Experience 

(forthcoming) 

(ii) Ministry of Finance Incorporated, Lagos. 
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