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SILVER JUBILEE CELEBRATIONS IN
PICTURES

CELEBRATIONS marking the Silver
Jubilee Anniversary of the Nigerian Insti­
tute of Management (NIM) were held last
November.

Activities for the celebrations started
on November 14, 1986, with a Press
Facility Visit to Management House on
Victoria Island, followed by Jumat ser­
vice in mosques throughout the country
later in the day, and a symposium orga­
nised by the Lagos Branch of the Insti­
tute in the evening.

Other activities, at headquarters,
included the final of the Young Mana­
ger's Competition and the launching of
both the Institute’s Diploma programme
and the first in a series of five manage­
ment books, at Sheraton Hotel, Ikeja, on
November, 15.

Christian religious service at the
Cathedral Church of Christ in Lagos, and
in other churches throughout the coun­
try, was held on November, 16.

There was a public lecture at Manage­
ment House on the 17th. On November
18, the President of the Federal Republic
of Nigeria, Major-General Ibrahim
Babangida performed the official
opening ceremony of Management
House which is the N8 million head­
quarters building of the Nigerian Insti­
tute of Management.

The celebrations were rounded off
with a dinner at Eko Holiday Inn, in the
evening of the 18th. The guest of honour
was the Governor of Lagos State, Navy
Captain Mike Akhigbe.

There were also series of activities at
the Branches and these ranged from faci­
lity visits and workshops to lectures,
symposia, cultural displays, press confe­
rences and luncheons.

The NIM, which is the nation’s premier
Institute for professional managers, was
founded in 1961. Some of the photo­
graphs taken on the occasion are shown
here and on the next page.

Management House at the time of its opening on November 18. 1986.

Air Vice-Marshall,
I. A. Shekarri, cuts
the tape to declare
Management
House open.
He stood in for
President
Babangida

Two former Directors-General of the NIM (from left) Mr. P G Malins and
Chief O. I. A Akinyemi, at the celebrations.

Continued on pages 46 and 47
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PRODUCTIVITY MANAGEMENT
The final of the 1986 Young Managers’ Competition was held

at Sheraton Hotel in Lagos, in November last year, as one of
the activities marking the Silver Jubilee Anniversary of the
Nigerian Institute of Management. The winning paper, which
we are publishing here, had the above title and was presented
by Mr. Festus B. O. Odimegwu of the Nigerian Breweries
Limited, Aba.

Mr. Odimegwu describes productivity management as “the process or technique c
achieving the highest level of effective performance with the least expenditure c
resources through motivated and committed people.”—Page 7.

MANAGERIAL KNOWLEDGE and UNIVERSITY
ADMINISTRATION

In our November/December 1986 issue, a contributor wondered aloud why th
academics were adept at focusing their researches on “other groups" while leaving thei
own "job characteristics and managerial perceptions" unstudied.

As if to pick up the challenge, a lecturer at the University o
Lagos, in this issue, discusses the application of manageria
knowledge to university administration. He discusses, amon;
others, the concepts of delegation and control, participation
management by obj’ective and systems approach. He thei
romps through some motivation theories and their relevanci
to university administration — Page 18

PROFESSIONALISM IN
MANAGEMENT TRAINING

Is professionalism in management training a myth or a reality?
Professor A. R. Anao of the department of accounting. Univer- • .
sity of Benin, answers the question interestingly in this issue of .
the journal... Page 29. C.

TELECOMMUNICATIONS SERVICES &
NATIONAL DEVELOPMENT
A telecommunications engineer, with NITEL. reviews past
national development plans vis-a-vis telecommunications
development. After discussing resource allocation, program­
ming and actual implementation of projects he goes on to
identify problems and then suggests appropriate strategies for
achieving the nation's telecommunications objectives... Page

40.
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PRODUCTIVITY
MANAGEMENT

A Consolidated Operational Approach
________________BY FESTUS B. A. ODIMEGWU_______________

This paper won the first prize in the 1986 Young Managers9
Competition which was held recently at Sheraton Hotel in Lagos.

INTRODUCTION AND
STRATEGY

rODUCTIVITY is a quantita­
tive or statistically-weighted

measure of how efficiently a given set
of resources is used in achieving a
given set of objectives. It therefore
connotes efficiency within a defined
effectiveness context.

Organizational productivity is
normally influenced, in principle, by
a wide range of external and internal
Variables. Some of the external vari­
ables include:
(a) the political leadership and sta­

bility of policies—The commit­
ment of the national leadership
to productivity and investment
decisions, to dynamic policy
reforms and accountability, to
positive development strategies
and manpower development.
The government is the ultimate
motivator or determinant for a
productive economy.

(b) the general state of the econo­
my—

— the employment market
system: the quality of the po­
pulation, its classification and
the achieved standard of living.

— the money market system: fis­
cal and monetary policies, cre­
dit facilities, banking and insu­
rance policies.

— consumer supply-demand
system: adequacy of public uti­
lities and infrastructural aids,
agricultural development and
the state of vital economic pro­
jects (the liquified natural gas
iron and steel industries, petro­

chemicals and fertiliser pro­
jects), supply of raw and pac­
kaging materials.

— technological and educational/
health systems: sophistication,
relevance of and acquisition
decisions, development of
indigenous technology and
production ethics.

— socio-cultural systems: work
ethics, social values and peace­
ful atmosphere.

(c) geographical and climatic cha­
racteristics: soil fertility, mineral
wealth and location.

(d) competition for the productive
resources needed by the orga­
nization and for the human
organizations that co-operate
with the organization.

(e) trade union practices.
The Nigerian economy is presently

demonstrating the characteristics of
stagflation (inflation and unemploy­
ment compounded with low rate of
output growth and investment),
weighed down by the world oil glut
and debt servicing; by the static
agricultural growth and increasing
population, weighed down by the
general inability to complete vital
economic projects like the iron and
steel industries, the liquified natural
gas projects, the fertilizer plant and
the take-off of indigenous technolo­
gy. The situation was critical enough
for a 15-month economic emergency
to be declared while a structural
adjustment package was sought to
correct these economic imbalances.

Today, the Nigerian economy is
under the grips of a second-tier 

foreign exchange market (SFEM). Il
is no news that this SFEM was
designed to provide a structural
adjustment mechanism that will,
among other objectives, determine
the value of the naira and promote
productive investments. What is nol
commonly known and should be
emphasized is that SFEM mainly calls
for increased productivity as the only
rational alternative that will provide a
valuable Gross National Product
(G.N.P.) base for the naira and solve
the low supply problem that is aidinc
inflation.

After the fifth bidding of 23/10/86
the Business Times of 27/10/86 nol
only reported the continual drop ol
the naira, but also the fluctuation ol
its value. It is important to state thal
all previous foreign exchange tran­
sactions were conducted under the
first-tier window with higher naire
value than now.

The implications of this structure
adjustment measures for most orga­
nizations will be four-fold-
(a) Medium to Long-term

Increase of Operating
Costs

This will be due to increased cost;
of raw materials and spare
parts/machinery. Even locally sourc-
ed raw materials will initially be
expensive due to the cost of starting-
up machinery and knowhow.
(b) Medium tn Long-term

Emergence of Competition
This will be due to general decrea­

se in demand that will be precipitatec
by reduced value of disposable in­
come. Emphasis will shift to very
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(h)

(if

(i)

(k)

(I)

with the least expenditure
resources through motivate
and committed people*

As a management process, it app_
lies the general principles of plan^
ing. directing and controlling while
a practical technique, it maximise^
the output/input ratio for th® effec­
tive realisation of specified objective;

Productivity management focuses
attention on productivity, forces
quantitative evaluative criteria
plans and Provides Accountabi.
lity for consumed resources. |,
deals with any possible bad work
ethics and exposes the high-activity
but low result performers for th6
overall benefit of increased produc*
tivity which is so badly needed non
in order to curb the present inflatio.
nary trend that is basically a low.
supply (productivity) and high.
demand (population) problem.

Another reason why productivity
management technique is very use.
ful is that it forms a natural vehicle
for progress and performance
appraisal and this leads to deliberate
productivity efforts, heightens
motivation and encourages preven­
tive rather than corrective manage-
ment.

The objective of this discussion
therefore is to call attention to the
urgent need for increased producti­
vity as a strategic requirement tc
contain the present economic
malaise.

The adopted approach, which is
based on the author's practical expe­
rience, is to establish the conditions
for effective productivity manage­
ment at the operations level of a
rationalised organisation, with specific
products, stress the need for detailed
work planning and control as a
vehicle for productive performance,
attract attention to the many vari­
ables of practical productivity mana­
gement and to develop a productivi­
ty appraisal method that has been
and could still be used to achieve
willing role behaviour, total commit­
ment and sustained motivation for
overall increased productivity.

essential and basic needs.
fc) Medium to Long-term

Operation at less than
100% of Installed capacity

High operating costs and compe­
tition will lead to market-oriented
production with high probability of
under-utilisation of operating capaci­
ties. This will most likely affect indus­
trial organizations that are engaged in
the marketing of non-essential goods
or services.
(d) Difficult Strategic Planning

and constant reviews
This will be due to the fluctuating

value of the naira.
Achievement of organizational

goals will therefore demand greater
and more enlightened effort than
before. Organizations will adjust then-
strategies (those internal productivity
variables) in order to adapt to the
changing environment.

Within the Nigerian context, this
adjustment of strategies, this rationa­
lization. will include the following-
fo) standardization or diversifica­

tion of products as the case
may be;

/b) development of products with
low material content using
value engineering techniques
Local sourcing of raw materials
has already started;

Id research and development into
the possibilities of developing
and using local technology.
Fabrication of spare parts has
already started;

(d) possibilities of operating only
the units with locational advan­
tages (proximity to the market
and raw materials source for a
multiplant organisation);

(el changes in span of decision­
making and the managerial
structure;

If) employment and deployment
of result-oriented leadership
that has the ability and will to
rise to the challenges and
opportunities of the times;

(g) rationalization of all productive

resources in a capacity balanc­
ing exercise that should be
designed to reduce overall

i"'ended°P ducHon
capacity. , prod ,
coupling o' ‘^rket *hroU3a

function to the J ,icy an

a
rationalized o|jtion
gy M‘h ,he n roDi u
tory gate pnce c0 nt rnacha
structural adi“StJJ1ansforn1 ’he

nism 'hat fro"1 d<!'
marketing
marketing ,0
marketing: som® ot
spirited effort to apP^ prinC1
the sound n'aaa9pERT. cost/
pies like MBO. k study
benefit analysts- Iechni-
and human engine ^e.
ques and cost-eff

rial flow managem®

and review system. ^ nta.
formulation an ^v{,strnent
tion of maintenan invest-
strategy and strateg
ment; of

However, the ®,fe^e policies
adopting any of the a P ever
will greatly depend, mor ncies
before, on the Operating
of the organisation. Opera i
ciencies and effectiveness
become tools for cost reduc 10
“EXdoperationaiflex^

and integration will pose operation
challenges with possible and tremen
dous benefits. Operational
productivity must be one of the over
riding concerns in organisations an
in fact the nation as a whole. One
comprehensive technique that coul
be adopted for this much-needed
operating effectiveness and efficiency
while maintaining flexibility and grea­
ter professionalism is productivity
management.

Productivity Management, for
a rationalised organisation with
specified products (as is com-
mon in many organisations in <
Nigeria), is the process or tech­
nique of achieving the highest
level of effective performance

"hievinS
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Within the context of this expe­
rience therefore and subject to
conducive organisational atmos­
phere, .rationalised resource base,
specified products and adjusted
organisational strategy, the following
productivity management steps
could be adopted.

Establishment of maximised
productivity conditions, compri­
sing maximisation of resource
capacities, reviewing and up­
dating of all job descriptions,
and development of productivity
plans;

Detailed work planning which
consists of:

Daily work planning and control,
and periodic reviews;
Annual Productivity Apralsal

ESTABLISHMENT OF MAXI­
MISED PRODUCTIVITY
CONDITIONS
TTN order to establish a rational basis
* for increased productivity, the

employed strategy must maximise
the productive capacities of labour,
machines and materials as separate
resources and then proceed to
synthesis these through detailed and
ambitious work plans that should be
backed by appropriate management
and productivity appraisal systems.

Maximisation of Resource
Capacities

The objective of this should be to
maximise the capacity of a giver
factor of production; mainly labour
and capital (raw materials and
machines) in a real production situa
tion.

Labour Capacity Maximisation
Process

Organisational productivity is a
management responsibility for achie­
ving the highest level of effective per­
formance with the least expenditure
of resources through motivated and
committed people. In practice there­
fore, it should be clearly stated as a
central policy that every manager is
responsible and will be held account­
able for the agreed productivity
assessment criteria of his authority.
An atmosphere that seeks to liberate 

the total organisational energy by in­
spiring the work force to strive willing­
ly for the realisation of the highest
level of performance possible with
the least expenditure of resources
must be developed. The realisation
of this involves the acknowledge­
ment and intelligent application of
the variables of performance.

A comprehensive labour Pertor-
mance-Reward-Satisfaction theory
was developed by Porter and Lawler
and is mathematically stated as
follows:

P> = F(M x A x R.P.j... (1)
where M = F (V x E) according to

Vroom’smodel... (2).
where P1 = Performance

M = Motivation (effort.
force, energy)

A = Abilities/traits
R.P. = Role perception

V = Valence (value of
reward)

E = Expectancy (perceived
effort- performance and per

formance instrumentality for reward
probability).

The lessons urged by equations (1)
and (2) above demand that a pro­
ductivity management should
develop an atmosphere that is con­
ducive to productive performance by
establishing and developing the follo­
wing decision rules:

★ Deliberate effort must be made to
ensure that the reward system of the
organisation is unconditionally
related to performance. This must be
a certainty and never connected to
conjectures.
★ Jobs should be designed to be
challenging, but achievable and se­
lection combined with job training to
ensure that efforts could be produc­
tive in order to provide a rational
basis for a good effort-performance
probability.

* Job description must be up-dated
when due and counselling always
given to ensure that a clear idea of
the job is imparted for an unambi­
guous job perception. Productivity
targets must be discussed, agreed 

and achievable.
★ Deliberate effort will be made I
identify the needs—both the so-ca
ed hygiene and motivating factors-
of the members of a team so that tf
reward of the company can be con
bined with other job and human rel
tion factors to obtain a good acce,
tance and hence high value for tf
reward in question. The equitab
nature of the reward can also t
better managed than is common
observed.
★ Personnel selection must be ext
cuted by experts to ensure th
engagement of persons with predic
able performance potentials wh
have value systems that can be align
ed to the reward system of the orge
nisation. Proper induction an
assessment during the trial perio
should also be executed in a planne,
and careful manner to further narroi
down the chances of hiring a persoi
who wifi not perform.

★ Above all, TRAINING on the jot
must be given top-most priority an<
executed like a religion.

Productivity management encom
passes activities that will comprehen
sively pursue the realisation of the
performance variables as elucidatec
by Lawler and Porter.

Within the framework of the above
perspective, a systematic personne
process could be adopted at the ope­
rations level (within the general
company policy) to further ensure
that advantage is taken of the above
established conditions. This process
can be summarised as follows:
1. Proper staff selection
1. If a manager ever gets the rare
opportunity of employing new staff,
the user manager, who will be res­
ponsible for the performance of the
new employee, if taken, must be
present and his views weighted

significantly
He is however expected to be

capable of taking a decision of taking
or rejecting an advice from the per­
sonnel expert. The ability variables of
qualifications, professional experien­
ce, even family position and perso-
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geous. A continuous oral appraisal
may be necessary in order to keep
the job oojectives in constant focus
and a formal written one should be
prepared annually. The detailed
approach will be treated later.

7. Productivity-based Reward:
This must be the rule.

8. Corrective and Non-punltive
Disciplinary Action

To ensure compliance to the
various operational standards and
guidelines needs strict self-discipline
and this should be emphasised.

Deviations should be viewed
seriously and treated with dispatch
The corrective action must include a
re-evaluation of all the services thal
the subordinate should get. Has the
senior authority discharged ail its
responsibilities that should enable a
productivity performance on the part
of the subordinate. It must be a two-
way assessment before decisions are
made.

A poor performer must never be
condoned as that can ruin a produc­
tivity system in seconds. The lesson
from this consolidated, personnel,
process is that it is only after the
proper execution of items (1) to (7).
within a productive atmosphere, that
the subordinate can be held liable
and disciplined. And such cases, in
reality, are in the exception given a
positive and objective leadership.

To illustrate the adoption of the

~ lace^
More emphasis must be P

•he knowledgeable and Pre
activities of planning, or9a con.
staffing and directing than 0

trol. . in
Controls must be designe

order to handle the excepti°na
incidental variances, but show

be'he rule. . d to
Management must worK

accept and discharge the resp°ns
ties of decision making/plann*n^ j

stresses foresight while
control stresses hindsight. This wi

treated in detail later.
5. Adequate Supervision

Co-operative supervision, guidan
ce and teaching approach and t e
planned execution of the activities o
"directing"—executing leadership.
two-way communication, productivi
ty-oriented motivation, objective-
focused co-ordination, prevention
or solving of problems and control
should be executed with planned
methodology—the situation should
never be allowed to take over control
and usurp management responsibi­
lity of acting in a prudent and
thoughtful way always.

The dynamic dimensions of super­
vision should always be highlighted.

6. Fair and Courageous
Productivity Appraisal

Appraisals must be productivity
oriented and totally devoid of conjec­
tures. They must be fair and coura-

nality traits should be carefully
weighed and the man taken to match
an existing job.
2. Full orientation and training

Initial orientation is very important
and should not be wasted with im­
proper planning and uncaring exe­
cution. it is a period that the new
employee should be properly briefed
about the operations and the person­
nel policies of the organisation. He
must be programmed to meet key
managers in almost all departments if
a manager or some of the relevant
managers if a member of staff.

His training must be planned in
detail and executed properly. The
reasons [or all the standard specifi­
cations must be explained and the
consequences of the compliance or
deviations must be fully rationalised.
The new employee must only be
trained by persons that are officially
rated as good performers at that
point in time.

Full orientation and training great­
ly adds to abilities, role perception
and motivation through confidence.
They must be weighted very highly.

3. Proper Placement within a
Rationalised Establishment

Productivity management insists
on designing the establishment in
such a way that manning capacity is
just sufficient to match the greatest
demand forecasted for the organisa­
tion in order to avoid redundancy
and to create opportunity for job en­
richment and enlargement.

Matching the potentials of a man
to the responsibilities of a job must be
carefully planned to avoid a situa­
tion where performance is not possi­
ble. Improper placement can neutra­
lise abilities, corrode confidence/mo-
tivation and further complicate the
chances of proper role perception
Mediocres should never be placed at
strategic productivity positions to
avoid an organisational calamity.

4. Detailed Work Planning
Detailed work planning and en­

lightened operational management
of resources, including labour, is very
important. B. A:SS^ub"eiVlnSh‘SPn2e,rOm N'M ^ P^nt.Ch.eJiMrs) D

10
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process, a subordinate manager for
instance should be developed in such
a way that he cannot contemplate on
querying a subordinate (item 8 that
is) without either planning properly
(item 4) or practising the principle of
productivity-based reward (item 7).

The sequential execution of the
above package will ensure willing
role behaviour, maximised labour
capacity and unambiguous role per­
ception for maximised labour pro­
ductivity.

MACHINE CAPACITY
MAXIMISATION OPERATIONS

COMPLEMENTARY to labour
capacity and of great importan­

ce is also machine capacity maximi­
sation. With the scarcity of spare
parts and machines strategies should
be re-emphasised in such a way that
any machine can be used as long as
desirable and machine Darts that
depreciate with use can also be used
for longer times if certain machine
usage decision rules are observed.
All machine safeties must be given
priority above production or any­
thing else.

All machine starting-up proce­
dures must be specified and exe­
cution compliance ensured.

All machines must be operated on
automation at the specified level of
productivity and utilities consump­
tion efficiency. To ensure this, all
machine should be put on automa­
tion, locked and the keys kept with
the user managers who could only
use them on very exceptional cases
with controllable managerial discre­
tion.

All machine operational stop limits
must be specified and executed
under control.

All machine running-out proce­
dures must be specified and uncondi­
tionally observed.

Cleaning of all machines before,
during and after production, general
cleaning and good house-keeping
must be accorded a priority status
that is equivalent to production.

Machine planned maintenance
must be executed on schedule and

MATERIAL YIELD

maximisation

T3 manage the material resour
of the organisation in such a v

that the output/input rat.o is mi
■ mised requires a series ofoperati.

as discussed below-
I. Confirming The Physical

Stock Quantity on Receipt
Waybill in-wards paper must

Physically confirmed to avoid a siti
tion where items are recorded
having been received when in real
the items were never supplied.

The received items must be que
titativeiy measured and prop
records kept. Discrepancies betwe
expected and obtained quantity mi
be treated formally if the varian
exceeds an acceptable minimum
this minimum should tend towar
zero now with the present materi;

situation in the country.

2. Executing Tight Entrant
Quality Control

The entrance quality control spei
fication for each raw/packagii
material input should normally |
formulated and this must be confirr
ed before accepting or rejecting fl
materials. This is very critical .
defective materials can neutralise tf
Sains from maximised labour ar

machine capacities.
Should there be need, give

the raw materials situation i
the country, to accept material
with a certain non-criticc
degree of deviation from specif
cation, effort must be made t
plan out lines of action that wi
nullify this deviation during use
3- Periodic Stock-taking

To avoid material flight, periodi
stock-taking must always be institul
ed and accurately executed.

Measurement methods must b.
seen to be accurate in order tc
generate material stock figures tha

are accurate and usable.
The importance of this exercise

and its contribution to the overaM
material usage effectiveness is increa­
sing with the present economic

• ' -•H-vved (Conditton.based) to minimise down-times wHh
the greatest emphasis on planned
inspection and lubrication. Critical
spare parts can be procured via a
priority indenting system.

Repair maintenance, when need­
ed, should be treated with planned
dispatch.

All operators will be responsible for
the continuous inspection and minor
adjustment of their machines, and
will also be responsible for the clean­
ing and proper operation of their
machines to guarantee the reliability
of the plant capacity and improved
life span.

To achieve the above objectives
needs the formalisation of compre­
hensive safety checklist that should
be executed under rigid supervision.
Starting-up. stop limits and running-
out procedures should be rigidly
standardised and strictly implement­
ed. A weekly audit of plant inspec­
tion and lubrication by a user
manager is normally necessary to
complement the effort of the engi­
neers.

A weekly compilation of repair
jobs, classified as “outstanding—2
months”, “outstanding 2 months"
and “new jobs” will be useful to avoid
the possibility of accumulating repair
jobs.

Observation of safety rules, correct
automatic operations, planned main­
tenance and proper cleaning and
housekeeping can greatly improve
the life span of a machine; this will
ensure the reliability of the machine
capacity and, above all, reduce the
effect of spare parts scarcity on
productivity and overall cost.

Application of mechanised tech­
nology and its subsequent automa­
tion revolutionalised productivity and
the development of an enlightened
machine operation and maintenance
culture as suggested above can be
critical to any reasonable competitive
productivity. Therein lies the main
thrust of this operational machine
management postulation
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(W

maximisation

30%

Given the general
among the so-called
manager’s
approach where all the empha­
sis is placed on machines and
materials with little or no time
for people —who really matter
most —the emphasis is that a
reasonable time, even more
than that given to other areas,
should be devoted to improve
the ability/motivation and role
perception of the members of a
working team.

It is only after doing this properly 

30%
100%

tendency
technical

mechanistic

include:
fa)

that we can h°Pe to reaP the fruits of

chiev,n9 highest level of effec­
tive performance with the least
Expenditure of resources since this is
only p°ss’h'e through motivated

people correct executive
ability and in-depth role perception
If not the complex human matrix can
neutralise and frustrate efforts in
order areas with consequent tenden­

cy towards crisis management.
Having established conditions for

the productive performance of
resources, the next conditions for
creating a conducive atmosphere for
productivity is to review and update

all job descriptions.
REVIEWING and updating
all JOB descriptions

During the period under re­
view. the annual operating plan

will be supplied. The priority areas
and the productivity evaluation crite­
ria should always be specified.

Targets for problem solving for
resource usagez increased producti­
vity should also be incorporated into
the plan for the period. A demand­
capacity analysis should be done and
any significant variations that cannot
be absorbed by inventory or sche­
duling techniques should be sorted
out and final agreements reached.

Thereafter, operations manage­
ment, meeting should be held where
details of the current demand on the
establishment should be discussed.
possible suggestions on how to meet
the demand will be collected and
analysed and general acceptance
should be obtained for the demand.
Commitment Io responsibilities
needs to be generally agreed. The
process of reviewing all job descrip­
tions. if need be. is then initiated by
calling for inputs from all job incum­
bents—staff and management.

All inputs are collected and neces­
sary additions and adjustments will
be made to reflect the commitments
for the period.

All job descriptions, management
as well as staff, will then be updated
in such a way that the emphasis on
the priority areas of the current

downturns in the country. It is begin-
n,n9 to attract senior management
attention.
4 • Optimisation of Processes

for Material-process Yield
Maximisation

At this point, advantage should be
taken of the maximised capacities of
labour and machinery to convert the
raw materials into the highest possi­
ble output through an optimised
process that still guarantees the
maintenance of product quality, pro­
cess time specification with possible
reduction of overall cost.

The process variables and their
inter-relationship must be under­
stood in order to maximise the out­
put/input ration through their mani­
pulation.

Sometimes slight modification to
the process may be necessary and
executed as long as it dees not affect
any short or long term quality or cost
specification

Work study techniques com­
plimented with cost evaluative
models have been found to be
very useful for process optimisa­
tion. The requirement of deve­
loping productive work is criti­
cal in order to avoid the wastage
or misdirection of the maximi­
sed capacities of labour and
machines.
5. Smooth Coupling of Batch

Flows
This is more important than is

usually observed. In all practical
situations, there must be minimum
number of batches that must be
processed as a set to reduce
operating cost, quality problems and
losses that are associated with fre­
quent starting-ups and running­
downs. It is, most times, more cost-
effective to postpone operations than
to operate with less than the mini­
mum number of batches. The target
should be to have a continuous flow.

Strategies for managing the isola­
tion of the production function from
the customer or trade can be better
mobilised to ensure the smooth flow
of operations. This strategy should

Integrating the gains
should be obtained tr0“'
smooth flows into th" fmisb^

product inventory
overall profitability.'
finished product
should be sufficient to
Sage the production funcu~-
from direct market demand-
The level of this need will
depend on the reliability of the

process and production sys­
tems and on the consequences

of not meeting demand.
Customer scheduling SVS'

terns with sufficient time las

6* Material Information System
•Material balancing quantitative in­

formation system that will track
materials from input to packed out­

put will also be very helpful.
Material recycling and by-product

marketing for sundry revenues will
all add to maximise the output/input

ratio.
The time allocated to the maximi­

sation of the contributions of labour,
machine or material will vary bet­
ween- organisations and situations.
As a general guide, however, it will
be productive to allocate time as

follows:

-Labour capacity
40%

— Machine capacity
maximisation:

— Material capacity
maximisation:

that
from

the fmished

, cost
Thele^10’

inventor
. .0 diseo-

— function
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operating plan is maintained.
Job description normally include

general statements concerning
expected activities to be executed in
the significant responsibility areas of
the job. The example below is given
for illustrative purposes:

Company: A-Team Limited
Location: Lagos, Lagos State
Title: Operations Manager

ty plans will then be developed for all
management positions. These
should be clear and concise produc­
tivity targets that should be achieved
as formal commitments by individual
members of the team. The number
of these commitments should be kept
to a minimum but significant level. It
is this productivity plan that develops
the focus on productivity and clearly 

General Manager

Personnel Commercial Operations Sales Financial
Manager Manager Manage: Manager Manager

Operations Controller

Section BSection A Section C

Technical Services Data Analyst

Total Subordinate and Staff = 500

states the areas where superior per
formance is needed.

Productivity plans are not prepar
ed for staff since their managers ar<
expected to direct them towards ths
required targets.

For illustrative purposes, a typica
productivity plan for an operation:
manager could be as follows:

The development of the productivi
ty plan complete the condition:
needed for increased productivity ir
a. rationalised organisation with spe
cified products. This is normally
backed with a realistic but challeng­
ing budget, a comprehensive infor­
mation system and a dynamic
leadership style.
DETAILED WORK PLANNING
AND EXECUTION

THE objective of this detailed plan­
ning will be to synthesise the

maximised capacities of labour
machines and materials for the reali­
sation of the highest level of perfor­
mance with the least expenditure of
resources.
Annual Operating Plans

This is normally part of a longer
term plan and it forms the basis for
operations planning. It is normally
based on an aggregate smoothened

General Objectives
Responsible for the production of

the company's products consistent
with specified quality, quantity, and
overall cost effectiveness.

Main Fields of Responsibility
— Ensures that process losses are

kept to the absolute minimum or
less

— Ensures that the production lines
are properly used and maintained
to maintain a reasonable gross
efficiency.

— Ensures the provision of operatio­
nal standards in order to achieve
objectives.

— Keeps reprocessing stocks to the
minimum and so on.

DEVELOPMENT OF
PRODUCTIVITY PLANS

Based on the updated job des
criptions, the annual productivi

Company: A —Team Limited
Name: Adam A Adam Da,e January 1st
Position: Operations Manager Appraisal period starts: January

Appraisal period ends. December

Priority
Rating

Objectives to be achieved:
Performance/resources

Assessment
Criteria

Target

Agreed

1 Achieve 100% of annual operating plan
within annual budget

100% A O. P.
<100% Budget

Decemb

2 Ensure that total process loss Is 3% or less
for the year.

3% loss or less. Decembc

3 Achieve an average of 70% gross efficiency
for the three production lines for the year,

Line 1 = 70% Gross Eff.
Year

Line II = Year
Line HI - Year Decembe

4 Complete the optimisation of the three
major loss processes within one ^nonth
while reducing loss to 2% max. for the
for the three processes

3 processes optimisation to
reduce loss to 2% or less
20 days February

5 Develop and install a comprehensive
operating instructions for the operations
controller to eliminate due times & quality
problems within 3 months.

1 comprehensive operations
instruction to eliminate due
time & quality problems
60 days March

, 6 Achieve the reduction of stocks to be
reprocessed from 70kg/week average to
max of lOkg/week within one month.

60kg eliminated reprocessing ,
work
20 days February
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Production Planning

lemam

Quality Control:
Products bills of materials.
process capabilities, controls

Purchasing:
Raw material requirements
plans. Raw material deliveries & '
Progressing

Costing:
Variances in resource costs 

Engineering:
- lachinery, physical structure
maintenance requirements.
downtimes allowances.
Replacements

Distribution:
Inventory policies, distribution
ratios of brands_______________

rz—-------Personnel:
Tsbour laws 'requirements

ful to base plans on times if ihe
method" of the operations have

been optimized and If the “time
standards” are known and generally
accepted by the operating managers
and staff.
* Problems must be anticipated .it

e P anning stage and preventive
mechanisms developed to clear
them.

delicate network of inter-re a
ships that is needed to make
planning activity effective. The
all objective of all the relations >P
however will be the need to max
mise the productivity of resource
and achieve the required customs
services. It is under this genera
framework that the daily planning

activity takes place.
Daily Work Planning and
Execution

Without using any particular tec
nique, because of situational di e
rences. the daily plan must be base
on a realistic but achievable capacity

forecast.
The daily work plan should be

comprehensive, detailed and TIME­

BASED. Task jobs should be pro­
ductivity-based and on inelastic time
that is realistically allocated.

However, it can only b^ meaning-

ductlvlty achievement. The yar<
sticks must be clear and unconditi<
nally invoked.
w The plan should finally be backe
with a control system that must I
seen to be handling exceptions ar
not adopted to replace planning ar
all pre manufacturing activities lil
the management of all inputs
ensure that they meet specificatioi

Consequently, schedules must be
based on information relating to
operatons required, delivery dates.
material availability, capacity of

:es. labour availability.
d level, e: cetera.
production planning activity

lerefore constitutes the “central ner-
ous system” of any produefon-
rer.ted organisation due to the 

must particularly aim at
enting unavailability of resour-

PreV unties and general services
c05' |]ocation of resources must be
The agc| to ensure that they are
bala? hie at the time of use.
3va'la ervisory services must be inte-
* , jnt0 the plan with clear stand"
Sr?te auctions as to what should be
'nS "ked. shift (if any) management

lines, and reporting system tha"
gu‘de based. The development ofc
>stirn® supervisory team that car

str° j the test of practical challenge!
Stanursuing the realisation of the
in " J goals should be pursuer
Jithnvig°ur- Thi,s sbould be a drea"

Lt must be realised.
productivity evaluative criten2

* Ihe nart of the plan as a motiva
111115 nd target-focussing force. FaS
""j 3 eao worshipping activity

9neverbe mistaken forj^>

T?^,cuia forecasts for a buyers’

or aggregate capacity fore-
to^15 a se^n3 market. In Nigeria

*. **’e may be moving from a
-ers to a buyers' market and this

Quires capacity-inventory and
”, Ruling strategies that will have

e flexibility of meeting demands
■‘••‘hin a fight time-base. This in itself
necessitates detailed .planning of
operations.

Witfun the longer term plan that
Senerates the annual operating
P-^ns, labour, machine and material
caPacites should be rationalised in
°tder to benefit fully from the maxi-
^-sed capacities of resources and
detailed planning. It is within this
context that this is further discussed.

A lot of information is needed to
break down the yearly aggregate
plans into periodical lots. This infor­
mation is summarised below:

PTechnical:

, Annual operating plans
designs. methods.
specifications

Sales:
Demand forecasts and
Future requirements
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or that special process or supervision
is planned for their use.

blem. Postponement of maintenance
or prolonged maintenance (mini-

Time-based Plan:
Schedules, Allocate resources
Provide supervision.
Productivity critena. Control
system.

Correct or
Plan next Cycle

Correct deviations or
Report as planned

The emphasis must be on a
comprehensive and self-sufficient
operating plan that is geared towards
the realisation of specified productivi­
ty objectives. The ability to foresee
and solve immediate problems and
design systems for their future
prevention is normally very useful.
Periodic Reviews

In addition to the daily ad-hoc
appraisal discussions with individuals
or groups, a detailed capacity to
meet demand targets effectively for
the team should be appraised at fixed
times and necessary corrective
actions taken. Above all, the produc­
tivity performance of the individuals
should be orally appraised in an
organised manner and corrective
actions taken. The appraisee mana­
gers should be encouraged to discuss
any problems that may be affecting
productivity adversely and deliberate
effort should be made to assist in
clearing the problems that may be
militating against the realisation of
the fixed objectives.

The corrective actions can include
reviewing the objectives, hiring or
firing of labour, retraining, motiva­
tion, the use of alternative or more
readily available raw material or the
use of inventory to absorb demand
for operational systems with inven­
tory provisions at the point that will
assist in solving the particular pro­

overhaul) can all be invoked as
appropriate.

The strategies for adjusting capa­
city (the quality, quantity (inventory)
sequential timing (allocation), safety
and cost of resources) can also be
involved for the rationalisation of
resources in relation to a critical and
capacity limiting resource in order to
create a base that must ensure in­
creased productivity.

The adjusted capacity may need
an updating of job descriptions and
development of enriched or enlarged
jobs. A new productivity plan or
planning method or emphasis may
be needed. All these possible re­
adjustments and reviews which
represent the dynamic tool of the
productivity management approach
must aim at increased productivity;
the realisation of the highest level of
effective performance with the least
expenditure of resources.

Generally, this should be a stock­
taking period when strategies are
mapped out to fully utilise recognised
strengths and neutralise possible
weaknesses.
ANNUAL PRODUCTIVITY
APPRAISAL
*J*HE annual productivity appraisal
* and interview should be based

mainly on the productivity plan with­
in the general framework of the
updated job description. It must be 

focused on the productivity of
performance without losing sight of
the general responsibility areas of the
job authority.

This is a very powerful tool that is
not fully utilised in most organisatio­
nal situations in Nigeria because of
the ad-hoc manner in which it is
executed. Appraisal is not generally
based on productivity in Nigeria and
that mainly explains why the nation
is characterised by wasteful pattern of
life.

For illustration purposes, the
productivity appraisal of the produc­
tivity plan and job description of the
hypothetical operations manager
used in the earlier part of this discus­
sion is shown as follows:

Assuming a 20/80% Pareto Law
we can weight productivity perfor­
mance result of 87% to have contri­
buted 80% towards the achievement
of the organisational goal while the
72% performance in other areas will
have contributed 20% towards the
achievement of the organisational

-goal.
The job description and produc­

tivity plan must be designed in such a
way as to achieve this weighted
average contributions.

This assumption will give the follo­
wing overall performance for the
operations manager:

(80 87 4- 20 72)% - (69 6 + 14 41%

100 100 - 84 0%

If the Performance Rating
system in use in the A-Team Com­
pany Limited is as follows:
Excellent (E) 90% performance
V. Good (VG) 75-89% performance
Good (G) 60-74% performance
Satisfactory (S> 50-59% performance
Unsatisfactory (US) 40-49% performan­
ce
Poor (P) 40%
the appraised operations manager
would have to be rated (V.G.) since
84% falls within the_range of 75-

89%.
The achievement of this perfor­

mance, based on a challenging job
performance appraisal, must be
recognised and rewarded equitably
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Target date: Priority:

December

90 = 90%

Target date: Priority:

December 3

Target date: Priotity:

February 4

P°si"on;
A''1eam Limited

A. Adam
Petitions Manager

Actual
= planned 100

bjectives expected: t0
°Pt'm>sation of three major loss processes

—a loss of 2% maximum forthem___

pi = 2 100%
2

$erVlC(i

Results achieved: k , Pl = Planned
Developed and installed instructions in March and Achieved °
problems are over.

L ^^nPerformanceR^^-'

Ach(ev ,',e expected: |an vu>thin
antiUa,, 100% of annual operating P

■^'-^J’Udget 

R^Ult ' “***
90%eA’o P within budg^

2 °MeahT~~-----------"

&xe£*"‘^ îossis
Result- _ .
Held tot,i ChleVed: for the

—^^^^Processing loss to ----- —

Acbh^,CtiVe expected: efficiency f°r

the tRVe an dvera9e °f 70% gr0SS
Production lines for thej^^- _—.—

^SU,‘S achieved: ruforthe P1 = 63 90%
(hrh,eved an average of 63% efficiency ?()

—Production lines for the year ------

December. 15th
7 Years

PI " Achieved

3% or less

Target date:

December

Priority:

2

Planned = 3 = 60%

J?esults achieved:
Phmised the three processes and 2 o oss

5.

lhem___________________ -__________

Objective expected: . tjnn
Developing and installing an operating instru

Target date: Priority:

tor the operations controller to solve due time
and quality problems. ________________ March 5

Average Productivity Performance result = 87%

6 Objective expected- Target date: Priority:

Achieve the reduction of reprocessing stock from
70kg/week to lOkg/week within one month February 6

Results achieved: Pl = 48 = 80%
Elimination of 48kg/week of reprocessing work
within one month. 60
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in order to ensure future effort aimed
at Increased productivity. The earlier
equations (1) and (2) of Porter and
Lawler model demand this. Produc­
tivity management approach
demands it also and it must be seen
as a right of the individual performer
and not a favour.

It may even be appropriate to
publish and communicate the
verified summary of the perfor­
mance rating of all the managers in
an organisation every year as a
motivating force for general produc­
tivity and hence performance rating
improvement.

SUMMARY AND
RECOMMENDATIONS

THE key points that are addressed
in this paper for the achievement

of the highest level of effective per­
formance with the least expenditure
of resources are highlighted as fol­

lows:
1. It is stressed that increased

productivity should be empha­
sised as a strategic approach to
ensure the continued survival
and growth of organisations in
the present Nigerian context.

2. The productivity manage­
ment approach that ensures
the realisation of the highest
level of effective performance
with the least expenditure of
resources has been discussed in
detail for possible applications
at the operational levels where
its success has been experienc­
ed by the author.

3. The productivity
management approach of esta­
blishing a conducive producti­
vity atmosphere through the
maximisation of the capacities
of resources, updating of job
descriptions and development
of productivity plans was also
discussed at length.

4. The process of synthesizing the
factors of maximised resource
capacities, updated job descrip­

tions and developed productive
plans for the realisation of spe­
cified productivity objectives

Total Score = 72 = 72%
100

Other Job D*»CTfpHon»Rwp0n.lhllltvAreM
rhe.other estenlW .sp.eu ol the k* aothodl, wilt b« aBp„,„d rubtequmdy

1 Plan— Provides detailed, comprehensive and
realistic but challenging plans that
completes work on target

Mln.
1 2 3 4 5 6 7 8 (9)

Max.
10

2 Quality- Work meets expected standard of job
and profession 1 2 3 4 5 6 (71 8 9 10

3. Quantity— Achieves quantity of work on a
day-to-day basis 1 2 3 4 5 6 7 (81 •) It)

4 Controls— Understands standards, measures
results and takes corrective action 1 2 3 4 5 (6) 7 8 9 : i

5 Motivation — Has a motivated team that is ready to
put In extra effort willingly 1 2 3 4 (5) 6 7 8 9

0 Cost effectiveness— Uses cost evaluative model for good
judgement 1 2 3 4 5 6 (71 8 9 lit

7 Budget use— Works within budget 1 2 3 4 5 6 (7) 8 9 10
8 Time use— Utilises time efficiently and eliminates

unnecessary activities 1 2 3 4 5 6 7 8 (9) 10
9 Self development — Aware of strengths and weaknesses

and strives to develop 1 2 3 4 5 6 7 (8) 9 10
10 Team relations — Works well in a Team 1 2 3 4 5 (6} 7 8 9 10

through detailed work planning
was emphasised. The factors
that the work planning must
satisfy were indicated.

5. Finally, the appraisal of perfor­
mance through a productivity
plan system was developed
and demonstrated.

The following recommendations
are then developed to assist organi­
sations in Nigeria as a tool for achie­
ving the highest level of effective per­
formance with the least expenditure

of resources:
1. Top management should

adopt a productivity manage­
ment approach for the entire
management with particular
emphasis for the operational
levels where specific resource
productivity can yield the
greatest gains.

2. Organisational reward must
unconditionally be related to
productivity performance
results.

3. Operational guidelines that
will include the factors discuss­
ed in this paper should be
compiled as an aid to operatio­
nal managers.

4. Finally, the annual ritual of
performance appraisal should
be effectively utilised as the

management tool that it
meant to be by adopting th
productivity appraisal metho
discussed in this paper.

It is expected that government an
corporate leadership will discharc
their primary responsibility of pu
suing prudent investment strategy
while making the necessary strateg
adjustments.

NIM in its 25 years of existence hi
contributed immensely to th
improvement of productivity throuc
the formulation and implementatic
of policies that rigorously purse
management development as a pri<
rity objective. The Institute needs th
support of all for the realisation <
this laudable objective. Today we e
should wish the Institute well and it
three hearty cheers from me.

The responsibility of achieving th
highest level of Resource produi
tivity should be discharged with th
utmost commitment, dedication an
single-minded determination that
deserves in order to survive the pre

sent economic malaise______ ______

Mr. Festus Odimegwu is tect
nological controller and actin
production manager with th
Nigerian Breweries Limited o
Aba in Imo State. 
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Managerial knowledge

^NIVfRq._ AndK5,ITY administration
lNTRODVtnON
Robert taha .1973). a

known author in the field of
^Sement practice, observed that
'■‘••de gap exists between manage-

n knowledge and its applications in
academ-.c settings. The exposition of
^Penence. he further

stresses, re-Search and study, primarily in busi­
ness and industry is potentially useful
01 all organizations, including non­

profit educational institutions.1
Prom the personal experiences of

ibis writer, some educators, how­
ever. are unwilling to replace en­
grained managerial traditions. In
spite of their managerial knowledge.
some university administrators can­
not adequately, or are not willing to,
apply their valuable knowledge to
administrative practices.

This paper calls for the necessity
for asking this question: Can mana­

gerial knowledge used by profit­
making organizations be effectively
applied to non-profit organizations?

The writer believes it can. It is
obvious that distinct operational dif­
ferences exist, but much managerial
knowledge has broad application to
all organizations, regardless of their
character.

Some organizations are small and
struggling to survive. Others are large
and “astln9 along on past succes­
ses. Some are oriented to manufac­
turing a product for profit while
others offer non-profit services. The
act remains that all organizations
ave one factor in common; they

involve people through whom work
>s effectively or ineffectively accom­
plished.

BY MICHAEL A. ALUKO

The principles of successful mana­
gement are no less important to
education than they are to industry.
Planning, goal setting, and coping
wi± change are as necessary to a
university as they are to a profit-
oriented business. The need to moti­
vate. reward, and develop is not the
exclusive need of profit-making orga­
nizations.
MANAGEMENT CONCEPTS IN
EDUCATIONAL ADMINISTRA­
TION

The practice of management is as
old as man’s history. Historical refe­
rences assert that men have joined
with others to accomplish a goal, first
in families, later in tribes and in other
more sophisticated political units.

As (Mooney. 1939) states in his
analysis of the historical manage­
ment development. “The real secret
of the greatness of the Romans was
their genius for organization’^. Rela­
tively sophisticated management
practices emerged during the era of
the Greek and Roman empire. The
administration of the far-flung
Roman empire required the applica­
tion of management concepts.

These social achievements were
created many years ago through the
use of management techniques.
There is no justifiable reason for the
non-application of the management
principles and concepts in modem
higher educational administration.
Management Principles

Henri Fayol (1929), an. outstand­
ing practitioner of management,
sought to discover principles of
management which determine the
good working order of the firm.3

c rh principle5 are flexible in the
5U t tion to circumstances and
adap a h as administrative prac-
eVen-n universities.
tiChd?d not seem that (Fayol. 1929)

eeking fixeci rules of conduct;
5 he apparently sought guide-

s to thinking- Out of the fourteen
ine . ]es Fayol proposed, this article

’’".Criccuss only some which should
W de the thinking of higher educa-
donal administrators in solving pro-

^Division of Work

As viewed by (Mooney, 1939).
specialization of labour is the natural
means by which institutions and
^iety have progressed and deve­

loped It results in increased produc­
tivity through the reduction of job
elements required of each worker."
(fi higher educational administration
as well, specialization of labour will
permit large-scale efficiency at
minimum cost.
(ii) Authority and Responsibi­

lity
Authority on the part of the supe­

rior involves the right to give orders
and the power to exert obedience.
Responsibility on the part of the
subordinate is the feeling of moral
compulsion. Man possesses personal
characteristics that enable him to
influence the efforts of subordinates.
The use of these principles by
educational administrators will aid in
achieving success in educational
administration.

Fayol stated that authority and
responsibility should be equal.s How­
ever, this is a belief which has been
challenged in the literature of mana-
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gement. This, in Fayol’s opinion, is
to effect efficient administrative per­
formance. It should be realized that
the ultimate check on authority has
to be integrity and moral courage of
administrators.
(iii) Delegation and Control

A renowned management expert
(Uris, 1976), indicates that delega­
tion has been called “the secret of
executive sanity." He stresses that
executives work through others in
order to be successful.0

Applying this principle to univer­
sity administration will result in grea­
ter productivity, because no matter
how good an administrator may be,
his responsibilities will always be
greater than his personal capacity to
carry them out.

The techniques of delegation and
assignment of duty are major keys to
the effective utilization of subordi­
nates. University administrators,
however, should realize that when
they delegate responsibility, they do
not really get rid of it They must still
exercise a measure of control. In
fact, unlimited authority is an instru­
ment of bad management. Control is
needed in order to achieve coordi­
nation to see that the assigned task
works in with other objectives and to
achieve satisfactory results.

PARTICIPATION CONCEPT
If one takes seriously the work of

behavioural researchers and writers
such as McGregor, Herzberg,
Tannerbaun, Likert, Dennis, and
Argyris, the role which workers are
expected to play in university admi­
nistration will be fulfilled by the
encouragement of participative
patterns of leadership and group
behaviour. Experience in general
organization administration has
shown that most executives like to
hold “things" tight to themselves.
They care little for the participation of
others in group discussion, particu­
larly in group decision making.

The implication for management is
clear. Uris believes that if employees
are given the chance to participate in
decision making, they will accept the 

fiscal decision and be more whole­
hearted in working towards its imple­
mentation.’

Complementary to this asser­
tion is the observation of Follett
(1940) in her theory of “The Law
of the Situation." She observes
that if subordinates are allowed
to know about the facts of the
situation, and if they are permit-
ed to participate in the discus­
sion about the matter that affects
them, they will obey an order
without hesitation. In fact, she
remarks that it is a method of
exercising authority smoothly.0

There is no doubt that participative
patterns, stand in marked contrast to
authoritarian patterns of leadership
behaviour. University administration
could be more effective by employ­
ing the participative concept of
management to a reasonable degree.

Researching in private business,
Grieder and Jordan (1969) report
that the pursuit of participative pat­
terns will make possible the achieve­
ment of outcomes viewed as
desirable by the most humanistic
educational administrators.9

Participatory management
brings employees a sort of en­
couragement. In fact, participa­
tion enables employees to feel a
sense of importance necessary
for development and gives them
a perspective as to the impor­
tance of their role to the rest of
the organization to which they
belong. Personnel in university
administration abundantly
benefit from interactive engage­
ments.

SPECIALIZATION, CENTRALI­
ZATION AND DECENTRALIZA­
TION
(i) Management Specializa­

tion
Paradoxically, the advanced na­

tions of the world are entering an age
of super-specialization. Perhaps the
developing nations, too. are feeling
the impact. Some years ago, a single
executive could take care of all his
company’s financial functions and 

problems. Today, the financial func­
tion is often divided among a number
of specialists in such areas as taxes.
investments, fund raising, etcetera

The growing complexity of the
university in general is evidence sup­
porting the view that a single
administrator in an administrative
section would be incapable of taking
care of the diverse administrative
functions. It stands to reason that the
day of the “generalist" will never be
over. Companies and non-business
enterprises will always need men
with a broad understanding that cuts
across departmental and functional
lines. However, the increasing tech­
nical content of university responsibi­
lity will see the innovation of new
staff functions.

Administrators in functional and
operative departments will be served
by specialists in operations, analysis.
statistics, et cetera. In this regard,
new knowledge will be brought from
many disciplines to bear on operative
problems administratively and for
strategic planning in university admi­
nistration.

CENTRALIZATION AND
DECENTRALIZATION AS
ADMINISTRATIVE TOOLS

Fayol (1929) defined centra-
zation as the degree to which
the importance of the subordi­
nates’ roles is reduced. He fur­
ther stated, however, that the
degree of centralization should
be related to the character of the
manager, the reliability of
subordinates, and the condi­
tions of the business.10

The term “decentralization” has
been placed into a behavioural con­
text because such terms as “demo­
cratic," less “authoritarian,” and
more “autonomous" are used when
decentralization examples are cited.

University administration should
use centralization and decentraliza­
tion judiciously as administrative
tools. In view of the many good qua­
lities attributed to decentralization.
university administrators may
achieve more desirable results from
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2.

the clearer the i<tea one! Lorn.

what one is trying t0
plish, the greater the chance

of accomplishing it.an j
progress can only be meas
in terms of a goal. .

It therefore stands to reason
does not matter what the charac
ristics of the organization-educatio
or commercial—are that uses
management system.

Management by Objectives as is
cussed by (Drucker, 1954) and syste
matized by Odiome (1965) came
about to implement management

needs.>3
MBO can do a lot in the hands

of university administrators.
It can improve motivation by

involving each individual in the
establishment of his own goals
to be approved or modified by
the superior. Properly applied,
MBO allows for more communi­
cation between executives. The
system acknowledges individual
expertise and departmental
orientation, yet forces coordina­
tion of efforts.

MBO is most effective when
Implemented from top manage­
ment through the first line of
supervision, provided that top

management is committed to
and supportive of the system.

systems approach
In the opinion of Banghart and

Trull. Jr. (1973), the term “systems
approach” is difficult to define
because it covers a variety of techni-
ques, technology, and approaches.!*
For the purpose of this article, how-
ever, the definition of system given
by (Flagle, I960) will suffice. He
defines system as an "integrated
assembly of interacting elements de­
signed to carry out cooperatively a

predetermined action”.15
Relevant to this definition of sys­

tem is the one given by (Grieder and
Jordan. 1961) that a system is said to
consist of "complex unrelated ele­
ments which interact among them­
selves for the purpose of achieving
the goals of the organism or unit of

which they are a part”. 16
If these definitions oversimplify

systems theory, they, at least, place
the components of the educational
enterprise in a pattern which permits
internal consistent relationships, thus
making possible the maximum utili
zation of resources for achieving edu

cational objectives.
Therefore, the latest and on<

of the most promising develop
ments in the practice of educa
tional administration should b
utilization of the system
approach.
SYSTEMS CONCEPT AND
MANAGEMENT PROCESS

An organization, profit-oriented c
not, comprises broad interdependei
processes and systems which ai
supposed to have mutual comp<
nents. Baker (1973) defines syste:
as “a particular linking of elemen
which has a facilitating effect, or e
intended facilitating effect on tf
carrying out of a process”.17

In the university establishmer
administrators are needed to conve
the disorganized resources of me
materials, and money into a use!
and effective non-business enterp
ses. Essentially, management is tl
process whereby these unrelatt

________
-----------~~— u 11Smeasurement of a
achieved.

Another source ^ent y
1962) defines Man2,lnUal PtO'
Objectives as “a c° and sU'
cess whereby supe1 firm
bordinate manage2® comm""
periodically identify jyjduaf s
goals, define each ,bifity
major area of resp0 cted °*
terms of results e* eJ.up°0
him, and use these ag> * operat-
measures as guides ° for
Ing each departmen n of
assessing the contn , tbe
each manager to the ®°
entire company.12

This system has applica^^ Two

Hal to university administra" • are
concepts to be realized ' mCS
common to all MBO Pr°9r

are:

using decentralization as an adminis­
trative tool rather than centralization.
Centralization, however, could be
used as deemed necessary.

Reasons for this suggested atone­
ment are many. It is assumed that
decentralization encourages the
development of executives or admi­
nistrators. In effect, decision-making
authority is pushed down in the orga­
nization. This opportunity enables
administrators to adapt and prove
themselves in advance in the organi­
zational setting.

As has been mentioned earlier, the
university is growing in complexity;
administrators in this setting placed in
a decentralized structure will often
have to adapt and deal with difficult
decisions. By so doing, they are
assumed to be trained for promo­
tions into positions of greater autho­
rity and responsibility.

Additionally, in the decentralized
pattern, university administrators will
be able to exercise more autonomy
and this will satisfy their desire to par­
ticipate in problem solving. This free­
dom will in no small measure lead to
administrative creativity, ingenuity,
and action that contributes to the
growth and development of their
institutions and themselves.

MBO IMPLEMENTATION
A management concept that has

been successfully used by business
and industrial organizations is Mana­
gement by objectives (MBO) which
has great potential as a system to be
implemented in the university
administration. Its focus in this res­
pect is to enable the institution, its
significant sub-units, and its emplo­
yees to manage work more efficiently
against defined goals and plans.

Management by Objectives is
described by one- expert,
(Odiome, 1965) as a system for
making organizational structure
work in order to bring about
vitality and personal involve­
ment in the hierarchy.11 This can
be achieved by means of state­
ments of what is expected for
everyone involved and
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resources are integrated into a total
system for objective accomplish­
ment.

Contributing knowledge, (Athos
and Coffey, 1975) indicate that a
manager gets things done by work­
ing with people and physical resour­
ces in order to accomplish the objec­
tive of the system. He coordinates
and integrates the activities and the
work of other rather than performing
operations himself.18

Administrators of university esta­
blishments, like the profit-oriented
organizations, are to coordinate and
itegrate the activities of the people

.hrough whom they hope to achieve
their institutional objectives of teach­
ing, research, and service. This can
only be accomplished by integrating
the managerial activities which
(Kootz and O’Donnell, 1959) call
“functions, and (Newman, 1950)
labels “processes.”19 They are plan-'
ning, organizing, coordinating, direc­
ting, and controlling.

Structuring educational adminis­
tration according to a systems con­
cept does not eliminate the need for
the basic functions of planning,
organization, direction, coordina­
tion, and communication.

For example, there should be top-
level planning by the master planning
council. Here the project and facilita­
ting systems are planned and resour­
ces allocated to them. In the plan­
ning process, staff specialization of
skills are provided and effectively
integrated.

Traditional organization theory
emphasizes parts and segments of
the structure and is concerned with
the separation of activities, tasks, or
operational units. It does not give
sufficient emphasis to the interde­
pendence and integration of activi­

ties.
Adapting the higher education

administrative organization to the
systems concept places emphasis
upon the integration of all activities
toward the accomplishment of over­
all objectives. It also recognizes the
importance of efficient subsystem 

performance in allocating manpower
and facilities throughout the organi­
zation.

Lahti (1973) indicates that the sys­
tems concept features control as a
means of gaining greater flexibility in
operations. He asserts further that it
is designed to serve the operating
system as a subsystem of the larger
operation, so

In systems concept, therefore,
control is brought into the university
administration to accurately identify
variations in systems operation and
report the need for correction to the
actuating group. Every system in the
university administration should be
designed to make its own corrections
when necessary. Thus, the master
planning council in the university
administration setting, has broad
planning, organizing, controlling,
and integrative functions.

INTEGRATION OF INDEPEN­
DENT SYSTEMS

A university setting encompasses
several interdependent systems at
the institutional level. In educational
administration, independent systems
approach may be used to explain,
clarify, or analyze concepts about
authority.

As has already been discussed in
this article, the broad processes and
systems which comprise an educatio­
nal organization are independent
and have mutual components. No
one administrator, unless he is the
chief executive, can completely pre­
empt the management of any gene­
ral administrative process that is
planning, organizing, coordinating,
directing, actuating, and controlling.
Also, no single educational adminis­
trator can completely pre-empt any
operational process such as financial
management, personal management
and the like on an institution-wide
basis.

The statement here does not mean
that an educational administrator
may not be assigned general respon­
sibility over the management of one
of these processes
Of course, this may be the wisest 

course of action, what the statement
really means is that the administrator
is dependent upon the cooperation
of the other administrators who will
also have authority over mutually-
held components within his assigned

processes.
For example, in the Nigerian Uni­

versity settings, like in most com­
monwealth universities, the registrar
is the chief administrator. He is
dependent for effective administra­
tive accomplishments upon the bur

sar, the fiscal chief and all his depu­
ties. It stands to reason that any
successful executive will depend
upon the effective management of
the processes which precede and fol­

low his arbitrary segment of respon­
sibility.

PROCESS-SYSTEMS
APPROACH

There is no doubt that in educatio­
nal administration, the “process-sys­
tem” approach also serves to focus
attention on the question of efficien­
cy of flows of events across traditio­
nal academic and administrative
department lines and also between
academic and administrative divi­
sions. By this, improvements are
permitted in the design of facilitating
systems.

The process-system approach, if
utilized in educational administrative
practice, may provide a framework
for determining the extent to which
events flow relative to the utilization
of human and other resources can be

productively systematized.
By focusing on both processes and

systems as an approach toward a
model of the educational establish­
ment, the approach may be useful in
further analysis of the administrative
setting of the university establish­

ment.
GENERAL MOTIVATION
THEORIES

Kast and Rosenzweig (1970) ar­
gue that a motive is what prompts a
person to act in a certain way, or at
least to develop a propensity for spe­
cific behaviour. This urge to action
can be touched off by an external
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zrcpcsez z. Maslow are

theory or niotvatcn
assert that incite;:-aj
specific tasks because o:
rewards they expect.— Ir
of university administral
of this theory will be rewarding.
Obviously, no employees of a uni­
versity would like to put much effort
into an action, no matter how much
they desired to be successful in the
endeavour, if they think they will fail

or if they expect to be inapproP^316^

rewarded. 1
ACHIEVEMENT THEORY 1

This is another important concep^
for motivation theory—the need
achievement. This achievemen
theory is implied in Maslow’s nee
hierarchy of esteem and self-actua i
zation—desire to become anythinS

one is capable of becoming.
In a situation like a university envi

ronment, this theory can
employed to boost the ego of admi­
nistrators. McClelland. (1961). the

achievement theorist of motivation.
suggested several key characteristics
of the achievement theory which are
employable in motivating employees
like those working in university esta­
blishments. Three of the charateris-

ticsare:1- Man likes situations in which
he takes personal responsibility
for finding solutions to pro­

blems.
He has a tendency to set

moderate achievement goals
and to take calculated risks.

He wants concrete feedback

as to how well he is doing.2'5
Without responsibility, the indivi­

dual would have no personal sense
of achievement, and without feed­
back, he could not know where he
stood in his organization. If university
administrators are saddled with
achievement motivation, they would
apparently be inclined to take mode­
rate risks rather than gamble on si­
tuations with high potential failure.

It stands to reason that they, as
achievers, would be interested In a
consistent string of successes In their
administrative assignments.

CONCLUSIONS
In concluding, it would be well to

re er to the assertion of a writer,
James Surface, as recorded In his ar

"Universities Aren't Corpora
“ons; Why Corporate M.rrurq.-r
Wont Work." In spite of his contrary
v'w. he commends the efforts of
university administrators In copying
“tyanication designs anil pr.iclln-.

_jUiich he says promise Io Improve

the- functions.**
It cannot be logically disputed

that managerial conditions 1”
the university differ substantial'
ly from those in the business
firms. The fact that the universi­
ty lives with seemingly more
different constraints than those
experienced by the business
firms cannot dismiss the validity
of the application of managerial
knowledge to university

administration.With great concern, it should be
noted that some knowledgeable

practising university administrators
are misfits in their institutions. The>
may be knowledgeable in the theory
of management, but unable to exe­
cute essential programmes effective­

ly-Lahti (1973) says that althoughin-
stitutions are the training ground fol
most educational managers, their in­
ability to apply their expertise to their
organizations is not only ironic, but if

also increases public intolerance.
This article provides the prac­

tising university administrator
with some insight into whal
educational management is
about in practice. If they have
access to it. the article will serve
as a guide to help them objec­
tively assess their own work.
diagnose their weaknesses, and
take measures for effective
administrative performance.

FOOTNOTES
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i ’Ibid., p. 16.
“Metcalf, and Urwick. p. 119.
’Grleder and Jordan, p. 17.
■“Fayol, p. 64.
'■Odlorne, p. 64.
“McConkey. pp. 540-546.
■'■Drucker, p. 78.
“Banghart and Trull. Jr., p. 104.
■M-lagle, pp. 59-60.
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I’Baker, p. 428.
isAthos and Coffey, p. 416.
1’Kootz and O’Donnell, p. 35.
“Lahti, p. 100.
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QUOTE
“The ideal Chief Executive Officer (CEO) would be a poet, an historian

and a student of weather maps. Writing poetry will give him precision

in thought and language, history will teach him strategy while studying

weather maps will teach him decision making under uncertainty.”

Bill Reddin.
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NIM*S 1987
Location

23.2 87

5 57

FEBRUARY
De-eJcp-g S-perv-scry Leadership

MARCH
Hew to raprow Manageral Petfort”anC

Appreaai-or.
--Per-scr, Managemam
Hetfcie SeLng Sk£s
’-eadeshp & Mct.aton tn Management

«~9«« S*-"'*’

Pencnai A»$&£$
--Ser.-sory Mana^mert

for Non-Fmance Managers

APRIL
to Improve Managerial Performance

"•°*9«nen: Apprecation
noduonn Planning and Control

Auit-ng
■”*‘i Sales Management
Dr.e.cp-g Supervisory Leaienhp Skills
■^onal Management Seminar for Middle ?• ana
^"•^-ent Appreciation
Mantenance Management ,
'••-•a-.ced Management Accounting & Informa >

MAY
Supervisory Management
Seeing of Industrial Products
Managing People for Desired Results

eacership and Motivation .n Management
Action Tools for Middle Managers
Hou to Improve Managerial Performance

rnanaal Management for Directors
EHeatve Selhng Skills
M-ddle Level Management

iddle Level Management
Inventory Management
lanagmg Accounting Departments

16 87
1 6 87
1 6 87
1 6 87
1 6-87

8 6 87
8 b 87

15 6. 87
15 b 87
15 6 87
15 6 87
22 6 87
22 6 87
22 6 87

JUNE
Corporate Strategy for Directors (Revdent<al)
^antsatfon and Methods
Budgenng and Budgetary Cont|ol

e Sales Management
sloping Supervisory Leadership Skill

Middle l„e| Ma„agemm,
Manasemen, Accouw.pg
Middle Level Managemem
*ork Study

arketing and Sales Management (Residential)
trsonal Effectiveness Self & Time Management

ership and Motivation in Management
Credit and Debt Management
1-eadersh.p and Mot.vat.onm Management

Kaduna

1 W<«k
1 Week
1 W<*k

j Week
1 Week
1 We«k

1 Week
1 Week
1 Week

Kano
Lagos
Lagos

Lagos
Lagos
Kaduna

Lagos
Aba
Lagos

1 Week
I Week
1 Week
1 Week
1 Week
1 Week
3 Days
1 Week
1 Week

2 Weeks

1 Week
1 Week
1 Week
1 Week
1 Week
I Week
1 Week
1 Week
1 Week
2 Weeks
1 Week
3 Days

Kaduna
Owem
Lagos
Lagos
Lagos
Lagos
Lagos
Kano
Lagos

Badagry

Lagos
Lagos
Lagos
Kano
Aba
Lagos
Lagos
Lagos
Lagos
Kaduna
Lagos
Lagos

] Week
] Week
1 Week
1 Week
1 Week

2 Weeks
1 Week
2 Weeks
2 Weeks
3 Weeks
1 Week
1 Week
1 Week
1 Week

Badagry
Lagos
Lagos
Lagos
Lagos

Calabar
Lagos
Lagos
Lagos
Jos
Lagos
Jos
Lagos
Lagos

JULY

6/7/87
6/7/87
6/7/87
6/7/87
13/7/87
13/7/87
13/7/87
13/7/87
20 7/87

20/7/87
20/7/87
27/7,-87
27/7/87

S““' E““"V“

M^ M“a9«™nl (Rt!,dc„,ian
"“WmenlApweoMtan
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"™Semwi AinUm
C^““an'‘BrandM“agvmvn,
<R«,den'ol| Management |„, Director

Management App,eM110„

Piad'Ca! P-rchaimgMan,

3 Days
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3 Weeks
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Lagos
Lagos
Lagos
Badagry
Lagos
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Lagos
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Lagos
Kaduna
Lagos
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>E PROGRAMME
27/7/87
27/7/87

Banking and Corporate Cash Management
Field Sales Management

1 Week
1 Week

3/8/87

3/8/87

AUGUST

Management Course for Executive Secretaries and
Personal Assistants
Leadership and Motivation in Management

1 Week
1 Week

3/8/87 Managing People for Desired Results 1 Week
10/8/87 Leadership and Motivation in Management 1 Week

10/8/87 Production Planning and Control 1 Week
10/8/87 Management Accounting 1 Week
10/8/87 Advertising Sales Promotion & Merchandising 2 Weeks
17/8/87 Advanced Management (Residential/ 3 Weeks
17/8/87 Supervisory Management 1 Week
17/8/87 Budgeting and Budgetary Control 1 Week
17/8/87 Developing Supervisory Leadership Skills 1 Week
24/8/87 Management Appreciation 1 Week
24/8/87 Managing Accounting Departments 3 Days
31/8/87 Leadership and Motivation in Management 1 Week
31/8/87 Work Study. Productivity & Cost Reduction 4 Weeks
31/8/87

31/8/87

Advanced Management Accounting and Information
Control
Marketing & Sales Management (Reporting Back/

2 Weeks
1 Week

31/8/87 Industrial Relations 1 Week

. 7/9/87

SEPTEMBER

How to Improve Managerial Performance 1 Week
14/9/87 Marketing Research 2 Weeks
14/9/87 Employment Laws and Regulations 1 Week
21/987 Top Management Residential) 1 Week

■”7/ 7 21 ') 87 Management Appreciation 1 Week
■ // / 21 *) 87 Management Appreciation 1 Week■ // , / 21 *> 87 Financial Management for Directors 1 Week■7 . / 21 9 87 Leadership and Motivation tn Management 1 Week■7 3®7 28 9 87 Managing The Team 3 Days

£ 5/10-87
OCTOBER

How to Improve Managerial Performance 1 Week'_______ ,/ 5/10/87 Supervisory Management 1 Week■ / // 5/10-87 Internal Auditing 1 Week// U 5/10/87 Effective Selling Skills 1 Weeky / . / 12/10/87 Management Appreciation 1 Week1 f j // 12/10'87 Organisation and Methods 1 Week1 / // 12/10/87 Finance lor Non Finance Managers
// / 12/10/87 Developing Supervisory Leadership Skills 1 Week< -4/ 19/10/87 Middle Level Management

19/10/87 Leadership and Motivation in Management 1 Week19/10/87 Management Accounting 1 Week
19/10/87 Managing People for Desired Results 1 Week
19/10/87

.26/10/87

MBO Advisers Course Getting results through MBO
(Residential)
Supervisory Management

3 Weeks
1 Week

2/11/87

NOVEMBER

Inventory Management 1 Week
2/11/87 Budgeting and Budgetary Control 1 Week
2/11/87 Job Evaluation and Salary Administration 1 Week
9/11/87 Middle Level Management 2 Weeks
9/11/87 Credit and Debt Management 1 Week
16/11/87 Maintenance Management
16/11/87 Field Sales Management 1 Week16/11/87 Effective Human Relations in the Organisation 1 Week16/11/87 Management Appreciation 1 Week23/11/87 Middle Level Management 2 Weeks23/11/87 Work Study. Productivity & Cost Reduction (Reporting

Back)
23/11/87 Leadership and Motivation in Management
30/11/87 Banking and Corporate Cash Management 1 Week

7/12/87

DECEMBER
How to Improve Managerial Performance 1 Week

7/12/87 Supervisory Management 1 Week
7/12/87 Managing Accounting Department 3 Days
7/12/87 Effective Selling Skills 1 Week
7/12/87 Developing Supervisory Leadership Skills 1 Week
14/12/87 Management Appreciation 1 Week
14/12/87 How to Improve Managerial Performance 1 Week

Lagos
Lagos

Lagos
Sokoto
Lagos
Aba
Lagos
Lagos
Lagos
Kaduna
Lagos
Lagos
Lagos
Aba
Lagos
Kano
Lagos

Kaduna
Lagos
Lagos

Port Harcourt
Lagos
Lagos
Enugu
Maiduguri
Aba
Lagos
Lagos
Lagos

Lagos
Aba
Lagos
Lagos
Lagos
Lagos
Lagos
Lagos
Kaduna
Owem
Lagos
Lagos

Lagos
Lagos

Lagos
Lagos
Lagos
Port Harcourt
Lagos
Lagos
Lagos
Lagos
Zana
Lagos

Lagos
Lagos
Lagos

Kano
Lagos
Lagos
Lagos
Lagos
Lagos
Owem
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MANAGEMENT house facilities
headquarters building of the members of the press by NIM's First

^TM namoH Management Vice-President. Engineer 'Teju
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Oyeleye, when he addressed them at
the press facility visit held in Manage­
ment House last November to mark

the Institute’s Silver Jubilee.
Engineer Oyeleye told the media

that, since its inception and before
the construction of Management
House, the Institute had been hold­
ing its meetings and other activities in
rented premises. Management
House, he said, "was the fulfilment
of the dreams of the founding fa­
thers, the dedication of succeeding
Councils as well as the industry and
sacrifice of its members".

Engineer Oyeleye later took the •
press on a tour of the building, in
preparation for its opening which
took place four days later.

the comp’«t,on
ent House

NIM IS
HAPPY WITH

GOVT

- MM. ’ named Management
House, is built on a 3.000-square-

land and has the following as
its main facilities:
* Ground floor entrance hall with

mosaic mural depicting the Institu­
tes activities as a Management
Training Centre.

* Split-level Library.
* Lecture rooms, f administrative

offices and canteen facilities.
* First floor internal court-yard with

a fountain over which hangs an
entirely suspended Boardroom.
the only one of its kind in Nigeria.

The Veneered pannelled Board
room has a richly carved entra­
nce door.

★ Banking Hall. and
* A Pent House.

This information was given to

to offer in certain areas of optional
expenditure", and at “government’s
plans to shift the emphasis of our
national attention from the over­
indulged urban areas to the needy
rural communities of our country’’.
The MM Council chairman then
went on to brief the nation’s Presi­
dent on the major functions and
areas of growth of the Institute, as
well as on the progress of work so far
made on Management House. Dr.
Kolade finally appealed for a further
donation from the Federal Govern­
ment towards the total completion of
Management House whose estimat­
ed cost of N5 million had shot up to
NS million as a result of inflation.

his capacity
, alsoapP^
j fiends of,he

-nancial suP’
';completionO

N50,000
dard of managerial performance

in the country". He. however,
regretted that "in spite of the good
number of Nigerian managers and
supervisors who have been exposed
to the management education of the

Institute, and the key positions occu­
pied by NIM s members in all the

facets of the Nigerian economy, our
application of management techni­
ques to the problems of the nation
has not been as effective as it should

be"The President therefore enjoined
the Institute to "brace itself up to this

challenging situation and come up
with concepts that will enable US'
manage our affairs to withstand

changes in the international econo­
mic climate"

owledged ,ht'
-has made semen-

s", propagating man3 ,
=- — and training sincv

1961" and that "its
leminars and confer*"
neatly enhanced the

ent so far .to the

erne
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!NIM NEWS
NBL CONTROLLER IS YOUNG MANAGER OF THE YEAR

A technological controller with the
Nigerian Breweries Limited,

Aba, Mr. Festus Oha Odimegwu, is
Young Manager of the Year, 1986.

In a keenly contested Final of the
Young Managers’ Competition orga­
nised by the Nigerian Institute of
Management (NIM), Mr. Festus Oha
Odimegwu beat five other contes­
tants to emerge overall winner.

The competition held recently at
Sheraton Hotel, Ikeja, was one of
the activities that marked the Silver
Jubilee Anniversary of the Nigerian
Institute of Management.

The paper which Mr. Odimegwu
presented, and which won him the
prize, was entitled Productivity
Management.

Like his fellow contestants, Mr.
Odimegwu had earlier won the com­
petition at his Zone (Port Harcourt)
before being invited to Lagos to par­
ticipate at the Final.

Other contestants, were Mr.

Mr. Festus
Odimegwu

Emmanuel Anacha (who won at the
Kano Zone), Mr. Chiedo Odunze
Iwueke (from the Ibadan Zone), and
Mrs Jumoke Apinke Oderinde (who
had earlier won at the Lagos Zone
ID

Also contesting were Mr. Rex
Chima Kanu (winner at Lagos Zone
I), and Mr. Ekundayo Olushola
Mejabi (from Lagos Zone III).

The judges were:
Professor B. K. Adadevoh, FNIM

(Chairman), Chairman, Education,
Training and Programmes Commit­
tee of NIM.

Professor Kunle lyanda. Dean,
Faculty of Business Administration 

NIM LAUNCHES MANAGEMENT
BOOKS

The Nigerian Institute of Manage­
ment has launched the first in a

series of five management books
published to mark its 25th Anniver­
sary.

The launched book is “Production
Management—a book of readings"
The book was jointly edited by Mr.
B. A. Adebayo, a senior lecturer/
consultant with the NIM and Mr. K.
A. Ibraheem, a lecturer/consultant,
also with the NIM.

Launching the book at Sheraton
Hotel during the Institute’s Silver
Jubilee celebrations, Otunba M. O.
Balogun, who is chairman and chief
executive of First City Merchant
Bank Limited as well as chairman of
City Securities Limited and CSL
Stockbrokers Limited, noted, with
pleasure, his long association with
the NIM and the fact that the Institute
had decided to celebrate its Silver
Jubilee, in concrete terms, with the

launching of the book and others in
the series.

Supporting Otunba Balogun in the
launching were Alhaji M. S. Umoru-
chairman and chief executive of
Ceramic Manufacturers Limited; Mr.
Eze Mbonu—a director of Total Ni­
geria Limited, Mr. Lai Yusuf—direc­
tor of Army Training and Alhaji Isa
Ozi Salami—chief executive of the
Nigeriah Paper Mills Limited.

The fifth co-launcher of the book,
Chief M. O. Akinrele, was NIM's first
lecturer/consultant in Production
Management who rose to become
director of training and consultancy
before leaving to establish his manu­
facturing firm—GACOL (General
Appliances Company Limited). One
of his papers also formed a chapter in
the book.

Each launcher expressed his plea­
sure at the initiative of the Institute
and strongly recommended the book
to readers.
(See review on page 39)

Uniuersity of Lagos.
Professor G. O. Nwankwo. FNIM,
Department of Finance, Uniuersity of

Lagos.

Others were:
Mr. Vincent I. Maduka, MNIM,

Former Director-General of NTA.
Mr. M. O. Ogunkoya, MNIM, Per­

sonnel Director, John Holt Limited.

Mr. M. O. Okereke. MNIM, Public
Relations Aduiser, UAC of Nigeria
Ltd.
and Dr. S. A. Salami, Deputy
General Manager, (Administration)
Society Generale Bank (Nigeria) Ltd.

Announcing the result at the end
of the competition, the Chairman,
Professor B. K. Adadevoh, said that
all the contestants had done well in
their presentations and that those
who did not win prizes could not be
considered as failures. What the jud­
ges therefore did was to rank the
contestants in order of merit.

The first prize winner—Mr.
Odimegwu-went home with a beauti­
ful certificate and a cash prize of
N1000.00. The first runner-up was
Mr. Rex Chima Kanu (Lagos Zone I)
who receive a certificate and a cash
prize of N750.00. The third place
winner was Mr. Ekundayo Olushola
Mejabi (Lagos Zone III) who was
given a certificate and a cash prize of

N500.00.
The National Young Managers

Competition is an annual event
organised by the Nigerian Institute of
Management and sponsored by
some corporate bodies in both the

private and public sectors.
The sponsors of this year s compe­

tition were:
Afromedia Nigeria Limited
Cadbury Nigeria Limited
John Holt Limited
Nigeria Airways
Seven-Up Bottling Company Ltd.,
Tate & Lyle Nigeria Limited and
Tower Aluminium Nigeria Limite-'

The paper that won Mr.
Odimegwu the prize is published on
page 7
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PROFESSIONALISM
IN MANAGEMENT
TRAINING: __
— Myth or Reality? |
INTRODUCTION

THE training function is an emer­
ging key area in the organiza­

tion’s total effort which perpetually
seeks to extend the frontiers of levels
of performance. Management train­
ing as a subset within this broad func­
tion has a particularly unique role,
namely, one of ensuring a steady

conducted in-house management
training for decades before 1970.
while on the other hand, following
the footsteps of its metropolitan Bri­
tish forebear, the Nigerian Institute of
Management already featured mana­
gement training on its ‘bill of fare’
regularly offered to fee-paying clients
since the middle sixties.

availability of effective leadership that
will resolve the uncertain organisatio­
nal problems and face the challenges
of the uncertain environment; one
that will optimise returns to organiza­
tional effort and resource-utilization.

Management training is distinct
from the training in specific technical
skills in that its domain of knowledge,
skill and attitudinal concerns are
wider and more diffused, and the
overall impact on organizational
performance is consequently much
more significant. Management train­
ing therefore constitutes an impor­
tant element in an organization’s
continuing endeavour to enhance
the attainment of its objectives what­
ever these may be.

The 1970’s was the golden age of
management training in this country.
It was in this decade that the first re­
cognitions were given by govern­
ment to the potency of the mana­
gement training remedy and because
of the pivotal importance of govern­
ment and the enormous resources
which it commands, this recognition
was itself a significant development
for the entire socio-economic sys­
tem.

It is not that the management
training activity did not take place at
all before the 1970’s. It did. Many
multi-national companies (example
UAC, Shell, to name a few) had

Government’s intervention in the
early 70’s however gave tremendous
impetus to the development of the
management training activity. This
has been brought about through the
establishment of support institutions
such as the Nigerian Council for
Management Education and Train­
ing and its operating organ, the Cen­
tre for Management Development,
the Industrial Training Fund, et cete­
ra, and the moral and material sup­
port given by these organisations to
myriad organizations and associa­
tions, as well as through active patro­
nage and policy pronouncements by
government.

In spite of the immense strides
made as amply attested to by the
numerous organizations now gainful­
ly employed in this activity and the

enormous patronage which has
helped to assure the survival and
prosperity of these firms, the ques­
tion is now asked, whether there is
any professionalism in this endea­
vour!

In my opinion the question arises
for two main reasons. First is the feel­
ing by some practitioners, especially
those who are in paid employment,
that they do not enjoy adequate
recognition in terms of status, finan­
cial reward and promotion opportu­
nities. Second is the apparent ease of
entry into this industry, thus connot­
ing that there is no requisite body of

Permitted a proliferation e
consequent adverse impact on the

Profession’s image-In addition to the above,
doubts are also expressed con­
cerning the amount of profes­
sionalism in management train­
ing because of the disillusion
hy some persons that the enor-
^ous outlay collectively made
in management training during
the past decade or so by al!
sectors may not have brought
about commensurate benefits in
terms of the improved skills or
enhanced performance that it
has engendered. This particular
Point, more than anything else,
seems to highlight the characteristic
difficulty of measuring returns to
effort in training generally, but
especially management training.

Nevertheless, in advancing this
view it seems to be fundamentally
assumed that for management train­
ing to be accepted as a profession, in
the tradition in which medicine, law,
Or engineering is, it must offer con­
crete or worthwhile benefits which

should be capable of being measur­
ed. This point is discussed in a later
section of this paper, but is preceded

first, an examination of the me­
thodology of training and then a dis­
cussion of those conditions which
should be fulfilled for an activity to be

termed a profession.
THE role and process of
MANAGEMENT training

brief overview of the goals of
training and the critical steps in

e management training process
should yield the requisite perspec­
tives for considering the question
Posed in this paper. Our eventual
concern would be to assess the me­
thodology of training as a logical
scientific process which calls upon a
faculty of knowledge of a reasonable
order, since that is the first condition
°f professionalism.
ki nlatural Parting point is to esta­
blish the place of management train-
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ground of the
ies. hostilities
, the environ-

——: development is a
nptex and dynamic activity.
<jex nature of this activity is
te?y conveyed by Ernest
• B2 Ludekens who define

grsure the conti-
: competent and

managers that
red positive and
: for a successful

"... the practical and success­
ful application of new and
existing management theo­
ries and skills to the actual
work group of the manager in
such a way that he realises his
full individual potential and
resolves managerial problems
in innovative but realistic
ways while functioning as a
constructive member of a
management team”.

This definition at once portrays
management development as an
activity that is continuously striving to
grapple with the evolving discipline
of management, which recognizes
the influence of group behaviour on
managerial performance and disposi­
tion, and strives to unify individual
and organizational effort in the fulfil­
ment of their respective goals.

These multiple concerns of mana­
gement development necessarily
impose elaborate processes and
procedures for their successful exe­
cution. These task components can
be dearly recognised in the assertion
by Thomas Kempner that “manage­
ment development is a systema­
tic and continuous process
which starts with an analysis of
present managerial resources,
estimates future needs and ope­
rates policies of recruitment,

that characterize the real work
situation in which the manager’,
competence (and as such the
training effectiveness) will be

eventually evaluated.
[t is for this reason that the mana­

gement trainer is not simply a per­
son who is versed or even erudite in
the design and implementation of

training courses, but is someone
whose expertise enables him to diag­
nose organizational ills and to iden­
tify those aspects of the ailment
which are amenable to treatment
through the inculcation or reinforce­
ment of knowledge, skills and atti­

tudes.The management trainer is an
expert in the selection and blending
of such practical and theoretical ex­
periences as are required to induce in
the trainee a permanent/lasting
behaviour that is favourable to orga­

nizational performance.
A management trainer posses­

ses expertise not only in admi­
nistering the training experience
but also in evaluating its effec­
tiveness. Evaluation yields ^he
feedback which can indicate
whether the training mission is
successful or not and where not
successful, whether there is
need to retrain or rediagnose, or
vary the mode of the training

intervention.A good training mission follows a
systematic scientific process someti­
mes depicted in either of the follow­

ing schema:

training, transfer and Pr<?° ^ost 1
to secure and to make the <
use of these resources"- ^[ee

Kempner then identifi®5
main aspects of managernen

lopment thus: mana'
* the responsibility of senior

gement to develop
working under them throug

able work assignments; j
★ exposure to different kin ®

different levels of respond

(job rotation), and* opportunities to expand kn°W. q
9e through attendance at tra>
courses within or outside the o

zation. - theTo assess the role of training I >n
total developmental process it is us
ful not to see it as a process that ta
place only during formal attendanc
at courses but as an integral part 0 •
and a key element in, all three ^vl

ties identified by Kempner.
training is the very essence o 3
developmental activities. It s
largely agreed in the training
terature that training, in *act’
more particularly relates to th®
acquisition of skills through
exposure to actual work situa­

tions.The training that takes place
during courses, which emphasi-
2es mostly the acquisition of
knowledge, can at best merely
serve as a foundation and sup­
port for the real training expe-
rlence; this is because of its
Inability to simulate or explore
the complexities and difficulties

SCHEMA I: The Tradlllonal Training Process



Both schema conceive of training
as comprising five major activities,
namely, Needs Assessment,
Objective Setting, Design,
Implementation and Evaluation.

The main difference between
schema 1 and schema 2 is in terms of
their conception of the relationship
between the activities. While schema
1 (the traditional conception) sees
the activities as being sequentially
related, that is, one activity phase
must be completed before the next is
commenced, schema 2 (the integrat­
ed approach) recognises a systemic
relationship in which all activity
phases are interrelated in such a way
that action can advance from one
activity phase to almost any other in
a not-necessarily-sequential order.
Schema 1 further shows that the
sequential relationship is almost 

rigidly adhered to even in the situa­
tion where evaluation reveals a need
to go back to an earlier activity phase
in order to effect a remedial action.

Incidentally, schema 2 conforms
to the modern conception of the
training process that is deemed not
only results-oriented but also cost-
effective. What we wish to show here
however is not so much the econo­
mics of training but the scientific
nature of the activity no matter how
the process may be conceived. The
five activity phases contain the essen­
tial methodological approach of any
rational intervention strategy, l.e.
diagnosis, treatment, evaluation
and corrective action. A detailed
specification of ■ the sub-activities
subsumed in the five activity phases
is contained in schema 3 (The Deve­
lopment of a Learning System).

In the latter schema,
Assessment Phase is
by steps 1 — 5; Objectives^

the Needs
represented

°y steps 1 _ S; uoje.-L.iC3 Setting
Phase by step 6; Design Phase by
steps 7-12. The Implementation
Phase is simply the application of
step 7 while the Evaluation Phase
is the application of steps 8 and 9.

The Evaluation Phase might well
Jead to step 11, j.e. a Revision of the

training activity (step 7).
the goals and essence of
professionalism
THERE is an implicit assumption
* that the presence of features of

professionalism in an occup’ation
enhances the occupation’s
usefulness or the value which society
places on its services. It is for this
reason that many occupations today
aspire towards the attainment of a

31
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(Hi)

2. Analyals of Task or Job

(iu)

5. Statement of Training Need

Andy,!, of Objective |„ Bohodourol Form.

7 Course Construction

10. Field Testing and Ecoluotlon

,Z taplementotlono/ System

'•g to professit 

4. Definition of the

Target Population

3. Specification of Required

Knowledge, Skill* and Attitudes

II. Revision

Definition of Syllabus;
Anolysls and Synthesis o/Content;
Determination of Teaching Strategy-
°“''l0n‘7dM“n’°fPresen1mZ;

Writing of lesson Sequences.

SCHEMAl-TWDe.etopwMofa learning Sy-sten,

So'r'etlLOFWDEV. M=ud ho. 36. „„

“profession”, “professional" and
“professionalism".

It is striking that there are no pre­
cise definitions to go by here.
because the terms have loose usage.
but on the basis of some principal
features shared by certain generally
accepted professions such as law,
medicine, accountancy and the mi­
nistry, it has been possible to deli­
neate or formulate some criteria
which should be met before a speci­
fic vocation may be pronounced a
profession but this would be in the
restricted rather than the loose sense.

Thomas Kempner has defined a
profession as “an occupation

I
-- Development

'f Measures: Job

■— . - usually •.tirouSjf’
,feS ton;

eX‘>rn'r' n ,o a CC/ce or ethic®
sub®®^1 regulales relationship

w'll,c n «he Prc?e5s;onal a”i
b®''*Kent.the Profess=onal ®n
th® c ‘, sntj among the profe5'

5°Cie,k inter se: and
s'°n .tance by society as sy”
acc®p, by the high estee"1
bokz® ,t

accords members 0
wh'c .nfession. Implied here i®
the P .-ne assumption th®
Pr°b^ esteem will necessari W

s0C'a from the fact that socie y
aris® benefit or satisfacti®
derlVtL profession’s services-
ftonL onwood's attributes o'

Ernes' Gre, substantially di««'

otofes5'°n those identified by:lnt ^Greenwood stipule

KemPner:. ,ltes as a systematic body
tries®  ̂underlying the skills of th
of theory h knowledg
p'ofeSSTkeiy ,o srow Jh™9il

being professional authority
t^^oihe nature of services which
d>d®""®t shall receive; a regulate
the c|ien' and the existence of®
codeof®'h’“’ lture that includes
profession®^ d symbols.
values, no _ instructive to note

” u delusion of professional cu ■
th®’ 'heGreenwood does not radica
wre bV the criteria earlier specified-
ly ?',ere here simply denotes prind-
Culture hot® norms which
P®*ly ‘treadyb® embedded in the ex-
may Ide of ethics, for example the
,a?‘‘concerning service, objechvty.
rules con integrity, et cetera.
COnHdR Bobbitt. Jt-etol-have^

Hj ' of the more commonly
cified som fessjonal values as in-
accep e to expertise, the
Clrm to autonomy (or independen­

ce commitment to the profess.on
and responsibility to society in ensur

hinh standards of work and the
observance of professienaMisdpline.
H r Bobbitt. Jr-et al. define profe­ssionalism as “the ideology o'mndh

duals aspiring to profession status^
In other words, an internalization of a
value system inherent in the concept
of a profession”.

possessing high social status
and characterized by consider­
able skill and knowledge much
of which is theoretical and intel­
lectual in nature. The posses­
sion of such skill and knowledge
is usually tested by formal exa­
mination approved by an autho­
ritative body. The members of a
profession subscribe to a code
of ethics governing their profes­
sional behaviour and define the
area of their professional com­
petence...”

This definition identifies four major
features of a profession—namely:
(0 .the existence of a substantial

body of knowledge that is sup­
ported with theory ;

(ii) the control by some authority

over standards of entry into the

1. Anolyals of Overall System
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In the opinion of H. R. Bobbitt, Jr.
et al, “virtually all occupations are in
some state of professionalisation,
which is defined as the dynamic
process whereby an occupation
moves towards a profession as the
ideal type".

There is inherent in this assertion a
suggestion that there is a continuum
or spectrum running from A to B, A
depicting a situation of “non­
profession” as characterized by the
total absence of the essential profes­
sional characteristics as outlined
above (i.e. theoretical knowledge,
regulation of standards of work, re­
gulation of ethics, et cetera, and B
depicting full professional status, as
characterized by the presence in an
ideal state of all the essential charac­
teristics of a profession. H. R. Bobbitt
Jr., et al, therefore suggest that all
occupations can be arranged along
this continuum or spectrum, the
exact point on which each falls
depending on the degree to which
each imbibes the relevant characte­
ristics.
CONTEXTUAL ISSUES

IF we assess the current state of the
art in management training in this

country on the basis of the charac­
teristics of a profession outlined in
the foregoing section, the result is not
too encouraging. The current situa­
tion falls short on each of the criteria.
A close examination clearly shows

this.
Knowledge Base

There is evidently in Nigeria as
elsewhere a steadily growing body of
knowledge now emerging in the area
of management training.
The knowledge draws from many
disciplines such as education, psy­
chology, sociology, economics,
mathematics and the traditional'
management functions of marketing,
accounting and finance, production
and personnel. Although basically
eclectic, management training theory
is coherent and systematic and the
continuing research in learning
theory and systems development has
had beneficient impacts on training
methodology.

Admittedly, not all of the recent
gains in the theory and methodology
through research conducted else­
where has yet found its way into local
training practices. Stereotyped and
inefficient methods and concepts of
training still prevail in Nigeria. Even
when modern concepts are adopted
they cannot be effectively utilized
owing to the unavailability of suitable
backup materials, books and training
equipment.

A distinct feature of the local ma­
nagement training scene is the indis­
criminate application by a few avant
guarde training institutions of beha­
vioural concepts and theories deve­
loped elsewhere which do not nece­
ssarily have universal validity. There
is pretty little local research or adap­
tation being done in this field and not
much inducement has been given to
universities and research institutes in
Nigeria to join hands in this endea­
vour. Consequently, little growth is
being experienced on the local scene
in the development of training theory
and methodology
STANDARDS OF
PERFORMANCE

Fundamentally, standards can be
regulated through control of entry,
that is, through ensuring that only
persons who possess the requisite
knowledge and skill are admitted into
the profession. This may be effected
through pre-entry examinations and
certification or through interviews
and other forms of screening.

Subsequently, standards of perfor­
mance may also be sustained or in­
fluenced through the provision of
adequate opportunities for conti­
nuing education and updating of the
requisite knowledge and skills.

Aspects of these are still lack­
ing in Nigeria. There is no pre­
entry examination or screening
of would-be trainers in Nigeria.
In contrast the industry is in fact
completely free for all. While
some trainers bring into this
industry some basic qualifica­
tions in a wide range of disci­
plines, others do not. The quali­
fications which some trainers 

possess have never been evalua­
ted; consequently, they cannot
be easily equated. In any case,
it is not certain how relevant
these qualifications are to train,
ing. The prevailing situation is
that most trainers have learned
on the job after they had set up
shop.

A certain amount of continuing
professional education is conducted
at the initiative of the Centre for Ma­
nagement Development or the In­
dustrial Training Fund who draw
upon foreign expertise (International
Labour Organisation for instance)
whenever they had need for this.
Participation in such development
programmes is however not compul­
sory and in the absence of any termi­
nal examination it is not certain to
what extent participants benefit from
such programmes.

The absence of a strong professio­
nal body to prescribe and monitor
standards shows up glaringly. And if
anything is to be learnt from the litter
of poorly designed training program­
mes regularly mounted for public
consumption, the effect of the
prevailing situation may' be quite
calamitous.

REGULATION OF ETHICS
Regulation of ethics implies the

existence of a duly constituted body
with the appropriate authority deriv­
ed either from the consent of the
subscribing members or from the
country’s statute, to impose a code of
ethics, monitor its observance and
punish any erring members. The
absence of such a regulatory body for
management trainers in Nigeria also
shows up in the prevailing standards
of behaviour of management trai­
ners. Regulation of ethics is neces­
sary as a means of inculcating those
values and norms that make for satis­
factory and smooth relations with
clients and third parties and among
trainers themselves.

It is certain how much harm is
being not wrought by the prevailing
situation of lack of a regularory
body. From casual observation, 
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which can only be surmised trainers
have not been very enthusiastic even
though it is clear that much could be
achieved through such an associa­
tion.

Virile associations have been
tormed elsewhere e.g.. the British
Association for Commercial and
Industrial Education (BACIE). Al­
though such associations have not
succeeded in acceding to the same
level of authority and social status as
are customarily accorded to the
legal, medical or accountancy pro­
fessions, the fact of their existence
alone represents a start, a vital start,
to the gradual march towards profes­
sionalism.

A professional association of
management trainers in Nigena can
at least commence to conduct semi­
nars and training progra:
members even if it ca:
register trainers or condo 
examinations; it can also develop
training materials (films.
ness games, et cetera.
cannot conduct research
could serve as a vehicle
ting the needs for researc
sities and institutions w
better placed to condu
search, and for channel
quisite funds and placing 
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goals.
An approach to this environmen­

tal analysis would involve the exten­
sion of the methodology of training
needs identification which the trainer
at present routinely employs at the
micro (organizational) level to cover
the entire nation-economy having
due regard to the prevailing socio­
economic conditions and trends at
any particular time, the different sec­
toral characteristics and the collective
impact which any changes in these
could have on the entire national
economic situation. The analysis
would of necessity be factual and
objective if the results could be relied
upon to guide the formulation of
appropriate developmental strate­
gies. The analysis should also be
conducted on a continuous basis so
as to assure continuing validity.

An outcome of such analysis
would be the disclosure of the range
of opportunities which call for the
trainer’s exercise of his skills. As an
example, recent economic experien­
ces in this country clearly point up
areas which the trainer could gainful­
ly exploit. The mass retrenchment
carried out at both private and public
sectors revealed a need for retraining
people into new skills; so also does
the reorganization of some key go­
vernment agencies (NIPOST,
N1TEL, et cetera); the increasing ad­
vocacy of privatization of govern­
ment’s economic projects, and the
deliberate attempt to expose some
hitherto national monopolies to the
forces of competition, for example,
air transportation, shipping, postal
services, et cetera.

All of these open up tremendous
opportunities to the management
trainer. The management trainer in
recognizing these areas of need and
in designing and offering appropriate
services in response to such need
would be fulfilling one of the key
conditions of professionalism. He
may however be hindered in playing
such role if he has not met some of
the other vital conditions such as the
acquisition of the requisite know­
ledge, skills and attitudes.

The establishment of a professio­
nal association offers the most effec­
tive avenue for procuring these and
meeting the other conditions earlier
indicated.
CONCLUSION

IT seems fair to conclude that there
is no straight unequivocal answer

to the question whether or not there
is professionalism in management
training! It depends on the concept of
professionalism which one chooses
to adopt. In the loose sense of the
popular usage of the term “profes­
sional” or “professionalism”, the
answer would be yes. There is a sys­
tematic and growing body of theory
and such theory can be diligently
applied to procure reasonable solu­
tion to clients’ problems. But in terms 

of the other ingredients that make fc
a full professional status, whic
would include the regulation of star
dards of performance and of the eth
cal behaviour of its practitioners
there is still pretty little. Managemer
training is not yet a profession in th
same sense as law or medicine c
accounting or engineering.

But professionalism in manage
ment training is not a myth either
The occupation is making apprecia
ble strides on the continuum of pro
fessionalism. Whether it will ever gei
there, and when it will, depends or
the creativity, resourcefulness, anc
aggressiveness of its practitioners ir
shaping its responsiveness to issues
arising on the national horizon.
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PRODUCTION MANAGEMENT
(A Book of Readings)

TITLE: Production Management
(A Book of Readings).

EDITED BY: B. A. Adebayo and K
A. Ibraheem

PUBLISHERS: Nigerian Institute of
Management

REVIEWER: Oliver Ibekwe

PRICE: Not stated

Tin recent years the need for increas-
* ed productivity in both the privaie
and public sectors has assumed prio­
rity importance.

Most reports relating to wag" and
salary increases have dwelt exten­
sively on this critical factor in our eco­
nomic life. It is rightly believed that
unless increases in salaries and
wages correspond to increase in pro­
ductivity,, the nation will merely be
fuelling inflation.

Significantly therefore, this book,
which is the first in the “Management
Book Series” of the Nigerian Institute
of Management, focusses on produc­
tivity improvement. Spread over 168
pages and consisting of 19 chapters,
the book is in two parts. The first part
deals with the general concepts of
productivity while the second part
treats productivity improvement
techniques.

Although productivity means diffe­
rent things in different quarters, and
is indeed a complex issue, chapter
one of the book attempts to examine
the subject of productivity in its va­
rious ramifications. In this chapter,
Michael Omolayole, in looking at
productivity between the private sec­
tor and the public sector, posits that
though evidence has been led to
show that productivity in the private
sector, especially in the productive
units, is more easily measurable,
evidence has also shown that pro­
ductivity or efficiency, however de­
fined, is not easily measurable in the 

public sector. Interestingly, Michael
Omolayole notes that one of the big­
gest factors retarding progress in pro­
ductivity in this country is attitude to
work, and general indiscipline in
relation to work. He contends that jf
we succeed in changing attitude to
work for the better in the private as
well as the public sector, our produc­
tivity will rise appreciably.

G. O. Onosode, in chapter two,
again stresses the point that producti­
vity is a matter of right and focusses
attention on the financial dimension
of the productivity problem.
Olatunde Oloko, in chapter 3, dis­
cusses the concept and features of
the phenomenon referred to as
labour productivity. He goes further
to review a number of out-standing
systematic studies of labour producti­
vity carried out by industrial psycho­
logists and sociologists in order to
show that there is no “one best
method” of managing an enterprise.

In Chapter 4 the issue of producti­
vity improvement in non-factory si­
tuations is discussed by I. M.
Okechukwu. Incentives and rewards
for efforts are considered in chapter 5
by Olatunde Oloko, while B. U. N.
Igwe rounds off part one with the
sixth chapter which is on “increasing
and sustaining productivity in Nige­
ria”.

“How to introduce change” is the
theme of chapter 7 by Bill Reddin,
followed by a treatise on work study
by J. F. Edward. An interesting as­
pect of G. I. Okosun’s chapter 9 is
the inclusion of three case studies.
There was however some muddling
in the printing of pages 84 and 85.
These pages only make sense when
transposed and included appro­
priately in chapter 9 and not chapter
8.

Chapters 10 and 11, by Akerele
and Iheanacho respectively, pay par­
ticular attention to value analysis and
the purchasing of materials, while in 

chapter 12 Olu Akerele submits that
it is necessary that the company
should have “a quality policy ratio­
nally based and simply communica­
ted to the employee”. Also, “it
should be a dynamic process kept
alive by the research mind of the
quality executive”.

T. U. Mbaike, in chapter 13, dis­
cusses critical decisions in factory
management. Tnese decisions in­
clude those relating to the design of
the production system and those re­
lating to operation and control of the
production system. In each case, the
overriding factor is the optimal utili­
zation of productive resources.

M. O. Akinrele’s “planned mainte­
nance”, in chapter 14, makes inte­
resting reading, particularly as it
presents a rational basis for formula­
ting maintenance strategies. Chap­
ters’ 16, and 17, by Jerome Weist,
Jaye Oyedotun, and Peter Hardie-
Bick respectively, are on project
planning, evaluation and manage­
ment while chapter 18, by G. E.
Harriman, attempts to convey the
benefits and potentials of linear pro­
gramming in maximising managerial
and operational effectiveness.

In the final chapter of the book,
the point is stressed, by Jerome
Weist, that managers should be fami­
liar with Operations Research, so
that they can, at least, be in a posi­
tion to judge when their managerial
skills can be enhanced by the appli­
cation of these very powerful and im­
portant tools of analysis.

Except for the mix-up in two of the
pages of the book, the publishers did
a good job. The cover design and the
general layout of the book are suffi­
ciently attractive. In all, the book is
certainly a laudable debut of the Ni­
gerian Institute of Management in the
area of book production. Managers
concerned with production manage­
ment and students of business will
find the book immensely useful.
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provision of inadequate external
cable network by Western Electric
Company and the contractual pro­
blem was the midstream withdrawal
of Canadian contractors installing
crossbar telephone exchanges
because of disagreement with the
Government.

In an attempt to solve these techni­
cal and contractual problems, the
idea of Contingency Plan (1973-
1975) was bom, which deviated
from the original second national
development plan. However,
through this plan, 45 new telephone
exchanges and 33 mobile/containe-
rized exchanges were provided,
mostly in rural areas but local
government headquarters were not
included.

Expansion of existing radio trans­
mission network and provision of
STD facility to major cities were
implemented. The spill-over projects
from this contingency plan are still
being implemented even in (he
fourth national development pro­
gramme. Total amount spent in this
Plan period is £125 million to pro­
vide only 30,000 additional ex­
change lines and associated external
line plants.

The third national development
plan (1975-1980) made a provision
for a total of Nl,180.21 million (P &
T Nl,107.5m and NET N72.71m),
which was about 4.1% of the entire
public sector commitment. The spe­
cific goals of this plan period were:
1. To complete the backlog of

uncompleted projects.
2. To minimize telephone

installation waiting period.
3. To provide STD facility

throughout Nigerian major
cities and .International Direct
Dialling (IDD)

4. Reorganization of P & T
along commercial lines to
improve services.

5. Review of existing pricing/
tariff policy with respect to
intracity and installation
charges.

Consequently, many new tele­

phone exchanges were contracted
(Zone-wise) with the overall objective
to increase the number of telephone
lines in the country to 750,000.

A second international telephone
exchange was envisaged for Kadu­

hansmission projects an<f ar
from third plan, terrestrial 11 , ar_
to|l network will be construct®
linked to all switching c 

na. Other plans include Euro-West
African submarine cable system via
Abidjan to Lagos, and the abandoned
aerostat balloon system to link the
primary and secondary centres and
provide nation-wide television trans­
mission coverage.

These ambitious plans were envi­
saged to meet the serious demand of
telecommunications services from
other sectors of the economy anc
especially the challenges of the oil
boom. However, lack of sufficient
executive technical manpower and
support facilities made such ambi­
tious plans look like an impossible
programme.

In addition, there was lack of
accurate secio-economic and techni­
cal data for telecommunications
planning and where such data are
available from foreign technical
sources, political considerations ren­
der them useless for planning pur­
poses.

However, late 1978 the federal
government intervened and set up
an in-depth study of the problems of
telecommunications division of the
old P&T, which resulted in a num­
ber of decisive actions. A task force
was set up and about 188,000 tele­
phone lines and 5,000 telex lines
were provided by the end of the third
national development plan in 1981.

The fourth development plan
(1981-1985) merely restated the
programmes of the third plan after
careful analysis of the encountered
problems, and emphasized the need
to finish the uncompleted projects
and carry out further expansion pro­
grammes. For internal telecommuni­
cations, a total of about 370,550
additional telephone lines should be
installed raising the total telephone
lines in the country to about 612,000
by the end of 1985.

In addition to completing the

throughout the country- /gente

The installation of 'tout 9.0®
exchanges to provide a plan
telex lines with external
and teleprinter machines
saged. ^placed01

Increased emphasis isation c
expansion and modern' ^|| a
postal establishments as tern.
improved mail distribution sy & ^.r(_

For international service5’p|annec
international gateway U,as Qf sUb-
for Enugu and the ex,ens'°port Har-

marine cable from Lagos *° ovuever.
court was also envisaged- sUS.
these NET projects have ®onotnjC
pended up till now f°r ec
reasons. not

Instead, some pr°iec jeve-
induded in the fourth nationa^^^
lopment plan were being exec

The projects arise due to:
(a) unexpected ursurge 1

volume in certain areas, [oca|
(b) ageing equipment an ,ace.

line plants requiring .
mente in order to reduce main

tenancecost, of
(c) upgrading and modi ica' .

existing systems to curb

« SXT;, >»- -x
and equipment, e.g., M
P&T Building and nc
House. nfCOM

The cost of restoration o
House is estimated at
most of the equipment insid
been replaced. < the

In addition, NET, by ° er.
nature of our business, w cnational is indebted to m^ungre^

larly foreign outpaym
on traffic volume and th
ffbVo“

just enumerated above.
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PROBLEMS AND PROSPECTS
TXTIGERIA, like other developing

countries, experiences rapid
undefined demand of telecommuni­
cations services, and rapid expansion
of its telecommunications network is
a common syndrome. In addition,
Nigerian telecommunicaitons organi­
zation has the following problems
which have been discussed exten­
sively in (2) and (3).

The planned objective could not
always be achieved due mainly to
shortage of funds, inadequate exe­
cutive technical manpower and
uncoordinated projects manage­
ment. The result is the inadequacy of
telecommunications services
throughout the country. This was
compounded by frequent break­
down arising from damages caused
by other utility organizations like
N.E.P.A., Ministries of Works and
Housing, and Water Resources.

Other factors include the rapid
advancement in technology, which
makes the procurement of spare
parts for maintenance almost impos­
sible or too costly to justify keeping
existing systems and equipment. The
net result is that we run after the
equipment manufacturers every
development plan period to acquire
the latest and disregard the old
systems.

Another effect of advancement in
technology is the interface or compa­
tibility problems arising from purcha­
sing equipment from all over the
world.

Cost of training is rising astronomi
cally as the skill requirements
demand rapid improvement of our
manpower and retraining to maintain
and manage these new technologies.
Cost of training during the operating
life of our modern technological
systems/equipment can be double
the original cost of these equipment
/systems, because of the sophistica­
tion and skill-requirements of the
maintenance manpower.

It was also obvious that the present
telecommunications organizational
structure was no longer suitable to

(b)

Lack of operational statistics
and feedback information from
the executive/operational

sustain the challenges of modem
technology and management. Con­
sequently, this is being reviewed at
present, and hence N1TEL was
created in January 1985 (Refer Fig-
1). the effects of this reorganization
will take a long time to be realised.

Inadequate support services like
transportation and accommodation
have contributed immensely to poor
telecommunications services; mails
cannot move fast to their destina­
tions, maintenance staff cannot
attend promptly to system/plants
failure, managers, including plan­
ners, have no comfortable accom­
modation to carry out their duties,
and lastly, newly purchased equip­
ment cannot be put into service
when required, because the equip­
ment buildings are not ready.

The need for standardization can
be seen from the problems posed by
integration (or interconnection) of
the different purchased systems, cost
of training and retraining of staff, and
frequent requirements of spare parts.

Other problems which affect
mostly telecommunications planners
are:
(a)

-s that:
ond for telecommuni

the dera scrVjces very oftei

caxnc°"d5 the supply: °nd

6 ^hiectives or targets wer<
plan achieved with firm
never
schedule-
. therefore imperative tha
15 on telecommunication!

^^^^000 telephone lines. If a
mately3^ne linesand theirassocit

cient. aCCLhone «ru,ces would b
intern3’tej P In addition, interna

r^nteed' . services worn1
3Una" te'ePHer than at present
tionai jitter ‘ K
itnpro^ is not the case, a
However; te|ephone lines are no
m05tof,h satisfactorily due t<
perform>n3 . ment and external lim
obsolete eq unplanned maintenance
Plan,S a?on and support services.
otganiz3 1 ^gWjng the four nationa

Itfuture plans on ie«^----- -----------
expansion should be based strictly or
scientific study (problem-orientec
research and development) togethei
with a planned executive capacity ir
the form of human, financial and
materials (especially spare parts)

After reviewing ....development plans, one quic|d,

observes ♦*

(a)

branch.
(b) Lack of future-plan informa­

tion and needs from local
government areas on infras­
tructural plans like roads,
water, electricity and environ­
mental characteristics.

(c) Lack of coordination of
infrastructural planning in
Nigeria.

(d) Unpredictable demands of
services and. behaviours of cus­
tomers.

(e) Poorly defined and disconti­
nuous policy on national
development plans.

Prospects
After 24 years of planned tele­

communications development.
about N4 billion has been budgeted
on the telecommunications sector to
provide, among others, approxi-

r esources.
Future planning strategies both at

the national level and the organiza­
tion level should concentrate on such
issues like forecasting, pricing/tariffs,
maintenance and choice of techno­
logy through standardization.

Further, planning should be geared

to .achieve accessibility and in­
creased telephone density or
meeting telephone demands.

If this is done, telecommunica­
tions services in the future should be
adequate and efficient, with reliable
access to the national network for
the majority of Nigerians.

PLANNING TOOLS AND
STRATEGY

In telecommunications, forecas­
ting and decision making (undec
uncertainty and risk) are essential
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tools. This presupposes a very rich
and accessible data bank, with histo­
rical data, future requirement and a
steady socio-economic tendency of
the nation. Close coordination with
other utility organizations for power,
petroleum, education, public works
and industry/commerce are very
necessary

For example, during the period of
the third national development pro­
gramme, switching equipment were
ready for service, while tRe contracts
for the transmission and external line
plants were not yet awarded. In
some cases the equipment were
rusting away, with no exchange­
buildings to install them or new
telephone exchanges were
commissioned using old trans­
mission network (i.e. the case of
a new wine in an old bottle or
vice versa). This uncoordinated
planning and implementation
minimised the benefits in terms
of quality of service and revenue
to be collected from improved
network.

The planners need to be sufficient­
ly equipped with necessary support
services like library, transport, com­
fortable working environment and
reliable statistical data-bank. There
should be a continuous collection,
coordination and evaluation of
operational data.

The supposedly failure of tele­
communications development could
be mainly attributed to:
fa) a big gap between available

resources and planned servi­
ces,

(b) inadequate planning tools, and
(c) lack of necessary training and

development for our planners.
i.e.,  lack of experienced plan­
ners.

Some of the planning problems
can be averted if adequate prelimi­
nary studies are made before specifi­
cation and procurement of equip­
ment and systems.

For example, in the Integrated
Services Network (ISN) of the future
you can send messages or data over

3 facsi-

tel®phone
mile message °r Msmit

®en,ral computJ access a
bank) without dis, s^tem (hT®
of mformation t ,ncti°n of th a‘

WOrkwiH requiems. SUch ®

Sng/taS Chanr33*tbgrn'pr,oU^i^e'tn

Planning®^ forced us to
'ons service froni pJ^munica-

thequestionreP5,al services but

run purely as a SOciai °uld they be
sound commercial ?rVice °r on
social responsibilities ^ith c>ear
the case as we would s" ' ® 'at,er is
" * not appropriate «Wose, then
telecommunications . expe« the
(NITEL) to meet con, Ministration
(public demand) and™'^''1''1 tar9ets
time be constrained b!, Same
service conditions an t he civl>
This means that today ourT^^-
planning strateqv b=. lonS-term
defined to reflect these n'° re‘
tional objectives, and the ad"
new techniques is inevitable °Pt,On °f

tionalXte a"d -.Una-

role of project contractor’s aM
suitants to NITEL Wh-i C COn'
worked very well so far • 6 'h'S haS
national development planC Cd^9

not afford the further logical on
‘uni'y o'developing our Uo PPmt

nications technology through local
research & development and manu
facture of our systems and equip-
ment. H

Consequently, I WOuld hke fo
m the future development plans
philosophy and strategies for acquin
ing our telecommunications techno­
logy. Technology acquisition And
development cannot be achieved by
the philosophy of “technology trans­
fer through only massive purchase
of modern equipment and dispatch
of Nigerians to overseas for training.

the

(b)

”7 is meaning
^^^T^chno109’^ not stare

Transfer ° nSfer d through self—

less if thS and hV 0Sklli and tech-
u»thl" fto acq^J under a pur-

'••^onsand

CONClSoN ijitating against

tionsasan 1962 hav® nationa,
^X7.Fhstand^eloprnentas

telecommunica ' nOt been const
an infrastructure hadirect econonn
dered to P^Lu^'V haS "

benefi7andsuimbl®^OfreSOUrCe
enjoyed a
allocation. problems of the

Besides, the maJ° K deVelopment
telecommunications i962. have
plans in Nigena * f imp|emen-
arisen from the^°.h the step-by-step
tation failures. 0 , second natio-
strategy of the firs . ns with their
nal development p (hg |ater
midstream cr'an^'-turnkey pro-
new concepts o ve planned
jects" designed to
targets, failed. performance of

The continued low P sfictor
the telecommum develop-
during the var'°U*ontinued to ham-
ment plans has c
per the development o'
and this needs to be arres^

the present reorga and
suggested measures
bibliography (3),

Consequently, in addition to he
structural reorganization of the tele-

communications sector,
following measures need cios

examination;

(a)
....anon. .Policies and machinery for
implementation of deve op

ment plans.
Project costing, and finan­

cing strategy and mechanics for
the development plans

Each project, after necessary cost­
benefits analysis and approval,
should be seen as a complete
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package, identifying the source of
finance, schedules of payment
depending on the percentage of
work done, and all other necessary
arrangements for import
licence/foreign exchange approvals.
There is not doubt that the problems
of acquisition and importation of
machinery and plant have militated
against the successful realisation of
scheduled implementation

Government should assign as a
matter of policy financial priori­
ties based on infrastructure categori­
zation to development plans For
example, since power and telecom­
munications developments are basic
necessities to other sectors like indus­
tries and commerce, their projects
should be accorded very high finan­
cial priorities.

Other recommended measures to
increase the capability for successful
plan implementation include:

1. Extensive research and
development activities
through pilot projects.

2. Improvement of system
maintenance through the local
manufacture of important
spare parts.

3. Intensive local or inplant
training and retraining of opera­
tional and executive technical
manpower.

4 Improved system of revenue
collection, especially within the
infranstructural sectors through
well articulated tanff structure
and service pricing policy.

5. Extensive use of local engi­
neering consulting and con­
struction services to supple­
ment the foreign “experts".

6. Functional standardization
of system and equipment to be
used in the telecommunica
tions sector through system-
surveys and performance eva
luation of existing operational
systems.

In conclusion, I would emphasize
the need for a coordinated long-term
planning rather than only medium
term planning in telecommunications

^^lZAVONl1985)

head-QU ARTERS
directorate

NIGERIAN POSTAL

SERVICES

BOARD OF

directors

ZONAL
directorate

MINISTRY OF

COMMUNICATION^

development, and also stress that
telecommunications is an important
tool for national development in

Nigeria.
Finally, the views expressed in this

Fig. 1: TELECOMMUNICATION5

regarded as pointer--
Paper 'he minds of Profcs'
10 help °. na] planners all over the
siona' n
country-

_AND
NITal‘'t^cOMMS)

external

---------------------------- “T«r fcommun'ca tions
TABLE 1: ALLOCATIONS FOR^,Z:naTIONAL

SECTORS <N THE FOUR NAT >

DEV
NATIONAL

DEVELOPMENT

ELOPMENT PL/

AMOUNT

ALLOCATED

in

Percentage

OFTOTAL

REMARKS

1ST PLAN:
1962-1968

2ND PLAN:
1970-1974

3RD PLAN:
1975-1980

4TH PLAN:
1981-1985

£30m

£42.641 M

N1.180.21M

N2.0 Billion

3.1%

4.2%

4.1.%

3-6%

£13.5m Spent: Plan
Interrupted by Civil War

Rehabilitation and
Expansion Projects

Mostly Backlog of
Uncompleted Projects

Used Mostly on
Unscheduled Projects
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When you need more than the normal services offered
by commercial banks, look to UBA. UBA, realising the
needs of modern, advanced business financing, has created
a Financial Services Division. This division is specifically
geared to advise on new major project funding, determining
viability and suitable finance to ensure success.

UBA coordinates the raising of massive financial
backing on new industries and Government infrastructural
developments. UBA even gives financial advice to ailing
companies within its cllentel.

With all these extra services wouldn t you be wise to
come in and discuss your banking needs with UBA?
Wisemen and women bank with UBA. Join them. Bank
wisely yourself today with UBA.

UNITED BANK FOR AFRICA LIMITED
HEAD OFFICE: 97/105 BROAD STREET, P. 0. BOX 2406. LAGOS - NIGERIA
TELEPHONE 667410,667510 TELEX MINDOBANK 21241 A 21580.
BRANCHES THROUGHOUT NIGERIA.



celebrations

Worshippers o, the Jumal Serulce ,n Lagos Alhaj, A
Opkutu. member of NIM Council, is th,rd from left.

Chief Segun Olusola of NIM Council (standing) gives
Chairman’s address at a lecture organised by the Lagos
State Branch of the NIM.
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The New Fire Retardent TeXcote finlih i» the latert
dtmenson in textured coatings - by BERGER-

With New Fire RetardantTeXcote. your plain-looking
part to ns ire not only transformed into beautifully
prte'-eo well designs, but are a’so made fire retardant.
And m these days of frequent fire outbreaks, New
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