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ratz^erp. honest and ethical process of thought for all decisions

■ • J zz . Acrk and be himself free of any fraudulent and/or corrupt

z^czczs and within-his scope of authority treat all persons os being
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FINANCIAL REPORTING AND
MULTINATIONAL ENTERPRISES gF

With lavish reference and down-to-earth expositions, the TP*"’

author of our lead article In this Issue takes on multinationals
and pays great attention to the problems facing them in their
financial reporting. The writer, an experienced accounting
lecturer, then proffers suggestions and gives an Insight Into re­
commendations put forward by other renowned experts for the possible sol
ting problems..(page 8)

ASSESSMENT CENTRE APPROACH TO MANAGEMENT

DEVELOPMENT
A contributor has contended that the conventional methods

of managerial selection, appraisal, training and development
(namely tests, interviews and rating scales) might still be preg­
nant with defects resulting in wrong persons receiving unme- , krited benefits at the end of such exercises. A probably new Miss I A- GbadebO

approach to these Issues has been recommended-the assess­
ment centre approach-and you need to read this writer’s
views on this concept., (page 15)

TOTAL PRODUCTIVITY AT FIRM LEVEL '
An increase or decrease in the productivity of an Industrial

organization has always been an important parameter in the < JF
assessment of the quality of management concerned. Despite 7, • O
the acknowledged importance. Its measurement has often
tended to be Illusory to certain managers, because of the nu- J——~””tal f'om
merous meanings attached to the term. This paper attempts to distinguish to ed
partial productivity and suggests how total productivity at firm level could be
The suggested methods of calculations were backed up by a productivity study
wery.. (page 26)

COMMUNICATION IN AGRICULTURE
An agricultural scientist with the Leventis Group of Compa­

nies is strongly of the view that communication on the farm
should be not only downwards, as is most often the case, but
also upwards, lateral and, believe it or not, diagonal. In addi­
tion, he, in his short article, gives credence to the need for far­
mers to consider the basic parameters of direction, medium.
time and place in their overall package of effective communication on the of
warns that managerial competence and knowledge may be dented by ign°ra
communication skills and techniques., (page 35)
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And a wide range of
cart

ATLAS NIGERIA LIMITED
‘Selling and making precision equipment
last longer*
PLOT 3A. BLOCK A. 1SOLO INDUSTRIAL ESTATE.
OSHOD1 EXPRESS ROAD. ISOLO. MUSHIN WEST.
P O BOX 2120. LAGOS.
TELEX; 26237.
PHONE: S24072. 524234. 624363.

At ATLAS we supply
and maintain specialised
precision equipment through three major divisions:
1. Reprographic Division • This

division sells high quality
Mita copiers and papers,

office equipment like Elite
plan filing cabinets

and paper shredding
machines.

Also specialised
equipment like Kern

drawing instruments,
drawing boards, blue

print papers and Diazo
plan printing machines

for architects, designers, etc.
2. Material Testing Division -

Supplies equipment for
measuring construction

materials such as concrete and
asphalt and the load-bearing
strength of soils. All to ensure the

highest standard and that structures
do not collapse.

3. Survey Division - Survey
instruments from the simple
measuring tape to the highly

sophisticated electro-optical and
laser beam instruments which
can measure distances up to
60km with+/-5mm accuracy.

ATLAS NIGERIA LIMITED
A world of

specialised equipment
backed by a unique
after-sales-service.

indispensable to surveyors.
ATLAS is renowned for high quality products
a™ * s°lid aftersales-service back up. Today some

*1.000 Mita copiers sold over the last five years
are still in perfect working condition. That s the
handiwork of our highly trained technicians
and a specialised sales team which receives
continuous product training. And with 33

years of experience behind us, ATLAS
provides an unmatched service to
banks, financial and educational
institutions, the oil industry,
government bodies and private

individuals.
And our ability to satisfy them has

positioned ATLAS as the ‘UASS’
(Unique After-Sales -

Service) company in
Nigeria.



FIv1Ncial reporting
MULTINATIONAL

Farfrelv Domestic

Se'eral attributes in
“^.nation which define an

However. It Is realised that
Ihln Hptlon of the MXg js

.ire no compa-
n't'3$ure

ENTERPRISES
1 of marketing, production, and

assembly “d ’
United States based -MAE. for
example, is as likely to import

4 to the United States as to export
from the United States.

Its marketing strategies do
not focus on selling products
created for its home market, but
instead products are created or
adapted for its main markets
wherever they are in world.

It is believed that the MAE
considers the world to be its
capital market and borrows.
lends. or sells securities
wherever in the world it can do
so to best advantage: according­
ly it Is likely to shareholders and
dividend distributions in several
nations. Promotions to top
management go to the most
qualified managers no matter
their nationality and the best
recruits from around the world
are sought to fill its lower mana-

mu,“nati0"alism is a
.^fave rather than an abso-
comnj»C°nCePt’ a particular

ma>’ Possess «ve-^b«notaII of the attribu-
SXjultinationaiism-.
edLV'beproperly consider-
«to ba an MNE".

therefore. MNE is
-i'-- S'e and bas a high pro-

, °Perahons abroad
X'T ^^Wea pro rata

. re ~ ue,lon operations and
—a.-' s-V.-f3'many C011l'hi>'s rather

r^-ltf. M?E therc ar., rm

__ wsuld imply ((ln| (||(r) (>
^P°T"C n,arl“-' "■•<! It.

markets. Ihe MNI
£ ind ••'■aluatf. a Hm„t

„ ' -‘tfma«ive ............................
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Therefore, it is agreed that
degrees of multinationalism can
be viewed as points on a spec­
trum on which the extremal
points are shown in the diagram
on page 8. There is an apparent
evolutionary movement along
the spectrum as more compa­
nies acquire more of the attri­
butes of multinationalism.
Some of these well-known com­
panies can be identified: IBM
World Trade, ITT, Mobil Oil,
Nestle, Guinness, et cetera.

It is common observation that ope­
rations of foreign companies outside
their home base have increased in
recent years. (In fact the volume of
international business that is taking
place in Nigeria today confirms this).

In addition to the much greater
magnitude of business activity con­
ducted by companies outside their
base country, an important shift in
the type of foreign operations has
taken place, also, in recent years.
Companies’ operations now typically
consist of a much greater proportion
of manufacturing operations abroad
and a correspondingly decreased
proportion of export activities. This
emphasis on manufacturing adds a
great deal of complexity to business.
operations—especially in the area of
financial reporting and accounting.

Therefore, the report of the
Committee on International Accour -
ting, is primarily concerned with the
financial control and reporting pro­
blems of these companies.

One of the objectives of the com­
mittee in the preparation of their
report, was

...to identify the financial control.
financial reporting and other
accounting problems which are
peculiar to operations abroad, or
are different in intensity between
domestic and multinational enter­
prises;...

POLITICAL, CULTURAL AND
REGULATORY ENVIRON­
MENTS

EVERY MNE must operate in
multiple political, cultural, and

regulatory environments. When a

company’s
global, additional J°ns be/'"
added—not only mansions

rules thoroughly in " 'knOuu are
rather than just its h cOu h*

must also understand th c°untrv !
between different sets ofe'^ractlon '
as how to capitalise 0* as we|
traps caused by, diff"’ a"d av 1
tion legislation. ences ,n t a

A multiplicity of diff
environments serves to ent c°untrv
increase the comp|ex 'densely
operations. The operat. y of MNE
quarters and affiliate of n^ of head.
involve the interchange Of Usually
technological, financial eConomic
resources between human
Although the interchan • C°Untries
assumed to be mutually!'8 n°rrnally
involves some degree of neficial. it
the national interest of C,°nflict in
home and the host st °O,h the
economic and control to? ate as to

MNEs operate
different cultures Uiu n many

nat seems

country
[fSarded
”1 c°nflicts

carry on
environ­

ed according to the
e. “no two legal codes or

... - »«■■«. ‘’'Nt is a group of
corporations of several different
nationalities linked by
common ownership. Each ties of

. —.... country inwhich an MNE operates has its own
legal system, which might be based
on civil law (Roman), common law
(British), Islamic law (theocratic or
religious), or some combination of
these or other legal systems. Thus,
MNEs must operate and
business in many legal
ments, <
committee,
laws are identical".

An important area, identified by
the committee in the legal environ­
ment, is tax legislation. MNE’s subsi-

,MNEs °Perate’

proper and desirable in one
may not be highly rec
another country. Such ....... ..
create sociological, organisational,
technical, and managerial problems
if the host country s cultural values
are not given adequate considera­

tion. (For example, a British MNE
operating in Saudi Arabia—an
entirely Muslim state—must be very
cautious).

In a legal sense, MNE ir *

—of the hos
citizerl5. c subject tc

diaries are such >tionsjn
countries a^J1 and rates, and
local tax l3^x ba^advaotaSed
determine {ten d> |egi51a"° '
MNE’s are ° ar>d , (axes
local tax sPeC'aol|ed «««•
some coun jgn-co taxation o’
levied °n me an^
and double ta^ ,
same income 0 prob regula-
countries-«a'Sfauditinf’ s difficult

In the area ^different
tory environing rning the
problems 5 i^tioi15 f countries.
statutory r^3 jn ho^t djffercnt

attest functio has equivalent)
Each cornd 2 (or the which

Companies qUireme ^thods,
and fiscal oUntinSI aCcounts as
influence ts, and tjon and

‘primary
wellasgove ^5. dits may
the auditors of fo
objectives and deteCtion t to

vary from the mana9 „formity
the evaluation ^ce of c°

providing a^surlplan. „i)SiNESS
with the nation3 P p BUS
ECONOMIC A
ENVIRONMEN j5 tequired
A DOMESTIC: articular socio
a* operate wit 1 |itjCal. a
cultural, ,e9a’int. "

economic en"ir°?.!h and adapts to
becomes familiar with has t0

that environment. variables ma
worry about these sa . .. environ-
multiplicity of "domn about the

ments. It must als that affect a
environmental varia sS borders.
firm’s operations a jd by each
Thus, taxes must bp nt of the
subsidiary to the go ating, and
country in which it national
as dividends flow ,diary to the
borders from the s about
parent, the parent mu foreign

a withholding ,a* . income tax to
governments as well asm

its own government important
Perhaps the sing! m^,.^ and

difference between the
international opera jn several
latter involves °per ^he endeavours
different currencies.! dinate
of MNEs to integrate and coo-----------
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•sepXtiM, funcbon involve certain
Lrue m differences of accoun

• 'f. between countries the
zrzrz?- mazers of all operations
m_rn te adjusted to common deno-
-mamr accounting principles. This
m.n.es rtmate knowledge at head-
- -zrzn t: me principles and regula-
-cr; m a” countries involved. Alter-
"5L-e.;. me information can be
5'mrec ,ocaDy to conform to parent
occmtr; accounting principles. This
2-ans us to ±e question of translation
' *f mancal statements.
TRANSLATION OF FINANCIAL
STATEMENTS
^\NE of the major reporting

problems of an MNE is that it
*ecs. .es financial statements in many
-merer.: currencies. The objective of
mans.azon is to convert these state­
ments in many different currencies.
.r*e objective of translation is to
-—ven these statements into a single
zmrency. usually that of the parent.

sues.

2.

3.

:ange

houklbe
r.ts from
rer.cy of
impany?

equity
usted for
-ue rate?

resulting
■rt 02

rtere
connected * .
statements ‘ JW^ge
j WhateXC'’'-jt.

used to ^n _-
local curT.e;j£r
the head^

Which
accounts^-'.'
change5 >n ,

How
exchange ?
accounteofo-

iate local
parent-

re rate
z untry.
h have
; state­
mother

accounts
cutTe2f- -i

The e-
~l cO’A~"
metr--'-

The decision
rate should b^

currency
company
complex one-
used varies fro

The various
beenpropo^^f.

ments into Naira
country (e-S- taye.
on the following
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Monetary/
Nonmone-
tary Method

Current/
Non-
current
method
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method a 0

 0
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j n S-

 0
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Cash, current
receivables, current
payables

Current Current Current

Inventories, current
pre-paids. current
unearned revenue

Historical (luirent Cun ent Current

Non-current receivables,
long-term liabilities

Current 1 HulOtK III Cui rent C ume nt

Flxec assets, deferred
1 charges, noncurrent 1 Ihhiili al 1 lluloih al 1 IMoileal Current

1 Re*, en.es Average Avuinge IIM0ne.1l Current

i'll 1ni I

Avvuiiih Aviiiaiiu
Average ct
IlMouv >il Current

Zepreoazcn Hislotii ,il lllHlHIlinl IlMelK.ll Current



All these methods have their
merits and demerits which this paper
does not intend to go into.

The 1973 Committee on Inter­
national Accounting of the
American Accounting Associa­
tion strongly criticises the
appropriateness of exchange
rates for translating currencies
and recommended further*
research into an alternate, such
as a purchasing power parity.2

After translation, the decision must
be made as to whether the translated
results are to be combined (consoli­
dated) or reported separately for all
or part of the foreign operations. This
will also depend on the choice of a
particular country, and would vary
from one country to another.

Also, every country regulates
financial reporting to some degree
and in many it is closely regulated.
Countries’ attitude toward, and
approaches to, reporting regulation
differ substantially, however. “But
within companies’ legislation two
extremes and many gradients can be
perceived—at one extreme Nether­
lands legislation is so sketchy as to
scarcely constitute regulation at all,
and at the other extreme the French
Uniform Accounting Plan, required
by law for most major French
companies, is exceedingly detailed
about disclosure, classification and
other reporting requirements”

Additionally, in every country a
different mix of legal, government
agency, stock exchange, and
professional association control of
financial reporting is to be found.
Outside the American/British
accounting orbit, for example,
concepts akin to “generally accepted
accounting principles” are encoun­
tered far less frequently than are legal
reporting requirements.

One other general difference is the
different concepts of profit
encountered. According to the
report of the committee, the concept
of profit accepted in the U.S., British
commonwealth countries, and in

that Ofrisk

several other
comPensatiOn /reas.
tain’y and for ot r- - «
meaSUred by thTrepren^, Uncer-
°VeI Senses eTkeXcasS ofaleff°r's.
the Netherlan/ ^bey r revenue
but the measure^ ConcepP 'hat in
maximum that ent of DP Slniilar
while still leavinC°Uld be r f" as the
off" a* the end ? ,be entit led
al ,he beX?fthep3 aSWe"

accountants lr>9 is ar 3S '* "'as

matched with hlst°r>cal _ * Values

some areas T °n to
with socialist ?°St n°tablv V that’ in
ted to these VS,enis but „ C°Untriesa" exfct^may^' Re­

belonging to th return not ,d as

ness
oerlu =.r V and 'nstead tPe busi-Pedy a«ruing to tho d more pro.
whole. The MNE . u PeoP'e as a
idUemitreaDS find ithnOperates in
entity profit as ‘‘"pessary to
(such as additional "lethin9 else
approach, it ' 1 exPense) Th-
used in S reP°rted, has h

,n several nas beencountnes for a diff' non-s°cia|ist
atroid paying exc ’ r®ason-to

ln several countries » dividends.
or required by statute h ,CUStorT’arV
Percentage of ann,a ha'a certain
distributed as dividend Profits be
earnings for exp'^on ’ ?° re,ai"

accountants have devol ’ e‘ ce,era. ■
of Provisions and r °Ped ^ms'
permit the reporting n?e'?'es which
profit. 9 of relatively low

The MNE need not
the local practices for its suh^ d-ad°Pt
Its management must h“bsidlanGS-
aware of and ,? euer’ be'
different local concept of5'3^ the
other local financial f pr°f,t and
rencesifitiXir^9^-

taxation, violation of thP t°n SCat°ry
the extreme, exp
tants are likely to bear tht^'T’

burden of determining the impX
differences in reporting between
na ions and of formulating the
policies which MNEs will adopt for
global use.

Disclosure requirements vary
widely among countries. Affiliates

reporting >n “ ,
company
reporting f°r
Consolidation
expected yet*
extent that
maintained °n
throughout the^
turn strict
because <

- ovide f‘n2ncia
wed to the Public.

may be^^tera. Financial
reports f°r ® e‘ ce. b, statute in
tax authon'>regU|atedu 's being a

reporting '5 (the Requirements
most coun* imp°sed bV

notable and accept-
may also be cU5toH
S,OCk e^PalPr’nSial reporting
ableprofe55 of ftnan and con.

The atraF irenrants.
influences MN |e
straints faced by of which a

out the vU°bgen Pr° d financial
oniy has corlSolida« )( Most
worldra by the MNE5 to adopt a
reporting by eCess^ Ore sets

In addition j^ntries the paren
„„,Hnain bos c prob|em of

also face5 as a whole.
' - ,he more and more

.'.5 ls difficult to the
. >* 15 _nrds are not

affiliT consistent basis

.... 9^TScuh

‘ ,fCOdfffering accounting
. f of countries. Also

requirements principles do
trans-national repodmgp^^

not exist and may
foreseeable future. question as

There is, in procedures
to whether trad,tl°"dating financial
developed for con °« are valid
data within a single coun y
in the international e'onsolidation

However he ns must
problem is resolved,
be made about distribution oMhe
MNEs’ financial reports. Sh
be distributed in severa c
and if so should they be translated
into several languages? Should

reporting practices in t e
countries of distribution be used or
should only the practices customarily
used in the home country be use n
matter where the reports are distri-

buted?
There are additionally a great

many other intriguing international
financial reporting questions and
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;r1«d

-"^or-el financial
~-c 4-■ ere also encounter® ■
^/depreciation, stock va^
•^p er.entary statements. e
3 example. countries 'A,h;CpJoire
-’fnerly pan of the British

: no UFO (Last In First Ou')

"•entory practice and as a Sen
-® allow a full year depreciate

--■e year of acquisition ot a 
asset. Whereas, in the U.S.-
method of inventory valuation
pennitted, in some countries 1
Brazil. UFO is a taboo.
SUGGESTIONS FOR AN INTER­

MEDIATE SOLUTION

CONSIDERING all the above
facts, present hopes are s im

accomplishing world-wide uniform*
in accounting principles Never! e
less. MNEs have to devise method
of financial reporting in order t<»
simultaneously accomplish 111
following alms:
★ Comply with all legal *u,d ,,,z

regulations In all counlri*'**  1,1
which operations are I'*'  ai»*d.

* Guarantee undmlmidnhlllly l‘"

efficient operation ol theli rt‘' "u”
ting systems an«l general1* l'»“»Hv

valid Information mid de»kl»m
data.

2-

* Use pint edmet) permitting ' Mit"
lldallon of linmi*  ml 'd
all Mlbsldlmlet) with fh'> “ 'd *li'
home oflli e In prn’/ld" puhli Jmhlr*
intoimalloii mid wdld inhoiml
«lvi hlon data

I xlsllii'i pinlilemn o| i»<|r‘innl
tinan< lai lepoiiinq luen< lirmi n'n«i|
nised as delving im ninpll dmi' iil 'd
all aims hv mvmii "I h simple llnmi
Cial Nlalemeiil I heirdom llie ‘tillin' *
tion has been mmh' Io r nnipllr*
scveial paiallel Mnleinenhi, lhm« Ini
tilling sepaiale iei|lilmiin*nl*.  "'Uh
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2.
3.

forward some of the foll
recommendations in th„- lo'w|ng
. . 1 eir renn..».

squired into
Preferable

w°rld-wide

3 Power
financial

■ in
wtion

re’examined
may require a
to consolida-

inter-country cooperation.
standing committees have
organised by the ICCAP:

Regional Bodies,
Ethics,
Professional Education
Training
Future International Organiza­
tion and
Publicity.5

The international Accounting
Standards Committee (IASC) was
developed during the 10th Interna­
tional Congress of Accountants in
Sydney. The IASC is made up of

representatives from Australia,
Canada, France, West Germany,
Japan, Mexico, the Netherlands,
United Kingdom and Ireland, and
United States. The goals of the group
are to
★ formulate standards to be

observed in the audited accounts
and financial statements of
member countries

★ promote the worldwide accep­
tance of the standards

— tai markets
international capl jn size and
continue to increase ana|ysts will
importance, financia e£j under
require statements pr jar£js so as to
similar accounting s*a between
make ^^Xent countries
companies ot o' of te2ional
possible. The grow as the
economic groups community
European Economic to the deve-
also provides a s,imu ounting pdn-
lopment of uniform
ciples' , a trends towards

In spite of thes ta| impe-
uniformity, the «"viron ,inned still
diments earlier ment.one

remain. itnernational
However, many currently

accounting committee harmonize
active in the attemp The
accounting Princ,p ®, Accounts
International Congress for the
(ICA) is the major forum *

accounting Pr°f«s,O" 72 the dele-
variety of topics. In 1 ' ’
gates to the ICA formed the

tional Coordination Comm^.^
the Accountancy jmprove
(ICCAP) in an effort to P^

been

subsidiaries must be used
(LIFO, FIFO, and other valua­
tions have to be readjusted to
the same basis). Moreover,
accelerated depreciation
adopted solely to exhaust all
legal tax advantages should be
converted to write-downs
reflecting the true consumption
of assets.

In order to neutralize infla­
tion-caused national financing
policies, separation of corre­
sponding assets and liabilities
might be advisable. For transla­
tion, methods best suited for
the particular multinational
enterprise can be developed. If
market or replacement values
are utilized for this purpose,
major changes in financial
ratios will result (since revalua­
tion increases equities whereas
period profits are less affected);
as a result, comparisons with
typical national financial ratios
become impossible. The result­
ing financial statements appear
to be the only acceptable data
basis for decisions involving the
entire multinational enterprise
or large portions thereof.

4. Tax statements must be com­
piled wherever required by
national regulations.

In putting forward the above
suggestion. Schoenfeld is aware of

'.the fact that “at the present time it
seems impossible to avoid the cum­
bersome procedure using three or
four different sets of financial state­
ments, if an MNE wants to provide
all necessary information required for
divergent purposes”. According to
him, “this emphasizes" the urgent
need for developing internationally
acceptable principles (or at least
gradually to change national regula­
tions towards this goal) to simplify
international accounting. As a major
step, he suggests that empirical
research within national enterprises is
required to gain a better understand­
ing of all problems involved.

On their part, the Committee on
International Accountina have put

‘ report:1. Attention should be given to
the possibility of including
specialized statements relating
to international operations with
the published financial
statements of MNEs; candi­
dates include statements of
foreign exchange transactions,
of key management financial
and operating policies in the
international arena, and of the
MNEs’ impact on the balance
of payments of each country.

Efforts should be continued to
harmonize accounting
principles and to standardize
audit procedures around the
world.
A comprehensive and revisable
encyclopaedia of the legal and
other regulations constraining
accounting and reporting
functions throughout the world
should be developed.
With the nature of MNEs in
mind, accounting consolidation
theory should be
to see if MNEs
new approach
tion.
Investigation is
the feasibility and
nature of a uniform
system for purchasing
adjustments to
reports.

hoped that if —„ o uopea mat if serious steps are
taken to implement some or all of the
above suggestions, the major
financial reporting problems of MNEs
would be solved.

HARMONIZATION OF PRINCI­
PLES

IT will not be worthwhile conclud­
ing a paper like this without men­

tioning some of the current moves
that are being made to harmonize

accounting in the light of some of the
just concluded suggestions.

In spite of all the differences in
accounting principles and reporting
practices, many believe that there are
many reasons for uniformity. As

13



to* encourage auditors to disclose if
the published statements do not
comply with the standards, and

★ apply pressure on the auditors
that do not comply.
Some of the first projects were the

Disclosure of Accounting Policies (by
France, the Netherlands and United
Kingdom), Inventory (by Canada,
.Japan and Mexico), and Consolida­
tion (by Australia, Germany, and the
United Kingdom).

The solution to the international
diversity of accounting principles
may come in the form of the IASC
project on Disclosure of Accounting
Policies. The basic idea is to identify
fundamental accounting
assumptions and accounting policies
that should be adhered to
worldwide, and then require firms to
disclose in their statements any
deviations from these accepted
forms. This would be of great
assistance to the MNE as it attempts

a general perspective—considering
major financial reporting problems
faced by all MNEs in different coun­

tries.
We have also looked at some o|

the suggestions and recommenda­
tions put forward towards harmoni­
zation of reporting practices; and
have seen that certain moves are
currently being made towards achi­
eving this. It must be submitted
however, that this is not going to be
an easy task, in the light of the
different operating environments we
have been mentioning in this paper.

Finally, it would be observed that
much reference has not been made
to Nigeria in the discussions for
obvious reasons—there is yet no
record of any MNE having its home­
base in Nigeria. Whatever account­
ing practices that are upheld in
Nigeria are “carry-overs’* from
Britain and other home-bases of
MNEs which operate in Nigeria.

nun w, __■reduction of major dinei*—simplify the preparation of state­
ments for alternative users (ibid).

CONCLUSION

THE discussions in this paper have
been centred in the financial

reporting problems of MNEs. which
have been identified as revolving
around the various environments
and conditions under which they

operate.It has also been mentioned that it is
not easy to develop a single concept
for MNEs rather, it is several attri­
butes put together which make a
company multinational in outlook

and operation.It would be observed that this
Paper has not gone into any serious
details of comparing specific coun-
'ries, and their reporting problems.
Rather, the discussions have been in 
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TO MANAGE^ arm-
JINTRODUCTION

£mployers and-the top mana-
*"* gement in many work organiza­
tions in the country base their deci­
sions on employee selection, promo­
tion, performance appraisal and
training on some conventional
methods like tests, interviews and ra­
ting scales. Studies carried out in ten
organizations in the country attest to
this.1 The studies revealed the wide
usage of these conventional methods
but a low level of awareness for the
approach suggested in this article.

. In this paper a multi-dimensional
approach to managerial selection,
appraisal, training and development
is presented. This approach—the
assessments centre system—repre­
sents a much viable alternative to the
traditional practices in management
development in Nigeria.

Tests
Some of the conventional tests are

ability and aptitude tests. Ability tests
are usually aimed at examining the
presence of certain ability traits which
are believed to be critical in the per­
formance of a job or a role for which
the candidate is being considered.

Aptitude tests measure general
ability which is expected to be
applied to particular jobs.2

Sometimes special aptitude tests
are constructed, borrowing items
from here and there. In fact, indiscri­
minate use of aptitude tests alone is
likely to bring down the predictability
of job success.

For example, Thorndike and
Hagen3 obtained 12,000 correlations
between aptitude test scores and
various measures of later occupatio­
nal success, on over 10,000 respon­
dents and concluded that the num­
ber of significant correlations did not
exceed what would be expected by
chance.

ASSESSMENT
to approach

i By Miss I. A. Gbadebi
^Department of Social Sciences,\

ILagos State University, OJo.\

--------------------1dict^h03""01 accuta‘ely pre-

nromoH S“CCesS- Potential forpromotion and training.
testsCwnrehenslve ba«ery of
samnl rP,OVlde °nlV a <™a“
tpn,P a pets°n’s total pat-
tern of behaviour4.

Tests might not be able to predict
other extraneous factors like poor
adjustment to boss and peers, lack of
motivation, lack of interest in his
work, family problems and faking
answers in order to be acceptable?
Interviews

Interviews are organized generally
in the final stages of selection after
top talents among the applicants are
identified through tests. It is generally
at this stage that the management or
administrators of the organization,
who otherwise have little time to

spare, come into the picture to
ensure that only good candidates are
filtered in.

Interviews, as a source of
employee selection, promotion
and training, is highly subjective.
The decisions made by the inter­
viewer are based upon his opi­
nion, and that opinion is subject ‘
to bias and prejudice. In addi­
tion, interviews are not standar­
dized, and it is difficult to quan­
tify the results. Equally impor­
tant is the fact that the desire of
an applicant to get the job might
make him behave in an unnatu­
ral fashion.

Countless research experi­
ments have demonstrated that
the opinions and biases of the
interviewer have a powerful in

the decisions

fluence upon

reached.6Rating Scales personal and

Rating scales us co.operative.
behaviour traits judgement.
personality. t lhere is nothing

It is to be noted different per­
debarring peop ually effective
sonalities from being eq

in job Perfo7raa^of rating scales
The Prob,e,”|CUiarly noted to

have been ertOrsbe centred around knownof halo effect, ‘a"lenCV"dl^
ness, central tendency and inter­

personal bias.7THE ASSESSMENT CENTRE

APPROACH „ .An “assessment centre refers
to a standardized off-the-job

procedure used to identify
managerial potential for pur­
poses of selection, placement,
promotion and/or develop­

ment.8
Mode of OperationIn the assessment centre approach,
the organization develops its own in­
ternal resources for the continuous
assessment of its members and for
the selection of its new employees.

At the start, the help of an exter­
nal agent or a testing consultant may
be used, but once the system is esta­
blished, external help should be mi­

nimized.One of the roles of an external
agent in an assessment centre is to
develop interna! resources.
for example, training the line mana­
gers or staff members who would be

the assessors.Such internal resource—develop­
ment will enable the system, when
established, continue to function in
the absence of the external agent.
The external agent becomes a
specialist after the system is esta­
blished and is used by the organiza-
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some international organizations
assessees have to be brought fron­
their different local areas to the
centre for assessment

The cost of maintaining assessees
by the organization would include
travel, accommodation, and feeding
The assessors—whether internal or
external—would also have to be
^numerated. However.
considering the cost of faulty se­
lection of managers with its con­
sequent effect upon performan­
ce. turn-over, and morale, the
cost effectiveness becomes evi­
dent.
Demonstrated Attractions

An assessment centre, with its
high validity, will eliminate to a
large extent problems of subjec­
tivity associated with interviews
and tests in employee selection.
The likelihood of hiring wrong
hands through an assessment
centre is very low. All studies so
far strongly support the use of
assessment centre procedure as
the most effective method of
management selection.12
An assessment centre will re­
move frustration and low morale
which could result from over­
looking capable candidates for
promotion which is possible
with the use of conventional
methods like rating scales. This
In achievable through concise
procedures which accurately
nivseNS the various dimensions
of managerial effectiveness.

Research studies support the con- 

assessment
■.easurements
ues such as

leaderless
rasket exerci-
trviews, tests,
lires and ob-
behaviour by 

comings and open to develop

'deas and training.
Problems esS-

The first problem in most a
ment centre programmes 15
reliance on the supervisor to
nate employees for particip3
Some high-potential emploVeeS H.
never be nominated because q
ties of aggressiveness, curiosity.
intelligence that might make a Per
successful at higher levels of ma .
gement are not always apPreC,a
by lower level supervision. To g
around this problem, some comp
nies which make the use of assess­
ment centres adopt self-nomination
procedures or put everyone at a Par
ticular level of management throug

a programme. .
Other organizations have devise

a system of nominations based on
Personnel department records indi­
cating interest in advancement sue
as application for educational aid.

The second problem associated
with an assessment centre is about
the individual who attends the
assessment centre and does poorly
The individual usually recognizes his
poor performance whether or not he
receives a formal feed back. He
might feel demoralized and want to
quit the organization for another job
where his chances are unlalned by
his poor assessment centre perfor
mance. This problem could be elimi­
nated through expert handling of the
feed-back process. Anxiety at an
assessment centre can also be a pro
blem.’0

iesses in this
patterns of

identified as
management
andidates are

recc...—er.dattcns as appropriate for
promoter., salary increase and

sett-ceve.opment. the assess­
ment centre approach employs the
reed-back system. Participants take
par: in professional led critiques of 

There is no doubt that llie
ment process is stress provoking and
that the performance of a few parlh I
pants is affected by stress This pro
blem is removed because the asses
sors usually recognize this problem
and it is taken into consideration In

elusion that behaviour observed in
assessment centres can be evaluated
(I e rated and ranked) with high
Inter rater reliability by staff
members."

Overall ratings and predictions
made at assessment centres have

the final assessment judgement been validated against a variety ofgroup activities.
ano they watch their performance in
groups by means of video tapes.

.- addition. career counselling and
panning discussions are often com-
o.nec with assessors feedback. In

approach. centre participants are
greaiy sensinzed to their own short­

An assessment centre Is very ex
pensive. It requires a degree of so
phistication of personnel and psv
chological knowledge.11

The a$sessecs would have i<> be
accommodated and catered lot
during the period of assessment In 

criteria, such as:
I job performance;
2 job progress (salary increase

ami promotion).u
Assessment data can be useful in

allocating training and development
expenditures and in planning new
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development programmes in an or­
ganization.15 This is achievable by the
assessment centre by analyzing the
strengths and weaknesses of partici­
pants oh the dimensions the organi­
zation has previously identified as
important to success. Consequently,
assessment data eliminate pouring
thousands of naira down the drain
and rationalize training.

An assessment centre can also aid
in stimulation of self-development in
employees. Participation in an
assessment centre is a developmen­
tal experience.

As can be quickly recognized,
many assessment exercises such as
in-basket, management games, and
leaderless group discussions also are
training exercises. There is a agreat
deal of evidence that most partici­
pants gain in self-insight from partici­
pating in assessment exercises and
this insight is fairly accurate.16

CONCLUSION

CONSIDERING the vital impor­
tance of human assets in organi­

zational growth or decay, and the
immense benefits of assessment
system in the attainment of organi­
zational growth and employee deve­
lopment, many laige-and medium­
sized organizations in Nigeria stand
to benefit from this relatively new
technique if adopted in place of con­
ventional methods.

Organizations that use assessment
centres have clearly indicated satis­
faction with the results.17

The assessment centre system, des­
pite its problems, possesses benefits
that are valuable to organizations and
their human assets. Once established
assessment centre are highly efficient
and can form a good system of re­
cruiting capable employees and
forming a base for training and deve­
lopmental activities. Assessment cen­

tre approach would go a long way in
improving productivity through judi­
cious investment in appropriate train­
ing programmes and motivating wor­
kers who are properly evaluated and
promoted accordingly.

Every method has its limitations
but the advantages of the assessment
centre system are immense and
Nigerian organizations should try this
multi-dimensional approach to
management development.

Many previous management
development techniques and instru­
ments have had great popular suc­
cess but have waned when the spot­
light of empirical research was train­
ed on them.18

Perhaps the objective and deve­
lopmental nature of the assessment
centre strategy discussed thus far will
yield a new dimension in the im­
provement of management in work
organizations in Nigeria if considered
for adoption.

APPENDIX
METHODS IN USE IN TEN ORGANIZATIONS

STUDIED IN NIGERIA (MANAGERIAL LEVEL)

S/N. Organizations
Studied

Method of
Recruitment

Performance
Appraisal and
Promotion
Technique

Training Needs
Technique

Awareness of
Assessment Centres

1 Metalloplastica Interviews Rating Scales Employee
Appraisal. Formats

Nil

2 West African
Milk Company

Interviews Rating Scales Employee
Appraisal Formats Nil

3 Bata Interviews Rating Scales

Employee Appraisal
Formats and
Information on
individual workers
by Heads of
Departments

Nil

4 Volkswagen of

Nigeria
Aptitude Tests and
Interviews

Rating Scales Employee
Appraisal Formats
and Interviews Nil

5 BEWAC Interviews Confidential
Reporting System

Reports on
Individuals In the
closed system and
organizational needs

Nil

17 JiMANAGEMENT IN NIGERIA. MARCH/APR1L 1987.



=oir Mils Aptitude Teas
and Interviews

Baling Scales

F-r,,P'0’al F«m2's

T'S'"'snTcchn:gse
Needs

Assessmar.t
Method of
"Recruitment

Performance
Appraisal
and Promotion
Technique

^"'^iFormats
APPrslsa- "cT-mch and Interviews Rating Scales

Empl°Fee
Appcatsa'

formal

N

=~-

Aptitude

Tests and

Interviews
Rating

Scales

aumaco Interviews

Informal

System

Reliance on

Divisional

Managers

for information

about
performance

of individual

workers :n

their d'Vistons

petenocation of

performance
and organizational

needs

n :

Interview, Hating V

_____________________ —

flrnployv*’
Approval Formats

Nil
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25TH ANNUAL NATIONAL
MANAGEMENT CONFERENCE

The 25th Annual National Management Conference of the Nigerian Institute of
Management will be held:
On: 21st and 22nd of May, 1987.
Venue: Concorde Hotel, Owerrj.
Theme: “INNOVATIVE MANAGEMENT: A Crucial National Need"
Speaker: Chief E. A. O. Shonekan,

Chairman and Managing Director, UACN.
Sub-Theme I: “MANAGEMENT OF OUR HUMAN RESOURCES TO

AVERT MASSIVE UNEMPLOYMENT”.
Speaker: Brigadier Ike Nwachukwu,

Minister for Labour and Productivity.
Sub-Theme II: “MANAGEMENT OF RURAL DEVELOPMENT”
Speaker: Professor F. S. Idachaba,

University of Ibadan, Professor of Agricultural Economics
For Whom: All Senior Managers in Industry and Commerce; Top

Functionaries in Government and Trade Unions;
Academicians; Members of Professional Institutions and
Senior Employees in the Parastatals.

Delegates are being requested to register for the Conference. The Conference
fee is N300.00 (Three Hundred Naira) per N1M member. This will cover Confe­
rence materials, two lunches, Cocktails and other refreshments at periods to be
stated.

Registration Formscan be obtained from:

either Professor J. O. Ogunlade
Director-General
Nigerian Institute of Management
Plot 22, Idowu Taylor Street,
Victoria Island.
Post Office Box 2557, Lagos.
Phone; 615105, 616203.

The Area Manager (East)
c/o Aba Area Office
215, Port Harcourt Road.
P.O. Box 3272, Aba.

OR
The Area Manager (North)
c/o Kano Area Office
57, Airport Road.
P.O. Box 6382, Kano.

Closing date for return of forms: 20th April, 1987.
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Starting
Dates

Course Title

9/3/87
16/3/87
16/3/87
16/3/87
16/3/87
23'3/87
30/3/87

30/3/87
30-3/87

1 Week
MARCH , )Week

How to improve ,W«k
Management Appreciation Week
Supervisory Management
Effective Selling Skills . .
Leadership & Motivation in
Management Appreciation paries. Week
Management Course for Execute* ~ 'a Week
Persona! Assistants Wcvk
Supervisors Management
Finance for Non-Fmance Managers

6/4/87
6/4/87
6/4/87
6/4/87
6/4'87
6/4/87
27/4.-87
27/4/87
27/4/87
27/4/87

APRIL

Internal Audit

Developing

Maintenance f/.a-

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

2 Weeks

4/5/87
4/5'87
4/5/87
11/5/87
11/5/87
18-5-8*
18/5/87
18/5/87
25/5/87
25 5 87
25'5/87
25 5/87

MAY

M«n<r;r. .

1 Week
1 Week
1 Week
j Week
■ Week

1/6/87
1 6/87
1 6 87
1 -6/87
1 0/87

•I.W

M
• t • • ■., ■

MhMI*|>7»
W-ak 'ifii'J'/
M.irP.-lin-j Af,ff i/f, ,
I’etv.nnl I II, <livi -ii-.. '• I'-r-'- Mana'ierttei.f
I eadetship Ah'l M-<- ->■ M -jr-rri-
Credit and .....
I.i'iidcfslnp At|(| ii, M-»i > f-iii-'-'t

JULY

National Mana<|c>nent ’..'ininnt Im '.rnha I ne<ullv»»
Supervisor v MaiM||eineiil
Finance foi Non I itiau. e Mann-t-'i*
Personnel Mana<)emeni (Kevidenlinh
Management Apple. lall.wi
Supervisor v Management
Management Attdillnq
PreJuctv and Biand Mann<|i'in«*nl
VtKporate & BoaidriHxn M.ni.i<|vni« !••• I l"<»
t/fesdrnba.'l
Management Appivviatioii
N'etueik Analvvx & hoj,*, t Mana>|vtin nt
•Acrx'n Took Mt Middle Mana*|ers
Pnv!. • t Mana-temeitl

I lMv«
I Week
I Week
I w< ■ I-.
I We. |.
I Week
I Week
I Week

I Week
I Week
I Week
I Week
I W. el.

Kano
Lagos
Lagos

Lagos
Lagos
Kaduna

Lagos
Aba
Lagos

Kaduna
Owem
Lagos
Lagos
Lagos
Lagos
Lagos
Kano
Lagos

Badagrv
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ISE PROGRAMME
27. 7,87
27/7/87

Banking and Corporate Cash Management
Field Sales Management

3/8/87

3/8/87
3/8/87
10/8/87
10/8/87
10/8/87
10/8/87
17/8/87
17/8/87
17/8/87
17/8/87
24/8/87
24/8/87
31/8/87
31/8/87
31/8/87

31/8/87
31/8/87

AUGUST
Management Course for Executive Secretaries and
Personal Assistants
Leadership and Motivation in Management
Managing People for Desired Results
I eadership and Motivation in Management
Production Planning and Control
Management Accounting
Advertising Sales Promotion & Merchandising
Advanced Management (Residential)
Supervisory Management
Budgeting and Budgetary Control
Developing Supervisory Leadership Skills
Management Appreciation
Managing Accounting Departments
Leadership and Motivation in Management
Work Study. Productivity & Cost Reduction
Advanced Management Accounting and Information
Control
Marketing & Sales Management (Reporting Back)
Industrial Relations

7/9/87
14/9-87
14/9 87
21'9 87
21/9'87
21 9 87
21 9 87
21/9/87
28/9/87

5/10/87
5/10/87
5/10/87
5/10/87
12/10/87
12/10'87
12/10/87
12/10/87
19/10/87
19/10/87
19/10/87
19/10/87
19/10/87

.26/10/87

2/11/87
2/11/87
2/11/87
9/11/87
9/11/87
16/11/87

X 16/11/87
16/11/87
16/11/87
23/11/87
23/11/87

23/11/87
30/11/87

7/12/87
7/12/87
7/12/87
7/12/87
7/12/87
14/12/87
14/12/87

SEPTEMBER

How to Improve Managerial Performance
Marketing Research
Employment Laws and Regulations
Top Management Residential)
Management Appreciation
Management Appreciation
Financial Management for Directors
Leadership and Motivation in Management
Managing The Team

OCTOBER
How to Improve Managerial Performance
Supervisory Management
Internal Auditing
Effective Selling Skills
Management Appreciation
Organisation and Methods
Finance for Non Finance Managers
Developing Supervisory Leadership Skills
Middle Level Management
Leadership and Motivation in Management
Management Accounting
Managing People (or Desired Results
MBO Advisers Course Getting results through MBO
(Residential)
Supervisory Management

NOVEMBER

Inventory Management
Budgeting and Budgetary Control
Job Evaluation and Salary Administration
Middle Level Management
Credit and Debt Management
Maintenance Management
Field Sales Management
Effective Human Relations in the Organisation
Management Appreciation
Middle Level Management
Work Study. Productivity & Cost Reduction (Reporting
Back)
Leadership and Motivation in Management
Banking and Corporate Cash Management

DECEMBER
How to Improve Managerial Performance
Supervisory Management
Managing Accounting Department
Effective Selling Skills
Developing Supervisory Leadership Skills
Management Appreciation
How to Improve Managerial Performance

1 Week
1 Week

Lagos

Lagos

1 Week
1 Week
1 Week
1 Week
1 Week
1 Week
2 Weeks
3 Weeks
1 Week
1 Week
1 Week
1 Week
3 Days
1 Week
4 Weeks

2 Weeks
1 Week
1 Week

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

Kaduna
Lagos
Lagos

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

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

3 Weeks
1 Week

Lagos
Lagos
Enugu
Maiduguri
Aba
Lagos
Lagos
Lagos

Lagos
Aba
Lagos
Lagos
Lagos
Lagos
Lagos
Lagos
Kaduna

Lagos
Lagos

1 Week Lagos
1 Week Lagos
1 Week Lagos
2 Weeks Port Harcourt
1 Week Lagos
1 Week Lagos
1 Week Lagos
1 Week Lagos
1 Week Zana
2 Weeks Lagos

1 Week Lagos
1 Week Lagos
1 Week Lagos

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

Kano
Lagos
Lagos
Lagos
Lagos
Lagos
Owerri
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s .4 Durusinnu. i m
Balogun Street, Branch

with stronger and wider capital

stiveiy. its operauuiiai
ensure profitability in

Ogunsheye who is also
the president of the Lagos Chamber
of Commerce and Industry told the
staff of the bank that the Central
Bank of Nigeria had given its appro­
val for National Bank to go to the
capital market to raise funds

The majority shareholders of the
bank. (Ogun. Ondo, and Oyo State
Governments), he said, had also
agreed to reduce their equity share­
holdings considerably.

At present National Bank's fully
paid-up share capital is N10 million.

NATIONAL BANK RAISES SHARE
CAPITAL

The authorised share
tional Bank of N:

has been raised from KK
N50 million out of wfecr
million is expected to be
fully paid up when the
public this year.

The chairman of the ba
sor Ayo Ogunsheye. OFR.
ced this in Lagos recently.

He said that the rise was n
in order to enable the bank face
=* ff competition offered -.

------------------------ ---------------------- ~ - n$ & Others
News from NIM member organizotio^^^---------------

ApOUBLE FOR

P4HGERKAN
paper MILL
v0.pronged recognition has re-

A tW°tly been given to the Federal-
*Bcer\pnt-owned Nigerian Paper
Governm^
M The'm'd1 itself W°n 3 tr°Phy f°rd'S’

T ehing itself as regards its com-
tingu‘s achievemcnts and the qua-
morc,a products while the compa­
ny °chief executive and chairman.
nVs ,Cj Qzj Salami, was elected to
Alhaj\ ^est individual membership
I*1® i t|ie Technical Association of
grade o Industries Worldwide
SPPI) based in Atlanta. United

States of America.
S The company received the trophy

• ner ol the 7th International
African Award of the Trade Leaders

Group'

of dividends to its share-

A/hun /so Ozt Salami

It will also enable the bank to meet
the expectations of its customers.

“The spirit of an organiza­
tion is created by the peo­
ple at the top. Their stan­
dards of conduct, values
and beliefs set the example
for the entire organization
and determine its self-
respect”.
— Chuma Ifedi

Mr. Alfred 0 Sojolarin (General Manager. Domestic Banking) (right) receives
20-year-seruice award from Prof. Ogunsheye at an award night during which 92
employees of the bank were honoured.

Business Concord, March 7,
1986. p. 14.
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News from NIM member organizations & others

BUSINESS STARTS FORCUSSING ON VIDEO
The video tape recorder (VTR), al-
* ready a common sight in most

homes, is fast invading the domains
of business. Managers, according to
a report in the November issue of
World Executive’s Digest, are
taping everything from job inter­
views and sales presentations to
stockholders’ meetings and annual
reports. World Executive's Digest
Editor. Jack Lim, observes that “for

MOVES

The British Government has ap­
proved the plan for Britain’s

Royal Greenwich Observatory
(RGO) to move from Herstmonceux
Castle in southern England to link up
with the astronomy centre at Cam­
bridge University in eastern England.

The decision to move the RGO is a
consequence of astronomers’ switch­
ing to better viewing areas on the
islands of Hawaii and Las Palmas
The observatory started life in 1675
and until 1948 was housed at Green­
wich in London, where its original
purpose was to study the positions
and apparent motions of the stars
These observations were required to
find longitude on the earth and for
measuring time—hence the Green­
wich Meridian and Greenwich Mean
Time.

By 1948 the observatory’s role
had widened to include astrophysics,
and it was decided to move its tele­
scope to Herstmonceux to take ad­
vantage of the clearer viewing condi­
tions outside London. Unfortunately
these conditions also failed to meet
the standards required for first-class
astronomy and it was decided to
establish telescopes on Hawaii and
Las Palmas to cover the southern
and northern hemispheres respec­
tively.

At Cambridge University, claimed 

repetitive orientation and training,
video provides a consistent and cost­
saving alternative”. “And,” he adds,
“since videotaped material can be
stored and viewed when convenient,
this new medium is a saver of
valuable time as well.”

Business, it seems, is finding more
and more uses for video. Public rela­
tions firms, for example, are finding 

to be a world leader in radio-astrono­
my, the observatory will be linked
with what is already one of the UK’s
best astronomy centres, with out­
standing engineering, computing
and physics departments.

NIGERIAN AND
PRIZE

The 1986 Commonwealth poetry
* prize has been jointly won by

Niyi Osundare from Nigeria and
Vikram Seth from India who will
share the prize money £6000, it was
announced recently at London’s
Commonwealth Institute.

Mr. Osundare’s book, “The Eye of
the Earth,” deals with the complexi­
ties of Africa’s spiritual, political and
ecological problems, and shows for
example how rain, although often
longed-for, can turn into a natural
disaster, washing away the top-soil
when too abundant. The poems are
designed to be performed, many to
the accompaniment of music, espe­
cially a drum.

Born in 1947 in Ikere-Ekiti, Mr.
Osundare studied at the University of
Ibadan, at Leeds University in Eng­
land, and York University, Toronto.
He is now a senior lecturer in English
at the University of Ibadan and is also
a critic. He has already published 

that video news releases are quite
effective in getting their clients’ mes­
sages across. News releases made on
video are sent to television stations.

In the retail area, entrepreneurs
are discovering the usefulness of
video as a selling tool. Point-of-
purchase displays using video invari­
ably attract shoppers, and some
high-tech pioneers are even investing
in computerized video kiosks. Using
these kiosks, all a customer has to do
to purchase a product is to touch de­
fined areas of the screen and insert
his credit card for payment. Compu­
ters attached to the video monitors
will order the product, receive the
payment, and notify a delivery ser­
vice, which then brings the product
to the purchaser’s home.

INDIAN SHARE
several volumes of poetry.

Mr. Seth’s winning work is also
unusual because it is a novel in verse
form.

Nissim Ezekiel, Professor of Eng­
lish at Bombay University was chair­
man of the international panel of
judges, who had to sift through some
500 entries from 49 countries around
the world.

Of the winning entries, he said,
"the two books expressed such diffe­
rent forms of poetic excellence that it
would be unduly arbitrary to choose
between them and so we have
decided to award a joint prize."

The original commonwealth
poetry prize was established by Lon­
don’s Commonwealth Institute in
1972 and, since 1985, has been
sponsored, with its current prize­
money, by British Airways (BA). The
airline flew the award winners to
London for the award ceremony.

The winning poets later toured
Britain and gave a series of readings
from their works in Bristol, Birmin­
gham, Glasgow and Lancaster.

BRITAIN’S ROYAL OBSERVATORY
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Membe^hipNews

A 0

C

Elected Affiliates
Adegbesan. O S
Arogundade, A.
Amama, E. U
Chukwuaki. E. O

Dede. P N.
Dike. U. A
Eboh, O A
Faponhunda. S O

Iwelu. S
Magayaki. U
Nwancha, R C

Nwike. P N.
Odogwu. F O
Ofielu. I G (Miss)
Okoye. V N
Okwuokei. C N
Olatunde. O. O.

Olih. O S
Raji. I A
Salawu. G. J
Ukeh. C U.
Umoh. C A
Oycleye. W L
Kareaketei. A S
Otckunnn. M A (Mrs)

Graduates Contd.

Okpuzor. L. J.
Olatunji. F. A
Oloyede. J. O
Onwuasoanya. U. A.
Opoola. F K.
Otobrise, H. K.
Ozegbe. P, E.
Razaq. B. T.
Sede. J. O.
Sokale. O O
Yakubu. H. C. (Miss)
Emeh. G. O

ra- S. I o

a b
a. C

- c- M (Mrs)
S. P.
O F.

B I
0 0.

Associates Contd.

Gusau, L A.
Haruna, A
Idowu, JO-
Ikhazoboh, A E C. ( rS
Ikhigbonoaremen J 0

Ikube, J A
Inoh,I G
lyekekiolo, F E
Johnson, A. B.
Kesinro. J 0 S.

Malgwi, I H
Matanmi, (Dr) B-

Monye, F I
Muhammad, U B.
Muhammed. U E

Myam, J. A
Njoagwu, 0 A
Nuage, A B.
Nwabuoku. 0. A
Obasi, C. I.
Odaudu, M. A.
Odedoyin. M A.
Ogazuma, J. T.
Ogbonnaya, E. 0.
Ogowewo, E. A
Ogunbor, E. N.
Ogunleye, B.
Ogunsanya, E A
Ojo, J 0
Ojo. T 0
Okoye. 0 E.
Olaiya, V A.
Olalere, G K
Olamiju, 0.
Omisade, N 0
Omordia. G 0
Omosona. N 0.
Onyifofor. 0. C
Osatgbovo. A

ES=ehingbe, V 0

A- 0. lMrs)
Ka'J A (Dr)
“Wl. J. 0
!Su. A. A

Fxeocha. C N
Fc»yo!a. G 0.

L <
FauroU. D. 0
Gana. A.

Associates Contd.

shog'’W;
Tenwla-J Ap

Ukubeyim«- r L
Umalah- U
Umole. J A-

Yeye. E A
Akapo.R M
Apala. R M V.

Elected Graduates

AbbX A 1 R H
Adelato. A R M
Adewurni. M D
Agba'e. H 0 (Miss)

Akosile. K A
Alkah. A- M
Atueyi. I M
Bab-sde. J B

Bernie. F
Dairo. M 1
Doghudje.
Dosunmu. K 0

Ezezlo. C L
Fawole. P A.
Goerge lmeh. E A

Idcuu. S A
Maseh. D E
Mba. O K
Nwankwo. A C
Nwaulu. C E
Nwude. N D
Obabon. F O
Oddi. B N
Odukwe. B O
Ogunnubi. M T
Okechukwu, F O
Okegbu. J A
Okpo-.m S I

ELECTIONS in SEPTEMBER 1986
Eet"d«en.beri

D

'!<^l M G
M 0.

D

Upgradings From To
Acdullahi. A Graduate Associate
Abin. J 0 Graduate Associate
Adebiyi. A A Graduate Associate
Adeleke, E 0 Graduate Associate
Agho. F E Graduate Associate
Aiyegbusi. 0 0 Affiliate Associate
Akra. 0 E. Graduate Associate
Arabambi. E. A Graduate Associate
Babatunde, S 0. Graduate Associate
Chiboka. J. 0. (Mrs) Affiliate Associate
Ekpunobi. A. N Graduate Associate

Fadaka. 0. G Graduate Associate

Falade. A. D Graduate Associate

Ibeh, V U. Graduate Associate

Ibharalu. 1. G. Affiliate Graduate

Latvson-Jack. C 0. (Mrs) Graduate' Associate

Maseli. P 0. Graduate Associate

Mkpese. S. N. U Graduate Associate

Obiako. N N. Graduate Associate

Odika. A. B. C Affiliate Associate

Upgrading* From To

Oqunade. A 1 Graduate Associate
Okegbe. C 1 M Graduate Associate
Okubarijo, (> 0 Graduate Associate
Omot«'bni'.e. B S Graduate Associate
Owgie, J A Graduate Associate
Osujl, U 0 Affiliate Associate
Oylbo. A Graduate Associate
U/okwe, 1 <. Graduate Associate
Afolabl. .1 A (Chief) Associate Member
Akar new, f> ’» Ci Associate Member
Arofln, M 0 J Associate Member
Ayenl, A 1 0 Associate Member
Fagbernl. A O Associate Member
Ikponmwen. I’ () Associate Member
Imasuen. S Associate Member
Nwaklle, B. 0 N Associate Member
Oriade. 0 Ass< idale Member
Ojiobor. A E Affiliate Graduate
Ogunmiloro. E A Assoc late Membet
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Membership News —

ELECTIONS IN NOVEMBER 1986
Elected Members

Akerele (Prof ). A
Alabi, A. A
Bendega (Dr.), J. T
Famurewa, R 0.
Ghate. V G.
Hambolu. W. O S.
Ibrahim, M. S
Olayanju. L A
Onwo, S U

Elected Associates
Abasekong, N A.
Abbas, M S
Abdulrazaq, M T
Abiona, M. O
Abudei, (Dr.) F. C
Adama. Y S.
Adedokun, A S
Adejumobi, J. A.
Adckoya, M O.
Adenaike, JOO
Adetunji K O.
Adewoye, J. T
Adeyemi, A A
Adeyemi, G A.
Adeyemi. R A
Adeyerl, I. O.
Ajagbe. N O
Ajayi. O
Akinremi. I A
Akinsanya, A O
Akintayo. A I
Akinteye. G O
Aliyu. A
Amachree. (Dr) S. M O
Amadasu, J U.
Amadi. L E.
Amole. F O
Anwunah, J
Anyaegbu. I. A
Anyanwu. E. N.
Arogundade. K
Aruleba. I A
Apugo. C A
Atanlogun. O. S.
Audu. M L
Awopetu. E I
Ayodeji. O E
Banjo. O O
Bankole. A A
Bijimi. B S
Chukukere. P I
Cole. ABO
Dankande, M. A
David-West. (Mrs) J O

Diet, E. O
Doherty (Major). A.
Dunmoye. B S
Efuwape. S A
Emeje. P S.

. Enigbokan. R O

Ezobodor (Miss). R E

Associates Contd.

Ezenyinoha. R. M

Fakorede, A. 0

Fatokun, J A
Fatunbi, S. O
Gadzama. P M.
Gbenenee, V. P.
Gisanrin, (Mrs) J. G
Ibanga, A E.
Ige, J O
Ijose, C O A
llondu, C I.
Ivory. G F
lyakwo, N D.
Jega, A Y
Jenfa. O
Junaid. F. B
Kadafa. A. 1
Karunwi. A. O
Lashinde. A A
Madu, N C
Mafara, H B.
Marisagba, SOO
Menanya, J I
Mgbemena, G. I
Misan. H
Muhammed. A
Nweke. W E
Obi. (Mrs) R U
Obieze, J. C
Ochigbano. (Lt) C O.
Oderhohwo, D.
Odudu, C O.
Ogbue. A N.
Ogungbade. D R
Ojo. E M
Ojukannaiye. S B
Okewole, (Dr) E A.
Okonweze. L C
Oluokun (Sq Ldr). E O
Omodara. J. O
Omojuwa, M S
Omole (Mrs). O A
Onokala. E M
Onyebueke, H O.
Opara. S C.
Orukari, O. I
Orunmuyi, A. G.
Osaze. C E
Osifeso, (Mrs) O O
Osunbor. O. C.
Owoyale, O S.
Oyatogun. W.
Pension-Smith. M O
Prince-Abbi. G S.
Saba. M. M
Saka. A. A
Soroye. O. A.
Suleiman. A
Talabi, A. A
Talabi. (Dr) M O
Tijani, B G.

Associates Contd.

Tuedor. N T
Uba. C L
Ubom. W E
Uka. N
Ukandu. J R O
Ulor (Miss), N. S.
Umar. A.
Umaru. N M
Umoh. M. R
Usen (Miss). K R.
Uwuilekhue. S B
Wakama. K
Zabadi. I
Anieze-Adams (Mrs), R
Akpabio. A I

Elected Graduates
Aba. A J
Abidogun. S O
Abudu. (Miss) A A.
Adeyemo. A A
Adeyemi. S O
Aiyedun, T O
Apata, N A
A^apokhai. O S
Babagana. S
Bultu. Z M
Egbe. J E
Emeh. U F
Eyiwuawi. L A.
Fasah. F J Y.
Fashola. (Miss) A E
Habibu. A A
Ijeh, (Miss) A A
Ijide. (Lt) W O. V
Kasali. A L
Kassim. (Mrs) F N
Kua. B T
Njiowhor, C P
Nwankwo, F O
Nwobu. U C.
Obot. B P
Oguala, E O
Oke. (Mrs) J T
Okereke. O W
Okolo, R O
Okon, J M.
Okoro. E E.
Oluyemi. S. A
Onaolapo. O
Onowo. J. O
Othihiwa. P O
Oyegbemi. M O
Oyewola, (Dr) K A
Popoola, O. A
Saadu. A
Udoh. I T
Umeh, M U.
Yahaya. J A A
Ande, O O.
Olalekan. F I

N

Graduates Contd.

Oshomah. E.

Elected Affiliates
Abaku. E N
Adebiyi. M A
Adekunle. C K
Adetiwa. S O
Ahmed. A S
Aiyamekhue. <J O

Alua. J O
Angurube. O
Eniang. J U
Erugo. G C
Fabunmi. M A
Giadom. J
I ken. U I
Ikujenyo. M A
llugbusi. J O
Iro. A S
Nwafor. E E
Nwanorue. (Miss) O
Oke. O A
Olajugbagbe. O
Olatona. S
Oleghe. D B
Olusola-Alayande. J C
Onwusiribe. P. N C
Opara. P C
Oyibo. I D
Pam. (Mrs) M B
Soretire. T O
Umaru. U S

Where the
POST to

be filled is
truly

executive»
It pays to

advertise it
in

Management in
Nigeria

MANAGEMENT IN NIGERIA MARCH/APRIL 1987 25



Total Productivity at firm level
A Case Study

By

J. C. Nwachukwu

INTRODUCTION

IN recent times the term productivity has become an
everyday word in Nigeria. Industrialists, economists

and politicians feel concerned with it because they feel its
trend is integrally related to the nation's general economic
health.

Despite the great interest in productivity, the real
meaning of the term has remained elusive because of lack
of a theoretical work-mainly at the firm level. Measure­
ment of productivity has oftentimes been concentrated
on labour productivity which is a component of total
productivity, whereas plant level productivity—the level
at which the majority of productivity gains are achieved—
has received comparatively little attention As a result.
managers, with responsibility for ensuring that producti­
vity increases are actually realised, have had to work with
methods of productivity measurement inappropriate to
their needs

In view of this situation the author carried out a survey
to identify the needs of managers in industry. The
majority of the two hundred managers involved agreed
that productivity is a measure of output in relation to the
input of resources and capital (and which is really only
valid for a given state of technology). Many managers.
however, felt that there was no clearly defined yardstick
against which productivity could be easily measured.

Most of the managers felt satisfied with measuring
productivity in terms of output per unit of labour, or in the
case of capital intensive companies, output per unit of
capital employed. These are partial productivity ratios
which appear t0 value at firm level.

NEED FOR TOTAL PRODUCTIVITY MEASURE­
MENT
— industrial firms have a hierarchy of objectives

which in turn, produces an organizational structurewhich'enabtes them to pursue them, first by a planning

. , cnecifes an array of activities to be under-process tnar spew
. . allocates resources to them, and secondly by

« »'Tl* itresponsible for monitoring progress, comparing it with 

targets specified by the plans, taking corrective action
when serious discrepancies are revealed and finally
undertaking to evaluate the whole planning and execu­
tion process when the operations are complete.

The purpose of this evaluation is to learn from
experience and to show where the process can be
improved in future, and an essential part of this
learning exercise is to construct a series of
measures of performance to guide the analysis.

The index of productivity is an important perfonnance
indicator and its measurement is necessary for the follow­
ing reasons:
(i) for strategic purposes—in order to compare the

performance of the firm with that of its competitors
or related firms, both in terms of aggregate results
and in terms of major components of performance

(H) for tactical purposes—to enable management to
control the performance of individual sectors of the
firm, either by function or by product.

(Hi) for planning purposes—to compare the relative
benefits accruing from the use of different inputs, or
varying proportion of the same inputs, currently
and over longer periods as the basis for considenng
alternative adjustments over future periods; and

(>u) for other management purposes, such as collective
bargaining with trade unions, assessing the effects
of prospective governmental restrictions

Total and partial productivity
Productivity has been defined as a “ratio of a measure

of output to a measure of some or all of the resources
used to produce this output” Easterfield (1959).

The phrase “some or all of the resources" has far-
reaching implications for the understanding of the term. It
means that the ratio will result in more than one producti­
vity index. There are at least two distinctive productivity
ratios —total productivity and partial productivity.

Total Productivity = Total Output

Total Input

Partial Productivity = Total output

 Partial output
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The use of partial productivity indexes can lead
to serious misunderstanding.

A simple example will demonstrate the potential
problems associated with the use of partial productivity
indexes.

Assume a firm procures an advanced modern machine
which significantly reduces the man-hours necessary for
processing. The output per man-hour would naturally
rise since a worker now can produce more of the same
product in less time.

Assume that the extra cost of the new equipment over
the old is equal to the savings from reduced processing
man-hours.

Using the labour productivity index as a guide, workers
and shareholders would note an increase in productivity.
Either group could bargain for increased benefits.

Contrary to this understanding, there had been no
increase in labour productivity since the apparent rise in
productivity has been distributed to the machine
suppliers. Grains indicated by increased labour produc­
tivity may not actually be gains at all.

It should be obvious that this type of fallacy is inherent
in all partial productivity measures. Therefore some
measure of total productivity must be used for most top-
level management decisions

Industry Studied
Having demostrated the need for total productivity

measurement at firm level, the next step was to select a
firm in a particular industry for study. The brewery
industry in Nigeria has been the fastest growing industrial
activity in recent years. It has also been one where a loss
is rarely made.

In view of these facts a brewery located in the southern
part of the country was selected for study. The company
produces one brand of lager beer and has a turn-over of
over N12 million. The host firm was initially reluctant to
disclose any information! from its books of records and
accounts, but this resistance was overcome after the firm
has been assured of complete anonymity in the emerging
report.

Approach to the problem
In recent years many attempts have been made in

productivity analysis at firm level Gold (1955),
developed a productivity analysis procedure which
needed an interlocking hierarchy of cost structure and
managerial control ratios Gold’s procedure was a bold
attempt at the problem but failed to present a total
productivity index. Gold’s procedure would be difficult to
use in Nigeria because it would not be easy to gather the
necessary data for the network of productivity ratios.

Another important contribution to productivity
analysis at firm level is one described by Martin
and Bahiri (1970). This concept is the “produc­
tivity costing” approach which emphasizes the 

viOduaibU“OJnS ‘° *he Productivity of - “Jf

operatinPrOdUC‘S °r resources.
Productivity"^ °r functional aC‘iV,t'7s measured
bu itc te V °f a product or resource

V ■« efficiency in making a profit. we
focu serdreV,eWinS ,he ProduC"V1,y anaS by

Crain 4°o a"en,ion on a 5™Ple rn0de' P >model
C -9 and Harris (1973). They claimed that the

Z T* apP',cabl- '° °^a" corporate
«ty The.r claim appears to have some merit as could

seen in later analyses.

The Craig and Harris Model
" 'his model the total productivity of a firm

determined as follows:

L+C+R+q

WhereP' = total productivity

0t - total output

L = Labour input factor
C - Capital input factor
n \Ra"'1ma,erial and purchased parts input factor.
W Other miscellaneous goods and services mpu
factor

The output of the f.rm and all inputs are expressed in
common measurement units usually monetary.
although Other dimensions could be used The input
factors are assessed as follows:

(i) Labour
Labour input should reflect salaries and fringe benefits

n wk Wa96S Of a11 ,he four factors input in equation
' he monetary value of the labour input is the easiest to
calculate, as it is the sum of the total salaries, wages and
benefits paid by the firm
Hence

Li=<kNlkWk (2)

6 ~ Labour input measured in period i

Wk — Base period wage for category k.

(ii) Capital
In this model the lease concept of capital is used to

calculate the capital input factor. A typical lease is in the
form of an annuity The amount of the annuity depends
on three factors; the cost of the asset, the productive life
of the asset and the desired rate of return to the lessor.
Capital input factor, therefore, involves
(a) determining the cost of an asset, (and the cost of

commissioning et cetera) from the firm s accounting
records;

(b) estimation of the productive life of the asset, from

accounting data;
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(3)

cost of capital, a weighted cost of capital is
calculated using the capital structure characteristics
of the company.

, jjj) Raw Materials and Purchased Parts
The material input factor is calculated as a sum of

products, where current penod consumption is multiplied
fry base penod cost.

HenceRj^^^jjMj

Ahere Rj = Matenal input for i^ period 

\’ii = Volume of material type j consumed in period i.

M, = Base period cost for matenal j.

Matenal input factor can also be calculated bv deflating
:be current year productive material expense to base year
S*ira. In either case the resulting value of material input
-3s to be adjusted by material inventory change, so as to

the material expenses io material consumed.

Miscellaneous Goods and Services

input factor consists of all other expenses
-cuzmg maintenance and taxes. Total output (0t) of the

- defined as the sum of revenue received from the
i2u£ o: goods produced plus any other revenue, such as
2.-. “dends mom securities or interest from loans

Actual output of the firm is defined as the summation
units produced multiplied by their selling prices at

7.2?e year as shown in equation (4) below 

°i=Wij

u’ = revenue due to visible output in period i

Pj = Price/Unit for item j in base period

Ujj = Number of production un.ts of item type j
produced in period i

Since in this study only one product was produced, the
total revenue was calculated by multiplying the sales price
by total number of items produced. The sales price was
deflated to base year 1981. The revenue figures were
adjusted for changes in finished goods inventory as
shown in I able 1. Net output was deflated to the 1981
base year using an in-company index. Since companies
in the brewery’ industry obtain their raw materials under
different arrangements, there appears to be no wholesale
price index for the industry.

In-company pnce indices were also used in deflating
capital input value. Fixed capital was treated as an
irredeemable loan and the interest payable based on the
company's cost of capital. Material ;nputs were based on
money values of the materials purchased by the host
firm These were adjusted for changes in matenals
inventories and net values for a given year obtained.
Material usage values were then deflated to the 1981
base year using an in-company figure.

Table 1: Output and Input data (N,()()()) In raw values.

1981 1982 1983 1984

Sales Revenue 8,800 9,504 10,644.5 12,007
Finished goods stock change

+ 20 + 30 + 27.0
Total output 8,320 9,534 10,671.5 12,007

Capital input 500 514 554 570
Materials input 3,988 3,577.2 4,650.4 4,952.7
Miscellaneous input 1,063.5 1,495.3 1,839.22 2,012.3
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1981
1984

1982

Table 2: Output and Inp^D~~
1 fl — ff) fl fl Fl I I I Fl /•>f z.in-company indices. deflated to 1981 base vear values

1984
1982 1983

75.274

'activity Indices 1981-84

7.910

4^7

3.040

1.301

Total output

Capital input

Materials input

Miscellaneous Input

8,584

421

9.820

500

3 >988

I.O64
■^000)

3,568

1,408

, using

8,583
421

3,673
2,719
8,211

1.05

102
3.12

106
20.4

115.9
2.34

106
6.14

8,765

401

7.91o

447
3.040
2,862
7,650

1.034
100.4

2.76
94
17.7

100.5

2.60
117.6

6.08

73.3

8,765

401
3,566
2,790

8,165
1.07

104
3.14

107
21.9

124.4
2.46

111.3
6.23

3,674.

1,398

500
3.988
3.013
8,565

1.03
100

2.93
100

17.6
100

2.21
100

8.29

100

Total output (1)

Inputs - capital

Material
Labour

inputs (2)

Productivity (1) -r (?)

of Total Productivity

Total

Total

Index
Output/Labour
Index of labour productivity
Output/Capital
Index Capital Productivity
Output/Material

Index of Material Productivity

Output/Miscellaneous

Index of Miscellaneous Producti-

- ------------------------------ vity
Table 3: Total Productivity Indices ami .--------
'Based on deflated data in Table 2) Part<al Prodi

1983

1981

It was discovered that the firm had reduced the n,.mk
of Us employees since 1981 base year, but no significant
changes had occurred in wage rates and salaries Ther
fore the labour input was calculated by usina ah *’1
computed costs of labour. Direct labour costs were
calculated by multiplying total man hours by appronri,.
wage rate. Tables 2 and 3 show some of thd!
collected. aa,a

The miscellaneous goods and services input factor
included items such as fuel, power, plant maintenance
administration, travel and transport These expenses
were deflated using in-company index. 5
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efpretation ofResults
'Sure 1 shows graphically some of the results obtained

th t?h'h'S m°del (Harris and Craig). The reSU"S sh°Wed
n 6 COrnPar>y in question had a very insignificant total

ro uctivity increase in the period considered.
■scellaneous productivity had a continuous downward

rend throughout the four year period. Capital
Productivity appeared to be the only input (actor which
‘"creased steadily after 1982 Total productivity ratio was
not less than 100 per cent in any of the four years. This
means that the company not only maintained its total •
productivity from 1981 but also increased it. Capital
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appeared to be the only factor which
prO^gd as th®,01al Produc,ivi,V rose-

AND CONCLUSIONS

u|| of the productivity analysis for this com-
shows that not all partial productivity indices

P’”u a rise in ,0,al productivity. It is generally not
foSe w ssible to have all the partial productivity indices
cven together. This is so because the action of
rn°vC rs tend to increase productivity in one area and
•’’’"a se it m another. Thus the importance of measuring
deCl roductivity to determine managerial efficiency
to|al | be overestimated.
can”° analysis also showed prominently that

-Haneous productivity index has fallen
,°i5C(jlly over the years. On closer examination it
5*ea (oUnd that the company had problems with
'*,aS|r plant maintenance hence the losses shown.

area (miscellaneous goods and services)
ears to be difficult for local industries. A

a'>rter management of this factor cannot be over-
rtinhasized In a machine dominated production

® a brewery in view of its apparent effect on
total productivity.

-rbis method of productivity measurement is not only
mpl® t0 conduct' dut a's0, ’'s outcome enables the

Manager to see the progress of the company at a glance.

Il forces the company to show a return on capital
invested. The method of calculation was based on service
0oW model which appears to be valid for the manager.
This method differs from others in its treatment of capital
and the use of all inputs and outputs. A lease service
concept of capital was used rather than a physical
consump*i°n concept. Also, all revenue items were
included as outputs and all cost or expense items as
mputs.

The ideal goal of productivity measurement,
however, should not simply be the historical
analys'5 comPany performance. Models which
can forecast trends in productivity as a result of
changes in key input variables are required.
Theoretically, it is possible to develop such
models based on Craig and Hanis approach.
Hence a regression equation which showed the
contribution made to total productivity by, say,
direct labour or working capital productivity is
feasible.

for reliability and validity such regression analysis
would need data collected over a great many time

nods It was not possible to collect such data in the
resent study. Such a predictive model should be

investigated in further studies. However, the study
succeeded in exposing the managers of the host firm to a
new way of calculating productivity.

The managers expressed their wish to use the
model In future analysis of the firm’s performance^

They agreed that the model provides a realistic
approach to performance appraisal, unlike the
business ratios which tend to dominate present
performance analyses.
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^eU)sfrom NIM Branches ABU
TO

had been organizing mC^!p9cOnfe-
sending delegates to BAA

rences as observers. , pr «.
The conference also elects ^ba

C. Aboim, chairman of 1 g?
branch, as its chairman f°r g

In the photograph below h r, e
Attah is seen reading the w ^^a|f
address at the conference on
of the retiring chairman. Chie
Udoh.

area committee meets
N1M Branch Area Commit-

ann East’ ,BACE) held ils 1986
ual conference recently at Aba.

del 6 Con^erence was at,er|ded by
e9ates from the Institute's bran-
pS ln the eastern zone
Resolutions made by the

or2 6rence included the intention to
n the Institute’s branch at Awka.

and k3, Okigwe, Orlu, Umuahia
? They took particular note

1 e fact that Umuahia and Uvo

COOPERATE

WITH NIM
*pHE Ahmadu Bello University.
1 Zaria, will be willing to cooperate

with the Nigerian Institute of
Management-in its task of improving
managerial skills in the country.

This statement was made early this
year, by the University’s vice-
chancellor. Professor Adamu N.
Mohammed, when members of the
Zaria branch of the Institute paid him

a courtesy call.
professor Mohammed expressed

his wish for a department of manage­
ment studies for his university and

stated that although there were
departments of business administra­
tion and of public administration in
the university, he felt that manage­
ment and administration were two
different areas of study.

Earlier, the chairman of the Zaria
□ranch of NIM. Mr Sam Imasuen.
had given the vice-chancellor a brief
history of the Institute and an insight
into its functions. He also expressed
his appreciation for the support
which the branch had so far received

from the university.YOUNGEST BRANCH MARKS NIM’s
SILVER

np HE youngest branch of the NIM
— the Onitsha branch—joined

others last November to celebrate the
Institute's silver jubilee anniversary
In the photograph below the then
Commissioner for Finance and
Economic Development for
Anambra State, Professor Pita
Ejiofor, MNIM, on behalf of the State
Governor, Group Captain Sampson
Emeka Omeruah, is seen delivering
an address at a lecture/luncheon
organized by the branch to mark the
occasion.
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ZARIA BRANCH HOLDS GRASSROOT WORKSHOP

Kaduna State
Commissioner
for Commerce
& Industry,
Alhaji Sule
Abubakar.
makes a speed
as special guest

Some of the officers oj the brunch i right left) Mr bum Imusuen
Chairman; Mr A F. Jerome-Secretary and Alhaji M Jibo-Vice
Chairman

The Zaria branch of the Institute has held a “Grassroot
Business Workshop", in Hausa, as one of the activi­

ties organized by the branch to mark the Institute’s silver
jubilee anniversary.

The two-day workshop, which was held on November,
26 and 27, 1986, featured the presentation of papers in
seven sessions, lunch and cocktail. The guest of honour
was His Highness the Emir of Zaria who was represented
at the workshop by his traditional prime minister, Sarkin
Shanu. The Kaduna State Commissioner for Commerce
& Industry. Alhaji Sule Abubakar was also at the work­
shop as special quest

Sarkin Shanu. traditional prime minister
to the Emir of Zaria. reads an address on
behalf of the Guest of Honour — the Emir



grade you, probably, are:

Gr<,<txale

^’’ocioie

^ORTANT NEWS FOR NlM
members ?

9ou due for a higher grade of member5'1'*’

0 rtreet the f0||0W|ng additional requirements
y0Utp^ent

P'Hnt
GlW
AfniSj;

Requirements for Upgrading
University degree or recognised Pr ^gf.
sional qualification plus one year’s P
qualification experience;

°r • of
Ten years’ working experience, s1X
which must have been in manager
positions.
Three years’ managerial experience atm
election.
Four years in SENIOR management
position(s) after election.

Please obtain an upgrading form from:
The Manager, Membership Seruices Department
'Nigerian Institute of Management
Management House
Plot 22, Idowu Taylor Street,
Victoria Island.
P.O. Box 2557 Lagos.

NB. “Senior Management Position*’ means a
position where a person participates as member
of the Board of Management of an organisa­
tion, or position of Grade Level 14 and above
in the Public Services and Parastatals.



Communication

in Agricultural Management

INTRODUCTION
/COMMUNICATION is vital to all

aspects of human endeavour,
whether it is in an industrial establish­
ment, interpersonal relationship, or
any other situation in which two or
more people have to exchange ideas
or information.

It is particularly important in the
agricultural sector of Less Developed
Countries (LDC’s) such as ours,
because LDC’s are generally charac­
terized by a labour-intensive
structure.

Owing to the low level of mecha­
nization in the agricultural industries
of LDC’s, a large proportion of their
operations have to be implemented
by people. This large human element

‘therefore suggests that information
must be dispatched in such a manner
that each employee knows exactly
•what his/her responsibilities are.
That is to say that communication
must be effective.

Communication can be defined as
a process of transmitting information
and meaning from one person to
another. For communication to
occur therefore, there must be a
sender, a medium through which the
message is sent, a receiver, and a
result attributable to the message.

It is important that the
.receiver not only understands
the message, but also acts on it.
for instance, a poultry manager
who issues instructions to a
poultry attendant in such highly
.technical terms that the latter
does not understand, has merely
spoken. He has not communi­
cated effectively. Understanding
and implementation therefore
are as important to good
communication as the sending
and receiving of the message.

by
E. O. Mejabi

DIRECTION
TRADITIONALLY, communica-

tion in agriculture has been
downwards, i.e. from the superior to
the subordinate. It is usually for a
poultry superintendent to instruct an
attendant to collect the eggs at a
particular time, or to clear out the
litter on a particular day. Downward
communication is typically used in
issuing instructions.

Upward communication (subordi­
nate to superior) on the other hand
occurs to a much lesser extent, and
could be virtually non-existent in
some agricultural enterprises.,
because the bosses are usually so far
removed from their subordinates that
the latter consider them as being un­
approachable. It is the duty of the
superiors therefore to make a con­
scious effort at creating an environ­
ment which encourages the flow of
information from their subordinates
upwards. This is essential in
enhancing the efficiency of produc­
tion and ensuring that directives are
executed accurately. It is possible to
minimise costly labour disputes by
encouraging upward communica­
tion.

Imagine the chaos that would
result if workers decided to
“down tools” on a critical day,
such as one after a long-awaited
rain on which planting
operations had been scheduled.
Such problems could be averted
by sustained upward communi­
cation, the process of which
would expose the workers’

. grievances for appropriate
action.

Lateral communication between
workers holding equivalent positions
in different sections is also important.
This creates an atmosphere in which
all workers, irrespective of their
departments, co-operate for the
achievement of the overall objectives
of the organization. The purpose of
this is to make general organizatiortal
(company) loyalties supercede
individual or departmental loyalties.

Lateral communication also allows
for the proper co-ordination of the
different sections of the organization.
For instance, the livestock officer
could liaise with the agronomist by

’ informing him of the projected num­
ber of animals planned for the next
production season. From this figure,
the feed requirements of the animals
could be calculated and hence the
agronomist would be in a position to
determine the corresponding
number of hectares of grain to culti­
vate.

Diagonal communication between
people in different departments, and
on different levels in the organizatio­
nal hierarchy should also be encou­
raged. For instance, in the illustration
given above, the information from
the livestock officer should not be
restricted to his equivalent in the
crops department (the agronomist)
alone, but should be passed to other
officers both higher up and lower
down the departmental (crop)
hierarchy, who might require the in­
formation.

For example, the field superinten­
dent might need the information to
determine the number of workers he
would need to recruit based on the
number of hectares to be cultivated.

MEDIUM
Several media exist through which

communication could be effected.
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should
the time of

“or communication to be more
elective in agriculture, it would be
necessary to use a combination of
these media depending on the type
and importance of the information to
be communicated. It is important
that irrespective of the form it takes,
the message should be simple,
unambiguous, and easy to under­
stand. Also, feedback should always
be obtained to ensure that the
message was understood, and acted
upon accordingly.

As an illustration, a farm manager
might desire to give directives to the
foreman with respect to the
husbandry schedule for a particular
crop k) addition to verbally telling
him the age at which the crop should
be weeded, or fertilizer applied, it
would be necessary Io draw up a
programme in the form of a circular.

Se!‘uP are the any ’®>cultural I
Ve*al form; and non-
CiSed in pn5aution mus'be exer-
apPropriatc U'bat the most
°f n,edia is uS“m combina|i°n

Oral COm^Bed>" every situation
USe of spoke Un'ca,10n involves the
,h* is by far
m«hodofcn quentlV employed
,Ure' " ha mUniCa,ion in a3rioul
ab!e 'o immoJ advanta9e of being
*her °r not th6'31*19 ascertain 'whe-
’be message 6 rCceiver understood

’be use ,comm“nication involves
e"ber sent diro^11 and memos,
Placed on y ’° the receiver, or
method is seldnOtlCe b0ards' Thls
despite the Omused in agriculture
Cou|b accrue advanta9es that

Written, rn"Su'i|isa'ion.
b0,h a reco^?KU"i‘a'.iOn serves as

involves surk communication
expressions for0/C'S, as faclal

I frown, a -i, example a smile, a
sbake of the heldl shouldcr' a
some circumo F Cuen sdcnce- In
*emo«efSn? “ ma^ell be

ost effective form of communi-

for the foreman to place on his notice <
board. By using a combination of
oral and written communication, it is
less likely that the foreman would
forget to implement the programme
.as directed. Also, he would not be in
a position to deny receiving the.
information as the written document
serves as a permanent record.

Written communication is also
invaluable in spelling out desired
conduct from the staff. Pilfering and
general dishonesty is a perennial
problem facing most agricultural
establishments in Nigeria today. By
stating the penalties for such beha­
viour, not only verbally, but also in
written form—either in the letters of
employment, or in a staff handbook,
the employees would be less
disposed to indulge in such practices.

Cartoons could also be used in *
communicating in a humorous but
effective manner. For instance, the
necessity of adhering to safety regu­
lations could be effectively depicted

by a cartoon.
Also the effects of poultry men and

their families consuming infected
birds could be forcefully portrayed by
this means. When used
appropriately, cartoons tend to have
a long lasting effect on the recipient

of the message.
It is important also to be aware of

informal methods of communication,
such as the grapevine. This is usually
very strong in agricultural establish­
ments, and as such, managers
should strive to utilize it to their
benefit. If not adequately controlled,
however, it could be counter-pro­
ductive through the abundance of
rumour mongering in the organiza­

tion.

TIME AND PLACE

Communication
occur as close to

implementation as possible. Granted
that many farm operations require a
substantial amount of time for
forward planning, in the interim
however, it is important that the
superior officer receives feedback
from the subordinate to ensure that
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■ nrogre5s'n3romrnunica

everythingIf the in,erva' enta’on,* elther
tion and impe jor it ir,cOrrectly

the tendency or
forgotten enW • tunica-
done. whicb c nt. For

The P fs equally who sits
tion occurs >s d ^anaS d(rectlves
example, the f issue w be
behind his desk of 1 being
for a particular P^ risk * to a

ploughed run cOuld
misunderstoo • orked bours.

wrong P1O‘ losses m
the associated
^^'^omnwni^'^pecially

When c°tn g is es? of
illiterate workers- to 'he
important to be as b,e

» implementation asP coMMUNI-
IMPEDIMENTS

CAT,ON r ctors that

qpHERE areT hinder effect'*; obvious one

aching0'ha* '"P^ower sense

of information. In a continuous or
however, noise is any hinders
intermittent sound tjon, there-
hearing. In a farm of information
fore, an exchang or in a
taking place by d birds, is no
layers’ pen with ag'ta to the high

likely to be ef,ec"^ in the circum-
noise levels prevailing

stances.TypeofRelattonah'Pthe mastcr.
Another fac'°r |ationship that

servant type °’ |tural enterprises
f exists in most agn subordi-

between bosses and '^pting to

nates. A farm manage hand
communicate with causemight deliberately or otherwise cause
the latter to be so awed as not to be

able to concentrate on listening

mThTwould inevitably result in the
message being misunderstood, and
the subordinate not admitting this
fact to his boss. Consequently,
disastrous results might ensue due to
the worker's either doing the wrong
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thing or doing nothing at all. It is
important therefore for superiors to
create a relaxed atmosphere for
effective communication to occur.

Because of the recent trend
towards large-scale agricultural pro­
duction in Nigeria, it is important that
effective communication skills are
applied in order to enhance
efficiency in the utilization of all
resources, and especially the human
ones.

No .matter how competent or
technically knowledgeable a farm
manager might be, his abilities would
not be reflected by the performance
on the project under his supervision
if he ignores the use of effective
communication skills in all interactive
processes with his subordinates.

Mr. E. O. Mejabi is a manager
with A.G. Leuentis 8c Co.
(Nigeria) Limited. He holds a
Master of Science degree in agri­
cultural management from the
University of Reading in England.

A paper entitled “Local
Sourcing of Raw Materials for
the soft Drinks Industry—the
role I of the Agro and Allied
Sectors”, which he presented at
the 1986 Young Managers'
Competition, organised by the
NIM, won him a prize..

It pays to
read

Management
in

Nigeria
regularly

GUIDE TO CONTRIBUTORS OF ARTIC
FOR PUBLICATION IN MANAGEMENT
IN NIGERIA

We expect writers/authors/contribu-
tors of articles for publication in this jour­
nal to take note of the following:
Manuscripts must bear:

1. The name of the author
2. His/her official title (Chairman,

Managing Director, Manager, Profe­
ssor, Dr., Barrister, Lecturer, et
cetera)

3. His/her professional affiliation(s), if
any

4. His/her academic qualification(s)
(degrees and diplomas, et cetera)

5. Name(s) of reviewer(s) or referee(s).
This means that each article has to
be reviewed by a qualified person
before it is sent to us for publication

6. Academic qualification (s) and offi­
cial title (s) of reviewer(s)
Please note that:

7. All authors must provide introduc­
tions to their scripts

8. Every script must have a summary
9. All scripts must carry references or

bibliographies
10. Such references must be restricted to

not more than ten (10) titles
11. All manuscripts must be typed

(double-spaced)
12. Every script should not exceed

10,000 words inclusive of summary,
abstract, bibliography or references),
and should be submitted in 2 copies.

Editor
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£7/827 MANAGEMENT CONSULTANCY

Do you have an idea, problem, plan or
intention needing to be probed or
developed?
NIMCON SERVICES offer you their
expertise.
NIMCON is the Professional Arm of N1M
offering General Management Consul­
tancy Services to Business and Govern­
ment.
NIMCON Consultancy Counselling
Covers

• Production
• Finance
• Marketing

• Personnel and General Management
• Public Enterprises Management
• Management of Federal, State and

Local Government Services.
OUR CLIENTELE

NIMCON SERVICES have canted out assign.

ments for a growing number of organisations In
both the public and private sectors Including
small-scale entrepreneurs, indigenous and
multi-national companies:

AMONGST SUCH WORK .ARE:
Corporate Planning and Control for a News

Publishing Company.

Management Audit for a Glass Processing

Company-a Government owned company, an

ndigenous Bank et cetera.

• Installation of Costing System for a multi-

nafional-Metal Manufacturing Company.
• Job Evaluation for a Food Processing Com­

pany, an Hotel Chain, a multi-national Chemi­

cal Company et cetera.
• Production Planning and Control for a

Furniture Manufacturing Company.
• Remuneration Structure and conditions of

service for two companies and a Statutory

Corporation.
• Feasibility 'studies for the establishment of a

State Government-owned Insurance Company
and Bank, an Airconditioning Assembly Plant,
an integrated Cocoa Processing Plant, a Soft

Drinks Factory. Pressed Metal Plant. Plastic

and Metal Container Plant. A State Govern­

ment-owned Burnt Brick Project et cetera.
• Reorganisation of the Engineering Department

of a University Teaching Hospital

* Reactivation of a Parastatal Company
• Management performance up-grading for a

News Publishing Organisation.
• Management by objectives system
• Design & Training of Staff for a Federal Govern­

ment Parastatal Organisation.
For contact about any of these problems, the

address below would suffice. Even if your specific
interest is not listed above, please make further
enquiries; you will probably be surprised to
discover that NIMCON SERVICES can cooperate
with you to provide effective answers and
solutions.

The Director of Research and Consultancy.

Nigerian Institute of Management, P.O. Box 25S7,

Lagos
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Bank
the

Union
Way

♦Open a Domiciliary
Foreign Currency

Account
♦Explore the potentials

ofSFEM

AT UNION BANK OF
NIGERIA LIMITED we take
great pride in our contribu­
tion to the economic deve­
lopment and growth of the
nation.

Under our fully operational Domiciliary Foreign Currency Account Scheme,
you can now transact business in foreign exchange with ease and earn
interest in dollar, pound sterling, Deutsche Mark, French and Swiss Francs.

Complementing this Scheme is the Second-Tier Foreign Exchange Market
in which Union Bank is playing her usual leading role.

Contact your nearest Union Bank Branch and explore the full potentials of
SFEM. Our usual attention awaits you.

VHP

rvua or urea to

Head Office: 40 Marina. Lagos
Telephone 665439,665441

We set the pace...



NIGERIA
Fire Retardant TEXCOTE are made to the highest
quality standards.

Our continued high premium on research ensures that
our paints are more than just paint but advanced
technology packed into every can.

With two ultra modern factories in Lagos and Port-
Harcourt, a joint production capacity of 25 million
litres of paint a year, and over 500 employees,
BERGER PAINTS continue to strive towards the
development of a strong and virile economy.

techn Paintmakers are the largest and most
Nigeri° °9'ca"V advanced paint manufacturers in
thg . And worldwide, one of the leading giants in
JencPa'nt industry through affiliations with Berger,

°n & Nicholson Limited London and Hoechst AG.

For more than 25 years BERGER the paintmakers

Nive .been contributing to virtually all aspects of
'?eria's industrial growth. Our touch of excellence is

ev|dent everywhere in industry and on buildings of
evarV kind. We provide beautiful finishing, protection
and safety with a variety of sophisticated paint
systems. Our product innovations like LUXOL and

BERGER
-the Paintmakers

World-wide leaders in Paint Technology




