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M a n y reviewers of the state of the p u b l i c services i n A f r i c a today , have 
v e i y h a r d words to say a b o u t t h e m . T h e services a re described as inef
fective, ine f f i c ient , p e r f o r m i n g p o o r l y a n d a host of bas i ca l l y negative 
descr ipt ions . ' T h e poor per formance is e i ther ascribed to one of three 
causes: t h e f a i l u r e t o a p p r o p r i a t e l y r e s t r u c t u r e t h e i n h e r i t e d 
o r g a n i z a t i o n a l a r rangements m orHer to cope adequate ly w i t h increased, 
expanded a n d more complex ac t iv i t i es ; the h o s t i l i t y of the e n v i r o n m e n t 
w i t h i n w h i c h a d m i n i s t r a t i v e ~ o r g a n i z a t i o n s have to operate; and th i 
inadequacy of the resources a t the d isposal of p u b l i c a d m i n i s t r a t i v e 
organizat ions , s u c l T r s finances, m a t e r i a l s a n d m a n p o w e r A l o t has been 
w r i t t e n concerning the prob lems e m a n a t i n g f r o m the o r g a n i z a t i o n a l a n d 
ecological factors.* I n th is paper , therefore , we s h a l l focus on the aspect <• 
m a n p o w e r a n d v iew how A f r i c a n countr ies have d e a l t w i t h i t i n the p a s i 
t w e n t y years a n d w h a t measures ought to be t a k e n to i m p r o v e its per
f o rmance i n the f u t u r e . 

T H E A F R I C A N P U B L I C S E R V I C E P E R S O N N E L S Y S T E M : 
C H A R A C T E R I S T I C F E A T U R E S 

I n discussing the character is t i cs of the A f r i c a n p u b l i c service personnel 
system we s h a l l focus u p o n those charac ter i s t i c s t h a t are c o m m o n to m a n y 
of the countr ies , a n d are c r i t i c a l to , or have a b e a r i n g on, the per f o rmance 
of the services. 

F i r s t , we s h a l l discuss the p r i n c i p l e s w h i c h guide the o r g a n i s a t i o n 
a n d m a n a g e m e n t o f the services and rev iew the extent to w h i c h these 
pr inc ip l e s e i ther c o n s t r a i n or enhance the per f o rmance o f the service. T h e 
m a j o r g u i d i n g pr inc ip l e s i n the o r g a n i s a t i o n a n d m a n a g e m e n t of the set 
vice i n m a n y E n g l i s h - speaking A f r i c a n countr ies , are der ived f r o m the 
c o l o n i a l legacy. One of the p r i n c i p l e s is the Career Service, f i r s t developed 
i n B r i t a i n and France , b u t h a v i n g been t r i ed ear l i e r i n C h i n a . I n B r i t a i n 
a n d France i t arose o u t of the need for a p u b l i c service system w h i c h 

* A n easier version of this paper was presented as part of a broader study en
t it led A Profile of an African Public Service in the 1980s, to the 2nd Roundtable 
Conference of the Afr i can Association of Public A d m i n i s t r a t i o n and 
Management held in Nairobi, July 1979. 
** Associate Professor in Public Adminis trat ion , Department of Polit ical Science, 
University of Dar es Salaam. 
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\A have a h i g h degree of eff iciency or p r o d u c t i v i t y . I n order t o achieve 

w o u l d na „ O * O K i ; O U O - , O , . „ ^ , . m 
this , It was deemed necessary to es tab l i sh a career service w h i c h w o u l d 

ffer a d i g n i f i e d a n d respected career on a f u l l - t i m e basis a n d w o u l d a t 
t r a c t and r e t a m persons of super ior capac i ty i n the service of t h e i r coun-
^ 3 W h e n colonies were establ ished, the same p r i n c i p l e was used i n the 

c d o n i a l service, f r o m w h i c h the c o n s t i t u t i n g i n d i v i d u a l colonies der ived 
the i r men. T h e p r i n c i p l e of f u l l - t i m e , l i f e - t i m e career was also to be used 
i n the r e c r u i t m e n t o f the s u p p o r t i n g l o ca l s t a f f 

Independence, i n m a n y of the countr ies be ing reviewed, has n o t 
changed the p o s i t i o n : b o t h the p r i n c i p l e a n d the pract i ce of s ta f f ing the 
services is s t i l l u n d e r the career service p r i n c i p l e . T h e r e are, however, a 
few r u m b l i n g s concerning the relevance of the p r i n c i p l e i n present d a y 
condit ions. I t is a rgued t h a t the emphasis o n permanence a n d tenure for 
pub l i c servants arose o u t o f the need to m a i n t a i n s t a b i l i t y , o rder a n d con-
t inui tv ' a n d was also a f u n c t i o n o f the scarc i ty of e l i g ib l e e n t r a n t s i n t o the 
service. T h e present state o f the w o r l d , A f r i c a i n c l u d e d , a n d the charac ter 
of the prob lems fac ing A f r i c a n countr ies , is w h a t is best descr ibed as t u r 
b u l e n t d e m a n d i n g a h i g h degree of flexibility o n the p a r t of the managers 
of the s i t u a t i o n . T h e e m p l o y m e n t of p u b h c servants on a p e r m a n e n t basis, 
therefore, deprives the government of the flexibility w h i c h i t needs for 
meet ing changing s i tuat i ons , t h r o u g h i t s personnel a d m i n i s t r a t i o n . I n a 
per iod where government funct ions are e x p a n d i n g so f as t i n number , 
scope and c o m p l e x i t y , i t m i g h t become necessary to s h i f t the h u m a n 
resources f r o m tasks w h i c h are f e l t t o be no longer necessary to new 
tasks." 

A re la ted aspect is the o r g a n i z a t i o n of the service i n t o h a r d a n d fas t 
classes, w h i c h i n t u r n w a s i n t e n d e d to m a k e the career p r i n c i p l e 
operat i ona l . A s i n B r i t a i n , before F u l t o n , m a n y A f r i c a n countr ies have 
the i r services d i v i d e d i n t o several l a t e r a l a n d v e r t i c a l classes, i n c l u d i n g 
the profess ional classes, the a d m i n i s t r a t i v e class, the executive class a n d 
the c ommon cadre. T h e m o v e m e n t between classes tends to be very 
restr i c ted : r e c r u i t m e n t is a t the b o t t o n of the class, w i t h any vacancies oc-
c u r i n g a t the upper levels be ing filled by u p w a r d movements . T h e ob
ject ive o f o rganis ing the services a l o n g these l ines is l i k e the objective for 
a d o p t i n g the career service, t o a t t r a c t a n d r e t a i n the best, as w e l l as 
created c o m m i t m e n t to the u n i t , b u t i t tends to deny the government the 
necessary flexibility i n its efforts to manage t u r b u l e n t env i ronments . 

A n o t h e r i m p o r t a n t p r i n c i p l e , e m p l o y e d by the A f r i c a n governments 
m the i r o r g a n i z a t i o n a n d m a n a g e m e n t of the personnel f u n c t i o n , is the 
merit principle. I t , too, is a n i m p o r t a n t i n g r e d i e n t o f the B r i t i s h ( indeed, 
also the French) p u b l i c service system. I n the case of B r i t a i n , the p r i n 
ciples are i n c o r p o r a t e d w i t h i n the lega l s t r u c t u r e of the government as a 

asis for personnel select ion, p r o m o t i o n a n d career m a n a g e m e n t a n d is a 
c o n c o m i t a n t p a r t of the career service. T h e p r i n c i p l e is composed of f our 
^ ements: competence, e q u a l i t y of o p p o r t u n i t y , open c o m p e t i t i o n for a p 
p o i n t m e n t by e x a m i n a t i o n a n d p o l i t i c a l n e u t r a l i t y . Competence a n d open 
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c o m p e t i t i o n ensure t h a t the q u a U t y of the c i v i l servants remains h igh . 
E q u a l i t y of o p p o r t u n i t y is p a r t o f the democrat i c i dea l . P o l i t i c a l 
n e u t r a l i t y is t h o u g h t to be necessary u n d e r a system o f p o l i t i c a l 
democracy where there are more t h a n one p a r t y . I t guarantees b o t h ex 
pert , object ive a n d i m p a r t i a l advice i n p o l i c y - m a k i n g and l oya l and f a i t h 
f u l execut ion of pol ic ies . 

A l t h o u g h no A f r i c a n government has come o u t a n d rejected the p r i n 
c ip le of m e r i t - indeed as we s h a l l note l a t e r , a l l the governments suppor 
the p r i n c i p l e p u b l i c l y , the prac t i ce of m a n y of t h e m is i n d i c a t i v e of t h e i 
unhappiness a b o u t i t - they ignore i t , m a n y a t i m e . M a n y of the govern: 
ments accept the aspect of competence, e q u a l i t y of o p p o r t u n i t y , they m a 
be w i l l i n g to go a l ong w i t h open c o m p e t i t i o n , t h r o u g h e x a m i n a t i o n , b u 
few, i f a n y w i l l accept the aspect of p o l i t i c a l n e u t r a l i t y . T h e feeUng on t h 
p a r t of m a n y governments is t h a t no government employee can be n e u t r a 
w i t h regard to the tasks a t h a n d — a l l o u g h t to be c o m m i t t e d to the bas i 
p a r t y goals a n d sensit ive to the p o l i t i c a l process. ThLs fee l ing was p a r . 
t i c u l a r l y intense a t the t i m e of independence, w h e n the n a t i o n a l i s 
p o l i t i c i a n s , w h o h a d j u s t assumed n a t i o n a l p o l i t i c a l offices used to equa 
the instance on p o l i t i c a l n e u t r a l i t y by c i v i l servants to s i d i n g w i t h t h 
d e p a r t i n g co lon ia l i s ts . S ince t h e n , m a n y of the countr ies have e i the 
become one p a r t y States, or m i l i t a r y regimes and i n e i ther case, t h 
fee l ing is t h a t i t is r i d i c u l o u s to argue f o r n e u t r a l i t y w h e n there is on ly one 
a l t e r n a t i v e presented b y the single p a r t y state . T h e s i t u a t i o n r; 
therefore , is as fo l lows . A m o n g the countr ies surveyed on ly four , N i g e r i a , 
G h a n a , the G a m b i a a n d S w a z i l a n d are s t i l l a d h e r i n g to the p r i n c i p l e o 
p o l i t i c a l n e u t r a l i t y a l t h o u g h i n pract i ce they expect the senior c i v i l ser 
vants to a t least toe the l i n e o f the p a r t y i n power . T h e other countries , ex
cept the c i v i l / p u b l i c servants, especial ly those occupying senior pos i t i o 
to n o t o n l y toe the p a r t y l ine , b u t t o be act ive p a r t y members . 

P a r t l y as a consequence of the c o m m i t m e n t b y the g o v e r n m e n t to 
above pr inc ip les , or i n some cases, to the d e p a r t u r e f r o m the p r i n c i p l e 
a n d also as a r e s u l t of other factors, i n c l u d i n g the r e l a t i v e underdeve lope 
charac ter of the A f r i c a n countr ies a n d the c o l o n i a l legacy, A f r i c a n pub l i c 
service personnel systems have a n u m b e r of charac ter i s t i c features, w h i c h 
we s h a l l rev iew below. 

L o w D e g r e e o f C o m p e t e n c e 

T h i s f ea ture has i t s or ig ins i n the c o l o n i a l legacy, i n t h a t the c o l o n i a l 
a d m i n i s t r a t i o n was sat is f ied to use officers r e c r u i t e d f r o m the m o t h e r l a n d 
for the m a n a g e m e n t a n d supervisory func t i ons ; u s i n g l o ca l personnel on ly 
for the s e m i - s k i l l e d a n d u n s k i l l e d ac t iv i t i es . F o r t h a t reason l i t t l e or no 

^ emphasis was p laced e i ther on p r o v i s i o n o f e d u c a t i o n a l f a c i l i t i e s for the 
purpose of p r e p a r i n g a poo l , o u t o f w h i c h r e c r u i t m e n t w o u l d be made, 
and / o r t r a i n i n g f a c i l i t i e s for purposes of increas ing the competence of 
r e c r u i t e d personnel . T h e w h o l e o f E a s t A f r i c a , f or example , h a d on ly one 
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r s i t y and the who le of c e n t r a l a n d southern A f r i c a r e l i ed on the 

U n i v e r s i t y of Rhodesia only . E v e n Niger ia a n d G h a n a , w h i c h were .nuch 
better of f in this area , were not adequate ly prov ided for w i t h respe t t o 
the educat ion and t r a i n i n g of pro fess ional personnel . T h e y were heav i ly 
dept ; ident u p o n the c o l o n i a l civ . service. 

^ o r this reason, therefore , a lmos^ a l l the A f r i c a n countr ies found 
thJnse lves t o t a l l y u n p r e p a r e d i n the m a n p o w e r a-^a w h e n independence 
came. T h e y had e i ther to cont inue us ing the c o l o n i a l servants to p e r f o r m 
the management ' superv isory funct ions of government or to make do w i t h 
the not too w e l l t r a i n e d , inexper ienced loca l m a n p o w e r resources t h i . t 
were ava i lab le . T h e y chose to do b o t h . T h e a d m i i n i s t r a t i v e class posit ions, 
^spec ia l ly , were i m m e d i a t e l y filled w i t h local personnel . Some of these 
Were w e l l educa.ed b u t h a d been denied the o p p o r t u n i t y to ga in the 
necessary experience. M a n y of them, however, t h o u g h not we l l - educated , 
had been in the service for a l ong t i m e p e r f o r m i n g supervisory r spon-
s ib i l i t i es . T h e y could , w i t h crash t r a i n i n g programmes , easily perfor n the 
management tasks. Profess ional posit ions, however, c o n t i n u e d to be cx-
cupied by officers e i ther l oaned by the f o r m e i c o l o n i a l service or re c ru i ted 
t h r o u g h technica l assistance. 

Since then, however, the m a j o r i t y of the countr i es have taken seri :ms 
steps to correct the s i t u a t i o n . T h e bigger ones have establ ished un-ver -
sities of the i r own w h i c h a^e t u r n i n g ou t educat ionists , engineers, sur
veyors, doctors a u d a d m i n i s t r a t o r s . T h e y have also set i -p t r a i n i n g 
fac i l i t i es for i m p r o v i n g the competence of s ta f f a l r e a d y in posts. W h e r e 
fac i l i t i es are not a v a i l a b l e , t ra inees are being placed in overseas i n 
s t i tu t i ons . T h j s e e f iorts , however, have n o t been able to ser iously i m p r o v e 
the pos i t ion , m a i n l y because of t w o factors. 

T h e first is t h a t , the expansion in f a c i l i t i e s has occurred a t a t i m 
when the scope of p u b l i c invoVvement in soc ia l a c t i v i t i e s hr .d been g r o w i n g 
tremendously and the size of t h e econdmy has of course, been g r o w i n g 
l^st , to the extent t h a t the supply has on no occasion m a t c h e d d e m a n d . 
I h e other factor is t h a t , i n m. .ny of the countr ies , the g r o w t h in 
educat i ona l a n d t r a i n i n g f a c i l i t i e s has n o t been a systematic exercise, 
inked to pro ject ions i n m a n p o w e r require , .ents a n d the a n t i c i p a t e d 

Changes a n d g r o w t h i n t i .e economy. T a n z a n i a , has been the most 
systematic in its m a n p o w e r p l a n n i n g , b u t even T a n z a n i a has seriously 
^egtected the supervisory levels, to the extent t h a t there are now great 
^ i s tor t i ons i n the country ' s h i g h and m i d d l e level m a n p o w e r supply , 
also Ir ^^'^ top-heavy.-' Z a m b i a , K e n y a , the S u d a n and Niger ia have 
a l t h ^^^^ ^^^^ success they are h a v i n g is commendab le , 
by t h " ^ K * ^ ^ i m p a c t of the i r efforts seems to be s t i l l heav i ly constra ined 
dem '^•^ °f a u t h o r i t a t i v e dec i s iona l ner\..-centre, a t w h i c h 
later^" m a n p o w e r w o u l d be Hnked t . supply . We s h a l l discuss this 

S i ze 
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A n o t h e r i m p o r t a n t aspect w h i c h does affect the productivity of the 

services is the r a p i d expaYision of their s t a f f S w a z i l a n d , one of the 
sma l l e s t a m o n g the countr ies we are focussing on, for example , h a d since 
1968, w h e n she ga ined independence, experienced a d o u b l i n g of govern' 
m e n t personnel , f r o m 4900 employees in 1968 to 9,105 i n 1975. Tanzans. 
p u b l i c service ( the c i v i l service) has increased f r o m 35,000 employees i n 
1961 to w e l l over 100,000 i n 1976. Other countr ies c o u l d r e p o r t s i m i l a r ex
pans ion . T h e noted expans ion is, i n p a r t , a consequence of the increase in 
government a c t i v i t y i n b o t h n u m b e r and scope. A l l governments now 
prov ide the services they were p r o v i d i n g w h e n they ga ined independence 
to more people, they also prov ide a w i d e r range of services I n a d d i t i o n , 
and m a y be as a consequence, they have to e x t r a c t more resources a n d 
they have to regulate more ac t iv i t i e s t h a n they d i d a t the t i m e of in 
dependence. T h e y d e f i n i t e l y h a d to take on more personnel to be able to 
cope w i t h th i s expans ion i n a c t i v i t y . 

However , the expans ion i n p a r t is a lso a consequence of pressures o n 
the g overnment to prov ide e m p l o y m e n t to the boys. I n a l l the countr ies 
v i s i t ed , expans ion of the service due t o th is fac tor was sa id to be a r e g u l a r 
feature to the ex tent t h a t , i n some of these countr ies even m a n y people 
present ly i n g o v e r n m e n t e m p l o y m e n t are occupying posts w h i c h are not 
even establ ished. B u t even w h e n y o u have few or no employees occupying 
unestab l i shed posts, t h a t is i n no sense i n d i c a t i v e of t h a t country ' s a b i l i t y 
to c o n t r o l the personnel c omplement , as there are very few countr ies , if 
any, where a p r o p e r j o b analys is has been done to es tab l i sh the exact pe 
solrneTTequirements . T h e p r o b l e m seems to be u n d e r act ive s c rut iny sr, 
m a n y of the countr ies , n o t a b l y the S u d a n , S w a z i l a n d a n d T a n z a n i a . T a n 
zania has indeed acted, t h o u g h h a p h a z a r d l y , t o dea l a t l east w i t h the 

|symptoms. I n 1976 i t c a r r i e d o u t a r e t r e n c h m e n t exercise i n v o l v i n g the 
[ r e d u c t i o n of the n u m b e r of p u b l i c employees by 20% . S w a z i l a n d has been 
Bconsidering d o i n g the same, b u t the G o v e r n m e n t has n o t f o u n d enough 
[ w i l l to u n d e r t a k e the exercise. 

T h i s expansion , has h a d several adverse consequences on the o v e r a l l 
per formance o f the service. J F i r ^ as we n o t e d ear l i e r , the system has l i t t l e 
m a n a g e m e n t capac i ty a n d is a l r e a d y h a r d p u t t o manage the services, 
even w i t h o u t the expansion . T h e expans ion i n the size of the services, f u r 
ther over loads the capaci t ies o f the systems, thereby the c o n t r o l l i n g a n d 
supervisory f i i n c t i o n is i m p r o p e r l y per formed . W i t h reduced supervis io-
a n d controls , d i s c ip l ine , o n the p a r t o f the operators , m i g h t , a n d indeen 
has t ended to dechhe. As a consequence p r o d u c t i v i t y dechnes. Sepond ly . j 
since the a d d i t i o n a l employees, have i n p a r t been h i r e d w i t h o u t there i 
h a v i n g been any s u b s t a n t i a l w o r k l o a d , the tendency has been for t h e m to 
r e m a i n r e l a t i v e l y unoccup ied or to share w o r k l o a d s w i t h ex i s t ing per
sonnel . B u t since the a d d i t i o n a l employees have to be p a i d sa lar ies a t 
ex i s t ing rates, th i s has m e a n t a n increase i n the cost of the Services 
w i t h o u t a commensurate increase i n the a m o u n t o f w o r k per formed , w i t h 
adverse consequences on the p r o d u c t i v i t y ;><• the sprvires. 
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M o r a l e a n d m o t i v a t i o n 

M o r a l e is yet ano ther aspect w h i c h is sa id to be present ly low a n d is 
elv af fect ing the p r o d u c t i v i t y of the services. T h i s factor , perhaps , 

adverse y^ others deserves b e i n g given a l o t of a t t e n t i o n by po l i cy -makers 
"if A f r i c a n countr ies have to cope w i t h the prob lems of the 1980s. N o t t h a t 
' • necessarily the most c r i t i c a l , b u t i t is a factor whose reso lu t i on is 
w i t h i n the competence of p o l i c y - m a k e r s i n m o s t A f r i c a n States, y e t i t is 
^ m u c h neglected. I n c o u n t r y a f ter c ount ry w h i c h we v i s i t ed , the 
m a j o r i t y of the people we i n t e r v i e w e d c i ted l ow m o r a l e as the e x p l a n a t i o n 
^ r the noted dechne i n p r o d u c t i v i t y . I n one c o u n t r y , f or example , a d r i v e r 
w h o was assigned to us was late to p i ck us up several t imes a n d w h e n we 
reported the m a t t e r to his supervisor, the m a t t e r was s i m p l y b r u s h e d 
aside a n d ascribed t o the low m o r a l e i n the service. T h e country , w h e r e 
p r o d u c t i v i t y of the services seemed to be least af fected by a decl ine i n 
mora le , a t least to the observer as we were, is K e n y a . W e s h a l l discuss 
some of the reasons for th is except ion later . 

T h e reasons for th is state of affau-s were v a r i e d a n d i n c l u d e d the con
s t a n t interference i n the services by p o l i t i c i a n s , especial ly w i t h respect t o 
such issues as r e c r u i t m e n t , p r o m o t i o n d i s c ip l ine ; the increasing a b a n 
d o n m e n t of m e r i t i n r e c r u i t m e n t a n d advancement , c ond i t i ons of service 
t h a t compare u n f a v o u r a b l y e i ther w i t h the p r i v a t e sector or w i t h the 
parastata ls ; c ond i t i ons of service (sa lar ies a n d other benefits) w h i c h are 
ever being adversely affected by the vagar ies of ever - r i s ing i n f l a t i o n w h e n 
p o l i t i c a l interference takes place, i t tends to increas ingly demora l i se the 
senior c i v i l servant , he no longer feels competent to take decisions on 
issues w i t h o u t such decisions be ing reversed; his subord inates tend to i n -
creasinly regard h i m as a toothless b u l l dog whose a u t h o r i t y is 
meaningless, thus u n d e r c u t t i n g the basis for m a i n t a i n i n g d i sc ip l ine a n d 
c o n t r o l i n a n o rgan iza t i on . I n such circurpstances, the c i v i l servants ab 
dicate the i r a u t h o r i t y . 

One aspect of t h i s fac tor w h i c h seemed to a t r r a c t mos t a t t e n t i o n i n 
our discussions, was the ques t i on of pay a n d cond i t i ons of service i n the 
pub l i c services I t is also the subject upon w h i c h governments have 
devoted considerable t ime a n d efforts - i n a l l the countr ies s tud ied , the 
subject of pay a n d cond i t i ons of service has been s t u d i e d a t least once by 
commissions of i n q u i r y since the a t t a i n m e n t of independence. I t is a lso 
the most i n t r a c t a b l e a n d seems to affect m o r a l e m o s t T h e issue seemed to 
be conceived d i f f e r e n t l y a m o n g the var ious countr ies s tud ied . I n K e n y a , 
for example , the p r o b l e m was conceived as consist ing of how to a t t r a c t a n t i 
r e t a i n w e l l - q u a l i f i e d a n d experienced personnel i n the p u b l i c service, i n 
view of the f a c t t h a t the p r i v a t e sector pays so m u c h more . I n T a n z a n i a 
where there is l i t t l e p r i va te sector to speak o f the p r o b l e m was one of 
w h a t sa lary a n d other benefits w o u l d m a k e the p u b l i c s e rvant ( b o t h 
senior a n d j u n i o r ) p u t i n a n honest day's w o r k a n d resist f r o m b e i n g 
corrupted by the p u b l i c . I n Z a m b i a i t was m o r e a p r o b l e m o f w h a t s a l a r y 
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a n d other benefits w o u l d enable t h e p u b l i c s e rvant t o f i g h t the vagar ies of 
s p i r a l l i n g i n f l a t i o n . Nigieria' has o n l y recent ly comple ted a sa lary rev iew 
a n d a w a r d e d large increases, y e t even there , the quest ion o f d e c l i n i n g 
m o r a l e as a r e s u l t o f pay a n d condi t i ons of service l o o m e d h i g h amongst 
the i t ems discussed. 11, there fore , deserves to be discussed a t l ength . T h i s 
we do i n the nex t sect ion. 

T O W A R D S A N E N L I G H T E N E D A P P R O A C H 
T O P E R S O N N E L M A N A G E M E N T 

T h e aforegoing survey was i n t e n d e d to give us a b i rd ' s eye v iew o f the 
m a j o r prob lems a f f l i c t i n g the A f r i c a n p u b l i c service personnel systems. I n 
th i s sect ion we s h a l l discuss the extent to w h i c h en l i ghtened personnel 
po l ic ies m a y resolve some o f these p r o b l e m s a n d lead t o i m p r o v e d produc 
t i v i t y of the servicea We s h a l l t r e a t the sub jec t u n d e r the f o l l o w i n g s, 
head ings : t h e i m p o r t a n c e o f p e r s o n n e l p o l i c y ; o r g a n i z a t i o n tor 
m a n a g e m e n t of the personnel f u n c t i o n ; approaches to s ta f f ing ; the ro le of 
m a n p o w e r deve lopment ; c ompensat i on a n d i ts r e l a t i o n s h i p t o m o t i v a t i o n ; 
per f o rmance a p p r a i s a l ; a n d sta f f r e la t i ons . 

T h e i m p o r t a n c e o f a p e r s o n n e l p o l i c y s t a t e m e n t 

I t is fash ionable for governments to issue po l i cy s tatements on w! 
the objectives o f d e v e l o p m e n t o u g h t t o be, a n d as they do so, they e 
m e n t i o n the i m p o r t a n c e w h i c h they a t t a c h to the v a r i o u s resources 
r e q u i r e d for the deve l opment process. These s tatements consist m a i n l y of 
po l i cy s tatements o n l a n d , f inances, c a p i t a l a b o u n d i n the F ive Y . 
P lans of the respective A f r i c a n countr ies . L i t t l e m e n t i o n , however, is m a d & 
on one o f the m o s t i m p o r t a n t resource - people. T h e p u b l i c services of t h J 
A f r i c a n countr ies are composed p r i n c i p a l l y o f people or personnel , b u t l i t ! 
t i e is sa id concerning how t h a t i m p o r t a n t resource m a y be ob ta ined , h 
nessed a n d deployed for purposes of acce lerat ing socio-economic develop
m e n t I n our i n t e r v i e w s i n the countr ies we v i s i t ed we were a t pains t H 
discover w h e t h e r there was a comprehensive g o v e r n m e n t s t a t e m e n t w b 
one c o u l d construe as the p o l i c y of government o n p u b l i c service pti 
sonnel . T o our d i s a p p o i n t m e n t there was no such s t a t e m e n t i n any of the 
countr ies . One h a d , there fore , to d i s t i l the p o l i c y of the government f r o m 
numerous c i r cu lars o n varioxis subjects of the personnel f u n c t i o n . E v e n 
w h e n i t w a s sa id e a r l i e r t h a t m o s t governments are c o m m i t t e d to the 
o r g a n i z a t i o n o f the service t h r o u g h the use of the career service, t h e ; 
s t a t e m e n t d i d n o t have a n y a u t h o r i t a t i v e base. I t w a s m o r e of a n adsump- j 
t i o n t h a n a n y t h i n g else. 

Governments w i l l have to d e a l w i t h t h i s issue seriously t o con
v i n c i n g l y ind i cate the i m p o r t a n c e they a t t a c h t o h u m a n resources as a n 
aspect o f the deve lopment process. Pre fe rab ly , such a comprehenn 
s t a t e m e n t o u g h t to be issued by the highest office, e i ther the office of the 
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J, P r i m e M i n i s t e r to give i t the necessary w e i g h t T h e s t a t e m e n t 
subject to per iod ic rev i s i on t o t a k e i n t o account changes i n c i r -

ough«0^^«^ I t s c i r c u l a t i o n o u g h t to be w i d e , p re f e rab ly , d i s p l a y e d o n 
cumsmnc^^^^ ^^^^ ^^^^ access t o i t T h e s ta tement w o u l d 
"°*?'^d^ a s ta tement of p r i n c i p l e s on each of the personnel m a n a g e m e n t 
f"'^ " t i o i s i n c l u d i n g , r e c r u i t m e n t , t r a i n i n g a n d deve lopment , c ond i t i ons 

d^terrns of service, p r o m o t i o n a n d advancement , a n d staff review. I t is 
f h th is s t a t e m e n t w h e r e the ro le of c e n t r a l o r g a n i z a t i o n for m a n a g i n g the 
personnel f u n c t i o n w o u l d also be stated. 

C e n t r a l O r g a n i z a t i o n f o r m a n a g i n g t h e p e r s o n n e l f u n c t i o n 

N e x t i n i m p o r t a n c e to c l a r i t y of g o v e r n m e n t a l object ives i n p u b l i c per
sonnel m a n a g e m e n t is the need for p r o p e r l y c o n s t i t u t e d o r g a n i z a t i o n a l 
mechanisms t h r o u g h w h i c h the f u n c t i o n of m a n a g i n g personnel w o u l d be 
carr i ed o u t S u c h o r g a n i z a t i o n a l mechanisms ought to be given requis i te 
prominence , status , power and fac i l i t i es . 

T h e s i t u a t i o n o b t a i n i n g i n the b u l k of the countr ies is far f r o m this 
i d e a l . T a k i n g t h e c o u n t r i e s surveyed , f o r e x a m p l e , the c e n t r a l 
o rgan i za t i on for the m a n a g e m e n t of the personnel f u n c t i o n consists of: ( i ) 
the E s t a b l i s h m e n t S e c r e t a r i a t or D i r e c t o r a t e of Personnel M a n a g e m e n t , 
( i i ) the C i v i l or Pub l i c Service C o m m i s s i o n ; ( i i i ) D e p a r t m e n t a l E s t a b l i s h 
m e n t Offices; and ( i v ) the Office of the Pres ident or P r i m e M i n i s t e r . 
Power, a u t h o r i t y and respons ib i l i t y i n respect of v a r i o u s aspects of the 
personnel f u n c t i o n is shared amongst these un i t s . 

T h i s a r rangement , whereby r e s p o n s i b i l i t y a n d a u t h o r i t y for the per
sonnel management f u n c t i o n is shared a m o n g agencies has been c r i t i c i z e d 
i n some circles a n d i n our f i e l d research, a n u m b e r of people made sub
missions s u p p o r t i n g the i n t e g r a t i o n of the v a r i o u s agencies. W e were t o l d 
of the m a n y occasions where c o n f l i c t of j u r i s d i c t i o n s occured between the 
p u b l i c / c i v i l service commiss ion , the d i rec torates of personnel m a n a g e m e n t 
and departments . F u r t h e r m o r e , i t is p o i n t e d o u t t h a t the p u b l i c service 
commission, as they are s t r u c t u r e d a n d staffed i n m a n y countr ies tend to 
be unresponsive to government 's s ta f f ing needs. T h e m a j o r i t y of the com
missioners are no t profess ional personnel experts , y e t they are r e q u i r e d t o 

ecide on such m a t t e r s as r e c r u i t m e n t , a p p o i n t m e n t s , p r o m o t i o n s a n d 
d i s c i p l i n a r y act ions, w h i c h requ i re a pro fess ional h a n d ; and , as a con
sequence of passing these respons ib i l i t i es t o the commissions, these v i t a l 
management funct ions are d ivorced f r o m the l ine managers of govern-
^̂ "V̂ *̂  this a r r a n g e m e n t is v i ewed t o be cumbersome causing de lay 

f r u s t r a t i o n i n v i t a l personne l decisions. A t w o r s t i t is a b reach o f 
^asic m a n a g e m e n t pr inc ip les , ip. t h a t the s t a f f i n g of k e y government u n i t s 

x^.*^^ ^ people w h o are charged w i t h the m a n a g e m e n t of the uni ts . 

A g a i n s t th i s a r g u m e n t is the f a c t t h a t the Commiss ions w o r k i n -
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dependent ly , thus h e l p i n g t o ensure t h a t personnel decisions are made ob
j ec t ive ly , on m e r i t a lone and , because i t w o r k s as a t e a m , i t is able to 
a v o i d i n c l i n a t i o n s t owards v i c t i m i z a t i o n or pre judice , w h i c h i n d i v i d u a l 
managers m i g h t f i n d d i f f i c u l t t o avo id . 

One a p p r o a c h to the r e s o l u t i o n of the p r o b l e m involves the m e r g i n g of 
the P u b l i c Service Commiss ions w i t h the e s tab l i shment d iv i s i on /d i re c 
t o ra te of personnel m a n a g e m e n t . T h e D i r e c t o r of Personnel s h o u l d i n t u r n 
delegate t o the m a x i m u m e x t e n t possible, these respons ib i l i t i e s to the per
m a n e n t / p r i n c i p a l secretaries. T h u s , the f u l l s p e c t r u m of the personnel 
m a n a g e m e n t f u n c t i o n f r o m r e c r u i t m e n t t o r e t i r e m e n t w o u l d be centred i n 
the e s tab l i shment d i v i s i o n / d i r e c t o r a t e of personnel m a n a g e m e n t G o v e r n 
m e n t w o u l d t h e n have a t rue c e n t r a l personnel agency, b o t h responsible 
a n d accountable to the senior m a n a g e m e n t of government for proper a n d 
adequate s ta f f ing . F o l l o w i n g th i s proposa l , the P u b l i c Service C o m m i s s i o n 
w o u l d be replaced by a n agency a p p o i n t e d by the Pres ident a n d respon
s ible for h e a r i n g appeals by aggrieved employees or app l i cants , w h o feel 
they have been t r e a t e d u n f a i r l y by g o v e r n m e n t These appeals w o u l d 
cover a l l aspects of personnel m a n a g e m e n t , as they affect i n d i v i d u a l s . 
S u c h a b o a r d w o u l d be empowered to hear evidence a n d c a l l for r e l e v a n t 
i n f o r m a t i o n . I t w o u l d recommend ac t i on to the head of c i v i l service based 
on f ind ings . T h e i n s t i t u t i o n of such a body cou ld a l l a y fears t h a t m i g h t 
arise f r o m c o n s o l i d a t i n g the e n t i r e personnel m a n a g e m e n t f u n c t i o n w i t h 
the e s tab l i shment secre tar ia ts /d i rec torates of personnel m a n a g e m e n t 

T h e a p p r o a c h to the p r o b l e m o u t l i n e d above, t h o u g h sound, m i g h t be 
considered too r e v o l u t i o n a r y a n d therefore unacceptable . W h a t m i g h t be 
acceptable is the r e t e n t i o n of the present executive ro le of the p u b l i c / c i v i l 
service commiss ion . B u t th i s increases delegations of a u t h o r i t y to per
m a n e n t secretaries for a p p o i n t m e n t s , p r o m o t i o n s a n d d i s c i p l i n a r y a c t i o n 
i n respect to c e r t a i n j ob group categories u p t o a c e r t a i n level . I t m i g h t 
also be possible t o use m o r e v i g o r o u s l y the d e p a r t m e n t a n d m i n i s t r y 
heads i n roles of advisers t o the commiss ion , especial ly concerning m a t 
ters af fect ing t h e i r un i t s . 

R e g a r d i n g the D i r e c t o r a t e s of personnel m a n a g e m e n t / e s t a b l i s h m e n t 
secre tar ia t we have the f o l l o w i n g observations. As sa id ear l i e r , es tab l i sh 
m e n t secretariats , a t the t i m e of independence, were i n most of the coun
tries, s m a l l u n i t s l ocated i n . e i t h e r the p r i m e min is ter ' s office or the 
treasury . Of ten , as i n K e n y a a n d T a n z a n i a ( T a n g a n y i k a then ) , the c e n t r a l 
personnel funct ions were p e r f o r m e d by t w o separate u n i t s : one located in 
the t reasury a n d a n o t h e r i n the o f f i c e ' o f the p r i m e min i s te r . I n m a n y 
countr ies , a c o n s o l i d a t i o n of the funct ions i n t o one u n i t , i n v a r i a b l y ca l l ed 
d i re c to ra te of personne l / e s tab l i shment m i n i s t r y or p u b l i c service m i n i s t r y 
has t a k e n place, a l t h o u g h i n some countr ies r e s i d u a l funct ions are s t i l l 
p e r f o r m e d by the t reasury . L o c a t i n g the e s t a b l i s h m e n t secretar iats i n the 
office o f the p r i m e m i n i s t e r / p r e s i d e n t is i n t e n d e d to bestow u p o n the per 
sonnel agencies, the a u t h o r i t y a n d power of the biggest a n d mos t p o w e r f u l 
office i n the l a n d , a n d thus increase i t s l a t i t u d e vis-avis l i ne m i n i s t r i e s 
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experiences of countr ies , w h e r e t h i s is t l ie pract i ce , as evidence f r o m 

mbia and S w a z i l a n d ind i ca te , is t h a t t h i s l o c a t i o n has tended to ac t as 
drag ra ther t h a n a n advantage , i n t h a t they are considered t o be of 

^mai ler status t h a n a m i n i s t r y . T h e head of the c i v i l service, w h o cou ld 
^n)vide pro te c t i on happens t o be very busy i n h is o ther roles as p e r m a n e n t 
secretary to the head of the government and the secretary to the c a b i n e t 
T h e resu l t is t h a t the d i rec torates a n d up are w i t h o u t effective s t r e n g t h to 
make things move t h e i r way . 

A n a l t e r n a t i v e to l o c a t i n g the c e n t r a l personne l agency i n the office of 
the head of government , is the c rea t i on of f u l l f l edged m i n i s t r i e s of per
sonnel m a n a g e m e n t under the o v e r a l l l eadership of a cab inet m i n i s t e r 
and p e r m a n e n t secretary. T h e advantage o f th i s a p p r o a c h is t h a t the 
p r o b l e m of being regarded as a n agency w h i c h is i n f e r i o r i n r a n k to o ther 
min i s t r i e s w o u l d no longer exist ; i t w o u l d t h e n be i n p o s i t i o n to s tand a n d 
defend i tsel f d i r e c t l y i n a l l f o rums , no longer u n d e r the tulegage of some 
' b ig b r o t h e r ' 

T h e extent to w h i c h the c e n t r a l personnel agency is effective, 
however, m a y no t depend so m u c h on l o ca t i on , a n d nomenc la ture . I t is a 
f u n c t i o n of the o r i e n t a t i o n w h i c h the agency has, concerning the personnel 
func t i on . T h e conception of w h a t personnel m a n a g e m e n t i n government 
enta i l s w i l l , i n t u r n , c o n d i t i o n the i n t e r n a l o r g a n i z a t i o n a l s t r u c t u r i n g . I f 
the conception of the personnel m a n a g e m e n t task is t h a t i t involves con
c e n t r a t i n g on the a d m i n i s t r a t i o n of rules , r egu la t i ons and procedures, 
then a static o r g a n i z a t i o n w i l l emerge. T h e achievement of the b o l d ob
jectives set by government requires an o r i e n t a t i o n w h i c h v iews the per
sonnel management f u n c t i o n as r e q u i r i n g ac t ion , boldness, i n i t i a t i v e a n d 
d e v e l o p m e n t As the U d o j i C o m m i s s i o n noted , i t is i m p o r t a n t , t h a t the ap 
proach to the s t r u c t u r i n g of the M i n i s t r y responsible for personnel 
management is cognizant of t h i s f a c t^ T h e U d o j i C o m m i s s i o n suggested 
the c reat ion of several d iv is ions a r o u n d four m a j o r d y n a m i c funct ions , 
and , a l t h o u g h the C o m m i s s i o n h a d the N i g e r i a s i t u a t i o n i n m i n d w h e n 
m a k i n g its recommendat ions , the a p p r o a c h cou ld p r o f i t a b l y be employed 
by other A f r i c a n countr ies i n the o r g a n i z a t i o n of t h e i r c e n t r a l personnel 
agencies. T h e key tasks for such a n o r g a n i z a t i o n w o u l d have to inc lude : 
the c o n t i n u i n g v iew of the tasks of government w i t h a v i e w to d e t e r m i n i n g 
manpower r equ i rements i n q u a n t i t y a n d q u a l i t y a n d to assess r e c r u i t m e n t 
and t r a i n i n g needs; the e s tab l i shment of personnel pol ic ies a n d pract ices 
a n d to m o n i t o r the i r a p p l i c a t i o n t h r o u g h o u t the service i n areas such as 
r e c r u i t m e n t , t r a i n i n g , p r o m o t i o n , e v a l u a t i o n , a n d pay, assist ing of 
min i s t r i e s i n developing the type of o r g a n i z a t i o n t h a t w o u l d enable t h e m 
o p e r f o r m t h e i r tasks m o r e e f f i c i ent ly , a n d the s tudy of m o d e r n 

^^anagement techniques w i t h a v iew to d e t e r m i n i n g t h e i r a d a p t a t i o n to 
e s i t u a t i o n o b t a i n i n g i n the c o u n t r y concerned. Once the i m p o r t a n c e of 
6se funct ions is rea l ized , a v i a b l e o r g a n i z a t i o n a l s t r u c t u r e can be 

w o r k e d o u t 
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A p p r o a c h e s t o s t a f f i n g 

I n the survey of personnel p r o b l e m s being experienced by A f r i c a n 
countr ies , we no ted t h a t one o f the factors c o n t r i b u t i n g to the i n 
competence of the services was the a p p r o a c h to s ta f f ing w h i c h is o u t of 
date . B r o a d l y speaking , s ta f f ing shou ld invo lve a n u m b e r of a c t iv i t i e s i n 
c l u d i n g : ( i ) the d e t e r m i n a t i o n of m a n p o w e r needs a n d r e q u i r e m e n t s 
w h i c h is achieved t h r o u g h j ob analys is and m a n p o w e r p l a n n i n g ; ( i i ) the 
search for, and decisions o n sources of r e c r u i t m e n t a n d ( i i i ) selection and 
placenien ' . of the r i g h t candidates . O r i g i n a r i l y the f i r s t a n d second ac
t i v i t i e s tend to be merged. A n o r g a n i z a t i o n t h a t is f o l l o w i n g an 
en l ightened po l i cy to s ta f f ing w o u l d w a n t t o a p p r o a c h i t , by f o l l o w i n g the 
ac t i v i t i e s t h r o u g h , n o t necessarily i n sequence, b u t m a n y a t i m e con
c u r r e n t l y . L e t us devote a l i t t l e t i m e to review the experiences of A f r i c a n 
countr ies a n d suggest measures for a m e l i o r a t i n g the s i t u a t i o n . 

T h e d e t e r m i n a t i o n o f m a n p o w e r n e e d s 

T h e process of d e t e r m i n i n g m a n p o w e r needs has t w o m a j o r d i m e n 
sions. O n the one h a n d , i t invo lves e v a l u a t i n g the t o t a l a m o u n t of w o r k to 
be done by the o r g a n i z a t i o n , a n d then es tab l i sh ing the w o r k to be done i n 
each j o b i n the o r g a n i z a t i o n , i n c l u d i n g e s tab l i sh ing the r e l a t i v e i m 
portance of jobs, c a l l e d Job E v a l u a t i o n ; e s tab l i sh ing the re la t ive r e l a t e d -
ness of jobs - j o b g r o u p i n g ; and d e t e r m i n i n g the o v e r a l l j ob needs i n the 
o r g a n i z a t i o n . 

T h e s i t u a t i o n o b t a i n i n g i n m a n y o f the countr ies is t h a t the p u b l i c 
service jobs were es tab l i shed piecemeal i n response to e i ther crises or i n 
some cases as a consequence of T a r k i n s o n ' s law.'** O f a l l the countr ies 
s tud ied , only the S u d a n h a d made a n ' a t t e m p t t o c a r r y o u t a com
prehensive j ob analys is i n the en t i r e p u b l i c service, a n d even there, the 
exercise is s t i l l incomple te . I n some cases, some o f the jobs m a y have been 
establ ished for purposes o f f u l f i l l i n g a r e a l need, b u t f o l l o w i n g the 
e s tab l i shment o f posts, l i t t l e a t t e m p t is m a d e t o r ev i ew the consequence of 
these new jobs to the e x i s t i n g ones. 

M a n y countr ies , however, seem to have the r i g h t set t ing for take off 
a l o n g the desired d i r e c t i o n . T h u s , i n K e n y a , T a n z a n i a , S w a z i l a n d to men
t i o n j u s t a few, the c u r r e n t o r g a n i z a t i o n a l set up for C e n t r a l Personnel 
M a n a g e m e n t have j ob analys is a n d r e l a t e d funct ions p r o m i n e n t l y catered 
f o r T h e next step, however, shou ld be to move f r o m i n t e n t i o n s to ac t ion . 
A c t i o n w o u l d r e q u i r e t h a t j o b ana lys i s a n d r e l a t e d ac t i v i t i e s be n o t s i m p l y 
assigned to some u n i t i n the personnel office, b u t t h a t the u n i t s charged 
w i t h p e r f o r m i n g the f i inc t ions be adequate ly a n d competent ly m a n n e d , 
w h i c h , due to the general s h o r t - s u p p l y of t r a i n e d m a n p o w e r i n a l l the 
countr ies , is n o t the case present ly . Since the objectives of government are 
chang ing ; becoming more complex a l l the t i m e , the analys is of the struc
ture of government a c t i v i t y , a n d the component par ts , w h i c h are the jobs, 
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<,ht to be e q u a l l y cont inuous . 
T h e other d i m e n s i o n of th is a c t i v i t y is the d e t e r m i n a t i o n of c u r r e n t 

f f ing^position i n r e l a t i o n t o the jobs be ing done a n d l i k e l y to be done i n 
w i t h a view to i d e n t i f y i n g shor t fa l l s . T h i s a c t i v i t y is ca l l ed m a n -

^"^wer p l a n n i n g . Effectiveness i n p e r f o r m i n g th i s a c t i v i t y of d e t e r m i n i n g 
' ' u r r e n t needs a n d forecast ing f u t u r e needs depends u p o n three basic i n -
' ^ " t • i n f o r m a t i o n on o r g a n i z a t i o n a l p lans a n d the consequent ia l j ob 
^ irements , w h i c h is dependent on how w e l l the j ob analys is funct ions 
I r e per formed ; knowledge of present m a n p o w e r resources; and i n 
f o r m a t i o n on the m a n p o w e r e n v i r o n m e n t , w h i c h w o u l d tend to in f luence 
future supply . 

J u s t as we sa id for j o b analys is , m a n p o w e r p l a n n i n g i n m a n y A f r i c a n 
countries is very unsat i s fac tory . A m o n g the countr ies of our s tudy focus, 
for example , t w o of t h e m . S i e r r a Leone and the G a m b i a , have not even 
organized themselves for the per f o rmance of the f u n c t i o n . T h e others have 
a t least set u p o r g a n i z a t i o n a l f r a m e w o r k s for p e r f o r m i n g the a c t i v i t y , 
a l t h o u g h the measure of success di f fers considerably . F o r some, n o t a b l y 
Z a m b i a , N i g e r i a and S w a z i l a n d , t h e i r h u m a n resources p l a n n i n g efforts 
are character ized by then- ad hoc a n d piecemeal n a t u r e and general lack 
of perspective. T h e y t end to be responses t o crises r a t h e r t h a n c a r e f u l l y i n 
tegrated p l a n n e d strategies." 

Some of the countr ies , however, n o t a b l y K e n y a a n d T a n z a n i a , are a p 
proach ing the m a n p o w e r p l a n n i n g a c t i v i t y w i t h increas ing precis ion. 
Kenya , for example , has i n the deve l opment p l a n (1973-78) w h i c h has j u s t 
been completed d e t a i l e d spec i f i cat ion of personnel r equ i rements on the 
basis of deve lopment targets to be achieved a n d a clear d i f f e r e n t i a t i o n is 
made between the ex is t ing personnel , the r e q u i r e d personnel , the a c t u a l 
number of persons to be t r a i n e d a n d a n i n d i c a t i o n of sectors w i t h a l i k e l y 
surplus and those w i t h a d e f i c i t A c t u a l i m p l e m e n t a t i o n of these 
specifications, however, has been h a m p e r e d by the fac t t h a t i m 
p l e m e n t a t i o n of the m a n p o w e r targets , was never made the r e spons ib i l i t y 
of any one specific agency. A s a consequence, there were m a n y u n -
cord inated efforts r e s u l t i n g i n the d ispersal of energies and wastage of 
resources. T h e U n i t e d R e p u b l i c of T a n z a n i a has approached the m a n 
power p l a n n i n g f u n c t i o n w i t h e q u a l i f not greater seriousness. S t a r t i n g 
r o m a poor m a n p o w e r supp ly base, i t decided to take a p r a g m a t i c a n d 

u t i l i t a r i a n a p p r o a c h to e d u c a t i o n a l a n d h u m a n resource p l a n n i n g . T h e 
" l a j o r objective of T a n z a n i a ' s a p p r o a c h was t o sat is fy the economy's 

emand for h igh - l eve l h u m a n resources by 1980s, w h i l e i n the m e a n t i m e 
g u a r d i n g aga inst excess supp ly , w h i c h is soc ia l l y undes i rab le b o t h i n 
respect to e m p l o y m e n t considerat ions and the o p p o r t u n i t y cost of the 
scarce resources a v a i l a b l e to satisfy the m a n y other u r g e n t demands . 

T o make the m a n p o w e r p l a n n i n g f u n c t i o n ef fect ively , therefore , a 
number of measures ought to be t a k e n by the respective governments , i n 

k i n g the f o l l o w i n g : the need to in tegrate m a n p o w e r p l a n n i n g i n t o the 
*^veral n a t i o n a l socio-economic p l a n n i n g , i n v o l v i n g as we said, i n the case 
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of K e n y a , d e t a i l e d spec i f i cat ion of personne l r e q u i r e m e n t s on the basis of 
deve lopment targets t o be achieved ; a clear d i f f e r e n t i a t i o n of the ex i s t ing 
personnel the r e q u i r e d personnel and the a c t u a l n u m b e r of persons to be 
t r a i n e d . T h e des ignat i on o f a competent and a u t h o r i t a t i v e agency to be 
responsible for the i n t e g r a t i o n a n d c o o r d i n a t i o n of the ef forts of the 
var i ous u n i t s invo lved i n d a t a co l l ec t i on and i m p l e m e n t a t i o n . T h i s m i g h t , 
i n m a n y countr ies , invo lve m o v i n g the m a n p o w e r p l a n n i n g funct ions f r o m 
the M i n i s t r y of Economic P l a n n i n g t o the C e n t r a l Personnel Agency; 
s t rengthen ing the m a n p o w e r c a p a b i l i t y i n the respective l ine agen
c ies 'min is tr ies by a p p o i n t i n g officers whose j ob w i l l be t o c o n t i n u a l l y 
rev iew o r g a n i z a t i o n a l m a n p o w e r needs; i n s t i t u t i n g m a c h i n e r y for 
f a c i l i t a t i n g d ia logue be tween a l l the agencies i n v o l v e d , especial ly between 
the users and the suppl iers . 

P o l i c y o n R e c r u i t m e n t 

M a n y of the A f r i c a n countr ies have no e x p l i c i t p o l i c y on r e c r u i t m e n t , 
b u t , b y and large , the u n s t a t e d pol ic ies are in f luenced by the extent of 
c o m m i t m e n t b y the government to the t w i n p r i n c i p l e s d m e r i t and a 
closed career service. These i n t u r n , are d i v i d e d i n t o a n u m b e r of h o r i z o n 
t a l a n d o f ten f j -agmented 'services.' T h e services i n v a r i a b l y inc lude 
general a d m i n i s t r a t i o n , j u d i c i a l a d m i n i s t r a t i o n , a n d the foreign service. 
Those services are i n t u r n d i v i d e d v e r t i c a l l y i n t o classes of employees, 
sometimes pn t w o or three levels. 

U n d e r the a r rangements of the closed career service, a c i v i l s e rvant 
tends to be r e c r u i t e d a t a n ear ly age i n t o the service w i t h a n i m p l i e d 
promise o f a l i fe career d u r i n g w h i c h he w o r k s his w a y u p the h i e r a r c h y of 
the service. T h i s p romise o f career means t h a t , unless the cand ida te is n o t 
c on f i rmed , he is assured of a l i f e l ong e m p l o y m e n t w h i c h can be t e r 
m i n a t e d on ly by m e n t a l or phys ica l i n c a p a c i t y or the c o m m i t t i n g of a 
c r i m i n a l offence. T h e s t r u c t u r e is closed because i t has no adequate 
p r o v i s i o n for the a d m i s s i o n of outs iders ( w h o m i g h t be w e l l q u a l i f i e d and 
experienced) i n t o the h igher grades of the h i e rarchy . S u c h a career a n d 
closed system does n o t prov ide enough incent ives for change, moder 
n i z a t i o n or the ach ievement of excellence and can lead to a type of i n 
b r e e d i n g a n d obsolescence, w h i c h affects n o t s i m p l y s t ruc ture , b u t 
o r g a n i z a t i o n a n d m a n a g e m e n t T h i s s i t u a t i o n is h a r d l y sat is factory a n d 
such a service can no t reac t speedi ly to the t u r b u l e n t demands w h i c h are 
b o u n d to be p laced on i t i n the 1980s. T h e p u b l i c service s t r u c t u r e must , 
therefore , be change-or iented. 

A n u m b e r of countr ies w i t h such closed career systems have made 
a d a p t a t i o n s w i t h a v i ew to a c h i e v i n g a c e r t a i n a m o u n t of f l e x i b i l i t y i n the 
use of the scarce personnel a v a i l a b l e to the n a t i o n . T h e a d o p t i o n of a 
c o m m o n g r a d i n g s t r u c t u r e has been done i n some countr ies , so as to 
f a c i l i t a t e l a t e r a l m o v e m e n t between service a n d cadres. T h i s f a l l s s h o r t of 
a d o p t i n g on open career system, b u t i t a t a least places a l l jobs of sub-
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t i a l l y e q u a l d i f f i c u l t y a n d c o m p l e x i t y i n the same grade a n d therefore 

^^^'the same scale, thus o f fer ing o p p o r t u n i t i e s for easier v e r t i c a l a n d 
Tateral m o b i l i t y w i t h i n the service. 

I t m a y be possible t o go a stage f u r t h e r by r e p l a c i n g the closed career 
terns w i t h open systems w i t h l a t e r a l e n t r y poss ib i l i t i es at a l l levels. 

A l t h o u g h no c o u n t r y ( a m o n g those s tud ied ) has a d o p t e d the system, m a n y 
of them have filled posts a t v a r i o u s levels o f the service, i n c l u d i n g the post 
of p e r m a n e n t secretary, w i t h people f r o m the p r i v a t e sector, or the u n i v e r 
sities, a n d the pract i ce is becoming acceptable. T h e m a j o r c o n s t r a i n t i n 
r e g u l a r i z i n g the prac t i ce is the d i s p a r i t y i n t e rms a n d cond i t i ons of service 
between, especial ly business organizat ions on the one hand , and govern
m e n t on the other, w h i c h makes i t d i f f i c u l t f or government t o a t t r a c t w e l l -
q u a l i f i e d and experienced personnel f r o m the business w o r l d . I t m a y , 
however, be possible t o t h i n k of ways a n d means of reso lv ing the p r o b l e m , 
i n c l u d i n g the devot ion of a special f u n d for t opp ing up the salaries of 
people recru i ted a l o n g these l ines , where i t is t h o u g h t t o be necessary. T h e 
price m i g h t be w o r t h i t i f i t leads to the in fus i on of v a l u a b l e new b lood 
i n t o the services. 

T h e extent of c o m m i t m e n t by government to the p r i n c i p l e of m e r i t 
has tended to affect r e c r u i t m e n t p o l i c y i n the f o l l o w i n g manner . P u b l i c l y , 
a l l A f r i c a n governments s u p p o r t the need to adhere to m e r i t i n r e c r u i t 
m e n t for the p u b l i c service. B u t m u c h as they m a y s u p p o r t the m e r i t p r i n 
c iple , government o f ten f i n d t h a t they have o t h e r i m p o r t a n t goals to 
achieve w h i c h m a y be h i n d e r e d by too m u c h adherence t o m e r i t T h u s , in 
the ear ly years of independence i n A f r i c a , over-adherence to m e r i t w o u l d 
have e n t a i l e d the r e t e n t i o n o f the c o l o n i a l c i v i l servants and thus t h 
w a r t e d the ftilfilment of the A f r i c a n i z a t i o n object ive. I n e t h n i c a l l y 
heterogeneous countr ies f o r example , i t m a y be necessary to a d o p t a 
po l i cy m r e c r u i t m e n t w h i c h is e i ther i n t e n d e d to correc t ear l i e r i m 
balances i n government e m p l o y m e n t o p p o r t u n i t i e s or t o achieve the 
hegemony of a p a r t i c u l a r t r i b e . I n one p a r t y States, persons are not con
sidered q u a l i f i e d for government service i f they do n o t adhere to the 
Ideology of the r u l i n g p a r t y . M a n y a t i m e these cons iderat ions are v a l i d 
a n d we do no t suggest t h a t A f r i c a n governments s h o u l d d i sregard t h e m . 

^""" ' " '^s ion. however, is t h a t w h i l s t cognizant of these constra ints to 
e ir f u l l adherence t o the m e r i t p r i n c i p l e i n r e c r u i t m e n t , ef forts shou ld be 

made to o b t a i n the best people w i t h i n the n a r r o w l i m i t s a v a i l a b l e . 

S e l e c t i o n 

a t t e ^ " ^ a c t i v i t y o f the s ta f f ing f u n c t i o n w h i c h has n o t received due 
sele^ti ° " q u a l i t y of the pub l i c sendee is the 
f o l ^ • C o n c e r n i n g t h i s aspect, the Udoji report had the 

l o w i n g to say a b o u t the p o s i t i o n i n N i g e r i a . 

ent method of recruitment reveals that i t is perfunctory. Vacancies 
normally not advertised and the ommission rehes on unsolicited 
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applications. The Commission puts out advertisements only when i t is 
requested to do so by ministries. The advertisements are d u l l and are 
not capable of attracting the most promising men and women to apply. 
They do not contain enough information about career prospects. On the 
basis of unsolicited applications and occasional advertisements, the 
Commission invites candidates for interview, 12 at a time, and spends 
between 15 and 30 minutes w i t h each candidate. The interview consists 
of questions on the candidate's record of educational qualifications and 
work experience. These are interspersed w i t h a few questions on 
(Tirrent and international affairs. There is no determined attempt at 
discovering traits, interests and abilities..."* 
T h e aforegoing desc r ip t i on o f the r e c r u i t m e n t process i n N i g e r i a 

eas i ly f i t s the s i t u a t i o n o b t a i n i n g i n any of the countr ies be ing reviewed. 
A s a consequence, the se lect ion process, never r e a l l y helps t o get the best 
a v a i l a b l e for the o r g a n i z a t i o n . 

I n m a n y countr ies , the r a t i o n a l i t y o f the select ion process is, however, 
h a m p e r e d by other n o n - l o g i s t i c a l factors , some of w h i c h we m e n t i o n e d 
e a r l i e r i n our discussion o n r e c r u i t m e n t po l i cy . A r e c u r r i n g factor is the 
inter ference a n d i n t e r v e n t i o n s by p o l i t i c a l a u t h o r i t i e s a n d p o l i t i c i a n s w i t h 
the w o r k of the select ion agencies, w h e t h e r these be the commissions or 
the l i n e a u t h o r i t i e s . I t is n o t u n u s u a l for a m i n i s t e r to d i r e c t t h a t a p a r 
t i c u l a r c a n d i d a t e f i l l a p a r t i c u l a r post, insp i te of the f a c t t h a t the selec
t i n g a u t h o r i t i e s w o u l d have chosen some o ther person, based on the 
r a t i o n a l establ ished process, l i m i t e d t h o u g h i t m a y be. T h e consequences 
of such i n t e r v e n t i o n is to m a k e a s i t u a t i o n w h i c h is a l ready bad m u • 
worse. 

T h e r a t i o n a l i t y of the se lect ion process m a y be i m p r o v e d by m a k i n g 
the logist ics o f the se lect ion process t o be m o r e m e t h o d i c a l t h a n is c u r r e n 
t l y the case. I t m a y invo lve the a d o p t i o n of the selection methods be ing 
used by p r i v a t e business. These methods i n c l u d e : occasional s a m p l i n g of 
the l a b o u r m a r k e t ; keep ing rosters of p o t e n t i a l candidates ; c a r r y i n g ou t 
p r e l i m i n a r y i n t e r v i e w s ; a n d , the use o f tests t o s u p p l e m e n t in te rv i ews a n d 
the use o f specialists (such as physchologists) as advisers i n the selection 
process. T h i s m i g h t e longate the select ion process, a n d m i g h t invo lve i n 
creased expense, b u t the a d d i t i o n a l expense m a y i n the l ong r u n become 
offset b y the i m p r o v e m e n t o f personne l q u a l i t y . 

R e c t i f i c a t i o n o f the p r o b l e m s a r i s i n g o u t o f u n p r o g r a m m e d i 
t e rvent i ons b y p o l i t i c i a n s m a y i n c l u d e : the s t rengthen ing of the powers 
a n d a u t h o r i t y of se lect ion agencies t h r o u g h the a p p o i n t m e n t of respected 
a n d a u t h o r i t a t i v e i n d i v i d u a l s t o such I^odies; the p r o t e c t i o n of such agen
cies by i m p o r t a n t power centres i n t h e c o u n t r y s u c h as Off ice o f Pres ident ; 
b u t m a i n l y , b y impress ing u p o n the p e r p e t r a t o r s of the i n t e r v e n t i o n , the 
i r r e g u l a r i t y a n d consequences of t h e i r act ions on the overa l per formance 
o f t h e services. 

Educfttion and training 

A n i m p o r t a n t m e t h o d o f enhanc ing the c a p a b i l i t y of p u b l i c a d -
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,p-_ t i o n is t o increase the a v a i l a b i l i t y of q u a l i f i e d persons, i n order 
""^"'^ r u i t m e n t m a y benef i t , a n d i m p r o v i n g the c a p a b i l i t i e s of c i v i l ser-
, f jecruitmeuL may — — - i - o — — r 

w h o are a l r e a d y i n p o s t T h e a v a i l a b i l i t y of q u a l i f i e d personnel for 
^*"**m^st p a r t depends on educat i on . T h e q u a n t i t y a n d q u a l i t y of 

a t i o n , w o u l d , i n mos t cases, l a r g e l y de te rmine the k i n d of persons 
^ aUable for r e c r u i t m e n t i n t o t h e p u b l i c service. A s we have i n d i c a t e d 
T^ler the n u m b e r of educated persons (especial ly college graduates) i n 
A f r i c a is s m a l l , a n d q u a l i f i e d people i n the t e chn i ca l a n d sc ient i f ic areas 

even more scarce. A m a j o r reason for t h i s is the p a u c i t y of f a c i l i t i e s 
" n d of course, resources. A l o n g - t e r m a p p r o a c h to the issue is t h r o u g h the 
hnprovement i n the e d u c a t i o n a l system a n d expans ion of a p p r o p r i a t e 
fac i l i t ies . 

T h e past decade has seen A f r i c a make great s tr ides i n t h i s area. 
A l t h o u g h the results have n o t been able to satisfy the great d e m a n d for 
q u a l i f i e d personnel , w h i c h is over -growing , the efforts are l audab le . I n 
1961, for example , E n g l i s h - s p e a k i n g A f r i c a h a d less t h a n 6 un ivers i t i e s 
and m a n y of t h e m were c oncent ra t ing on the l i b e r a l ar ts , l a w and the 
social science. T o d a y , countr ies such as N i g e r i a , have m o r e t h a n s u 
univers i t ies a n d a who le range of d isc ip l ines f r o m computer science to 
hydro logy are be ing offered. I n 1961, o n l y one of the countr ies h a d a n a d 
m i n i s t r a t i v e s ta f f college, t oday a l l o f t h e m e i ther have a t least one or are 
i n the process of se t t ing one up . T h i s is no mean achievement given the 
pauc i ty of resources w h i c h we have been n o t i n g a l l a long . 

T h e quest ion to ask, however, is w h e t h e r t h i s emphasis on the ex
pansion of e d u c a t i o n a l f a c i l i t i e s a n d , consequently , on increased 
e n r o l m e n t was i n t e n d e d to meet the r e a l m a n p o w e r needs of these c oun 
tries? T h e rep ly is t h a t o f ten i t has n o t since i t was never q u i t e r e l a t e d to 
the manpower p l a n n i n g a c t i v i t y w h i c h we discussed ear l i e r , m a i n l y 
because m a n y countr ies d i d n o t have mar jpower p lans anyway . Because of 
th i s dis jointedness i n needs a n d fac i l i t i e s , therefore , i n m a n y countr ies for 
example , there is a n over supp ly of ar ts a n d l a w graduates ( G h a n a and 

enya) w h i l s t i n the same countr ies there are c r i t i c a l shortages i n the 
technical and sc ienti f ic fields. I n T a n z a n i a , the c o u n t r y has been d o i n g 
very w e l l w i t h regard to sat i s fy ing the pro fess ional a n d m a n a g e m e n t 
( t h * t u recent ly been real ized , the first l ine supervisor level 
i m e technic ians) i n factor ies a n d indus t r i e s has been b a d l y neg le c ted . " 
the '^-^ to a p p r o a c h the ques t i on o f educat i on f r o m 
fac i iv '^ '^* '^* '^* °^ ' e d u c a t i o n for w h a t ? ' G i v e n the pauc i ty of resources, 
s o c i e t e f m u s h r o o m w i t h o u t be ing re la ted t o the achievement of 
even • ^^^"^^^ ^ i m p o r t a n t t h a t the prov i s i on o f a d d i t i o n a l a n d 
p l a n * T * > ? ^ e d u c a t i o n a l f a c i l i t i e s is r e l a t e d to the country 's m a n p o w e r 
P r i o r i r ^^"^'^ torn be premised on the country ' s deve lopment 
Par t f^th r equ i re a c e r ta in degree of h igh-handedness on the 
temnte government u n i t responsible for m a n p o w e r p l a n n i n g as i t a t -
keen ^ / " ^ u e n c e unhrersit ies , p r i v a t e organisat ions , a n d m i n i s t r i e s t o 

m l ine . T h e f r u s t r a t i o n s o n the p a r t of the agencies be ing co-
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o r d i n a t e d m i g h t be eased b y the e s tab l i shment of a consul tat ive 
m a c h i n e r y , t h r o u g h w h i c h the views of the par t i es concerned m i g h t be 
a i r e d . A n example o f such a b o d y is the N a t i o n a l M a n p o w e r B o a r d , w h i c h 
the Udoji Commission r e commended t o have establ i shed i n N i g e r i a . ' ^ 

W h a t e v e r the q u a l i t y o f employees r e c r u i t e d happens to be, there is a 
need to i m p r o v e the c a p a b i l i t y of p u b l i c servants t h r o u g h t r a i n i n g once 
they are i n p o s t T h i s need is especial ly i m p o r t a n t i n A f r i c a n countr ies 
where the e d u c a t i o n a l f a c i l i t i e s a v a i l a b l e are l i m i t e d a n d often do not 
produce the porsons needed by the g o v e r n m e n t T h i s is especial ly t rue , as 
we have noted , of c e r t a i n basic s k i l l s a n d special ized f ie lds , such as p u b l i c 
h e a l t h , t a x co l lec t ion , a n d the p o s t a l service. E v e n i n the f ields i n w h i c h 
the e d u c a t i o n a l system provides enough persons, i t m a y be necessary to 
s u p p l e m e n t the e d u c a t i o n o f the new r e c r u i t s by a c e r t a i n a m o u n t of 
t r a i n i n g . 

C u r r e n t p o s i t i o n o n t r a i n i n g i n A f r i c a is unsat i s fac tory , and a l o t w i l l 
have to be done before i t can have a posit ive i m p a c t on per formance . T h e 
a m o u n t of t r a i n i n g be ing conducted a n d therefore the n u m b e r of p u b l i c 
servants going t h r o u g h t r a i n i n g progranmies is so scanty; i t is o ften u n 
systematic ; the l i t t l e t r a i n i n g be ing c a r r i e d o u t is o f ten n o t d i rec ted 
t o w a r d s the ach ievement o f special objectives; a n d , the t r a i n i n g ef forts are 
u n c o o r d i n a t e d . T h u s , i n N i g e r i a , the Udoji Commission notes t h a t i n spi 
te o f a s trong awareness b y the N i g e r i a n G o v e r n m e n t of the need for i n 
creased efforts i n t r a i n i n g re f lec ted i n the d o u b l i n g of f a c i l i t i e s w i t h con
sequent ia l d o u b l i n g e n r o l m e n t a t v a r i o u s t r a i n i n g i n s t i t u t i o n , on ly one i n 
20 s ta f f members i n the a d m i n i s t r a t i v e categories were rece iv ing any k i n d 
o f t r a i n i n g . T h i s r a t i o f e l l t o on ly one i n 50 i n the i n t e r m e d i a t e a d 
m i n i s t r a t i v e a n d j u n i o r s ta f f members . '^ I n S w a z i l a n d , the need to i m 
prove t r a i n i n g as a t o o l i n p u b l i c service per f o rmance i m p r o v e m e n t has 
been a subject o f over three reports , the l a t e s t be ing the W a m a l w a R e p o r t 
I n a l m o s t a l l cases, the report ' s r e commendat i ons have for one reason or 
the o ther n o t been i m p l e m e n t e d , i n spite of the f a c t t h a t C a b i n e t took the 
necessary a c t i o n a t i t s leve l a f ter m o s t of these reports were s u b m i t t e d . 
L i t t l e pos i t ive a c t i o n seems to have resul ted . T h u s i n the f i r s t f ive years of 
independence, on ly a t o t a l of 556 persons a t t e n d e d refresher or i n d u c t i o n 
courses i n the en t i r e p u b l i c service.'"* Fac tors account ing for t h i s state of 
a f fa i r s in S w a z i l a n d i n c l u d e d , t h e l a c k of c o m m i t m e n t to t r a i n i n g by 
senior echelons of the service, inadequacy of t r a i n i n g fac i l i t i es , a n d the 
poor q u a l i t y of new f a c i l i t i e s a v a i l a b l e . 

Perhaps, K e n y a is the c o u n t r y w h i c h since the recent r e o r g a n i z a t i o n 
of the D i r e c t o r a t e of Personnel M a n a g e m e n t i n 1978 is a p p r o a c h i n g 
t r a i n i n g sys temat i ca l l y a n d w i t h v i g o u r W h e n we were a t the D i r e c t o r a t e 
of Personnel M a n a g e m e n t a n d the K e n y a I n s t i t u t e o f A d m i n i s t r a t i o n 
d u r i n g our field miss ion , we were t o l d of p lans for expans ion of t r a i n i n g 
fac i l i t i e s , i n c l u d i n g the five year p l a n on per formance i m p r o v e m e n t 
t r a i n i n g a n d the i m p o s i t i o n of a t r a i n i n g levy, a l l i n tended to boost the 
s tatus o f t r a i n i n g i n the country . B u t even there , the road is s t i l l l ong . 
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I Af an countr ies w i l l have to take a n u m b e r of measures to make 

1 • i n effective t oo l in p u b l i c service per formance . T h e m a j o r ones 
the f o l l o w i n g : 
K St they w i l l have to emphasize to l ine managers t h a t , respon-

for the deve lopment of t h e i r s ta f f lies w i t h t h e m and no t e i ther 
" l the t r a i n i n g i n s t i t u t i o n s , n o r the agency c o - o r d i n a t i n g t r a i n i n g ac-

A d e m a r c a t i o n of responsib i l i t ies between the m i n i s t r i e s a n d 
"^ '• ' s tata ls ; and the t r a i n i n g i n s t i t u t i o n s and the D i r e c t o r a t e s of Per-
' ' ^ ' ^ ' i t l w i l l have to be w o r k e d o u t W h a t e v e r arrangements are w o r k e d 
' ' u t the pos i t i on of the D i r e c t o r a t e of Personnel as the c o o r d i n a t o r of the 
n a t i o n a l t r a i n i n g e f f o r t ought to be emphasized i f the m u s h r o o m i n g of u n 
coordinated t r a i n i n g f a c i l i t i e s a n d p r o g r a m m e s and , therefore, the 
d iss ipat ion of scarce resources are to be avoided. 

.Secondly, they w i l l have to a p p r o a c h s ta f f t r a i n i n g s y s t e m a t i c a l l y a n d 
relate i t to o r g a n i z a t i o n a l a n d sta f f per formance . T h i s has a double edge. 
O n the one hand , the t r a i n i n g i n s t i t u t i o n s m u s t be clear a b o u t the ob
jectives of the courses i n t e n d e d to be m o u n t e d . T h i s is also the on ly w a y to 
sub.sequently gauge results . O n the other h a n d , the l ine agencies (depar t 
ments) m u s t be c lear as to the benef i ts w h i c h they expect officers to der ive 
f r o m a t t e n d i n g cer ta in t r a i n i n g programmes . Per f o rmance e v a l u a t i o n of 
staf f w i l l have to be i n t r o d u c e d i n order t h a t per formance gaps m a y be 
ident i f i ed . I t is these per formance gaps w h i c h t r a i n i n g w i l l have to 
correct 

T h i r d l y , t r a i n i n g f a c i l i t i e s w h i c h are w e l l staf fed w i l l have t o be 
made ava i lab le . H e r e pauc i ty of resources w i l l a c t as a c o n s t r a i n t One 
way of s u r m o u n t i n g this p r o b l e m is to have several countr ies poo l resour
ces for purposes of deve lop ing j o i n t t r a i n i n g i n s t i t u t i o n s . A n u m b e r of ef
forts i n this d i r e c t i o n are a l r e a d y u n d e r way - i n m a n a g e m e n t develop
ment for example , there are i n s t i t u t i o n s such as C A F R A D , a n d the 
proposed sub-reg ional g raduate schools. S u c h efforts w i l l have to be i n 
tensif ied i n the f u h i r e . 

M o t i v a t i o n 

W h i l e educat ion a n d t r a i n i n g , together w i t h in te l l i gence and i n b o r n 
capacity, inf luence the a b i l i t y of i n d i v i d u a l s to p e r f o r m , a n i n d i v i d u a l 
publ ic employee w i l l be able to c o n t r i b u t e his very best on ly i f he is h i g h l y 
mot ivated . I n the survey of the state of the p u b l i c services i n A f r i c a , we 
uoted t h a t pub l i c employees were c u r r e n t l y d e m o t i v a t e d a n d t h a t m o r a l e 
was general ly low. A n u m b e r o f factors in f luence the level of m o r a l e and 
m o t i v a t i o n in any o r g a n i z a t i o n , i n c l u d i n g the state of v e r t i c a l and 

o r i z o n t a l c o m m u n i c a t i o n s ; a n d leadership pa t t e rns , b u t the m o s t c r i t i c a l 
is the system of m a t e r i a l incent ive w h i c h is i n force. O u r discussions 

this subject, therefore , w i l l focus on how the systems of m a t e r i a l i n 
centives may be m a d e to f a c i l i t a t e i m p r o v e d per formance of the service. 

A m o n g the v a r i a b l e s w h i c h af fect per formance of the p u b l i c per-
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sonnel systems i n A f r i c a , the ques t i on of m a t e r i a l incent ives has been sub
jected t o the m o s t f r e q u e n t e x a m i n a t i o n . T h e r e is no c ountry , for example , 
w h i c h has no t h a d a sa lary rev i ew commiss ion since a l l the A f r i c a n coun
tr ies a t t a i n e d independence. I n d e e d some, l i k e S w a z i l a n d , Z a m b i a , 
K e n y a , have h a d m o r e t h a n one. E v e n w h e n commiss ions are a p p o i n t e d to 
review the e n t i r e operat ions o f government m a c h i n e r y , one aspect w h i c h 
receives greatest a t t e n t i o n is the issue of compensat ion . I n spite of t h i s 
concern a n d devo t i on of e f f o r t t o the p r o b l e m , i t r e m a i n s the most i n 
t r a c t a b l e a n d i n our f i e l d in te rv i ews emerged as the issue w h i c h generated 
the highest emotions . 

Discussions concerning i m p r o v e m e n t s i n systems of compensat ion i n 
A f r i c a n publ i c services have revo lved a r o u n d the f o l l o w i n g aspects. F i r s t , 
is the quest ion of the f o r m w h i c h compensat ion s h o u l d take i n government 
service. W h a t is the des i rab le ba lance between the use of pay (salar ies or 
wages); f r inge benef its ; o ther cond i t i ons o f service - such as hours or w o r k 
etc.; secur i ty a n d tenure const i tuents of the compensat ion package? O n 
w h a t e l ement s h o u l d p u b l i c services place emphasis i n order to a t t r a c t 
a n d r e t a i n personnel and to have m a x i m u m per formance by employees? 
T h e second aspect concerns pay or s a l a r y po l i cy . I n a way, this w o u l d i n 
volve a rediscussion of the first aspect, b u t i t does involve o ther issues 
also. P u t i n the f o r m o f a quest ion , discussions on t h i s issue revolve 
a r o u n d the quest ion of ' w h a t factors o u g h t t o be t a k e n i n t o account w h e n 
dec id ing on the p u b l i c service wage /sa lary structure?" 

F o r m s o f c o m p e n s a t i o n i n A f r i c a n p u b l i c s e r v i c e s 

I n the i n d u s t r i a l i z e d c a p i t a H s t w o r l d compensat ion packages b o t h i n 
p r i v a t e a n d publ i c service a re o f ten composed of the f o l l o w i n g e lements : 
sa lar ies or wages; d i r e c t supp lements to r e g u l a r pay ; p r o g r a m m e s t h a t 
p rov ide assistance to employees i n m e e t i n g d a y t o day e m p l o y m e n t 
prob lems ; a n d progranmies designed to prov ide secur i ty or p ro te c t i on 
aga ins t m a j o r hazards , i n c l u d i n g u n e m p l o y m e n t , i l l h e a l t h a n d dependent 
o l d age.'^ 

A f r i c a n pub l i c services compensat ion systems i n c l u d e a l m o s t a l l these 
elements, a l t h o u g h there is a preponderance i n f a v o u r of sa lar ies a n d 
wages a n d the p r o g r a m m e s designed to prov ide secur i ty or pro tec t i on 
aga inst m a j o r hazards . T h e tenor of discussions, however , does not so 
m u c h revolve a r o u n d the ques t i on of the r e l a t i v e p r o m i n e n c e of the 
e lements i n the compensat i on package. R a t h e r i t tends to concern the 
re la t ive inadequacy o f the e n t i r e compensat ion package f r o m the p o i n t of 
v i ew of being able to a t t r a c t a n d r e t a i n q u a l i f i e d personnel . Since these 
t w o issues are to be t r e a t e d u n d e r o ther subject headings la ter i n the 
study, we have Htt le reason to discuss the m a t t e r f u r t h e r a t th i s p o i n t 
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E v o l u t i o n o f p o l i c y o n c o m p e n s a t i o n : i m p o r t a n t c o n s i d e r a t i o n s 

Governments , l i k e a l l employers , s h o u l d n o t a p p r o a c h decisions on 
ompensat ion po l i cy h a p h a z a r d l y i f they are serious a b o u t the i m -

vement of per formance o f the service. T h e y need to take i n t o account 
cer ta in factors, f or t h e m to take decisions w i t h a v iew to f a c i l i t a t i n g the 
emergence of c e r t a i n a t t r i b u t e s i n the service. A n d as they are do ing so, 
they are constra ined by a n u m b e r of factors w h i c h make t h e m unab le to 
take cer ta in courses of a c t i o n . 

I d e a l l y , p u b l i c personnel c ompensat i on pol ic ies ought to be d i rec ted 
a t a t t a i n i n g a n u m b e r of objectives. T h e f i r s t category of objectives re lates 
to the need to ensure t h a t compensat ion p a i d to government employees 
represents a f a i r r e w a r d for the services they render to the n a t i o n . T h i s 
w o u l d require compensat ion packages i n the p u b l i c service to be r e l a t i v e l y 
cdmparable to compensat ion packages i n non -pub l i c service e m p l o y m e n t 
T h e second category of objectives refers to the need to re la te com
pensat ion pol i cy to e m p l o y m e n t m a r k e t forces. T h i s means t h a t i n those 
countries, where there is a n abundance of l a b o u r a t the lower level of 
sk i l l s , the m a r k e t pr i ce of l a b o u r a t these levels is l i k e l y to be low, a n d 
m i g h t even be lower t h a n w h a t is considered to be a decent wage for sup
p o r t i n g a desirable s t a n d a r d of l i v i n g . T h e same forces w o u l d tend to p u s h 
up the compensat ion packages for the scarce, q u a l i f i e d m a n p o w e r t o 
levels w h i c h m i g h t m a k e the gap between t h e i r compensat ion package 
and t h a t of the low grade w o r k e r s very large . 

C e r t a i n constra ints , however, m a k e the a d o p t i o n of these po l i cy d irec 
t ions d i f f i c u l t i f n o t imposs ib le - n o t on ly i n A f r i c a b u t the w o r l d over. 
T h e first c o n s t r a i n t w h i c h m i l i t a t e s a g a i n s t pegging pub l i c service com
pensat ion packages on o b t a i n i n g levels i n the pr ivate , sector is the t o t a l 
i n a b i l i t y by the pub l i c service to shoulder such a b u r d e n . Governments 
can do so only a t the expense of the v a r i o u s deve l opment objectives. T h e r e 
are j u s t no t enough f i n a n c i a l resources to meet the r e s u l t a n t increased 
cost Secondly, l e t t i n g m a r k e t forces d e t e r m i n e compensat ion packages 
m i g h t no t be soc ia l ly a n d p o l i t i c a l l y tenable , since this w o u l d t end to i n 
crease the gap between h i g h income earners a n d low income groups i n 
m a n y of the countr ies , o ther t h a n those w h e r e u n s k i l l e d and semi - sk i l l ed 
labour is i n s h o r t supply , w h i c h is n o t the case i n any of the A f r i c a n coun-
t r i ea A n y add i t i ons to the b l a t a n t gap in incomes e x i s t i n g i n a l l the coun
tries w o u l d j u s t u n l e a s h undes i rab le sqc i o -poht i ca l forces w h i c h w o u l d 
tend to destabi l ize even f u r t h e r , t h e a l ready fragile regimes. As a con
sequence, m a n y A f r i c a n governments have tended to a d o p t compensat ion 
policies w h i c h are very m u c h aga ins t m a r k e t forces a n d thus n o t able to 
^ r a c t and r e t a i n the best i n the service a n d those w h o are i n the service 

" a no t to give t h e i r best c o n t r i b u t i o n . T h i s s i t u a t i o n has i n t u r n 
egatively affected the eff iciency of the service. T h e p r o b l e m i n m a n y 

a n countries , there fore , is how to resolve th is d i l e m m a . 
* may , nonetheless, s t i l l be possible t o w o r k o u t a compensat ion 
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system a n d package w h i c h cou ld a t t r a c t a n d r e t a i n good cand idates f o r 
the pub l i c sewice a n d m o t i v a t e t h e m t o c o n t r i b u t e t h e i r best w i t h o u t 
h a v i n g e i ther to a b a n d o n other i m p o r t a n t d e v e l o p m e n t p r o g r a m m e s 
a n d / o r t o a b a n d o n i t s c o m m i t m e n t to equ i ty . I t w a s i n f a c t suggested t h a t 
i n some countr ies , t h e present compensat ion systems are a l r e a d y to some 
ex tent ca ter ing for this objective a n d cou ld w i t h m i n o r a d j u s t m e n t , 
adequate ly dea l w i t h the p r o b l e m . T h e present compensat i on packages i n 
m a n y of the countr ies , t h o u g h l ow ( for senior personnel ) i n respect to the 
e l e m e n t of s a l a r y , is qu i t e a t t r a c t i v e w h e n one takes i n t o account the 
f r inge benefits . I n m a n y countr ies , p u b l i c servants occupy subsidized 
hous ing a n d r e n t a l s i n no case exceed 15 per cent of a n employee's pay . 
Leave terms t e n d to be m o r e generous i n the p u b l i c Service t h a n i n the 
p r i v a t e sector. Moreover , the secur i ty p r o v i d e d by the p u b l i c service can 
n o t be c o m p a r e d t o the i n s t a b i l i t y of e m p l o y m e n t i n the p r i v a t e sector, 
w h i c h is ever dependent o n t h e c o n t i n u e d v i a b i l i t y o f the enterpr ise . I n the 
p u b l i c service, moreover, p r o v i s i o n for d e a l i n g w i t h u n c e r t a i n t i e s is m u c h 
m o r e r e g u l a r i z e d a n d adequate . T h e n o n - c o n t r i b u t o r y pension schemes, a 
feature i n a l l the countr ies s t u d i e d , does n o t have i ts c o m p a r i s o n i n the 
p r i v a t e sector. F i n a l l y , espec ia l ly for the v e r y senior personnel , is the 
e l e m e n t o f power, a u t h o r i t y a n d status . T h e ch ie f executive of N i g e r i a 
S h e l l , m a y get five t imes t h e s a l a r y earned by the P e r m a n e n t Secretary i n 
the T r e a s u r y b u t the l a t t e r has enormous power a n d s tatus - t h a t is n o t 
q u a n t i f i a b l e a n d is n o t t r a n s l a t a b l e i n t o m o n e t a r y terms, a n d m a n y 
p u b l i c servants w o u l d n o t a b a n d o n t h a t power for money. I t m a y w i t h 
m i n o r cost of l i v i n g a d d i t i o n s , there fore , be possible t o a t t r a c t a n d r e t a i n 
the good a n d b r i l l i a n t i n t o the service.*^ 

A n aspect o f personne l p o l i c y w h i c h has n o t received adequate a t 
t e n t i o n is g r a d i n g a n d s a l a r y s t ruc ture . T h e r e is, i n m a n y countries , no 
f o r m u l a e for e q u a t i n g pay levels i n the d i f f e r e n t services, the C i v i l Ser
vices, t h e univers i t ies , t h e J u d i c i a r y , the Pol ice Service, a n d the P u b l i c 
E n t e r p r i s e s E v e n w i t h i n the c i v i l services, t h e d i f f e r e n t i a l s i n pay 
a m o n g s t pos i t ions do n o t depend on a r a t i o n a l c r i t e r i a . 

I n T a n z a n i a , some ef forts have been p u t i n t o the s t a n d a r d i z a t i o n of 
p a y scales, between a n d a m o n g the v a r i o u s services T h e exercise, 
however, was n o t approached sys temat i ca l l y , a n d , as a consequence, f resh 
prob lems have ar isen , i n v o l v i n g c o m p l a i n t s t h a t the gradings are too r i g i d 
a n d tend to compare u n l i k e i n s t i t u t i o n s a n d u n l i k e j obs . " ' I n m a n y of the 
countr ies , the present system of g r a d i n g is based o n the t r a d i t i o n a l B r i t i s h 
C i v i l Service concept of classes, a d m i n i s t r a t i v e , pro fess ional , a n d c l e r i ca l 
i n w h i c h e v a l u a t i o n c r i t e r i a focus p r i m a r i l y u p o n the e d u c a t i o n a l a t 
t a i n m e n t of the i n d i v i d u a l r a t h e r t h a n on the specific w o r k content o f the 
p o s t W i t h i n the b r o a d classes, the s t r u c t u r e is c u t u p i n t o some h u n d r e d s 
of cadres w h i c h i n m a n y cases tend to be a r b i t r a r y i n r e l a t i o n s h i p . 
N i g e r i a , f o r example , h a d i n 1974, 600 cadres. ' " A s m a l l c o u n t r y , l i k e 
S w a ^ u a n d , h a d i n 1976, over 115 d i f f e r e n t cadres a n u pay scales."* 

T h e r a t i o n a l i z a t i o n a n d s i m p l i f i c a t i o n of pay a n d g r a d i n g s t ruc tures 
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ffht to be h i g h on the agenda o f the A f r i c a n p u b l i c service i f m a n y o f the 

f other proposals are to have the desired i m p a c t T o achieve th is , govern-
[<nients m a y have to u n d e r t a k e a n u m b e r of c o n c o m i t a n t ac t iv i t i es , i n -
f e lud ing es tab l i shment of b r o a d u n i f o r m i t y i n the g r a d i n g a n d pay of a l l 
bthe publ i c services, i n order to ensure t h a t every sector is able to r e c m i t 

i n d r e t a i n its f a i r share of scarce m a n p o w e r a n d to e l i m i n a t e inv id i ous 
comparisons between sectors; develop j ob descr ipt ions w h i c h are as close 

^ - t o being descr ipt ive of the w o r k assigned to the employee a n d the 
knowledge a n d sk i l l s r e q u i r e d to p e r f o r m the w o r k ; e s tab l i sh a system of 
g rad ing whereby groups of j obs are r a n k e d o n the basis of r e l a t i v e d i f 
ficulty a n d respons ib i l i t y o f the w o r k f r o m the s imples t to the mos t com
plex and responsible ; a n d , a t t a c h a s a l a r y range to each of the grade 
levels, f r o m the l owest to the h i g h e s t 

A n u m b e r of countr ies have a l r e a d y t a k e n steps t o es tab l i sh a u n i f i e d 
grad ing s t ruc ture a n d therefore u n i f i e d pay structures . N i g e r i a has done 
so for the ent i re p u b l i c service, i n c l u d i n g the p a r a s t a t a l s a n d the u n i v e r 
sities. Kenya , T a n z a n i a , S w a z i l a n d have done so w i t h respect to the C i v i l 
Services. B u t the approaches t o u n i f o r m g r a d i n g i n a l l the countr ies has 
been m a r k e d by the i r f a i l u r e to carry ou t the c o n c o m i t a n t a c t i v i t i e s I n 
many cases, the e x i s t i n g posts were s i m p l y s l o t t e d i n t o new a r b i t r a r l y pay 
scales w i t h o u t b o t h e r i n g to u n d e r t a k e a serious j o b d e s c r i p t i o n a c t i v i t y . 
Job c lass i f i cat ion has e i ther f o l l o w e d or has n o t been u n d e r t a k e n . I n 
other words they p u t the c a r t before the horse. 

P e r f o r m a n c e A p p r a i s a l 

A n o t h e r i m p o r t a n t personnel f u n c t i o n w h i c h has tended to receive 
inadequate a t t e n t i o n is rev iew o f the per f o rmance of the i n d i v i d u a l s ta f f 
members. O n l y u n t i l recent ly m a n y of the countr ies approached this ac
t i v i t y t h r o u g h the system ca l l ed the " A n n u a l C o n f i d e n t i a l R e p o r t " Essen
t i a l l y the c o n f i d e n t i a l r e p o r t i n g system i n v o l v e d a supervisor m a k i n g a n 
op in ionated j u d g e m e n t on the per formance of a s ta f f m e m b e r T h e em
ployee af fected w o u l d n o t even get the benef i t o f feedback as t o how he 
had been repor ted on. Consequent ly the r e p o r t i n g was i r r e l e v a n t t o the 
whole quest ion of i m p r o v i n g the per f o rmance o f the i n d i v i d u a l s t a f f 

A n u m b e r of countr ies have now a d o p t e d the open r e p o r t i n g system 
on employees N i g e r i a a d o p t e d i t as a r e s u l t of the i m p l e m e n t a t i o n of the 

aoyt Commission r e commendat i ons ; G h a n a j u s t before the Okoh Com
mission and T a n z a n i a a n d K e n y a h a v & a d o p t e d i t since 1975. However , 

e can no t say t h a t th i s a p p r a i s a l system has become i n s t i t u t i o n a l i z e d i n 
of the countr ies . A n u m b e r o f factors account f o r i t s n o n - . 

i n s t i t u t i o n a l i z a t i o n . ; 
be per formance a p p r a i s a l is a t e chn i ca l a c t i v i t y a n d requires t o 

^ m i n i s t e r e d b y persons w h o are t r a i n e d i n its techniques a n d 
^ ^n m a n y of the countr ies the a d o p t i o n of the scheme was n o t 

<*ded by requis i te t r a i n i n g f o r the a d m i n i s t r a t o r s o f the scheme - as a 
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consequence they u s u a l l y grope i n the d a r k . S f c o n d l y , th i s system o f s ta f f 
r e p o r t i n g requires t h a t the supervisor is honest a n d s t r a i g h t f o r w a r d and 
te l l s the s ta f f the t r u t h . M a n y supervisors f i n d i t d i f f i c u l t to be b l u n t a n d 
they do n o t w a n t to spo i l es tabl i shed r e l a t i o n s h i p s — they therefore t end 
to be h g h t h e a r t e d a n d m i d d l e of t h e r o a d w h e n they r e p o r t o n s t a f f 
F i n a l l y , the system requires a l o t o f t i m e to be devoted to the exercise, i n 
v o l v i n g j o i n t meet ings between the s ta f f a n d the supervisors . T h e m a j o r i t y 
of supervisois have f e l t t h a t they do n o t have the t i m e . I n order for per
f o rmance appra isa l to be effective a n d useful to s ta f f a n d o r g a n i z a t i o n a l 
d e v e l o p m e n t i t o u g h t to be approached sys temat i ca l l y , the supervisors 
a n d employees o u g h t t o be t r a i n e d i n i t s techniques; the o r g a n i z a t i o n a l 
c l i m a t e m u s t a l l o w for f r a n k exchanges. 

I n d u s t r i a l r e l a t i o n s 

I n any h u m a n o r g a n i z a t i o n i t is reasonable to assume t h a t conf l ic ts 
and f r i c t i o n w i l l ar ise f r o m t i m e to t i m e . I t is, therefore, w i t h th is 
r e a l i z a t i o n i n m i n d t h s t w o r k a b l e o rgan iza t i ons are designed w i t h i n b u i l t 
m a c h i n e r y for reso lv ing the prob lems a r i s i n g f r o m the i n t e r a c t i o n of 
people. A grievance is a n y t h i n g concerned w i t h pay, w o r k i n g c o n d i t i o n or 
persona l r e l a t i o n s h i p t h a t i r r i t a t e s a n employee or employees a n d causes 
h i m to be u n h a p p y and f r u s t r a t e d in his w o r k s i t u a t i o n . Some of these 
grievances come to the a t t e n t i o n of m a n a g e m e n t a n d , i f m a c h i n e r y exists, 
ef forts are made to resolve them. F o r a v a r i e t y of reasons, others never 
surface, they are suffered quiete ly b y employees . l t is th is category t h a t can 
af fect m o r a l e a n d p r o d u c t i v i t y of a n o r g a n i z a t i o n qu i t e bad ly . 

I n theory , there does ex is t m a c h i n e r y for reso lv ing grievances w i t h i n 
the p u b l i c services of m a n y o f the countr ies . I n N i g e r i a , for example , there 
is the W h i t l e y C o m m i s s i o n or the P u b l i c Service N e g o t i a t i n g C o u n c i l 
whose f u n c t i o n is to f a c i l i t a t e s ta f f c o n s u l t a t i o n a n d nego t ia t i on I n a l l 
the countries,- G e n e r a l Orders /Service R e g u l a t i o n prov ide for procedures 
to be f o l l o w e d by c i v i l servants i n seeking redress w h e n they have been 
aggrieved. I n T a n z a n i a , N i g e r i a , K e n y a and S w a z i l a n d to m e n t i o n j u s t a 
few, the law prov ides for the existence of t rade u n i o n s / s t a f f associations, 
w h i c h are to p ro te c t and enhance the r i g h t s of p u b l i c servants. A l l the 
countr ies , have w i t h i n the E s t a b l i s h m e n t Secre tar ia t s /D i rec to ra tes of Per
sonnel M a n a g e m e n t , u n i t s w h i c h dea l w i t h s ta f f a n d i n d u s t r i a l r e l a t i o n s 
matters . F r o m the a foregoing , therefore„.it looks as i f a l l the governments 
real ize the i m p o r t a n c e o f i n d u s t r i a l r e l a t i o n s i n p u b l i c personnel 
m a n a g e m e n t However , i m p l e m e n t a t i o n has been a l m o s t u n i v e r s a l l y 
inadequate . 

Severa l reasons account for t h i s inadequate deve l opment of i n -
d u s t i - a i r e la t i ons m a c h i n e r y a n d grievance h a n d l i n g procedures i n 
A f r i c a n P u b l i c Services. F i r s t w i t h r e g a r d t o the i n d u s t r i a l r e l a t i o n s 
m a c h i n e r y , b o t h the government a n d employees are t o b l a m e ; they have 
n o t been energetic a n d c o m m i t t e d enough. T h i s is p a r t l y e x p l a i n e d by the 
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shortage of personnel on e i ther the o f f i c i a l side or the staff , t r a i n e d or ex-

f perienced i n the p r i n c i p l e s a n d pract ices of organized employee 
I management r e la t i ons . I n N i g e r i a , for example , the s ta f f r e l a t i o n s sect ion 
I of the F e d e r a l M i n i s t r y of E s t a b l i s h m e n t i n 1974 compr ised o n l y f our 
I people headed by a P r i n c i p a l A s s i s t a n t Secretary.^" I n S w a z i l a n d , the u n i t 
i is staffed by t w o j u n i o r a d m i n i s t r a t i v e officers.^' E v e n K e n y a , w h i c h has 
^ j u s t reviewed the s t r u c t u r e a n d s ta f f ing of the en t i r e D i r e c t o r a t e of Per-

I sonnel M a n a g e m e n t , has o n l y t w o senior personnel officers d e a l i n g w i t h 
this aspect^^ S i m i l a r l y , w h e r e un ions a n d s ta f f associations are i n 
existence, the m a j o r i t y of the leadership of such o r g a n i z a t i o n t end to be 

l a m a t e u r s i n the areas o f i n d u s t r i a l r e la t i ons , a n d b a r g a i n i n g , a n e x a m p l e 
|of the p a u c i t y of t r a i n i n g f a c i l i t i e s a n d o p p o r t u n i t i e s . 

T h e goverrmients , however, have i n m a n y of the countr ies , been 
l u k e w a r m to the deve lopment of v i a b l e a n d energetic t rade u n i o n i s m . 
T h e y have tended t o r e g a r d the t r a d e u n i o n s as p o t e n t i a l threa t s to 
s t a b i l i t y . Where t rade unions have been a l l o w e d to ex ist a n d t h r i v e , t h e y 
have been b r o u g h t u n d e r the u m b r e l l a of the govern ing /par ty , as i n T a n 
zania or have been c i r cumscr ibed i n respect t o w h a t they can do or c a n n o t 
do so i n K e n y a . I f t rade u n i o n i s m i n general is seen to be a p o t e n t i a l 
t h r e a t to s t a b i l i t y , t h e n the w o u l d be considered t o be idea o f a t r a d e 
u n i o n for p u b l i c servants is shuddered a t , even m o r e of a t h r e a t to 
p o l i t i c a l stabil ity.^3 T r a d e u n i o n a n d s ta f f associations, therefore , have i n 
many of the countr ies r e m a i n e d very undeve loped or are toothless b u l l 
dogs. 

Where t rade u n i o n i s m for p u b l i c servants has been a l l o w e d to t h r i v e , 
such as i n N i g e r i a , the tendency has no t been the emergence of con
sol idated, s t rong unions , w h i c h can ef fect ively negot iate w i t h the govern
m e n t b u t a p r o l i f e r a t i o n of s ta f f associations a n d unions , d i v i d e d a l o n g 
cadre a n d class l ines . T h e resu l t , as the Udoji Commission noted , is t h a t 
no m a t t e r how w e l l educated a n d t r a i n e a the s ta f f r e la t i ons officers are , 
and no m a t t e r how w e l l i n t e n t i o n e d m a n a g e m e n t is, they cannot be sure 
who represents w h o m , a n d i n f a c t are often c o n f r o n t e d w i t h ser iously 
over lapping j u r i s d i c t i o n s and i n t e r u n i o n conf l i c t^* 

T h e quest ion of p a u c i t y of t r a i n e d personne l i n the i n d u s t r i a l 
re lat ions f i e ld can o n l y be solved by government i n t e r v e n t i o n . I t ought to 
promote t r a i n i n g i n the area , t h r o u g h the sponsor ing o f c a n d i d a t e s to take 
«>urses abroad , t h r o u g h subvent ions t o be g iven to un ivers i t i es a n d 
^ anagement i n s t i t u t e s f o r purposes of o rgan iz ing , s h o r t courses a n d 

inars. T h i s is a n area where i n t e r g o v e r n m e n t a l approaches m a y 
t^ecome necessary. 
sol H P '̂o'̂ '̂̂ m of government a t t i t u d e t o t r a d e u n i o n i s m can o n l y be 
is b ^ government itself . G o v e r n m e n t ought t o real ize t h a t p r e v e n t i o n 

etter t h a n cure. I t s h o u l d take i n i t i a t i v e s a n d p r o m o t e the emergence 
^ responsible t rade u n i o n i s m . A n d , i f i t is f e l t t h a t r e q u i r e m e n t s for 

m t a i n i n g n a t i o n a l u n i t y d i c t a t e a g a i n s t the emergence o f interest 
oup type of un ions , they s h o u l d b e g i n w i t h , a t least f a c i l i t a t e the 
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emergence of goverrmient . a f f i l i a t e d u n i o n s . 

T h e f r a g m e n t a t i o n p r o b l e m m a y be solved, as i t has been i n K e n y a , b 
t a k i n g a c t i o n l e a d i n g t o the f o r m a t i o n of a s ingle t rade u n i o n w h i c i , 
groups government w o r k e r s of a l l cadres a n d classes. B o t h the Secretary-
G e n e r a l of the K e n y a C i v i l Servants U n i o n as w e l l as the D i r e c t o r of Per
sonnel M a n a g e m e n t f e l t t h a t the a r r a n g e m e n t was a l r e a d y p r o v i n g v e i y 
bene f i c ia l to the i n d u s t r i a l n e g o t i a t i n g exercises since now a l l c i v i l ser
vants speak w i t h one voice. T h e on ly possible h i t c h u n d e r t h i s 
a r r a n g e m e n t are p r o b l e m s posed by the U n i o n m e m b e r s h i p of Sen ior C i v i l 
S e r v a n t (such as P e r m a n e n t Secretaries) , w h o are also expected to , m a n y 
t imes p l a y the ro le of the employer . I t m i g h t t e n d to cause ro le c o n f l i c t f( 
t h e m , b u t evidence gathered d u r i n g the f i e l d w o r k was t h a t i t has no t y t ; 
posed immense prob lems as yet. 

R e g a r d i n g the aspect of grievance h a n d l i n g procedure , the prob lems 
consists of n o t so m u c h the non-existence of such m a c h i n e r y , for i n m a n v 
countr ies , such m a c h i n e r y exists, b u t i n the re fusal by m a i n l y senior s t ; 
v a n t s to f i r s t pub l i c i ze the existence of such m a c h i n e r y t h r o u g h o u t t l 
p u b l i c service and to . a l l o w the m a c h i n e r y to w o r k . I n S w a z i l a n d , f> 
example , m i d d l e l eve l and j u n i o r servants c o m p l a i n e d t h a t the procedui 
w h i c h provides for the aggrieved p a r t y to appea l u l t i m a t e l y to the P r i n ; 
M i n i s t e r , gets f r u s t r a t e d by the re fusal of P e r m a n e n t Secretaries, to sub
m i t such appeals to t h a t level . W h e n t h i s is k n o w n to be pervasive, e m 
ployees a b a n d o n the m a c h i n e r y a n d j u s t 'suffer w i t h o u t bitterness. ' T o 
rect i fy the s i t u a t i o n i t m i g h t be necessary to first s i m p l i f y the procedures 
for h a n d l i n g employee grievances by d e c e n t r a l i s i n g the p o i n t of decis ion 
to as close to the w o r k place as possible, so t h a t subsequent levels are i n 
v o l v e d on ly i n appe late decisions. Secondly , such m a c h i n e r y a n d 
procedures o u g h t to be p u b l i c i s e d as w i d e l y as possible w i t h i n the service, 
even i f such p u b l i c i z a t i o n resu l ts i n i n v i t i n g grievances.^' 

C O N C L U S I O N S 

I n the aforegoing, we have s tated the a t t r i b u t e s w h i c h A f r i c a n p u b l i 
personnel systems w i l l have to develop t o meet the chal lenges of the 
1980s, rev iewed the ex tent t o w h i c h the i r present s tate can be sa id to a p 
p r o x i m a t e the desired pos i t i on , p o i n t i n g o u t the s h o r t f a l l s ; a n d f i n a l l y i n 
d i c a t e d the m a j o r changes or re forms w h i c h have t o be u n d e r t a k e n i 
m a k e t h e m deve l opment a n d crises m a n a g e m e n t or iented . 

R e g a r d i n g the a t t r i b u t e s of a dey.elopment o r i e n t e d p u b l i c service 
personnel system, we have emphasized the i m p o r t a n c e of a w e l l 
developed, w e l l staffed, flexible s t r u c t u r e a t the centre w h i c h has to be ar 
m e d w i t h a l o t of a u t h o r i t y , power a n d fac i l i t i e s . Since the m a j o r i t y of the 
countr i es are not blessed w i t h a s t r u c t u r e w i t h such attribut«s the task 
w i l l be to w o r k for i t s evo lv ing . W e have also emphasized t h a t a co r rec t 
a p p r o a c h to deve lopment o f such a i jersonnel system requires the e v o l v i n g 
a n d the i m p l e m e n t a t i o n of d y n a m i c personnel pol ic ies , cover ing such 
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areas as s ta f f ing , r e c r u i t m e n t , t r a i n i n g , e v a l u a t i o n of per formance , com-

ensation, m o t i v a t i o n a n d i n d u s t r i a l r e la t i ons . S ince the approaches of 
many A f r i c a n States to personnel pol ic ies are s t i l l very p r i m i t i v e a n d 
unor iented to deve lopment , a l o t of w o r k w i l l a lso have t o be done i n t h a t 
area. 
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A t the C o m m o n w e a l t h P r i m e M i n i s t e r s ' s u m m i t , h e l d i n L o n d o n i n 
June, 1977, the A u s t r a l i a n P r i m e r M i n i s t e r , M a l c o l m Fraser made h i s t o r y 
by strongly a t t a c k i n g the r a c i a l pol ic ies of the w h i t e m i n o r i t y regimes of 
Southern A f r i c a . He m a d e h i s t o r y because no P r i m e M i n i s t e r represent ing 
the general ly conservative L i b e r a l P a r t y h a d done m u c h m o r e t h a n m i l d l y 
disapprove of the i n e q u a l i t i e s o f w h i t e r u l e . I n m a n y respects F r a s e r m u s t 
be ra ted as one of the m o s t conservative a m o n g s t P r i m e M i n i s t e r s 
produced by his P a r t y , especial ly as f a r as the domest i c economic p o l i c y is 
concerned a n d also i n r e l a t i o n t o Russ ian ' g l o b a l a m b i t i o n s . ' T h u s , h is 
stand a t the S u m m i t was perhaps least expected by those no t too w e l l i n 
formed of the f o r m a t i o n of government po l i cy t owards S o u t h e r n A f r i c a 
and T h i r d W o r l d issues, a n d a p p a r e n t l y i t even came as a surpr i se to 
some w h o were. 

The Australian Financial Review w e n t as f a r as suggesting t h a t 
' compared to M a l c o l m Fraser , Gough W h i t l a m ' s (the previous P r i m e 
M i n i s t e r ) per formance o n the i n t e r n a t i o n a l stage is emerg ing i n retrospect 
as close to the " i m p e r i a l i s t i c l a k e l y " tag so o f ten c o n t r i b u t e d by con
servative A u s t r a l i a n P r i m e M i n i s t e r s by T h i r d W o r l d countr ies . ' 

Eraser's words i n L o n d o n were force fu l a n d c o u l d n o t be m i s u n 
derstood. " A p a r t h e i d is a n offense to the h u m a n d i g n i t y and a scourge to 
the d i g n i t y of m a n . " Fraser f o l l o w e d W h i t l a m ' s u n c o m p r o m i s i n g l ine on 
racist spor t - a s t a n d t h a t p r o d u c e d a sharp di f ference of o p i n i o n w i t h the 
New Z e a l a n d P r i m e M i n i s t e r M u l d o o n , whose r e a c t i o n a r y p o s i t i o n on t h i s 
mat te r is n o t a d m i r e d i n A u s t r a l i a . As regards Rhodes ia , w h i c h he 
referred to as Z i m b a b w e , Fraser sa id ; " I t h i n k w h i t e Rhodes ians s t i l l 
hope by some means to m u s t e r w o r l d o p i n i o n i n t h e i r s u p p o r t W e l l , the 
more they k n o w t h a t they w i l l n o t be ab le to do t h a t the more they ought 
to unders tand t h a t t h e y have got to come to a proper a c c o m m o d a t i o n i n 
•gelation to the f u t u r e , a n d I t h i n k t h a t as each m o n t h passes, they ought 
to know t h a t even m o r e f o r c e f i i l l y . " 

Fraser w e n t o n t o c o m m e n t i n a n o t h e r context , t h a t he " d i d n ' t 
believe t h a t there was a p o l i c y m o r e offensive t© h u m a n i t y t h a n a p a r 
the id . " Fraser 's re j e c t i on of i n t e r n a t i o n a l open m a r k e t systems as 
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