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Reforming the
Civil Service

oday,onemay dareto

say that the Nigerian

public sector operates

withadifferent set of

norms thantherest of

society.Recruitments

appear tobebasedon

connectionsrather than
merit; promotions tend tobe basedon
tenure of servicerather than performance;
contributions are made on the basis
of hierarchy rather thanknowledge;
processes are designed to be convoluted
rather than simple and the concept of
accountability is scarcely enforced. The civil
service appears to be attracting those who
want todo the barest minimumand exploit the
system, some who cannot find employment
inprivate corporations and others who crave
the assurance of life-time job guarantees. This
isinstark contrast tothe1960s and 70s when
the civil service and education sector attracted
the best minds inthe country. The quality of
governance today reflects this downward
spiralin civil service norms.

The World Bank identifies sixkey
indicators which canbe usedtoassess
governance invarious countries. These
governance indicators include: i. voiceand
accountability, ii. political stability and absence
of violence, ii. government effectiveness, iv.
regulatory quality, v.rule of lawand vi. control
of corruption. According to the worldwide
governance indicators 2013 study by the
World Bank, Nigeria consistently ranked below
average ongovernance indicators between
1996 and 2012, alongside Zimbabwe, Somalia
and Sudan amongst other countries.Key
African peers suchas Ghanaand South Africa
outperformed Nigeria onall parameters during
the period.

What are some of the key issues with our
civil service?

Politics: The British established our
civil service tobe non-partisanin order to
effectively deliver onits mandate without
interference by politicians. With this inmind,
there came the emergence of Permanent
Secretaries to demonstrate that unlike
Ministers, who are political appointees and
have shorter tenures, civil servants are career
professionals with long-term offices. However,
today's Permanent Secretaries are politically
appointed and the civil service mainly does the
bidding of the government of the day.

Unattractiveness of sector: Inits current
form, our civil service is more attractive to
those whowant to exploit inefficiencies in
the system.Its people are typically slowand
indifferent and its compensation structure
isuncompetitive for today. The sectoris
therefore unable to attract the right calibre
of personnel toinspire change. A competent
and motivated civil service isimportant for
government to effectively deliver its policies
and programes to society. It isuseful tonote
that compensationin the civil service had
alwaysbeen lower thanin the private sector.

THE FUNCTION OF
COORDINATION IS SO HUGE
THATWE RECOMMEND
INSTITUTINGATEAM

UNDER THE OFFICE OF

THE SECRETARYTO

THE GOVERNMENTTO
CONTINUOUSLY EVALUATE
THE ACTIVITIES OF ALL

MDAS AND ENSURE THAT
DUPLICATION IS MINIMAL. IT
SHOULD SERVE AS A CENTRAL
UNITTHAT ALSO ANALYSES
THE EFFECT OF VARIOUS
POLICIES AND PROGRAMS ON
EACH OTHER AND PROFFERS
RECOMMENDATIONS FOR
PRIORITIZING INITIATIVES

However, the disparity was not as stark as it
is today.

Overstaffingand duplication: There are too
many people doing too little in our civil service.
This problem cuts across both the federal
and the state civil services.Inabid to tackle
unemployment, the government has absorbed
aplethoraof people whohave nobusiness
beinginthe service and this has givenrise to
anover-bloated and bureaucratic workforce.
Inaddition to overstaffing, functions appear
duplicated withinandacross ministries,
departments and agencies resultingina
waste of funding. More serious is the fact
that processes which have been automated
inmany other countries are stillbogged down
ancient paths.

Inclusionat the expense of merit:Ina
bidtoensure that all states inNigeriaare
includedinthe process of governance, Federal
Character has beenpursuedat the expense

of meritocracy. Inaddition, people transfer
fromthe state civil service to the federal civil
service without the exposure and training
requiredinthe federal civil service. This dilution
has reduced the efficacy of the federal civil
service and exposes the weakness inmany
state civil services. It also discourages those
inthe federal civil service who may be more
experienced and competent thanthose
transferred.

Longservice over quality: The length
of service is the primary consideration
for promotioninthe civil service. People
wear these years like stripes fromwar.
Unfortunately, this is often at the expense of
quality of contribution and delivery. Afocus
onlong-service alone, limits competitiveness
and innovation and where these are not
encouraged, bright minds will shuncivil service.
Inrecent years, promotion examinations were
introduced to assess quality however these are
typically not used in determining promotion or
continued service.

Limited Accountability: Sources of
government revenue appear delinked fromthe
people so the burden of accountability is not
shared.Over 70 per cent of our revenue is from
natural resources which promotes therent-
seeking behavior inour society. The United
States of Americagenerates an estimated 40
per cent of its revenue fromincome tax, which
makes the use of public funds everybody's
business and the creation of morejobs, in
order toget more taxes, the business of
government. Civil servants must therefore
treat government work, property and money
like their own and become more accountable.

Red-tape and Corruption:Red-tapeis
usedas aweapon for corruption. The use of
the word corruptionis usually associated
with public servants who abuse their position
and power anduse it for private gain. Itis a
phenomenon that has become deeply rooted
inthe Nigerian civil service and cuts across
allstrata. Fromthe clerk whowillnot move a
file untilhe is bribed to the director whowill
not treatituntilheis settled. The systemis
repeatedly abused. Corruptionis motivated
by bothneed and greed and the failure of the
government of the day to deal decisively with
corrupt officials helps toincrease therotin
civil service.Many civil servants have children
and wards in foreign educational institutions
at costs several times their annual pay and one
canonly wonder where the additional funds
come from.

How do we move forward?

1.Implement civil service reform

| am aware that many attempts have
beenmade at civil servicereforminthe past.
Post-independence, there were commissions
andreview panels including Morgan, Eldwood,
Adebo, Udoji, Phillips, Decree No.43, Ayida,
Obasanjo and the Oransanye Panel, which
were tasked withrepositioning the civil
service towards efficiency.Many of these
reforms yielded very little results. However,
thereremains aneed for acomprehensive

review of prior panelreportsinlight of the
current structure, composition, compensation,
rules and outputs of the civil service. Our
government must have the political will
totake decisive actionandimplement
recommendations that willimprove the
process of governance. Thereisnousein
constituting panels and commissions if their
findings and recommendations willremain
unimplemented.

2.Fullyimplement IPPIS

Under the1999-2007 administration of
President Obasanjo, the Integrated Payrolland
Personnel Information Systemwas approved
forimplementation. The systemauthenticates
allpublic servants by checking and uploading
their credentials - birth certificates, school
certificates, employment and promotion
letters amongst others, and then inputs their
bank account details into a database. This is
used to validate their existence (and weed
outghosts), authenticate records to ensure
that staff indeed qualify tobe civil servants
and thenmake direct payments to each staff.
While the implementation of IPPIShas been
hampered by some public servants who
resist accountability, the estimated 30 per
centimplementation has thus far resulted
inhuge cost savings for the government and
asignificant reductionin staff numbers. Itis
therefore recommended that the government
commits to the fullimplementation of this
systeminorder toallowus derive credible
figures onthe number of federal civil servants
and the actualrecurrent expenditure of
government. This will also improve public
sector personnel management and reduce
waste.

3Modernise processes andinstitute
coordination

Itisimperative that many of the processes
ingovernment become automatedand
modernised to eliminate corruptionand
inefficiency. Physical file movement, raising
hard-copy vouchers, issuance of cheques and
utilisation of cash should be discontinued
andreplaced withmore modern alternatives.
Coordinationis vital to the streamlining of
functions and success of MDAs in achieving
their objectives. The function of coordination
is sohuge that we recommend instituting
ateamunder the office of the Secretary to
the Government to continuously evaluate
theactivities of all MDAs and ensure that
duplicationis minimal. It shouldserve as a
centralunit that also analyses the effect of
various policies and programs on each other
and proffers recommendations for prioritising
initiatives.

Inthe words of Governor Chris Christie
of New Jersey USA, There has to be parity
betweenwhat is happening in the real world
and what is happening in the public sector.
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