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FOREWORD

The importance of public service delivery cannotbe évef LIK a A SR Ay SO@SNE yI (A
rapid socieeconomic development.in Nigeria, Vision 20:2020 places governance and service

delivery at the heart of mst of its thematic areas.Similarly, SERVICOM guarantees service

provision as a right of all Nigerians.

However, in fulfilling the commitments to service delivery, there persist significant challenges in
the Nigerian civil serviceTherefore, in the punst to meet government development agenda
including the MDGs and Vision 20:2020 it is critical that the impediments to service delivery be
addressed.

This publication is the report of an-depth study of the key impediments within the Nigerian

civil servte to officers performing their duties to the best of their abilities and to the
implementation of public goodsThe report enumerates the findings of the study which was
conducted in some government organisations covering national priority sectorsdigt dgam

from the Office of the Head of Civil Service of the Federation and the Office of the Senior Special
Assistant to the President on the Millennium Development Goals with the view to providing
evidencebased development strategy.

The study which resaled a mixed bag of concerns, ranging from lack of an enabling
environment, tools and skills talack of political will for genuine reforms, indiscriminate use of
consultants, among othersalso seeks to remedy these concernghe findings of the study
were circulated to the highest calibre of officers in the Nigerian civil service for comments and
consideration. These officers which include the Head of Civil Service of the Federation and
Permanent Secretaries provided additional inputs to the reporthat recent retreat of the
Head of Civil Service of the Feddéoatwith Permanent Secretaries.

The observations and recommendations emanating from this evidgrased study will provide
detailed and complementary inputs to the ongoingtidnal Srategy for Public Sector Reform
efforts with an overall ambition of improving service delivery in Nigeria driven by a revamped
civil service.

Professor O. A. Afolabi, OON
Head of the Civil Service of the Federation



PREFACE

In September 2000, Nigeria joined8L.®ther nations to commit to achievindn¢ Millennium
Development Goals (MDGBY 2015. TheMDG goalsrevolve around improving basic human
development and encompasise material welfarg health, and educatiog ¥ b A @&NA | Q&

Achieving the MDGs, a crlict LAEEI NI 2F £A&A2Y HAunX @Aff NBI dz
governance and service delivery structurds.da 2dzif AYSR Ay (GKS yliAz2yQa
bAISNAIFI Q&8 LINRINBaa (261 NRa (KS a5Da Aivingdh AESRO® €
the MDGslie in the inefficiencies of the public service. As tBrategystates, challenges

NE@2t @S | NRPdzy R al €101 2F aiAatta FyR OFLI OAGe
0SG6SSYy RAFFSNBYy(d GASNAR FYR IFNxa 2F IF28SNYYSy il oé

The Officeof the Senior Special Assistant to the President on Millennium Development Goals
(OSsAMa5Dav KlFa aSSy GKS 02yaSldsSyoSa 2F G(KS aSND
SELISYRAGIINE 2F (KS yI iMDBshesiobsenia that dwp®% of fublic I Ay a s
projects in the social sector are ever completed.

At the same time, the office has sekow, when given the tools, freedoms, and structutégy
require, civil servantsably rises to the challenge of public servid®¥e believe that public séar
reform can be strengthened throudbuilding on the best practice and ideas of public officers

Through our partnership with the Office of the Head of the Civil Service of the Federation, we
investigated civil servants own ideas for reform. The psechas yieldedl63 specific
recommendations for service reform from the civil service itsalfd many insights into the
failings of the service structureEach of the recommendations is complementary to the existing
National Strategy for Public Sector fRen, and we hope this survey will Hevigorate that
strategy.

We could not have performed this survey had it not been for the kind support of the heads of
the organisations we visited and their staff. | would like to extend my gratitude tihade
officers across the three tiers of governmemiho assised in the successful conduct of the Civil
Servants Survey.

I'd also like to take this opportunity to express my appreciation for the invaluable contributions
provided by the Head of Service and the Penera Secretaries.

Hajia Amina AZubair, OFR
Senior Special Assistant to the President on MDGs



EXECUTIVE SUMMARY

Introduction

Where the service fails, it costs lives. When a primary health centre is not built, a teacher does
not come to work as she %ot paid, or a nurse does not have the equipment or medicines to
treat a patient, the inefficiencies of the service have real effects. These inefficiencies also cost
money. Only 60% of public projects are ever completed. Together, these facts impde a h
return to effective service reform.

DAGSY (GKS AYLRNIFYyOS 2F:X IyR dzZNHSYyGd ySSR T2NEX
FYoAUA2YAaZ GKS ISR 2F {SNBAOS 2F (KS CSRSNI (A2
ideas for reform.Thisdocumentreports2 Y G KS FAYRAy3a 2F (GKAA W/ ADAf
interviewed over 6000 civil servants from 100 organisations across Nigeria at all three tiers of

I2PSNYYSyiod ¢KS adz2NBSe gl a GKS I Ne&eéni O2yadz Gl

CKAA WLI NIAOALI G2NBEQ YSUK2R 27 Ghsp)bivil sewNIIA OS NE°
experience their challenges first hand, and may have innovative solutions to the problems they

face. Second, the performance of an organisatisrbased as much on the infornralles and

interactions of staff as it is on the formal rules that govern their behavid®est practice in

these informal institutions can only be identified by talking to civil servantdird, the

perceptions of civibervants are as important to understand as their realitieigally, ownership

of service reforms by stakeholder officers is critical to their success.

The results of the survey complement the 2009 National Strategy for Public Sector Reform
(NSPSR). Inmtmational experience indicates that much civil service reform fails because of a lack
of knowledge or appreciation of existing service culture and context. Many of the results here
provide contextual detail for the options given in the NSPE®. civil srvice reform to work, it

must see civil servants as partners in its design and implementatidriake their suggestions

as an integral part of the reform agenda

Hearing Frustrations, Focussing on Solutions

The service is frustrated. Officers are pasaie about putting in their best, but feel constrained

in doing so by their conditions of work. This report outlines many of those frustrations.
However the survey team always pushed for solutions to those problems. These solutions make
up the focus of ar report.

As well as hearing the voices of civil servants, the report incorporates the responses of the Head
of Service and Permanent Secretaries. The Permanent Secretaries focuiesl apportunity
provided by the survey to renergize the NSPSR, andrtfied a number of quick wins that can

be rapidly implemented. The combined recommendations from the Survey and the responses of
the Permanent Secretaries are a powerful combination that priostizere reformsand
responds tdey frustrations of civBervants.



In the report, 5§ RADPARS 2dz2NJ RA&AOdzaadaAzy 2F aant dmsd 2 y &
GKF G | NB régbirhy dgreatd N¥ebEinvestment having a longer implementation
timeframe. At the end of the report, we make 163 spfic recommendations as to how to
reform the service, and sketch an action plan of how these recommendations might be effected.

In this summary, we deviate from the structure of the report to focus on some of the central
themes of the recommendations. TFhis to emphasise some of the key opportunities for
progress in reform that engaging with the service has highlighted. Many of the same

Ay s
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Ranking of Key Issues Raised by CiviServants

One of the questions respondents were asked during the discussion sessiomislw@s & 2 dz O2 dzf R

let the Head of Service/Mr. President know one thing about working in the service, what would it
0 S KCértainissueswere emphasised throughout the sugys. Below is a chart highlighting the
frequency with which certain issues were raised by civivesis across the three tiers of
government.

Figure ES.XKey Issues Raised by Civil Servants axtbe Three Tiers dbovernment
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Political Will

e Political will is the key determinant of service reform success or failureFor any
recommendations in this report to succeed, they must find the appropriate source of



political support. This is true amongst the political class, thexagament of the civil
service, and amongst civil servants themselves.

It was observed that most civil servants feel that current activities of the political class are
at the core of the failings of the service The political class deviate from standard
bureaucratic practice in numerous wayhe Permanent Secretaries also expressed concern
about the mutual distrust between civil servants and political offioiders.

It is currently unclear what the strategy of the political class is for public servicemsf

C2NJ GKS ylFiA2y (2 I OKAS@OS Ada FYoAlAz2yazr (KSNE
their own plan for public sector reform in response to, or as an endorsement of, the

National Strategy for Public Sector Reform.

One suggested mechanisof commitment by the political class towards service delivery is

theONB I GA2Yy 2F | aSNASa 2F WaSNIAOS ArothéerA ISNE  OK
is the empowering of th&ervice Compact With All Nigerians (SERVIC@¥/& monitor of

delivery filures and catalyser for reform.

Information

Information is often a scarce commadity in the servicén numerous cases, officers do not

know their schedule of dutiesor their schedule is not clearly linked to the institutional

mandate and strategy ohkir organization The system of rewards and punishments is not
well understood by the service.

Scarcity of information has negative consequence®fficers are less able to perform their
duties, they make costly mistakes, and they develop conflictingrtep Scarcity creates
opportunities for manipulation whilst information creates efficiency and transparency.

Officers believe there is a need for new structures to gather and disseminate information
This might be at the national level, such as a céntedfare committee to track and keep in
check the welfare packages of civil servants. It might be at the organisational level, such as
a training committee who audit staff skills and recommend professional development. Or it
might be schedules comparingprkloads of staff at the departmental level.

There is a need to develop systems of information for organisational learningor
example, officers are keen to evaluate the impacts of trainings and share best practice. In
discussions with managers, we r@dold how indicators of performance were rarely tracked

in the service and never evaluated.

Such learning rests on an understanding of existing realitieBata on key performance
indicators should be collected more effectively and utilised in monitoand evaluation.

Any programme slated for implementation should be preceded by an audit of skills in the
implementing department or organisation.

Often, grievances were as much to do with the lack of transparency around policies as their
real effects There is a need to anchor debate in more concerned thinking, rather than
speculation and rumour For example, civil servants believe that their welfare package is



deficient in numerous ways. This perception leads to corruption. They believe that past
commissions on the subject recommending substantial increases in wage have been
AdJy2NBRO® ¢tKdAX GKSNB A& I ySSR FT2NJ oSGGUSNI Ay T
I ySSR THONJAISRYY $IRBaayYSyld 2F ¢l I3SavadKl i LINE O,
minimum wage.

e alyd 2FFAOSNE 6SNB 02y O0SNymRhy Unwletige OfiCiBilA NJ 2 NJ { K
service rules stemmed from insufficient or neexistent induction into the service
Officers entering the service for the first time, @@w recruits or transfers from lower tiers
of government, should be giveman inspiring induction Agencyspecific induction should
be extended to new Ministers, DGs and Permanent Secretaries.

Communication

® A key step towards resolving these information challengesdffective communication
The effective communication of information is one of the most &f&tctive reforms the
service could currently undertake. Educating the many officers who did not know their
schedule of duties is simply a matter of effectivarenunication. Ensuring officers entering
the service for the first time understand the service rules is merely a matter of a
comprehensive induction.

e Similarly, complaints regarding PenCom were often around how unresponsive it is to
requests for informatin. The National Housing Fund is said to be wasting money because it
R2Sa y2i STFFTFSOUA@Ste O02YYdzyAOIGS 6KIFG Al &aLISyF
response, organisations should more clearly communicate their work. Pension fund
administratas should publish the schedules it uses to calculate pension contributions.

e At the heart of miscommunication i® sense ofinjustice. Civil servants believe that the
service is highly unequal. There is little communicated to them on whether this isxtinye,
or if anything is being done about it.

® A means to improved communication around many issues would be a centralised
information portal for all the needs of civil servantsThe portal could handle an improved
human resource system and ensure officemuld access useful information about their
pensions, government rules, and so on. There is a real need for improved sharing of best
practicein the service, and such a portal would be a means to doing so.

e Communication also makes the service more effitie If there are demands for
constituency projects, these should be communicated to the appropriate authorities rather
than inserted into the budget outside of bureaucratic procedures.

Technology

e Using advanced gchnologyto achieve service outcomes magllow us to circumvent
existing challenges For example, the productivity of officers may be enhanced by reducing
0KS &SNIBA OS Qabaded dorhinmuyicat®n d@hg corvdtrtingStiNteriessagenased



technology. The confidentiality of texhessagesnay make them an effective means to
communicating deviations from service rules by colleagues or pressures from members of
the political class.

There is no technology more in demand in the service thantagdate training Officials
believe training must bevidespread and broathased to be effective. It should include
seminars at lunchtime, a system of mentoring by colleagues past and present, secondments
to more technical or successful institutions, andtbe-job teaching. By tracking training
through atraining database, it will ensure training is more demdad and available to
every officer.

Technology will also be critical in implementing a number of key service refornk®r
example, the first step in implementing a performance management systetlrbwithe
instigation of a confidential evaluation system based on peer review. Such a system is likely
to require an odine feedback mechanism to ensure confidentiality.

At the same time, technology will need to be appropriately embedded in the existing
service context As such, a training database might be complemented by an organisation
level committee that tracks the skills the organisation requires and ongoing training
initiatives. Ultimately, ICT training and-learning opportunities must be providefor all
officers from Grade Level @17.

Providing Motivation

Civil Servants have passion for their work, but drestrated and demotivatedby the way
their role in the service is managed. Providing appropriate responsibilities, morale and
incentivesto civil servants will ensure they can fulfil their role in national development.

The perception of low pay and welfare packages that do not meet basic needs
demotivates officers and makes them feel unrewarded for their wofRemuneration does

not reflectthe hard work that the job entails, does not reflect their status as competent
professionals, and leaves the civil servant trailing behind the private sector and other public
servants.These problems are compounded by frequently late payments and injustite

way allowances are paid.

Officers need tchaveconfidence that their performance will be recognized and rewarded.
Current processes afeward and sanctiorare inadequate and subjectivén improved
performance management system would both motivat®il servants and offer a more
credible system of reward. The first step in measuring performance should be to create a
confidential evaluation system based on peer review.

Investments in the working environment improve productivity anbloost trust. A ladk of
office space, equipment and basic supplie®ate major distractions and discourage
effective working habitsOfficers believe that a set of minimum standards for equipment
and the working environment will help raise expectations and performance.



® Relerant and effective training is one of the best motivational tools availab@fficers find
training of great value in their daily work but have great difficulty accessing training
opportunities. Training should be linked to professional development adrogs 2 T FA OS N &
career, demandiriven,innovative and orthe-job, and tracked over time through a training
database to ensure everyone benefits.

e Civil Servantgespond positively toresponsibility and resent being made redundant by
consultants. Consultantsare perceived not to increase the efficiency of government, but
simply to marginalize civil servants from core planning activities. To retain professionalism
and ownership, civil servants should be tasked with the full range of aesiviti their
schedule éduties.

Quick Wins
® TheNSPSR responds to many of the concerns and priorities of civil senhardstange of
reform areas, having obtained an understanding of the context and views of the service,
there is a uniqueopportunity to move forward with hig A Y LI Ol Whedsha®dd SAYy aQad
the potential to re-energize the NSPSBnd ersure smooth implementation thatis
welcomed by civil servants

1. Officers entering the service for the first time, @sw recruits or transfers from lower
tiers of government, sbuld be givenan inspiring induction

2. Finalize the revised Public Service Rules and Financial Regulatiodsdistribute
widely.

3./ NBFGS | aSNASaE 27 WaEsnNgepditkal @84 wh@dwdiNgad OK | Y LIA 2
the debate on the political class dieihg their own plan for public sector reform.

4. Refineand introduce thePublic Service Transformation Schert® ensure availability
of a cadre of tomotch technocrats. These technocrats must be employed in a way that
complements the work of civil servantis part of a longerm strategy of knowledge

and skill transfer, and is closely monitoréithe PSTS should pbeecededby a service
wide skills audit to identify gaps and priorities.

5. Where schedules of duties exist within an organisation, they shoulédtated to staff.
Managers should ensure every member of staff has antaplate written copy of
their schedule of dutiesWhere schedules of duties do not currently exist for staff, they
should be provided as soon as possible. These should identifjalpations in detail
sufficient for officers to make investments in their long term career.

6. The Medium Term Strategic Framework and Sector Strategies are supported at all
levels of the service and should be institutionalized as the basis for annual btidge
They offer a means of linking political statements to adequate funding of the service,
and ensuring a return to standard budgeting procedure.

7. The Office of the Head of the Civil Service sheatdup a training database that tracks
the training proglam of each officer in the serviceThe system should be senaeide,
cover each officer from entry to exit, and be integrated into the overall Human



Resource Management System. The training programme specified in the database
should be defined by the néls and demands of the individual officer.

8. Finalize the Federal Civil Service Bdbvering objectives, obligations, conduct,
professionalism, rights of civil servants and management of the service.

9. The Office of the Head of Service of the Civil Serviceilldidevelop a centralised
AYVF2NXYIFGA2Y LRNUFE GKFEG FOGa | &. Thispegay S a2 LI
should contain personalised information about the officer who is logged in, as well as
access to useful data such as departmental busigetd copies of government policies,
public service rules and circulars

10. Develop and enforceninimum standards for working environments and equipment
This should be communicated to all organisations and monitored by the appropriate
authority. These guidmes should cover rural health infrastructure.

Long term change

® The rules on which the civil service is based ndedg termchange Legislation is required
to refine the formal rules under which the service operates. Ministry offices should be
decentralised to the outskirts of Abuja. Research is required into the skill mix in the service
and its capacity to innovate. The action plan at the end of this report outlines steps towards
gaining a roadmap for these long term changes.

e For civil servants toéthe drivers of governance and development to 2020,effective
human resource management systemust be developed This should build upon the
achievements of IPPISnclude a comprehensive database of training, and form the
backbone of a credible perfarance management system.

® Long term change can only be driven by the highest office holders in the .la@dtical to
GKS AYLX SYSyGl A2y 2F GKA& NBLR2NIQa NBO2YYSYyRLE
Assembly, the architects and implementers of (is2020, and Mr. President himself.

e There were many calls for legislation to set up an independent office of monitoring and
evaluation (M&E) to complement the existing efforts of government Achieving this
legislation will require a strategy that combingaick wins, sensitisation of legislators, and
YL S SOARSYyOS 2F ag9Qa oSySFTFadao OELN Y&AZY
independent platform under the direction of the National Assembly would provide one
possible means of achieving these aims.



HOW TO USE THIS REPORT This report is not meant to be read cover to coyer

although it can be. Rathene recommend that all readers begin with the Executive Summary

This will provide an overview of the findings of the survéie recommendations arettected
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those interested in why or how the survey was implementethe reader can then skip to

topics in which she is most interestedRelated topics are signpostian each section.
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INTRODUCTION

This report addresses curng challenges to effective service deliveig Nigeriaas expressed
by civil servants themselves. It takes a participatory approach to civil service refdmniding
on interviews with officers from across the federation at all three tiers of governmenthe
hope is to complement ongoing initiatives with novel ideas for the reform of the service.

{ SNWAOS RStAGSNE Aa G (KS K sfithddaticd®d ambitlodsS NA | Qa 3
to achieve the Millennium Development Goals (MDG®y 2015 Vision 2020 places

governance and service delivery at the heart of most of its thematic areas. Similarly, the Service

Compact With All Nigerians (SERVICOM) talks of service provision being guaranteed as a right of

all citizens.

However,standards of service delivery continue to be lgndemonstrated by the inadequate
provision of core social services and ongoing poverty in the couriior. example, the OPEN
monitoring and evaluation initiative that tracks the expenditure of debt relief indictitasonly

60% of government projects are ever completed. Reviews of bottlenecks by SERVICOM officers
highlight numerous failings by service providers.

There are three pillars to service delivery: financing, effective organisations, and an efficient

civil service Nigeria has sufficient mineral wealth to transform the nation. Recent reforms in
organisational design have shown the way to improved management of this wealth. For
SEFYLX ST AYyRSLISYyRSyil Sgltdza dAazya 2T {KKSTSRSNI f
report impressive rates of project completion and quality.

The third pillar is the next frontier in transforming service deliveAccomplishing improved
service delivery requires an efficient civil servicAs we have heard through this suryéyere

are many areas in which the service is currently deficient. Understanding the most significant
barriers to civil servants performing their duties is thus critical to more effective service delivery.

There is an urgent need foreform. For many civil servantte civil service has changed for

the worse, both over the las0years and over the last few yearsThere is a pressing need to
a02L) FdzNII KSNJ RS Of ATepublic sehvigeShoIFbE fesidiedo thadd@alzS R> &
of 1965 when the service was held in high estéerde stated that whilst mny of the rules of
governmenthave persisted, the mechanisrs implement themno longer exist in the current
bureaucratic environment.



A poor service environment has thrémportant effects. Firstit eats away atthe capacity of

current civil servants to deliver their schedulesThis disables the delivery of public services.
Second, existing civil servants move out of the serviceeither formally, by quitting, or
informally, by switching their efforts to other work whilst still an employee of the service. As
2yS 2FFAOSNI alAR (2 dzaAxX aK2g Oly @&2dz ofl YS
O2 Yy RA (A 2 Y & duces thekqiaityRaf theXpotential intake of new il servants The

best graduates will go to work elsewhere if the conditions of work in the service are so poor.
This is a concern that many civil servants flagged as being at the forefront of their worries for
the future of the service.

The service not only manages the production of public goods, but is a direct provider of many of
the services that impact directly on the MDGs, such as healthcare, education, and water. Public
good provision is at the heart of the infrastructure thdtives growth. It underlies the
productivity of investment and the capacity of the noih private sector. The service is the
machine through which we invest in the human capacity required to enhance national
competitiveness.Investments in our servicenake all our other investments more efficient!f

S ITNB G2 FOKAS@®S (KS ylLriAz2yQa | YOoOAGAR2YyAasS ¢S

empower civil servants.

Where we found best practice in civil service management in Nigeria, implementation rates of
public projects were close to 100%. Compared to the 60% average rate of implementation
found in the OPEN evaluation reports, this implies that civil service reform can increase the rate
of return by 170% Civil service reform provides an exceptional retuon investment.

We have a road map for these investmentsThe 2009 National Strategy for Public Sector
WSF2NY oO0b{t{w0 GLNBOGARSA | 02YY2Yy @AaAz2y Iy
transformation of the federal publia S NIJA OS ®¢ LG FAYa (2 LINRBOJA
measures to be introduced and implemented.

R
R

Our findings aim to complement this report by providing a deeper understanding of the
context in which these reforms will be implemented Broad internatinal experience implies

that technical solutions, such as those offered in the National Strategy, should be embedded in
contextual detail. For example, a review of World Bank assistance to member countries on civil
service reform stated,

Four factors undemined the efficacy of Bargupported interventions: (i) the
poor quality of information oricivil service reformperformance, (ii) the limited
role afforded to strategic management and cultural change, (iii) the absence of
checks and balances on arbityaaction, and (iv) a failure to appreciate key
contextual constraints.
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In other words failure arose from a lack of knowledge or appreciation of the existing service
culture and context The review goes on to describe how such reform should start with
engagement of civil servants themselves. This is what the current report does.

An illustration of this argument from Nigeria comes from the first major fiodependence
review of the service. Responding to the 1974 Udoji report, the Federal Governmesd,stat

¢tKS wS@ASg /2YYAaaArzyQa LINRLRalf F2NJ LISNF2NY
NBadzZ Gan2NASYGSR Lzt A0 aSOG2N) Aa | ANBSR®

Thirty-five years later, however, no functional performance management scheme is in place.
The 2009 National Strategy for Public SectoS ¥ 2 NY Kl a LINRPLRASR AGRS@OSH
ASNIAOSTGARS AGNIGSIAO LISNF2NXIFYOS YIFyF3aSYSyda T

The survey team do not believe that performance management has not been effective because

it is the wrong policy. As will lescribed later, the service is keen for such a system. Rather,

we believe effective implementation of such a scheme will only arise when civil servants
themselves are involved in its design. Officials can advise on how to embed performance
managementifi 2 (G KS aSNBWAOSQa SEA&GAYI &A0G§NHZOGdzNB a2 G2

As a review of civil service reform in Southern and Eastern Africa argues, it is only when global
ideas are made into local solutions that they woilhe details of any major reform must arise

from the service itself Officials not only understand their service best, but they must own the
reforms forthem to work.

In strivihg towards a world class public service, the strategidbér009 NSPSie required to
adequately address the key impeatknts to service delivery as enumerated by civil servants.
Hence the survey team did a mapping of the key findings of Civil Servants Survey against the
relevant NSPSR building blocks. See annex 2.

This report details failures in th conditions of work of civil servants and highlights the
importance these have in service failurdt providesideas for reform that are consistent with
the desires of civil servants at all gradasd with the ambitions of the NSPSR

We want to turn civiservice reform from @rogrammewith negative connotations to one with
positve associations. By listening and respondmgivil servant@wn experiences and ideas,
we hope to build a service that is both better to work in and more able to servedbeple of
Nigeria. By getting the details right, it aims to empower the recommendations of the NSPSR.

In return, we were told thatd OA @A f &SN yiGa | AneNBiderpetit, 0 2 LJdzi A

With regards to this local government, civil servant® dnighly motivated in
carrying out their dties despite these challenges.

For civil service reform to work, it must see civil servants as partners in its design and
implementation. It must take up civil servants on their commitment to put things righhis
implies government policy that is developed in consultation with civil servants and then
implemented as announced, on time, and after adequate sensitisation.



METHODOLOGY

The methodologyof this report is participatory. It asks civil servants ditgc about their
aspirations and concerns for their work and for the service. Officials are asked for their
solutions to the challenges they face in implementing their daily duties. These discussions
form the basis of the reform recommendations laid out later chapters.

To date, civil service reform has typically been an exercise in-dogvn directives For
example, the most recent initiative, the National Strategy for Public Sector Reform published in
2009, was produced througtonsultation amongst a small team of interinisterial experts.

The current report is based on consultations with over 6000 civil servants from all three tiers of
government. It thereforetakes a participatory approach towards public sector reformin
which the aspirations, concerns, and solutionaf civil servants themselves are used as the
basis for reform recommendations

I AAYAEI NI SESNDAAS s6+a O2yRdzOGSR F2N GKS wwSLRI
Curricula, Admission Policies and Other M&NBE 2 F CSRSNI f {dFFF ¢NF AYAY
1999. The committee led by Prof. A. D. Yahaya, conducted inspection visits of training
institutions across the federation. Our report extends the methodology of the 1999 report to

provide civil servats at a range of organisations the opportunity to directly voice their

concerns.

Between August and December 2010, a joint team from the Office of the Head of Service of the
Federation (OHCSF) and the Office of the Senior Special Assistant to the President
Millennium Development Goals (OSSMBGs)c it K S W& dzNWiSited 160 rganhQations
across Nigeria. The team interviewed oved(® civil servants at the federal, state, and local
levels of government.

Never before have so many Nigerian cgifvants been given the opportunity to voice concerns
over their work environment and asked directly for solutioff$is was the largest consultation
GAUK DbAIASNAIQa 2FFAOAIf A SOSNI dzyRSNIF 1 Sy o

In this context, using a participatory approach has a numbdvemiefits. Firstcivil servants
experience their challenges first hand, and may have innovative solutions to the problems
they face Civil servants have a unique perspective on the civil service, and each officer has a
different window on its workings.

Secondthe performance of an organisation is based as much on the informal institutions and
interactions of staff adt is onthe formal rules that govern their behaviour Whilst the public
service rules state that awards may be given for outstandinglword Ay G KS F2N¥ 27F OS
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clear instruction, nominating achievable goals, and making public the successes of an officer.

Understanding which of thes@dzy ¢ NRA G G0 Sy Nz SaQ LISNF2NY o0Said Ay

civil servants.

Qvil servants have responded to failures in the formal environment by constructing informal
coping mechanismsAt one polytechnic we visitedhe management was saitt to recognise
staff for their hard work so thelecturers @t together to set up awards for the most
outstanding membes of staff We can learn from such examples to provide immediate
solutions whilst longerterm structural changes occur

Third, hearing thehallenges of civil servants directly provides officers an opportunity to correct
misconceptions. Civil servants find it frustrating that despite the humerous challenges they

face, they are still perceived by manin the political classas the source of KS a SNIIA OSQa

problems The various failures of their working environment outlined in this report are ignored.
As one officer put it,

¢KS I2FSNYYSyid KIF@GS (F1Sy OAQGAt aSNBlIyda T2N

Such misconceptions are seen as unfaird unproductive, as they direct focus away from the
real challenges Surveying civil servants allows them to correct these misconceptions.

The perceptions of civil servants are as important to understand as their realitiéfsan aspect

of their work demotivates civil servants, it is important to understand this irrespective of the
nature of the problem. Similarlyt,is important to understand the aspirations of civil servants
as they lie at the heart ofvhat will motivate them.

Fourth, ownership ofservice reforms by stakeholder officers is critical to their succedss a
22NIR .yl NBGASSE 27T Ayl SNdéncdithaleyil servaddbeamd Sy O S
Wwn@and follow formal rules such as codes of ethics in any meaningfudl waj ZamentdiyoR

their implementation. Consulting with and responding to officials is an important part of this
process.

Furthermore, a consultation was held with the HeadQi¥il Service of the Federation and
Federal Permanent Secretarie3he consultation &s essentially to get the highest calibre of
officers in the Nigerian Civil S#re to make commeston the findings of the surveyPrior to

the consultation, a presentation on the findings of the survey was made to them and copies of
the draft report wee circulated to themto study. These officers gave additional inputs which
were driven by their in depth knowledge and experience about working in the servibe.
Head of Civil Service of the Federation and the Federal Permanent Secretaries alsocktigorse
Civil Servants Survey report during the consultation which took place at their retreat
programme on May 21, 2011 in Lagbigeria.

K I



The sample was restricted tb0O0organisations that hee a directmpact on the MDGs, and thus
are related tothe social sectorsThese are at the federal, state, and local government levels. A
listing of organisations visited is provided in Annex 1.

At each organisationhe survey hadhree parts. The first was a questionnaire session, where
officers individually filled in standardised questionnaires about their experience in the service.
The second part was a discussion session, in wiiohmanagemenbfficers were encouraged

to discuss issues related to the service that they feel are itapt The third part was a
guestionnaire focused on the organisation as a whole, filled jointly by management staff in a
structured interview. The issues flagged in these discussions and questionnaires make up the
inputs into this report.

The approachd the survey was scientifically rigorous. Survey staff members were trained in
appropriate survey practice, with inputs by the National Bureau of Statistics and relevant
academic bodies. A standardised approach was taken to each survey as enumerateeyn s
guidelines. An internal evaluation of the survey was that implementation has been highly
successful.

The survey was performed on the basis that all responses would be anonymised before
reporting. Thus, at no point in the report wilve mention, orhint at, an individual. We made
substantial efforts to convince participants that the process was fully anonymous so they could
feel free to air their opinions.

For example, at the start of each survey, we stated:

The questionnaire is tatly anonymous. Please do not put your name anywhere on
the paper. Although we will ask some questions about you, we guarantee that all
guestionnaires will be kept completely confidential and no one will ever try to
match your answers with you. We hawdl committed to a confidentiality
agreement that commit us to keeping the process completely anonymous. So
please feel free to answer honestly.

Each interview started with the following commitment:

After you have finished the questionnaire, we will hawegoundtable discussion. This
again will be totally anonymous. Whilst we will take notes of what is said, no hames will
be taken and so we will never be able to identify who said what. This is your opportunity
to let us know where your challenges aredamhat might be done to make them easier.

We are keen to ensure that we honour this commitment to anonymity. We will therefore be
describing opinions at a level at which anonymity is guaranteed.



KEY FINDINGS

The service is a frustrated one. Officersegpassionate about putting in their best, but feel
constrained in doing so by their conditions of work. This report outlines many of those
frustrations. Overall, officers desire a service that is professional, engaged, and just. Creating
such a servicavill require new rules, better application of existing ones, and a sharing of best
practice across the service. For each topic treated, we report short and long term solutions to
the highlighted challenges.

Below are the rankings of the majohallergesfor each of the tiers of governmenRanking is

based on the frequency with which key issues were raised during discussion session on the
subjecta LF @&2dz O2dZA R S GKS 1 SIR 2F { SNBAOSkaNWw t N
service, what would i S K ¢

Figure .1Key Issues Raised by Civil Servants in the Federal Government
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Thefiguresillustrate that while civil servants have strong concern over their welfare package, at
all tiers of government they are equally or neoconcerned by the lack of political will and
leadership which is the crucial issue they face in the service. Other issues of high prominence in
the discussions include the working environment and tools, the need for capacity building,
weaknesses in infamation, communication and data management, and the importance of
performance management.

20l Page



Figure .2Key Issues Raised by Civil Servants in the State Governments
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Figure .3. Key Issues Raised by Civil Servaritse.ocal Gogrnments
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bAISNRIF Q& répbriZeAhbst ai ShallBhiges iiteir daily work. Officers feel they are

paid too little, and pay is structured in the wrong way. They feel poorly equipped to achieve
their duties, both in terms of physical equipment and technical knowledge. Officers are not
given the opportunities to develop a specialisation and thus become more productive. They feel
marginalised by politicians, their leaders, and their managers.

However, these chienges are well known amongst the servideess understood are the many
solutions civil servants have to the predicaments they fac&ome of these are ideas for new
practice. As suggested above, civil servants facing challenges in their daily wodohoans
to the impediments they confront.

Others ideas for reform are tried and tested best practiddiere existmany examples obest
practice in the Nigerian service that can be scaled up to other organisatioA$ one river
basin, it was observed,

Members of staff commended their managers for their effective management of
funds provided to the authority. Despite the meagre funding received, the
management finds a way to send officers on training and purchases computers for
official purposes.. The senior and junior staffs have a good working relationship with
one another. This is because everyone is treated fairly by the management when it
comes to carrying out discipline. An administrative committee is usually set up to
deal with offenses.. Gontractors who do not carry out projects to a satisfactory level
are usually not recommended for future projects and officers who are inefficient are
also sanctioned. This aids in curbing corruption.

Both new solutions and best practice are the focus ofighreport. Whilst much of our

discussions related to the frustrations of working in the service, the survey team always pushed

for solutions to those problems. These solutions make up the focus of our report. A more
narrative style exposition of the A OS Q& FTNHzZAGNI 0A2ya Aa LINRPODARSR
Civil Servants Survey, available from the auibianisations.

Each section is structured as follows. We begin by reporting our observations from the field.
These observations are followed, Isolutions that stem from best practice we observed or

A
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to 2 yar) implementation timetable. The latter are seen as requiring a greater level of
investment, either in terms of political btig, regulatory framework, or financing. They are
seen as having a longer (3 to 5 year) implementation timetable. The finalecta this report
provides some discussion of an action plan to implement the reforms detailed here.
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team observed thatin a democratic systentike ours, there should beminimal interference in

the workings of the administrationby the political class The general effects of this

interference affect the discipline of staff and the implementation of government projecta.

seh Sa 2F WaSNIBAOS RSEtAOGSNE OKIFYLA2YyaQ I NBE NBIdzi |
defining their own plan for public sector reform.

Political support is a prerequisite for reform success

It was observed that political will is the kegeterminant of service reform success or failure
The hck of political commitment to public sector reform jeopardizes progi@4sere there was
political support for an initiative, it had succeeded. Otherwise, it invariably falkemt.any of
the recanmendations in this report to succeed, they must find the appropriate source of
political su