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I. INTRODUCTION 

The purpose of this project is: (1) to demonstrate my 

knowledge of Nigeria and its social, cultural, and political 

environment ; (2) to prove my capability in recognizing mana

gerial problems in a system; and (3) to analyze one of the 

many unsuccessful projects handled by the Nigerian government , 

through determining the cause of the failure of the project 

and suggesting alternative managerial solutions, based on 

management theory and practice. 

Nigeria is a country blessed with mineral, agricul 

tural, and human resources; yet it always appears that Niger

ians continue to groan everywhere and live in dire need. 

Nigeria has vast fertile lands; yet it imports rice even from 

Ameri ca and minerals from Germany, Japan, and the U.S.S.R. 

Nigeria is one of the OPEC nations; yet the supply of gasoline 

and diesel oil to its citizens is at best haphazard and 

irregular. 

There are many factors which are responsible for these 

conditions. First, the planning efforts in both the public 

and private organizations in Nigeria in the past have been 

externally oriented. Agricultural production, based on a few 

primary connnodities, has been geared towards the markets of 

the industrially advanced countries. Second, while the 

1 
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capacity to plan has improved significantly since independence, 

the planning processes have in most cases not taken cognizance 

of the nation ' s social and cultural milieu . Third, the capac

ity to implement these plans has lagged very much behind the 

planning capacity itself. 

One of the most serious weaknesses in the planning pro

cesses is the neglect of the pluralistic nature of the society. 

This is no doubt due to the fact that the planners and most 

policy-makers lack knowledge of the culture of this multi

ethnic society. A prerequisite of effective management is a 

sensitive awar eness of the diversity of cultural situations 

within any country. 

Nigeria's objective is self-reliance. If by self

reliance it means, among other things , that its development 

must be indigenous and not a carbon copy of that of another 

society, and that it must be internalized, self-sustai ning, 

and not grafted, then Nigerian managers need to exploit the 

multi-ethnic nature of the society to their best advantage . 

Ni geria has instituted several developmental plans. 

The current trend in its economic and social development leaves 

one with some doubt about how perceptive and realistic national 

development p l anners are in their approach to the basic prob

lems of the country's public and private insti tutions . 

The planners have all along regarded development as a 

kind of benefit to the rest of Nigerians. Instead of involv

ing various communities in the planning and executing stages, 
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they have always chosen to import foreign agents to diagnose 

and prescribe cures for the nation's managerial ills. 

The major problem which has always cropped up from the 

reliance on foreign expertise to advise the government and 

industries on national development is t hat these expatriates 

usually do not have enough knowl edge of the political , social, 

and cultural background of Nigerians . Since they are little 

informed about the basic social problems, their evaluation of 

such problems is usually unrealistic. 

The effect of this on the Nigerian economy has been 

negative. By this, I mean t he solutions prescribed by the 

expatriate advisers are not only partly but in most cases 

wholly non-Nigerian. For example, despite the nation's oil 

boom, Nigerians are still living in want. The cities are get

ting filthier; inflation is on the increase; unemployment is 

soaring; the quality of education leaves much to be desired 

be cause t here is not enough money to finance the education of 

t he c itizens; food is hard t o get ( t his I will explain later 

i n the paper); there is n ot enough water of good quality to 

drink ; hospitals are a l ways short of medicine; and where there 

is electricity, frequent power failures discredit this amenity. 

Instead of getting to the grass-roots of the problems, 

t he planners think pres t i gious projec t s (such as building sky

s crapers for office spaces and blowing internati onal trumpets) 

will accelerate national growth and development. This does not 

improve development. In some cases the results have been 
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disastrous . The attempt in Bendel State co improve transpor

tation problems in the early 1970's illuminates this point. 

On the advice of fore ign exper t s, the state government pro

vided its cities wi th luxurious t,own service buses (like the 

Greyhound buses). 

These buses were left unmaintained for a number of 

reasons. These included lack of spare parts, lack of compe

tent mechanics , and the poor condition of the roads and streets 

throughout the state. Most of these buses which cost the state 

millions of dollars to purchase are today abandoned in junk

yards. Traditionally, mini buses, small VW buses, have done 

excellent jobs on these rugged roads. Therefore , just increas

ing the numbers of these small buses could have saved the 

state millions of dollars and been a worthwhile project . 

The manifestation of Nigeria's problems exists not only 

i n the infrastructure but also in agriculture. Ni geri a is an 

agricultural nation, but it does not have enough food to feed 

its citizens . Instead of researching various ways of helping 

the rural farmers to improve their farming techniques (as I 

will mention later in the paper) , the government was noted for 

the importation of farming t echniques which use heavy machinery. 

It is very unlikely that the local farmers will be able to own, 

much less know how to operate , this heavy farming machinery. 

Lack of socio-cultural knowledge of Nigeria by foreign 

e xperts is not the only factor that can be blamed for manage 

ment failures in the country. Another important factor is that 



many managers are hindered by their submission to certain 

cultural beliefs (such as voodooism), as will be explained 

later in the paper. 
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In summary, this paper will deal mainly with organiza

tional problems in a society characterized by poor management. 

It will deal with the main factors that caused the poor manage

ment. And it will reveal the effects of such poor management 

on the society, specifically showing how it hinders the moral 

and economic standing of the cormnunity. Since most corpora

tions are either partly or wholly controlled by the government 

in Nigeria , references will often be made to the government in 

the paper. 

The next section is meant to explain that Nigeria 

possesses the resources needed to make it achieve its goal of 

self-reliance if it has competent managers to run its corpora

tions. I intend to explain the complex multi-ethnic groups in 

Nigeria and the problems posed by multiple cultures for manage

ment. I also intend to demonstrate in the section that most 

Ni gerians are blessed with artistic abilities which could 

easily be transformed into better technological ability if 

there are better managerial encouragements. 



II. HISTORY OF NIGERIA 

Nigeria is a republic within the CoIIllilonwealth of 

Nations in Wes t Africa. It is bounded on the North by the 

Republic of Niger, on the East by Chad and Cameroon , on the 

South by the Gulf of Guinea, and on t he West by Dahomey . The 

coun t r y ext ends between about lati t ude 4030 ' N. and latitude 

14°17'N. and longitude 2°30 ' E. and longi t ude 14°30 ' E.l The 

area is about 356,669 square mile s. 2 

Na t ural Resources 

More than half the area is fo r ested. Niger ia has a 

l arge water power potenti al, producing some 1,574,000 kw hours 

annually. It has rich mineral r e sources which include petro

leum , coal, tin, columbite, gold, iron , lead, s ilver, and 

tungst en . 3 

Plants and animals 

Along the coast the swamp s and mangrove jungles are 

populated by hippopotamus , r hinoceros , crocodile, and many 

species of monkey , parrot, and snake. The oil palm, the wild 

rubber p l ant, and mahogany , ebony , and other hardwood trees 

1Giant Colorprint Map , American Map Company, Inc. 

2Nigerian Tribune , February 4, 1976, p. 4 . 

3rbid. 

6 
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are t he dominant species of the adjoining rain-forest region. 

In the North, in the savannah grasslands, locust, shea, and 

tamarind trees are found. Animals of the forest region and 

savannahs include the buffalo, gazelle, elephant, and gorilla. 

Giraffes , lions, hyenas, and antelopes live in the North. 

The People 

The indigenous population of Nigeria consists primar

ily of Africans belonging to four principal tribes: the Yoruba 

in the West and Central areas; the Hausa and the Fulani in the 

North ; and the Ibo in the East. A large number of smaller 

tribes add to the variety of customs and languages of the 

country, making this very heterogeneous . Nigeria is a country 

of about 85,000,000 people,l with 19 states. 

Rel igion 

Religious beliefs and practices vary widely from tribe 

to tribe . People in the Northern states are predominantly 

Muslims and the Southerners are predominantly Christians. In 

between this, adherents to tribal and family cults persist. 

Culture 

The tribes of Southern Nigeria have a long, rich tra

dition in art and literature. This is particularly true of 

the Ibo and Yoruba people. Masterpieces of Yoruba portrait 

sculpture in bronze and terra-cotta dating back as early as 

1Ibid. 
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the 12th Century1 have been discovered at Ife in Western Ni

geria . Yoruba poetry, inspire.cl by religious tradition, is now 

being written by Yoruba and European scholars, and a quarterly 

magazine of new poetry is published in Ibadan in Western 

Nigeria. 2 

Ibo artists create strikingly original wood carvings 

used for religious and decorative purposes, and their painted 

masks of ebony and other hard woods have long been world famous. 

A more recent development is the use of concrete in the making 

of impressive funerary monwnents. In the late 1960 1 s clothing 

inspired by Yoruba designs (Danshiki) became very popular among 

young people here in the United States. Nigerian statuary and 

carvings are contained in the National Museum at Lagos, and 

the Ife Museum contains several bronze and terra-cotta heads. 

The traditional Nigerian tribal artist has always been 

part of the mainstream of his society. Economically he is part 

of the farming counnunity; morally he affirms the values of his 

society. As a participant in his particular culture, he ex

presses its concepts within the formalized traditions of the 

tribal domain . His attitude toward his work is being influ

enced occasionally by his belief in a universal essence 

derived from natural traditional forces surrounding him. His 

work reflects the attitudes and values of his society rather 

than those of himself. 

p. 78. 
1w. Shoyinka, Nigerian Culture, Ibadan Press, 1968, 

2Ibid. 
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Religious and cultural beliefs influence the da i ly 

behaviors of Nigerians both at work and at play regardless of 

their socio- economic background. The ideas of Christianity 

brought along to Nigeria by the B,ritish during their dominance 

of the country which began in 1795 have not succeeded to date 

in ridding the people of their beliefs in voodoo, black magic, 

and witchcraft. They have feelings of deep occul t secr ets, 

secrets that they believe can make their lives better. That 

is , many believe witchcraft, for instance, can bring thei r 

hearts' desires: that they can use it to heal someone, to 

influence the boss to give raises or promotions, or to make 

someone stop bothering them. 

Witches have been known in Nigeria fo r centur ies. 

People are afraid of them and their powers. This stil l holds 

true today. It is believed , generally, that they have liter

ally life and death control over others. They are believed to 

fly through time and space on astral wings, go wherever they 

wish, do whatever they wish without being detected, and watch 

the antics of others behind closed doors. 

The above-mentioned cultural patterns are some of the 

f actors affecting managerial duti,es in Nigeria. Many managers 

adhere so much to the beliefs of voodooism and others stated 

above that they totally ignore their duties while preoccupied 

with these traditional fears . Tb_is has totally paralyzed the 

economy of some sectors of the society, as will be seen in 

this paper. Until now, the use of the rewar d- punishment 
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approach to management has not existed. If the idea of voo

dooism s ounds so ancient , hear what is going on in an institu

tion of higher learning in Nigeria: 

A Vice-Chancellor has said that some university pro
fessors resor t ed to despicable means in their lust 
for the vice- chancellorship. 

Professor Emmanuel A. Ayandele of the University 
of Calabar said some candidat es used black magic and 
voodoo .... 

He was full of regrets for the behaviors of some 
university professors in the country. He said the 
office of a vice-chancellor would be vacant early in 
1979. Already, in early 1978 , the competition for 
the post was so keen, . . . some of the more than 15 
candidates have resorted to voodoo power.l 

For someone to be an efficien t manager in Nigeria, he must 

first realize that these conditions exist in the community. 

He must design a system for dealing with them so that they 

will not affect his performance. 

The Economy 

The Nigerian economy is primarily agrarian, although 

the industrial sector has expanded greatly since independence, 

aided in part by special t ax incentives and investment guaran

tees offe red by the government to foreign investors. The econ

omy of the country declined during the civil war of 1967 to 

1970 . With the return of peace, however, the annual output of 

the country began to return to more normal levels. The govern

ment has embarked on many developmental projects such as agri

cultural development, traffic control, instructional television, 

lEditorial, "How Lecturers Seek Office," Daily Times, 
November 4, 1978, p. 38. 
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and the like. But for reasons I will discuss later, most of 

these projects have proven to be failures adversely affecting 

the economy. 

Agricul ture 

Before the oil boom of the 1970's, agriculture was the 

prime basis of the economy and provided almost 80 per cent of 

the country's exports. The exports included cocoa, groundnuts 

(peanuts), cotton, palm oil, and palm kernels. Livestock 

raising has been and continues to be important, principally 

for hides. As of the late 1970's, cattle numbered about 

11,500,000 and sheep, 8,000,000. Other livestock include pigs, 

cows, and chickens. 

The forests of Nigeria are an important segment of the 

economy, providing major export cormnodities. Among the species 

of t imber are obeche wawa, abura, African mahogany, agba, 

sepele, and African walnut. 

Mining 

Mining industries are of growing importance to Nigeria, 

which is one of the leading tin producers in the world. Large 

oil reserves, located mainly in the Eastern sector, are being 

exploited so that Nigeria is ranked fifth among the oil produc

ing nations . l In addition to oil and tin, the principal mineral 

Co., 
l"A Jewel of Many Facets," Ebony, Johnson Publishing 

Inc., 1976, p. 148. 
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resources are coal , columbite, gold, iron ore, limestone, lead, 

and zinc . 

The petroleum industry 

Petroleum was produced in Nigeria as early as 1958, 

but it became a dominant factor in national life only in the 

1970's . Oil now accounts for nearly 98 per cent of the nation ' s 

export earnings, 75 per cent of foreign exchange earnings, 87 

per cent of total government revenues, and 45 per cent of the 

Gross National Product. By contrast, agricul ture employed 85 

per cent of the population and accounted for 80 per cent of 

the value of exports prior to the civil war. 1 

Nigeria clearly depends on petroleum demand in the 

advanced industrial economies in order to finance its economic 

development plans. Nigeria is rated first among African nations 

and eighth in the world as a source of import of all products 

into the United States in 19782 and is the second largest 

supplier of its oil. 

Other aspects 

Industry is diversified, with present emphasis on pro

cessing consumer goods. Industrial production includes soap, 

cigarettes, beer, margarine, peanut oil, metal containers, 

plywood, textiles , ceramic products, cement, and automobiles. 

lLubeck, "A Political Economy ," Africa News, Vol . IX , 
No. 20, November 14, 1977. 

2Editorial, "Biggest U.S. Trade Partner," St . Louis 
Post-Dispatch, February 20, 1979, p. 12A. 
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Economic Problems 

Nigeria's most basic economic problem is how to con-

trol the raging inflation of the mid-seventies, generated by 

the oil boom and the general salary increase (known as Udoji 

salary increase), without stopping the nation's growth. In 

the agricultural sector the challenge is to provide the pro

ducers and labor force with an adequate return, while restrain

ing soaring food costs for the rest of the population. De

spite the fact that Nigeria produces raw materials, most com

panies find it difficult to obtain raw material to operate 

with. For example, both foreign-based and Nigerian-owned 

rubber factories have complained about raw material supplies 

in r ecent years. 1 The domestic textile industry has a rising 

need for the raw material, cotton. 2 The ban on importation 

of many commodities to boost foreign exchange and the value 

of Nigerian Niara (Nigerian currency) seems to me to represent 

a short term planning strategy that does not take into account 

the long range effect on Nigerian corporations and other busi

nesses. This was meant to satisfy all domestic demands through 

local production. The import ban, however, inhibits efforts 

to fight inflation by causing domestic cotton and other raw 

materials' prices to rise, thereby increasing the cost of the 

finished product to consumers to an inflated level. 

1n. Smith, "Prospects and Problems ," Daily Times , 
November 7, 1978, p. 5. 

2Ibid. 
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Nigeria's effective role in international corrnnodity 

negotiations is diminished by economic policy dilemmas occa

sioned by its disappearance as a supplier to the world oilseeds 

market and by the stagnation in its production of other agri

cultural commodities. Nigeria faces a dilemma with cocoa. To 

keep its marketing board solvent Nigeria needs a strong inter

national cocoa agreement which could ensure an international 

price stabilized at a high level. Nigeria ' s share of the world 

market has declined, and this has diminished its influence on 

international cocoa decision-making. 

I have taken a brief look into Nigeria, its cultural 

and economic affairs, in this section. The understanding of 

these factors I believe is vital to successful execution of 

managerial activities in Nigeria. In the next section, I will 

explain ethnic relat ions in Ni geria and the countr y ' s regional 

economy as a factor of poor management. I will also take a 

l ook at the effect of poor management on moral values in the 

s ociety. 



III. FACTORS WHICH CONTRIBUTE TO POOR MANAGEMENT 

Ethnic Relations and Regional Economy 

The regionalism that has characterized Nigerian cul

ture and politics has its roots in the colonial era. Under 

British domination it developed distinct cultural, political, 

and economic systems in three major regions. 

The West 

Beginning in the mid-nineteenth century cocoa was 

introduced on a large scale in Western Nigeria, the area in

habited primarily by the Yoruba people (see appendix). Not a 

locally consumed food, cocoa possesses only an exchange value 

overseas, and its cultivation precludes the growing of food 

crops in the same field. Thus cocoa farmers became largely 

dependent on the world market. Despite vagaries in the cocoa 

price, the profits made from cocoa exports led to the emergence 

of an agrarian bourgeoisie in the West, including cocoa farmers 

and particularly land owners. 

The North 

Isolated from colonial contact for most of the nine

teenth century, the vast Northern region held onto much of its 

Hausa-Fulani culture and fiercely resisted British conquest. 

Under colonial rule, the North was able to negotiate more 

15 
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autonomous terms of incorporation, with Britain upholding the 

legitimacy of Islamic institutions and making salaried 

functionaries of members of the ruling class. 

Groundnuts (peanuts) formed the basis of the Northern 

economy. Unlike cocoa, the groundnut was used local ly for 

food and oil, so its value did not depend as heavily on the 

world market, although sizable quantities were exported. The 

peasants who grew groundnuts and the other Northern staples 

were heavily taxed by their overlords and di d not fare as well 

as their farming counterparts in the West. 

The East 

Exports of palm nut oil together with peasant subsis

tence agriculture was the core of the Eastern economy. Inhab

ited largely by the Ibo, the East was penetrated thoroughly by 

the colonial trading firms by the end of the nineteenth cen

tury. The Ibo remained a rural farming people until Catholic 

mission schools produced a surplus of trained Ibos for clerical 

and other wage labor positions in cities around the country. 

Towards the end of British colonial rule in Nigeria, 

the three regions were given certain powers of self- government 

under constitutions promu l ga t ed around 1954. As part of the 

plan, each regional government was granted control over the 

marketing board surpluses from its primary export. Consequently 

there was little incentive for national integration, since the 

elite of one region needed no cooperation from the other in 

order to gain access to these revenues. 
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After the i ndependence of 1960 , the continuation of 

these three semi-autonomous regions with their ethnic and eco

nomic differences contributed to the various political crises 

leading up to the Nigerian civil war of 1967-70. After the 

war Nigeria was divided into nineteen different states . The 

nation, which has been under military rule since the political 

crisis of 1967, hopes to return to civilian rule in late 1979 . 

Other Factors 

Poor ethnic relations are not the only cause of poor 

management. Other factors which contribute to it include the 

following . 

Tribalism 

This is the counterpart of racism in American society . 

Tribalism was so widespread in Nigeria before the civil war 

that it was referred to as one of the reasons the nation went 

to war, because most Nigerians believed that one tribe domi

nated the government establishments. It was believed that the 

Hausa tribe was most favored because of its political power. 

This tribe controlled more than two- thirds of the entire popu

lation. This factor was believed to be used in securing 

employment, promotions, and awards of government contracts. 1 

Nepotism 

This is like tribalism; the difference is that favors 

lPersonal observation . 
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are given to relatives other than members of the same tribe. 

Here employment and promotions are solely based on the employ

ee's relationship to the recruiter. 

Corruption 

Corruption is the most threatening social problem 

which results in poor management, because it can obstruct the 

a t tainment of organizational objectives and thereby create more 

hardships and frustrations to millions of Nigerians. The 

malaise is so widespread that it is practiced in many govern

ment institutions and by functionaries at every level of 

society. 

Corruption is practiced at various levels. At the 

village level it may be less sophisticated than at the state 

level, but it is equally cormnon. For example, a village farmer 

may take a keg of palm wine and some of his farm produce to the 

l ocal administrator or chief in order t o influence him for a 

favor. The entire community may "dash" the district adminis

trator with a goat or other valuable to influence, say, the 

location of a business or institution in its area. 

At the state level corruption is much more institu

t ionalized. It pervades t he entire network of private and 

public institutions. Corruption ranges from the wrong use of 

company property, the abus e of public office for private gains, 

and diversion of huge sums of public funds to private ends, to 

the exaction of bribes for the award of company or government 

contracts. 
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Dismissal from public employment in 1975 of over 

11 , 000 managers including state governors, heads of federal 

and state ministries and departments, army officers, customs 

officials, university administrators, and even laborers, 

illustrates how widespread corruption is in Nigeria and partly 

explains the reason for the ineffectiveness of most public and 

private institutions . 1 Ten out of twelve state governors of 

the ousted General Yakubu Gowon's regime2 were found guilty of 

appropriating a total of $16 million for their private use. 3 

The former administrator of the Northwest state was found 

guilty of receiving bribes and awarding contracts worth several 

million dollars without the knowledge of the state tender's 

board.4 Also 189 officials were dismissed from the customs 

department for poor management.5 

Corruption directly and indirectly affects the execu

t ion of private and public programs. It also affects the 

management/employee relations within an organization. Besides, 

given the spiraling rate of inflation in Nigeria, the time 

spent by officials in negotiating "kickbacks " increases the 

cost of whatever projects they may be working on. Corruption 

l"The Purge of Public Institutions in Nigeria," New 
York Times, Sunday, February 15, 1976, p. 1. 

2rhe ousted military government. 

3naily Star, Wednesday, February 4, 1976, p. 16. 

4naily Times, Wednesday, September 24, 1975, p. 1. 

5naily Times, Monday, August 25, 1975, p. 1. 
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lowers the morale of subordinates who work under corrupt mana

gers. It leads to a "paint up" behavior which is described in 

Nigeria as "eye service." Subordinates engage in an eye ser

vice when they pretend to work hard before a supervisor but 

relax to idleness on his departure. 

The prevalence of corruption in government and private 

industries leads to organizational goal displacement. In pur

suit of private goals, several official s in the public institu

tions, for instance, form cliques and informal groups in order 

to maximize their benefits at the ,expense of the attainment of 

institutional goals. In effect public institutions which are 

characterized by a network of patron/ client relations and 

which steadily suffer goal displacement can hardly be expected 

to be efficient. Only the eradication of such social ills as 

corruption within a system can enhance efficient management. 

This corruption which was one of the primary reasons for the 

ouster of Gowon's regime in Nigeria has not been entirely 

eliminated within the system. I t will take a new generation 

of effective managers to turn the system around. 

Not only is corruption decreasing the moral value of 

Nigerian society , its exis tence exp lains why many national 

projects failed. Many managers devot e most of their official 

hours to negotiating kickbacks and give less attention to their 

jobs and subordinates. 



IV. FAILED PROJECTS 

There have been a number of projects among those set 

up by Nigerian government for development whose failures can 

be directly traced to poor management in some form. These 

projects include traffic control signals, conrrnunication, 

electricity, and instructional television. 

The government spent millions of dollars installing 

traffic control signals in major cities like Lagos. But due 

to poor planning and inefficient management this process ended 

in failure with a l l the installations dismantled within a year. 

Now, Lagos is rated high among the cities with the worst 

traffic congestion in the world. 

Like the traffic control project, Nigeria spent mill

i ons of dollars to improve its telephone system. The result 

to date has not been very encouraging. For example , a person 

to person call within the same city may take 15 to 30 minutes 

to be put through. 

To improve the electrical system in Nigeria, many "dams" 

were built together with other systems to produce electricity. 

But poor management at the Electricity Corporation of Nigeria 

makes "blackouts" a conrrnon problem in most cities. 

Before taking a look at the analysis of instructional 

television, the project whose failure will be most fully 

21 
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diagnosed as a case study in this essay, let's take a look in 

the next section at some of Nigeria ' s major corporations. We 

will see how poor management has affected their developmental 

projects and how the problems created by this are affecting 

the entire economic community. 



V. DEVELOPMENTAL PROBLEMS 

Following the oil boom revenue of the early 1970's, 

Nigeria initiated a five -year (1975 -80) development plan. 

This was a program of industrial, agricultural, and social 

development to be financed with about 48 billion dollars in 

f ederal and private aid. This was a plan designed to conver t 

Higeria from an economy almost entirely dependent upon oil for 

revenue to a more broadly based industrial nation with a nearly 

self-sustaining agriculture. 

Plans which appear excellent have often been drawn up 

with expert assistance from international bodies.l The expan

sion of industrial and social development which the plans in 

t heory were to make possible has not often been realized. Most 

of the projects involved were planned to conform with the pat

t erns of developed nations without bearing in mind the cultural 

differences between Nigeria and such nations. Therefore, the 

implementation of most of the plans poses more problems and 

complexities than the planners expect. 

A few of the problems encountered which made management 

a difficult profession have been in the areas of infrastructure, 

organizational resources, and outmoded agricultural technology. 

lH. Nwosu, Nigeria Development Plan (Nsukka: University 
of Nigeria, 1978). 
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Infrastructure 

The overall success of a development project may 

largely depend on the effectiveness of the services rendered 

by the system's physical infrastructures such as the roads, 

railways, ports , and other t ransport systems. The Nigerian 

transport system is characterized by poor coordination, mis

investments, oper ational deficits, lack of maintenance, inade 

quate utilization of human and natural resources, and most 

important of all, poor management and oper ational control. 1 

As a result of lack of effectiveness in coordination 

and poor management, t he use of some branches of the transport 

system is somehow on t he increase while others are steadily 

declining. For example, the road t ransport is increasing while 

the railroad and water transport are suffering management chaos 

and declining. I will analyze only the declining sectors here, 

to see what went wrong wit h these systems. 

Railways 

The Nigerian Railway Corporation was established as a 

governmental department in 1898 and was made a statutory cor 

poration in 1959. As a s t atut ory corporation, it was expected 

to operate as a connnercial concern, although the government 

re t ained powers over br oad policies.2 The corporation has so 

1Federal Republic of Nigeria, Third National Develop
ment Plan 1975-80, Vol. 1 (Lagos : Federal !1inistry of Economic 
Development, 1975), p. 199 . 

2rnternat ion Bank of Reconstruction and Development, 
Nigeria, Options for Long-Term Develo~ment (Baltimore : Johns 
Hopkins University Press, 1974) , p. 8 . 
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far not justif ied the early expectations placed on it to ease 

traffic problems. Despite heavy traffic demand, long haul 

routes, spare track capacity, and regular subsidies from the 

government, the corporation has operated in deficit in all but 

one of the past 15 years. 1 Its freigh t liftings have substan

tially declined , from 850,000 tons in 1958-59 to 350,000 tons 

in 1970-71. 2 Operations deteriorated further between 1971 and 

1974 and deficits increased substantially . 

A loss of over $186 million was sustained in the five 

years ending in 1974.3 A number of reasons can be cited. 

First is that the corporation was hit hard during the civil 

war with a loss of employees of various skills. Second, it 

has an obsolete track system. The route is characterized by 

extensive track curvature, lightweight rails, weak bridges , 

and obsolete signalling sys t ems . Train speeds at times are 

as low as five miles per hour. 4 There are other problems such 

a s defects of diesel engines, heavy backlog of repairs and 

maintenance work, extensive detention time at stations, and 

poor facili t ies for passengers. 

The most important of all is the problem of management. 

A long history of management /employee conflicts, lack of 

1Third National Development Plan 1975 - 80, op. cit., 
p. 213 . 

2 Ibid. 

3rbid., p. 214. 

4rbid. 
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understanding of the cultural environment by some managers 

and excessive submission to cultural beliefs (such as voodoo

ism) have impaired operational efficiency. This poor manage

ment is mostly responsible for the underutilization of human 

and material resources. Empty wagons (coaches) are not always 

available where they are needed. Nor can the corporation guar

antee regular and scheduled service. Unreliable and unpredict

able service has diverted several railway customers to road 

transport even though it is more expensive. This is one of 

the causes of the worst traffic jams on Nigerian roads. The 

inefficiencies in this corporation also impose extra costs to 

the economy of the country as a whole. 

These inefficiencies pose severe obstacles to success

ful implementation of development plans. The corporation does 

not meet its economic share of total transport demand in the 

country. Given the unreliability and unpredictability of its 

operations, goods and construction materials are not always 

taken to places at the t ime they are needed . These delays not 

only increase transport costs but also result in noncompletion 

of projects according to the prograIIlllled schedules, ultimately 

raising the cost of implementation. 

The Ports Authority 

Another branch of the transport system whose services 

have fallen far below heavy t raffic demands is the Nigerian 

Ports Authority. The Authority was established as a statutory 
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corporation in 1955 to operate and manage the nation ' s ports 

along commercial lines. The Authority owns and manages 6 

har bor s with 29 berths- - Lagos, Port Harcourt, Calabar, War ri, 

Burutu, and Kobo. Lagos and Port Harcourt are the lar gest wi th 

18 and 8 berths respectively. 1 Owing to its management prob

lems, the Authority has in recent years demonstr ated i nability 

to cope with the heavy traffic demands at Lagos and Port Har

court por ts. The congestion at the ports reached a crisis 

point in 1975, when in the month of October alone there were 

over 400 ships awaiting offloading at Lagos.2 

The consequences of the inefficiency of the por ts on 

the economy are quite obvious. Port delays whi ch averaged five 

to six weeks for cargo ships i mposed staggering difficulties on 

all Niger ian importers, exporters, and customers ali ke. Long 

waits of ships at the ports are accompanied by increases i n 

shipping charges which the Authority transfers to import costs 

as part of its social overhead. Thus the cost of all imported 

coIIDilodities is unduly expensive, because of the congested por ts. 

Goods held up for unpredict able periods of time at the ports 

create artificial scarcity in the local markets, accelerating 

inflationary pressures . 

The operational problems of the Nigerian Ports Author

ity are not helped by the "lame" services of the Nigerian 

1rbid. , p. 220. 

2Editorial, 400 Ships Wait for Several Weeks In Niger 
ian Port, August 27, 1975, p. 1. 
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National Shipping Line which was established in 1958 . 1 Despite 

government subvention , the shipping line operates at financial 

loss. 2 This is due to mismanagement which creates high tardi 

ness, absenteeism, and rapid turnover of personnel. 

Outmoded Agricultural Technology 

In Nigeria , more than 64 per cent of the entire labor 

force is engaged in some form of peasant farming. Only about 

7.8 per cent of the labor force is engaged in wage employment, 

with most others serving as household workers and apprentices. 

Ni geria thus remains essentially an agricultural country despite 

the increased contributions of pe t roleum to its Gross National 

Produc t . Agricul ture will continue for a l ong time in the 

f u t ure to provide a means of livelihood to millions of Nigerians 

i n spite of Ni geria's effor t to accelerate the pace of 

i ndustrial development . 

Despite the important position it occupies in the 

economy, Nigerian agriculture has experienced a sharp decline 

in production of both expor t and food crops , a short age of 

skilled manpower, an underutilization of labor, and above all 

an outmoded production technology . The bulk of agricultural 

pr oduction is done by peasant farmers whose average land hold

ings are between t hree and s even acres. The machinery used 

for product ion consist s mainl y of hoes, cutlasses, and other 

lT.N.D.P. , p . 224. 

2r .B.R.D. , op. cit., p. 89. 
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primitive hand tools. Given the outmoded farming technology, 

the area under cultivation represents only 11- 15 per cent of 

the land potentially suitable for agriculture. 

The most significant constraint is the one which is 

related to "technology transfer." A majority of Nigerian farm

ers, whose existence depends on their meager farm products, are 

ignorant of modern farming techniques. They are not taught to 

experiment with new methods of farming or improved varieties of 

crops. Instead, following the advice of foreign experts, the 

department in charge of agriculture bought thousands of heavy 

farming machinery which later became idle because the farmers 

lacked the experience needed to operate them. This problem is 

exacerbated by lack of a sufficient number of agricultural 

extension staff to transmit the available knowledge and 

distribute the improved crop varieties to the farmers. 

Apart from the shortage of personnel mentioned above, 

the role of government was almost entirely confined to funda

mental research on cash crops such as cocoa, palm oil, ground

nuts, and cotton, rather than on food crops, such as cassawa, 

yams, and rice, which form the staple food for most Nigerians. 

Projects of agricultural modernization are also inhib

ited by the inadequate supply of credit institutions. Though 

commercial banks extend credit to some medium and large scale 

private farmers, they are often unwilling to do the same to 

small scale farmers which make up the majority of the nation's 

farmers. The farmers that enjoyed this credit benefit represent 

only about 5 per cent of the farming population. 
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Another important factor that is overlooked by the 

planners of agricultural development projects is the lack of 

technological knowhow for the preservation of the harvested 

crops . If farmers are taught how to store their crops, this 

will eliminate the wastes during plenty and prevent shortages 

during bad seasons. Introduction of colleges of agriculture 

in the country would increase the numbers of experts available 

to go to rural areas and educate farmers on modern farming and 

ways to improve their outputs. At present there is only one 

such institution in the country. 

I have explained in this section how not understanding 

a cormnunity's social and cultural background may ruin even the 

best of plans. The plans so chosen may achieve their objec

tives if priorities are given to the cormnunity's hierarchy of 

needs. For example, improved irrigation may take priority over 

heavy machinery. In the next section I will analyze the 

instructional television project, state why the previous plan 

failed, and suggest alternative proposals. 



VI. PROBL&~ ANALYSI S: INSTRUCTIONAL 

TELEVISION PROJECT 

The potential a dvantages of motion pictures as an edu

ca t ional medium have b een extensivel y documented by r esearchers 

in t he field of education both i n the United States and in some 

other part s of the world. In the United States, such names as 

Wesley C. Meierhenry, l Mark A. May, 2 and Collin Cherry3 a re 

prominen t among a long list of such r esearchers. 

I n most part s of the globe , t he motion p icture has been 

put to effec tive use in ins truction as early as the 1950 1 s. It 

was not until late 1960 that Nigeria introduced this into its e du

cational system. With an unpredicted haste, the administrators 

o f Lagos, the most modern city and the capita l of Higeria , 

started educa t ional television programs , but without adequate 

comprehens ive planning. Lagos is also one of the few Nigerian 

cities with most homes having access to television. This 

2M . A. May, Planning Films for Schools, American Council 
on L<lucation, 1949. 

3c. Cherry, On Htnnan Communication (New York: John Wiley 
& Sons, 1957), p. 85. 
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television program introduced to Lagos schools in January 1968 

came to an untimely end that August.l 

Problem 

Many problems, especially managerial ones, plagued 

this project to the extent that it became economically unwise 

to continue despite a growing interest on the part of the pub

lic. Planning, organizing, and controlling aspects of this 

project all were faulty from the start. Teachers and parents 

were not brought into the planning process; therefore, the 

planners received less cooperation from these groups. The 

employees of the network handling this program were not moti

vated as well as they should have been. The recruitment of 

employees bearing such social customs as tribalism and nepo

tism made the enforcement of corporate regulations difficult 

in most instances. 

The fault was to a great extent that of the planners 

as well as the administrators responsible for the management 

of the whole project. Most of the latter had no training of 

any kind in the administrative field. The regular staff of 

the existing government - owned television station was fully 

responsible for the administration of the school program. This 

was a great mistake as a separate, well-trained staff could 

have been recruited to handle this important project while 

making use of only the existing technical staff. 

1Nigerian Federal Government Report, Audio-Visual 
Commission, 1969, p. 1. 

I 
I 
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Another contributing factor was the absence of a stan

dard to be used in evaluating the effectiveness of the program 

before its total failure. Such a standard should have been 

determined during the planning process of the program . Be

cause of this, the project administrators, unlike their Ameri

can counterparts, did not care to verify how successful the 

programs they aired were. They did send program guides to 

participating institutions and thought the whole process would 

automatically adjust itself. They were wrong, for the whole 

project collapsed for not adhering to the management principles 

with regard to the functions of planning, organizing, and con

trolling. The teachers, who were supposed to assist in making 

this project successful, did not support it and pointed out 

its wastefulness in time and money simply because they were 

not brought into the planning process. There was nothing done 

on the part of the administrators to motivate the teachers to 

encourage the utilization of instructional television in their 

classrooms . Parents were also totally overlooked in this pro 

ject. No effort was made to see how important the role of 

parents is in making a success out of this kind of project. 

Another factor that also led to the downfall of the 

project is the fact that most of the managers here, like many 

other corporations that I have mentioned so far, did not have 

a good understanding of the cultural environment they operated 

in . This led to inadequacy not only in the operations but 

also in the maintenance of the facilities and equipment that 



34 

were being used, including maintenance of the sets given to 

the participating institutions. 1 

Alternative Proposal 

The need to prepare Nigerian students to meet mana

gerial roles in their complex society is essential and urgent. 

Unfortunate l y the institutions of higher learni ng in the coun

t r y do not possess the required resources needed to meet this 

demand. Therefore, the use of instructional television may 

fill this gap and bring students close to what is going on in 

a modern society . The quality of education would thus be 

greatly improved from grade schools through colleges. 

The process of using instructional television if well 

developed will lead to the benefits outweighing the costs. 

All that is needed is to obtain efficient results. The plan 

I will propose, if carefully followed, will not only save 

money but also arouse the interes t of t he potential audience 

and help tremendously in eliminating the poor standard of edu

cation existing at present in Nigerian schools and colleges. 

The main objective is to stress instructional television's 

importance as an educational system if well administered. To 

establish an effective proposal, management concepts such as 

planning, organizing, and controlling processes must be under

stood and well administered. 

lrbid. , p. 5. 
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Planning. Planning is generally considered the first 

function performed in the management sequence of planning, 

organizing, and controlling. The planning function includes 

all managerial activities which result in a definition of goals 

and the determination of appropriate means to achieve these 

goals.l This planning process can be broken down into at least 

three interrelated phases:2 

1. Establishing goals, time frames, and fixing their priority. 

2. Forecasting future events which can affect goal accomplish

ment and estimating their impact. 

3. Making the plans operational through budgeting. 

The planning function begins with analyses of the goals 

which management seeks to accomplish. In the case of the 

instructional television project, the goals may be stated as: 

(1) having three or more educational institutions in the first 

year participate in the program and an additional three in the 

second year, and (2) introducing at least five previously un

available courses to Nigerian institutions in the first year. 

Once goals are set they must be implemented. The crit

ical step in implementation is that of forecasting the future, 

the second phase of the planning process.3 The two basic 

issues that must be resolved through forecasting are: (1) what 

1Donnelly et al., Fundamentals of Management, p. 47. 

2rbid. 

3rbid. 
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level of activity can be expected during the planning period, 

and (2) what level of resources will be available to support 

the projected activity. For example, consideration must be 

given during the planning process to the availabi lity of human 

and financial resources to support the instructional te l evision 

project. And the future availability of major resource compo

nents including material (TV sets, etc.) and capital must be 

forecast. 

The need for planning is not limited to the develop 

ment of plans for the attainment of organizational objectives. 

Planning is also necessary to determine the methods and types 

of controls as well as the kind of direction best suited to an 

organization. Although the success or failure of an enterprise 

or of specific projects may depend on the way in which the 

other two functions are performed, the quality of the planning 

function still plays a major role . 

During the planning process, an initial investigation 

of the feasibility of the plan would be undertaken. This would 

include the survey of the institutions around the community 

concerned to find out how many schools , colleges, and univer

sities there would show interest in the program. Also the sup

port of teachers and parents alike would be advocated. 

A great quantity of study guides and special workshops 

should be designed whereby attention is given to teachers ' 

problems and suggestions made about the use of instructional 

television in their classrooms. Hopefully, this would also 
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convince the teachers that they should use instructional tele

vision as an educational tool. For example, largely because 

of the information contained in handsome study guides that 

were being sent out free to teachers in the U.S. by ABC, thou

sands of them asked their students to watch "Roots" on tele

vision as class assignments. 1 Special reading enrichment 

guides would be made available to the Lagos school system to 

help the teachers build students' vocabularies (which need to 

be improved greatly) and raise topics for class discussions. 

When planning is required i n an organization, this is 

indicative that the company is not completely meeting its ob 

jectives. Because if it did, there would be no need for addi

tional or new plans. The prob lem then would be the discrepan

cies between the present performance and desired performance. 

The problem to be resolved by the planning process must then 

be clearly stated. In the instructional te levision project, 

thorough consideration was not given to personnel recruitment. 

The principles of personnel management as related to employee 

selection were not being followed. This personne l selection 

should be given careful consideration for the project to 

succeed. 

Selection of program manager. In the hands of the 

wrong manager the instructional television project will be a 

monumental waste of money as was true of the former project. 

1M. Pines, "Home Screen's Education Value," TV Guide, 
December 16, 1978, p. 7. 
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But in the hands of an efficient manager, it can be a great 

project. The following items should be considered by the per

sonnel director in selecting an effective manager . 

1. Define what you want the manager's specific duties 

to be. State what problems he may face initially and in the 

foreseeable future. The standards he is to meet must be 

clearly defined. 

2. Look for a person who can manage change. A good 

manager doesn't just manage. By the nature of his job, spear

heading change is one of his most important responsibilities. 

Look for his record in handling change. 

3. Match his personality with that of the subordinates 

he will deal with. "Opposites attract" may be true in romance 

but is seldom the case in business. The personnel director 

must see if the applicant will function in a structured envi 

ronment. He must be compatible with the two or more subordi

nates with whom he will work most closely . 

4. Look for managerial, not just technical, knowhow; 

that is, a person with managerial training rather than just 

technical education. He must be a manager i n the fullest sense. 

A little knowledge of the operations of instructional tele

vision may be an advantage . Putting narrow specialists in 

charge of such technical operations will be one of his duties. 

5. Look for someone who is service oriented. Nigerian 

government had recently fired most of its departmental managers 

for providing poor services . Therefore, one who will be willing 
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to put his job ahead of his other s ocial responsibilities will 

be good f or the position. 

6. Check candidates careful ly. Use the phone or go i n 

person to check references; letters tell next t o nothing. Ref

erences are not infallible, so weigh their comments carefully 

and try to cross-check with other references . 

7. Look for a candidat e with knowledge of the cultural 

and social environment. Most important of all, the chosen man

ager must have a thorough understanding of the cultural , social, 

and political environment of the coIIllilunity, because t his may 

determine the success or failure of his performance . 

In the selection of other ,employees, only those who are 

experienc ed in the field and recent graduates with hard work 

potential should be considered. The accomplishment of the 

instructional television objective may mostly depend on the 

ability to attract, develop, and retain employees whose quali

fications as to competence, training, and integrity will be 

appropriate for t he responsibilities assigned to them. 

This selection process would eliminate the fear of 

t ribalism and nepotism, and also lessen the possibility of 

emp l oying i ncompetent managers and employees. What this would 

do is increase employees' morale, which would increase motiva

t ion. Other motivational factor s such as increasing two-way 

c ommunications (manager/employee) and satisfying emp l oyees ' 

physiolog ical, safety, love, esteem , and self-actualization1 

l Mas low, "A Theory of Human Moti vation ," Pszchological 
Review, July 1943, p. 40. For definition see page 5. 
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needs would be encouraged.l 

Organizing. The planning function refers to those 

activities of the managerial process which determine, i n ad

vance , goals and the means for achieving them.2 These , in 

turn, must be accomplished in definite ways and sequences in 

order to accomplish the overall goals and tasks, which is the 

major funct ion of organization. Organiz ing, therefore, refers 

to the process of achieving coordinated and sequential effort.3 

This process for achieving coordinated efforts can best be 

implemented with well-defined programs. 

The program - There are many advantages of instructional 

television depending on the programs and particular form of 

broadcasting adopted. Calven Gross, Superintendent of Schools 

in Pittsburgh, lists some of these as :4 

1. Bringing to the classroom courses that are other

wise not available in that institut ion . This will help a lot 

of business schools because lack of access to them is one of 

the reasons causing thousands of Nigerians to seek overseas 

craining annually. 

lFor more discussion on planning, see Planning Theory 
by Breton. 

2nonnelly, Fundamentals of l1anagement. 

3rbid. 

4Brown et al. , Administering Educational Media, p. 2 76. 

----, 

l 
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2. Satisfying certain special schools' needs, such 

as management courses for which the institutions may not have 

instructors and other resources. 

3. Enriching courses already offered by bringing out 

standing experts' works and unusual experiences to the attention 

of the students. 

4. Supplying quality instruction . 

5. Providing in-service training opportunities for 

instructors and audio-visual technicians who will produce the 

programs. 

6. Stimulating students' interest in much greater 

activities as a result of projects assigned during and after 

viewing television instruction. 

A parent-participation TV workshop should be organized. 

Here, parents, teachers, and students would meet to discuss 

the effectiveness of the program and discuss special programs 

that were televised, such as "Roots," "Long John Silver," and 

locally produced programs under the guidance of an experienced 

coordinator. This would certainly arouse the interest of the 

participants. The job of the coordinator at such a workshop 

would be to demonstrate to the participants how instructional 

te levision could be used to improve learning and communications. 

This would eventually build larger audiences for the program. 

Since TV is now widely available in the private home 

in Nigeria, TV-based pamphlets, records, cassettes, magazine 

inserts , scripts, film strips, and study guides from advanced 
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nations on various subjects could be a helpful study aid for 

teachers . The teachers who receive these would probably show 

added interest and view them as teaching aids, rather than 

threats to their profession. The main concern here is to 

launch a major drive to show instructional television as an 

ally rather than a competitor with teachers. 

The kind of guides that will be received with enthusi

asm because of their aid to students' learning, therefore, are 

those that are of utmost importance to their learning experi

ence such as the Shakespeare plays (which were acted by a 

British cast) and other locally produced educational programs 

by actors like Wole Shoyinka and Ogunde. An enormous package 

of these types of educational materials could be purchased 

from advanced nations . Items made available to teachers would 

include introductory records, viewing guides for each play or 

act, and teachers' guides prepared by experts on the subjects. 

Teachers would generally welcome such help in bringing diffi

cult subjects to life and thereby increasing the success of 

the entire project. 

Research has shown that the attitude of the class 

teacher plays a substantial role in the final result of any 

instructional television project. A televised program that 

does not meet the approval of the viewing teacher has little 

or no chance of effectiveness, 1 just as company policies and 

1R. Diamond, A Guide to Instructional Television (New 
York: McGraw-Hill, 1964), p . 204. 
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procedures that do not meet the approval of the manager con

cerned are bound to be set aside and rendered ineffective. 

Therefore , efforts would be made to promote frequent teachers' 

workshops . At these workshops, teachers would be reminded of 

the benefits to their profession and their students when 

instructional television is well utilized. These workshops 

would also be the best place to solicit teachers' suggestions 

on how the project could be improved. 1 

Controlling. Controlling is focusing attention on the 

problem of preventing deviations in the quality and quantity 

of resources used in the organization. 2 Human resources must 

meet the job requirements as defined by the organizational 

structure; employees must have the capability, whether physical 

or intellectual, to perform the assigned tasks. 3 Methods must 

be designed which will enable management to implement control 

in the establishment. 

Standards, policies, and procedures should be well 

developed and coilllllunicated as to selection, training, appraisal, 

and compensation of the employees. The regulations concerning 

the operations of the department should be spelled out to poten

tial employees during interviews . Communications should be 

1For more discussion on organization, see Management 
and Organization by Henry Sisk. 

2nonnelly et al., Fundamentals of Management (Business 
Publication Co., 1975), p. 101. 

3rbid. 
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designed to assure that the employees understand the extent 

of their authority, their assigned r esponsibilities, and the 

consequences of performance. A uniform "yardstick" should be 

designed to measure the performances of a ll employees. 

Control should be implemented by the supervisory ac 

tivi ties of managers. Through personal, on-the-spot observa

tion, the manager would determine whether or not the work of 

his subordinates is proceeding in the manner defined by the 

company ' s policies and procedures. The use of monetary and 

non-monetary incentives to affect the performances of subordi 

nates would be encouraged. 

Since the main duty of the manager would be the coor

dination of the efforts of his department with that of the 

entire television network, he may delegate some of his author

ity to a supervisor to supervise the employees within the 

department. His duties would include seeing that most of the 

social ills, as mentioned , are totally discouraged within the 

department. Some of these include absenteeism, tardiness, 

laziness, and other such behavi ors that paralyzed the former 

project. 

It has been a genera l policy in Nigeria 's economic 

community that when an employee is hir ed, he is retained and 

that is it. Regardless of how he performed his duties, he 

does not enjoy the benefit of a "reward/punishment" policy 

that should have been associated with whatever he does. Under 

t his proposal, the use of a "rewar d/punishment" policy would 
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be highly recollllilended. Hardworking employees would be encour

aged to keep up hard work by rewarding them for their perfor

mances, while the tardy ones would be dealt with accordingly. 

A tight internal control system would be designed. 

It would comprise the plan of the organization and all of the 

coordinate methods and measures adopted to safeguard the assets 

of the organization, promote operational efficiency, and 

encourage adherence to prescribed managerial policies. 

An effective connnunication system within this estab

lishment would be instituted that would help provide assurance 

that plans are implemented, that cooperation is received from 

employees in carrying out all those planned activities, and 

that those activities are carried out with reasonable effi

ciency. Weaknesses in the communication of the institution's 

objectives, policies, or standards of control likely would 

show up as deficiencies in the entire program and may most 

likely signal a failure of the project. The formulation of 

these objectives and how to communicate them would be the major 

responsibilities of the supervisor. Also an external coillllluni

cation system would be instituted by prescribing flows of com

munications between the company and the community in which it 

operates . 1 

Motivation. "All those inner striving conditions 

described as wishes, desires, drives, etc. . It is an 

1For more discussion on controlling, see Management 
and Organization by Henry Sisk. 
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inner state that activates or moves. 111 Maslow identified five 

levels in his pyramid- like need hierarchy. They are, from 

bottom to top, physiological needs, safety needs, love or 

belongingness needs , esteem needs, and self-actualization 

• needs. 2 

Physiological needs - The classic examples of physio

logical drives are hunger and thirst. These needs are satis

fied easily in most industrial economies but in Nigerian 

society these may be what most employees are looking for . 

Once satisfied, they cease to operate as primary motivators 

of behavior and are replaced by motivational forces of a higher 

order. There is no one best way to satisfy these needs because 

the physiological needs of employees vary considerably. But 

recognizing these needs and trying to deal with individual 

cases as they arise will be advisable. 

Safety needs - These comprise physical safety which 

includes needs for clothing, shelter, and protection from 

attack, and psychological needs, which take the form of order

ing the environment into a predictable pattern and attempting 

to cope with anticipated difficulties of the future.3 Intro

duction of pension plans and other forms of economic insurance 

will help satisfy these needs . 

1Bernard et al., Human Behavior (Harcourt, 1964), p. 239. 

2Maslow, A Theory of Human Motivation, p. 370. 

3rbid. 
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Belongingness needs - Thes,e are the needs to belong as 

a member of small groups such as work teams. Loyalty to these 

groups and need to belong to them may often outweigh the 

financial incentives and the logical appeals of management. 

Employees should be given the freedom to belong to these groups 

without constraints. 

Esteem needs - These are the needs for self-respect, 

for accomplishment , and for achievement. Attaining goals leads 

to feelings of self-respect, strength, and confidence. 1 Prais

ing employees for their achievements may satisfy these needs. 

Self-Actualization needs - These are an individual's 

motivation to transform one's perception of self into reality .2 

These include self-fulfillment and the realization of one's 

potential. 

In trying to motivate employees at this instructional 

television network, the understanding of these human needs is 

essential because they have a significant bearing on the ways 

employees behave generally. Since human needs are not the 

same, regardless of their socio-economic background, the super

visor would be encouraged to study his environment first to 

know what the needs of his subordinates are before designing 

motivational systems. Before designing this system the follow

ing points should be noted: 

lrbid. 

2Ibid. 
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1. Better education. To be a leader (supervisor), 

one needs to be better educated in the field of human rela

tions. It is the awareness gained through such education that 

the supervisor can apply successfully in working with his 

subordinates. 

2. Treatment of employees. The manager must deviate 

from the concept that employees are only "economic beings." 

This could be a better step towards effective management. In

stead, they (employees) should be treated as members of the 

entire organization as this would boost their sense of belong-

ingness, and increase their motivation. 

3. Flexible adherence to company policy . The super-

visor would be encouraged to understand that company policies 

and procedures are designed not as rules to be followed step

by-step but as a guideline for execution. Too much rigidity 

could be a demotivating factor on its own. It should be noted 

that there is no conflic t between the '"flexibility" mentioned 

here and the "reward/ punishment" policy discussed earlier or 

the use of a standard "yardstick" for measuring performance. 

What this flexibility would do is give the manager concerned 

the sense of really having authority to deal with situations 

as they may arise within his department. A manager may be 

flexible in handling individual cases in his department and 

still adhere to the company's policies and procedures.
1 

. 1The following are recoromended for a more complete dis
~ussion on motivation: H. v. vroom, Work and Motivation and 

. Herzberg, The Motivation to Work. 
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A supervisor fails to meet his responsibilities when 

he gives inadequate consideration to the facts of any case, 

jumps to conclusions, or is hasty in action. He must undef

stand the mai nsprings of human behavior so that he can work 

more effectivel y and efficiently with his associates and 

subordi nates. 

If the employees chose to unionize, the dissatisfac

t i ons that were felt by them would likely be expressed promptly 

and forcibly. For this reason, the supervisor should develop 

skill in case analysis. He also needs to know how to be a good 

listener when an employee has something on his mind. All these 

are important points that should be recognized and applied 

effectively in order to motivate employees. 

One of the major problems in providing competent mana

gers for the Nigerian economy is the fact that among the 

twelve universities in the country, only one offer s courses 

in business administration. No immediate effort is being made 

by the government to expand these offerings to other univer si

ties there. The well - established system of instructional tele

vision may ass i st in filling the gap between supply and demand • 

for bus i ness educa tion by making available tapes and lecture 

materials from distinguished overseas colleges to Nigeri an 

local universities . 

In this section, I have taken a look at why instruc

tional te l evision failed when first introduced in Lagos. I 

have also suggested an alternative proposal, based on my train

ing in management, which took into account a wel l-formulated 
..,-;'\oEN;.,__.,jo~"'

/ \) ' 



50 

planning process, a better way to run the entire program, a 

well-organized personnel selection process, and employee 

motivation procedures. Since the failure of the former pro

ject could be blamed on poor management, if this proposal is 

adhered to the result certainly would be encouraging. This 

proposal would not eliminate corruption, nepotism, and tribal 

ism in their entirety, but if carefully followed may drastic

ally reduce them and thereby increase the success of the 

program. 



VII. CONCLUSION 

Nigerians live in a very complex society with numerous 

ethnic groups, where many forces like the power of voodoo, 

black magic, and witchcraft operate in contradiction to the 

known laws of science. Regrettably, many managers were un

aware of these factors, while others have been victimized by 

excessive belief in these concepts. 

Most of the time, the abi l ities of these managers to 

operate effectively and efficiently were impaired by either 

not understanding the community's social, cultural, and politi

cal background or submission to the beliefs of forces that 

operate within the society. The results created by such 

inefficiencies have had disastrous consequences for the entire 

economy. 

Many sectors of the economy have given up hope of 

finding solutions to their managerial problems. For example, 

the Railway Corporation tried everything from using specially 

trained managers to the use of military personnel to rid the 

corporation of its managerial dilemma. Alas! nothing seemed 

to work. Perplexed by these fa ilures, the government has 

recently contracted the managing of this corporation to India 

Railways. 1 From my point of view, this latest solution of 

lBusiness Briefs, Nigeria, African Report, January
February 1979, p . 38. 
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contracting the managerial duties to a foreign firm may not 

solve the problem. The mere fact that the experts that this 

foreign firm will send to Nigeria are not likely to totally 

understand the people and their cultures may complicate issues 

the more. 

While I recommend a manager who understands the culture 

of the community he operates in, I do not suggest he share 

these beliefs with the people to the extent that it will elim

inate his ability to manage. I do recommend a critical study 

of the social and cultural environment of the community to 

determine whether or not such forces really exist. Many devel

opmental projects undertaken by Nigerian government have 

failed. Among those hit the hardest are the Nigerian Railways, 

traffic congestion control (air, land, and sea), instructional 

television, and agricultural development. 

In the agricultural sector, for example , the planning 

process was given improper priority. The planners through the 

advice of foreign experts bought thousands of heavy farming 

machinery worth millions of dollars. What is wrong with this? 

Nigerian farmers are 90 per cent illiterate and poor . There

fore, they cannot afford the purchase and maintenance of this 

machinery. Government research in the field of agriculture is 

devoted mainly to export crops ignoring the locally consumed 

foods. Until the late 1970's , Nigerian farmers did not have 

the technological ability to preserve their products beyond 

each fiscal year. Making storage technology one of the main 
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priorities in the agricultural sector would ensure regular 

availability of food to consumers and reduce waste. All that 

is involved here is trying to achieve efficient management 

through a proper planning process. 

Inefficient handling of their working environments by 

most managers adds more to the social ills existing in Nigeria, 

such as corruption. Notorious corruption undermines the econ

omy as a result of poor management. Elimination of these 

shameful practices has been one of the goals of Nigerian gov

ernment in its development plans. This is so widespread that 

businessmen and most managers consider it as part of the cost 

of doing business. 

This scandal, which is only one of the results of poor 

management, was somehow being encouraged by some foreign cor

porations . For example, a representative for one American

based multinational corporation said that to avoid a potential 

scandal, his company turned over the distribution of goods to 

local managers who disguise bribes as operating expenses. 1 The 

Foreign Corrupt Practices Act of 1977 that makes it illegal 

under U. S. law to offer, pay, promise to pay, or authorize pay

ment of money or anything of value to foreign officials may 

help alleviate thi s problem a bit. But America is only one of 

the many nations doing business with Nigeria. The only solu

tion to this problem, then, would be improved managerial 

lp1ummer, "Nigeria Goes for Boom or Bust," St. Louis 
Post-Dispatch, May 22, 1975, p . 3D. 
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practices, with strict systems of internal control within the 

Nigerian economy. 

If this internal control system is well developed, it 

would guard against waste and inefficiency. It would also 

enable the performance of an enterprise to be measured against 

plans for achieving objectives by providing "feedback" about 

the progress of the enterprise and its degree of success. The 

lack of this internal control system in most Nigerian public 

and private corporations makes it at the present almost im

possible to assess individual or group activities as to their 

relative importance within the ov,erall corporation control 

systems . 

With good planning, better personnel selection pro

cedures, well-defined operations, and strict internal control 

systems, most of the social ills that plague Nigerian corpora

tions today could be reduced or eliminated. The implementation 

of the proposals suggested for the instructional television 

program could give Nigeria a successful project. 
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