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INSTITUTIONAL CONSEQUENCES OF POLICY CHOICES: HOW PUBLIC EMPLOYEES AND POLICY ELITES RESPOND TO ADMINISTRATIVE POLICY FOR INNOVATION. A CASE STUDY OF PUBLIC CORPORATIONS IN NIGERIA.

Public Policy

Various definitions have been preferred concerning what policy is and in turn public policy. Eyestone(1971), Dye(1975), Salisbury (1968), Anderson(1979), Sharkansky(1970), Dror(1973), Rose(1969), Jenkins(1978), Baurer(4968) etc all have given various versions of and connotations to our conception of public policy. However, for the purpose of this paper our operational guide shall be biased by the conjectures of Jekins(1978). He defined public policy as a set of interrelated decisions by a political actor or group of actors concerning the selection of goals and means of achieving them within a specified situation where those decisions should in principle be within the power of those actors to achieve. This definition is adopted because it is suggestive of availability of certain variables and conditions in the policy making process. One is that policy is a group affair. It involves selection of an alternative among competing alternatives. It is also a conscious and deliberate effort to solve limited problems based on availability of resources and competence of policy makers. It also suggests the presence of  possible  extraneous factors which could influence policy making process.

Policy Making in an Organizational Context

Policies are made within the context of organization and its environment by the organizational elites. In the Western societies, these elites are made up largely of middle and upper class people who have the privilege of skills and qualities required for leadership and who tend to share certain values about the organization, its politics and intra-system mobility. These values differentiate them from others. Michels argues that as soon as human co-operative activities attain the size and complexity which warrant the term ‘organization’ technical expertise is required if the enterprise is not to founder. Like Max Weber, he insists that attempts at control of an organization by the mass of its members involves amateurishness because mass control conflicts with efficiency and is replaced by professional direction both in policy-making and in technical administration (Parry, Geraint, 1976:43). Power constitutes the central tenate of elitism.   

 Ibrahim Babangida, the former Nigerian Military President, referred to the Nigerian Elite as those few who by accident of birth and more by education have access to opportunity, numbering only few thousands out of a population of more than 100 million, are in positions of leadership and influence in profession and academics, the armed forces, the bureaucracy, industry, agriculture and commerce, in the media houses, courts and councils of our traditional and political associations.

Environment of Policy Making
It is difficult to analyze policy making and even innovation and changes in isolation of the environment in which they take place. This is because demand for policymaking and desire for innovation and changes are not only generated within the environment but the environment is commonly characterized by limits and constraints, which often determine what is possible. It is worthy of note that political scientists have often been interested in the aspect of the environment, which concerns culture and socio-economic variables in their attempts to analyze policy.

The anthropologist Clyde Kluckhohn defined political culture as the total way of life of  a people, the social legacy the  individual acquires from his group(Anderson,1984:24). Culture is characterized by values especially those that are widely held beliefs and attitudes. Elazar,D.J.(1966) talked about individualistic, moralistic and traditional political culture. These factors are conceived to be presenting the environment of public policy process, its dynamics and character . According to him, the moralistic political culture views government as a mechanism for advancing public interest. Government service is considered public service. Individualistic political culture emphasizes private concerns and views government as utilitarian device to do what people want. The third dimension to this understanding is the aspect, which emphasizes the paternalistic, and elitist view of government and which favour its use to maintain the status quo. This he called the traditionalist political culture. The latter is of interest to this paper because of its utility in explaining the place of elites in the decision-making process and attitude towards innovation in public enterprise (see Anderson 1984:24). Anderson noted further that differences in public policy and public policy making in various countries can be explained at least partially in terms of political culture.

The Nigerian political culture is in constant change, mutations and permutations. As a developing society, search for innovation is rapid. The dynamism of our culture correlates with rapid innovation. It is the view of Karl Deutsch 91970:207) that a political culture oriented more to the past than to the present or future may better encourage preservation of monuments than the making of innovations. Within the environment of policy process are also official policy-makers who are legally authorized to engage in policy-making. The government institutions such as the Legislature, Executive, the Judiciary have roles in policy process and in determining the structure and shape of public corporations. There are also unofficial participants. These include powerful individuals, contractors, interest groups within the organization and outside it especially the organized labour and political parties. Pressure from these groups often lead to policy innovations and changes.

Innovation
Creativity and innovation are important concepts related to decision making noted Moorhead and Griffin(1995:252). According to them, Creativity is the process of developing original and imaginative new of situation while innovation is the process of creating and doing new things that are introduced into the market placer as products, processes or services. Innovation involves some risks and most often organizations invest considerable resources in testing new innovations. Innovations could be radical, incremental or systematic. Ordinarily speaking, innovation helps organizations to meet with new challenges and developments and developments within systems and societies. According to Szilagyi Jnr and Wallace Jnr (1980:522), a static or totally reactive organization will have difficulty time surviving in a changing society. In order to survive, an organization must innovate to enable them cope with societal dynamics. Such innovation must involve diagnosis and re-working the organizational plans on a continuous basis. Innovation could be targeted towards improved productivity, cooperation, communication reduction in conflict and costs as well as not ‘on seat syndrome’

Innovations could also involve appraisals, reward systems and sanctions. These could enable the Manager to cope with new demands. Innovation could be in a department or the entire organization. Innovation could come from the top management. In this case the new innovation is passed down the line as a directive for staff to carry out. In such cases the staff have little or no contributions to make in the process of innovation. This kind of innovation might take place where the top management decides to replace or re-shuffle the personnel believing that such will improve performance and productivity.

Top management needs to stimulate the entire staff to see and appreciate the need for innovation if it hopes to accomplish the objectives of enterprise and productivity. By so doing the staff of the establishment becomes motivated to participate in the process of innovation. Innovation is a reoccurring feature of many dynamic organizations. As a result of uncertainties and shift in relationships, which accompany it, there is always a tendency towards resistance. Szilagyi Jr.  and Wallace,Jr.(1980), noted sabotaging of performance standard, staying away from work, filing unfounded grievances and reduction in productivity as common consequences of resistance.  In Nigeria, it has always been the fear that innovation might lead to retrenchment and consequent loss of job. Consequently, worker and organized labour are always reluctant to accept certain innovations especially when they are not taken into confidence and put in the proper perspective in the process. Recently, the Nigerian Labour Congress directed all workers in the country to immediately down tools any moment the Federal Government announces any deregulation of Petroleum products. In any formal industrial complex where innovation is accompanied by the elimination of an entire layer of the management hierarchy, or the closing of an establishment and re-assignment of personnel, uncertainty is often the consequence and such innovation is bound to be resisted. This is more so if such development has the tendency to lead to loss of job. The bad shape of Nigerian economy makes it even more difficult for any parastatal to come up with any convincing explanation on the need for major changes, which can quieten the labour force. Without proper explanations and assurances, workers will continue to resist innovation. Such may be sabotaged if it forced down the throat of the work force. For innovation to be successfully introduced, it requires the democratization of decision- making. If  decision-making is democratized, within the organizational context, such could lead to improve participation and consequently understanding of the need for change and innovation. The overall effect of this is less resistance and disruption. Innovation must be properly timed, areas that require innovation specifically located and decision towards innovation democratized.

Economic and Political Development leading to Policy Innovation In the past Ten years

In the past ten years from1980 to 1990, the Nigerian economy has witnessed a serious down-turn as a result of economic depression and the activities of the domestic leadership. The period became more significant because it was dominated by Military rule. It was a dark period in the history of Nigeria. In 1979, Nigeria had a per capita income of $670. The country was then ranked as the regions sixth richest economy, behind Gabon and South Africa, Cote d’Ivoire, Mauritius and Botswana. The country was then a middle income economy enjoying average GDP growth of 7.5% annually making it the regions fourth fastest growing economy after Botswana(13.5%), Mauritius(8.2%), and Gabon(7.7%) (Hawkins, 1999).

The discovery of oil altered radically the nature and structure of Nigerian economy. Agriculture, which used to form the mainstay of Nigerian economy, was grossly abandoned in favour of oil money. The consequences were enormous. Oil accounted for 97% of export earnings. This mono-cultural economic structure had grave consequences as the overall economy became over sensitive to oil process and world wide economic depression as well market mechanisms. This has slowed down the economy drastically. Other factors that contributed to the economic downturn include fraudulent practices in industries, banks, lending houses, exchange markets as well as low capacity utilization. Policy responses to these developments were massive borrowing, devaluation of the nations currency, and various forms of structural adjustment programmes.
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Nigeria since Independence has witnessed more periods of Military rule than democratic regimes. The period as stated earlier on was a period of agony, economic mismanagement, mal-administration, insecurity, human rights abuse, and rise in poverty rate, labour unrest, looting of national treasury. Economic development was checkmated by amoralism, illegitimacy, and held hostages by megalomaniachal imbecilities of its military despots. From 1984 to 1988, a period of 14 years, there were four military head of state. These include; Buhari (1984-85), Ibrahim Babangida(1985-1994), Sani Abacha(1994-1988), and Abdulsalami Abubakar(1998-1999). General Babangida’s annulment of June 12 1983 elections created uncertainties and threw the nation into chaos. The events that followed that annulment coupled with gross failure of infrastructure constrained further development and infused fears into the minds of investors who had no option than to take to their heals. The military rule placed Nigeria in a pariah status and ostracized the country and its nationals before the international community. The International Monetary Fund pulled back their support and lured blind eyes to financial aids since doing business in Nigeria was a loss of investment.

The Public Corporations in Nigeria
Like many other nations states, Nigeria has many parastatals and public corporations embracing for example those expected to operate like profit-making private sector organizations, educational services oriented as well as regulatory institutions. Each of these was created at different times to serve several purposes and each with its instrument of creation. According to Mmobuosi(1989), these parastatals differ among themselves as regards their specific internal structures both at their inception and management access and make necessary changes over time. The one major problem of studying the Nigerian Public Corporations is the scattered ness of these corporations across 36 states of the Federation. However this feature does not make any one of the branches unique from the other in terms of arrangements, structure, management and problems as well as attitude to innovations. The presence of certain common denominators make their management the same. This paper is therefore constrained to draw specific attentions to two major public corporations in Nigeria.. These are the Nigerian Telecommunications PLC and the Nigerian Ports Authority.

The Nigerian Telecommunications 
The importance of communications to the world has catapulted communication technology to such a jet speed that it has out classed institutional structures designed for its control and regulation. This is made evident even by the Internet technology and its consequent controversy. To this extent, telecommunication, which is an aspect of this development, has been described as ‘the infrastructure of infrastructures’ (ADCG, 2000). As a tool, it has become the life wire of government, organizations, and individuals. Its place in the information revolution, political and economic development need not be over stressed, especially its instrumentality in capacity building and service delivery required by the modern political economy. This be as it may, the place of Africa in the telecom industry becomes regrettable when one appreciates that Europe has the highest number of telephones per hundred inhabitants (teledensity) estimated at 31.95, while the average American has 27.92. Africa is quoted as having 1.67 telephones per 100 inhabitants. According to the African Development Consulting Group (ADCG), some 35 of the world’s 49 least telecommunications-developed countries are in Africa. Nigeria’s teledensity is about 0.4.

The development of telecommunications in Nigeria began in 1886 when a cable connection was established between Lagos and the colonial office in London. By 1893, government offices in Lagos were provided with telephone services which was later extended to the hinterland (Ajayi, Salawu and Raji, 2000). Ever since 1893, the industry has innovations upon innovations. These include the introduction in 1923 of the first commercial trunk telephone service between Itu and Calabar in Southeastern Nigeria, the commissioning of a three-channel line carrier system between Lagos and Ibadan between 1946-1952 and later to other cities. There was also the unshielded twisted pair, which evolved from Carriers systems on high-gauged lines to line Carrier systems of twelve-channel capacity. Then in 1955, small –to medium capacity system, which employed VHF and UHF radio were introduced. According to Ajayi, Salawu and Raji(2000), the first serious attempt at planning telecommunications service in the country was during the 1955-62, Development plan.    

This provided for the expansion of the trunk using VHF Multi-channel Radio System on a nationwide basis and a short microwave link between Lagos and Ibadan. At the period of Independence, automatic exchanges were established and a subscriber dialing system (STD) introduced. These measures were aimed at improving internal Telephone services. External Telephone services were owned by the Cable and Wireless of the United Kingdom, a colonial private enterprise. Between 1970-1975, the national telex network was introduced. Between 1975-1980, 177 locations were provided with telephone exchanges and 29 mobile exchanges. This period also witnessed the completion of Nigerian Domestic Satellite (DOMSAT). A second Satellite antenna was built at Lanlate. This innovation consequently, increased the global coverage of the external services. There was also the introduction of International Telephone Switching Center (ITSC) at the Nigerian External Communication House in Lagos.

In 1985, the telecommunications arm of the Department of Post and Telecommunications was merged with the Nigerian External Telecommunications (NET) to form the Nigerian Telecommunications (NITEL), a limited liability company, that today administers both internal and external telecommunications services in Nigeria (Ajayi, Salawu and raji, 2000). The telecommunications industry has grown and undergone various stages of innovation. Presently, the corporation is structured to render the following services;

i) Telephone. These include over 10,00.00 cellular mobile Telephones and 15,000 voicemail lines. More than 47 local governments now have digital exchanges. 

ii) Telex services. There are over 14 Telex exchanges with total installed capacity of 12,800 voice frequency telegraph terminals.
iii) Transmission system. These include Microwave. There are 264 terminal stations and 172 unmanned repeater stations. The channel capacities range from 300 to 1800 with capability to accommodate one colour TV on the 960 and 1800 channel system. 
The coaxial, the optical Fibre Cable and Domsat. There was also the international satellite system and sub-marine cable.


Currently, NITEL offers the following services- telephony, telex and telex delivery, telegraphy and registered telegraphic address, pay phones and public coin phones, transmissions and reception of real-time television for network services, private leased telephone and telex services, private wire, leased telephone and telegraphic services, alternate voice data(AVD) Circuits, voice cast and press reception, international public counter services, NIFAX Services(facsimile), a data switching system, electronic mail and cellular.

Management Structure

The NITEL is a public Corporation under the supervision of the Federal Ministry of communication while the Nigerian Communication commission is the regulatory agency. The corporation operates under a board appointed by the Government to serve various interests. Then there is a three-tier system of territorial administration, zonal administration and Headquarters. The essence is to decentralize functions and improve operational efficiency. Each of the 36 States of the Federation of Nigeria as well as the Federal Capital Territory constitutes a single territory. Nitel is divided into five zones. Each zone is made up of a given number of states or territories while each of the zones is semi-autonomous in their operations, the functions of the zones are coordinated at the center through the office of the Managing Director, who is the Chief executive.
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From the organogram, NITEL is fully owned by the Nigerian Government and was corporated in May 1992. The Cable and wireless Act of 1962, established the Ministry of Communications as the regulatory body for telecommunications in Nigeria (Ajayi, Salawu and Raji, 2000). This regulatory function of the Ministry was taken over by the Nigerian Communication Commission (NCC) in 1992. The NCC became operational in 1993. The NCC became operational in 1993 with the following responsibilities;

1 Licensing telecommunications operator,

2 Facilitating private sector participation and investment in the telecommunication sector.
3 Ensuring the improvement of Nigerian telecommunication penetration
4 Establishing and supervising technical and operational standards and practices for network operators.
5 Overseeing the quality of service provided by the operators
6 Setting terms for the interconnections of carrier networks and 
7 Ensuring that the interest of telecommunication consumers are protected by promoting competitive pricing and guarding against abuse of market  power. 
Through these measures, NITEL is set to evolve through a policy if guided deregulation

Policy Innovations/Changes
Over the years the Nigerian Telecommunications Services (NITEL) has strived to respond to technological innovations and changes in the global market. It is felt that such responses will enable the corporation to achieve its short term and long-term objectives. The telecommunications policy is therefore reviewed in line with these changes in the international communication industry. A major innovation in the industry, which is of interest to this paper, is commercialization and privatization. The need for this innovation could be said to primarily in line with the international requirements of the global market. Globalization requires developing economies to enter the international economic system through the process of throwing its economies open to world market and international and domestic investors so as to democratize participation in the process of economic development. In line with this development most countries of the world including former socialist countries are opening up their economies to international investors and supranational organizations. For NITEL Plc, to benefit from the latest in communication technology, it becomes imperative that she should follow the global trend. The policy response to this global phenomenon is the issuance of decree No 75 of 1992. This decree created the necessary framework for private sector participation in the telecommunication industry in Nigeria. From all intents and purposes privatization and guided deregulation in the case of Nigeria had the potentials of generating a competitive business environment in the following areas where Nitel had enjoyed uninterrupted monopoly. These include;

a) Pay-phones 

b) Private net-work links(by cable, terresial radio or VSAT)

c) Sales and installations of telecommunication equipments

d) Mobile cellular telephony

e) Community telephony

f) Value added network services

g) Cabling and repairs and 

h) A multiplier of value added services

Another reason for the policy of privatization and deregulation in Nigeria, apart from the global demands, stems from the unwillingness and apparent inability of the Federal Government to continue to subsidize the public telecommunication company. This policy therefore consequently aims by extension to enable the government to spread the burdens of running telecommunications services to the private sector.

Thirdly, the policy further aims at injecting new ideas, innovations and private sector advantages and efficient management into the industry.  These considerations informed the Telecommunications Minister’s submission to the Vision 2010 Committee( a Committee set up by the Federal Government to fashion out ways of realizing the objectives of national growth and development by the year 2010) on April 10 1997 what is considered an extended innovative  advantages of  opening up of the telecommunication Industry. By this measure it is hoped that teledensity will increase from 1 per 200 to 1 per 50. Secondly, the innovation will enable the attainment of the goal of universal coverage access to anywhere in the world and at any time.

It was believed that by 1998, a second national Carrier must have been introduced to compete effectively with Nitel, thereby leading to efficiency in management and service delivery. On the 29 of October 1999, the Federal Government of Nigeria introduced a new policy, which approved two new Carriers including Nitel. The purpose of the new policy according to the Federal Government is to meet up with ITU recommendations of minimum teledensity of 1 telephone to 100 inhabitants. It also envisages that 5million new fixed and 4 million mobile lines will be provided within the next five years. It is also felt that with this new policy, a minimum of 1,000,000. lines will be provided during the 5th year. It is also aimed at ensuring that at any time 20 percent of the operators network capacity is deployed to rural areas among others.

In order to meet up with the challenges posed by this new policy, the Federal Government planned to establish a Nigerian Institute of Telecommunications. The institute will help in manpower training and shall have a research center to carry out research and development in telematics and telecommunications infrastructural development. The new policy in addition, proposed to introduce a National Frequency Management Board (NFMB). The purpose of this board is to plan, coordinate and monitor the allocation of national radio frequency. The board is to be made up of representatives of Ministry of Communication, the Security, Aviation, and Maritime as well as representatives of other linked operators. The purpose of this new policy according to the Federal Government is to create efficient, reliable and affordable telecommunication system, which is considered to be a key ingredient for promoting rapid socio-economic and political development of the nation. 

The Nigerian Ports Authority  
The history of Nigerian ports is a very long one. Space may not allow us go into it. However it may suffice to state that the wide coastland, which stretched from Lagos to Port Harcourt, had witnessed shipping activities between Africans and Europeans. This dates back to the 15th century. The Bight of Benin was opened up by John d’Aveiro, a Portuguese in 1945. Captain Wyndham of Britain joined the fray in 1553(NPA Handbook). The laying of foundation for modern shipping in Nigeria was credited to McGregor Llard, a Briton in 1832 who later in 1849 established the African shipping company. The Nigeria (NPA) was established by the Ports Act of 1954. The main function was the Ports Act of 1954. The main function was to maintain the Ports, load and discharge cargo. However, NPA started commercial operations in 1955, and in 1992 its activities became commercialized. The Ports operate under the supervision of the Federal Ministry of Transport with the responsibility of providing specific Ports and harbor services for the country’s maritime industry. The following are statutory functions of NPA;

(
Provision and operation of Cargo handling and quays facilities

(
Pilotage and towage services

(
Supply of water and fuel to vessel at anchorage or mooring buoys

(
Repairs and Maintenance of vessels

(
Dredging and contract dredging of water ways 

 (
Navigational lighting of the Ports

(
Other ancillary Services

Having said this it might be necessary to state the corporate objectives of NPA as such might help put us on a proper footing for subsequent discussions about the Authority. These include:

· To make the provision and operation of Port facilities in Nigeria its dominant business and therefore to optimize the contributions of core port business

· To make the workforce as a resource and not merely as a cost and therefore accelerate the tremendous retraining efforts that will be required for operational efficiency in addition to capitalizing further on the management skills acquired over the years. 

· To be more customers oriented and therefore to open up and streamline its management structure as part of larger effort to listen and respond to customer needs.

· To conduct all its operations efficiently, effectively, competitively and profitably and thus generate significant amounts of contributions to the national economy.

· To offer neighboring landlocked countries unimpeded access to the sea.

· To optimize the generation of sufficient offshore revenue.

· To cooperate with neighboring Ports in the provision of common services.

· To maintain credit worthy posture and remain attractive to national and international investors.

· To pay competitive and attractive wages, motivate through welfare services and retrain an optimal workforce.

· To reform and modernize dock work in order to bring industrial harmony to the dock industry. 

· To explore the possibility of attracting reputable international organizations as technical partners of joint ventures.

· To maintain an up-to date management information system in all aspects of the organizations activities.

· To use any net revenue resulting from the operations of the previous years for innovation and new project development.

Administration of Nigerian Ports Authority
A board composed of a chairman and other members appointed by the Federal Government governs the Nigerian Ports Authority. The Board is responsible for policy formulation. In the process of carrying out its functions, the Federal Ministry of Transport may issue to it directives of a general nature relating matters affecting public interest. In some cases, the directive could be specific. In such cases it may be for remedying particular effects. The managing Director who is the chief executive is charge of the day-to-day administration and supervision. 

The management is further organized into divisions. An Executive Director heads each division.  The Executive Director is assisted by General Managers and Assistant General Managers while each Port with delegated powers over all sections in the Port. The purpose of these structural divisions is to ensure better performance management and increased productivity.
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Policy Innovations in NPA

Innovations as implied earlier on are usually products of history, need and expediency. Many factors lead to innovation in the Nigerian public corporations. Some of these are internal  while others are external. Each of the internal and external factors could be political, social or economic. 

Some of these factors are common to the corporations and some are peculiar. To avoid losing sequence, we may have to examine first the factors peculiar to the Nigerian Ports Authority.

One of the major problems in the Nigerian Ports according to I.G. Gumel(former Minister of Transport) was high level extortion, collusion and criminal connivance. These take place mostly at the car parks and port gates. Secondly, there was/is a problem of bureaucracy and attendant artificial bottlenecks created by officers and staff which are geared towards personal benefits. (Emecheta, B.A. 1995, secretary of Licensed Customs Agents)  noted with sadness the activities of a lot of non-accredited agents (touts). Because of red-tapism, importation through Nigerian Ports became very unattractive.  

The third problem is that of havoc done by pirates within the Nigerian territorial waters and pilferage of goods at the Ports. These create problems to importers who cannot be guaranteed safety of their goods despite high charges.

The fourth problem is high charges by shipping companies/Agents. This often leads to diversion of goods to the neighboring countries seaports. 

The fifth problem is labour related. The frequent strike by dockworkers. This leads to port activities being stranded leading to economic waste.

Osifoh(1995), noted that cargo clearing and forwarding in Nigeria sea-ports is encumbered by the way the ports are structured and run. The port users also complain of over-bearing presence of securing agents. The decree or law protecting these agents created room for over 14 different security outfits that extort money from ship operators and, shipping agents, importers ther exporters and clearing and forwarding agents. Atimes the agents confront themselves in the process of examination of goods to the detriment of port users.  

Sarumi, AB, Port manger, Lagos Port, observed that uncoordinated nature of security in the Ports has given rise to duplicated checking, thereby creating unnecessary delays. Some of these agents send returns to their bosses from the ill-gotten money at the ports. Most of the time these delays lead to long queue for loaded trailers and lorries both at the Tin-can and Exit Gates.    

There are also problems of under-invoicing leading to heavy financial loses by the Federation. This is often the case when Government Agents and Port-officials enter into duty collaboration with clearing agents. Fake invoices are used leading to monumental losses.

These factors necessitate some innovations, which will enable the ports authority to realize the objective for which it was set up. Some administrative innovations have been put in place to ensure better performance and productivity. The following policy measures have been introduced;  

· Abolition of scales of Ports Passes to general public.

· Entrants into ports are well screened.

· Introduction of computerized ID Card system for staff and Port users.

· Introduction of special cars stickers both for the public and officers of Nigerian Ports PLC
· Establishment of Park and Ride system in N.P. Pls buses.
· Continuous Raiding of the Ports by Task Forces comprising the Police, Navy, Customs and Port Security Personnel.
· Installation of high powered C.C. Tvs to monitor Car Parks especially in Tin Can Island and Apapa Ports. 
· Introduction of forgery proof equipment to dictate most forged documents being used by dubious Port operators.
· Port entrants without specific duties to perform in the Port are being discouraged from entering.
· Organization of training for workers to make them more responsive and security conscious.
· Improvement in conditions of service of Dock woks.
Government also took extra-measure to ensure better performance and productivity in the port. As a result of fraud that occasioned our Port activities the government introduced a new procedure for import documentation, which led to import duty Report (IDR).

Under this provision, the importer is expected to complete and register modified form “M” in sextuplicate of which three copies shall be sent to the pre-shipment inspection Agents appointed by the Federal government. One each is to be sent to the importers bank, the Nigerian Customs Service and Nigerian Maritime Authority (NMA), irrespective of the value and description of the import items exchange for payment of such import. The registered modified form ‘M’ was made to be obtainable from all the offices of the inspection Agents, Nigerian embassies, Branch of Nigerian Bank overseas and their correspondent Banks.

The Provisional Import Duty Declaration  (P.I.D.D)  

The Provisional import duty declaration form C188A is prepared by the importer or his Custom Freight forwarding agent on the basis of the exporters Pro-forma invoice, and is submitted by the importer to the to the authorized dealer (Amiwero 1995) together with the form ‘M’ and other documents. This is an integral part of the documentation required in support of every import transaction. According to Amiwero, The authorized Dealer approves the import transaction and submits the form ‘M; and supporting documents to the appropriate pre-shipment inspection agents Liaison Office in Lagos. The appropriate Pre-shipment inspection agent checks the form ‘M’ and the supporting documents for completeness and correction, before acceptance.

The Introduction of Pre-Shipment Inspection or Comprehensive Import Supervision Scheme (C.I.SS) by decree No 36 of 1978 was aimed at ensuring the inspection of quality and quantity of goods imported into the country as well as price comparison in respect of values and conduct. During the 1988 budget, government changes its policy with respect to collection and payment of duty on import trade through the abolition of advance import duty payment. There was also a re-introduction of provisional import duty declaration (P.I.D.D), which replaced the advanced duty payment. The latest in the innovation was the introduction of import Duty Report (IDR).

The Import Duty Report is a document issued by the inspection agents on the basis of its pre-shipment inspection, price comparison, the exporters certified final invoice for goods under the import transaction and the bill of lading as well as airway bill as evidence for shipment of goods to Nigeria. An IDR according to Amiwero, defines the dutiable CIF value of a consignment of good and import duty payable in accordance with customs and exercise tariff. 

The essence of port reforms and innovations is to ensure performance and productivity within the port system. The climax of port reforms was in 1996 during Abacha’s regime in Nigeria. The Port Related Offences Decree 12 of 1996 introduced what was known as Non-IDR dimension of Import Duty Reports. In this case some goods were designated for IDR while others were non-IDR. This led to loss of about N8.0 billion on the part of the Federal government because of its abuse.

The following security agencies operated in the Nigerian Ports. The include, the Directorate of Military Intelligence (DMI), the Directorate of Naval Intelligence (DNI), the Navy and the National Drugs Law Enforcement Agents (NDLEA), the Plant Quarantine, the Nigerian Immigration, the Nigerian Police, the NPA Security, the Customs Intelligence Unit (CIU) etc.

  The other aspect of innovation borders on the ones externally generated or the ones embarked upon from extraneous factors such as globalization. Like NITEL, the NPA, is no longer favoured as being within the context of government patronage. It was believed that full commercialization would enable the ports and Telecommunication Industry to generate their required revenue and make profits. By so doing, it will be possible to expand into new and related areas of activity. It will also facilitate the management of work force as resource and not merely as cost. Commercialization will enable the corporations to streamline their management structure and be customer oriented by responding more to customer needs. It will facilitate efficient operations; promote competition and therefore more revenue for the national economy.

With full commercialization also, the corporations would assume credit worthy posture and become attractive to foreign investors. If corporations are able to generate enough revenues, it will then be possible to pay competitive wages, motivate its workforce and attract competent skilled workforce and improve performance and productivity as retain an optimal workforce.

Conclusion

Responses to Innovation

Commercialization, Privatization and deregulation represent the major policy innovations at the moment in the Nigerian Public Corporations and have consequently formed the basis for other innovations and changes.

As we stated earlier on the issue of commercialization and de-regulation as well as privatization, are mostly the offshoot of extraneous factors and internal administrative needs of Nigerian public corporations. However, these have more consequences on the administrative structure and responses of administrative and policy elites including public servants and third party agencies as well as organized labour. The extent of reaction is determined by the dept of impact such policies have, not only on the entire administrative machinery but the administrative instruments represented by all stakeholders within the organizational context. There are often conflict of interest occasioned by changes and innovations. Secondly, what comes up at the end of the tunnel in the name of policy innovations are also determined by some other factors and these factors often represent the avowed interests of the stakeholders. Thirdly, policies might be objectively aimed at increasing productivity, but the interest of political elite might be sub-terrenean and shielded by administrative jackets. When the Federal government of Nigeria introduced the Non-IDR regime, which was purportedly meant to facilitate easy clearance of goods in the Ports, the official explanation by the government was such policy was meant to facilitate clearance of good quickly at the ports perhaps to the benefit of port users, but those who actually reaped from it were the wives of Army General who all turned to be importers and took advantage of the policy to corrupt the port practices leading to colossal loss to the federal government. When alarm was raised and the federal government set up a panel to investigate an alleged loss of N8 billion, it was discovered that 2,500 containers said to be involved in the scandal actually belonged to wives of military big-wigs both serving and retired. This discovery scuttled the investigation.

At the individual level innovations are usually welcomed so far such do not affect the job security of the employees. This represented the reaction of the worker we interviewed in the course of this research. We interviewed 500 staff of the employees of both NPA AND NITEL.

80% of the staff of both corporations interviewed disagreed with full privatization of their corporations. One of the major points of disagreement is the threat such policy would constitute to their job security. They argued that experiences of the past had shown that any time there was a major innovation, it had always cost some people their job. In a period of economic hardship as is being experience in Nigeria; no worker would want any radical change, which might question his or her job security.  Secondly, there was general lack of trust of the employers whom they accused of always trying to introduce one measure or the order to retrench the work force. Some feared victimization, which may result from employees who do not like their face or the membership of some ethnic groups. 

Some argued that privatization policy would defeat the primary purpose of establishing their Corporation. The argument is that the purposes of establishing the corporations were to take care of those aspects of public needs, which would put the average consumer in a difficult position if these services were to be provided by the private sector. It was equally argued that these corporations were so strategic to the nation’s survival that if fully privatized, may be out of control of the Federal Government. If this is done, such policy might put to risk the country’s national security. Privatization was also seen as the IMF ploy to continue to impoverish the already impoverished economy of the developing countries. They argued that Nigeria is not yet ripe for such policy of privatization because the necessary framework has not been put in place. 

Innovations in the Nigerian Ports for instance have always been scuttled because such never favoured the private interest of the operators. Every effort is made to lobby for a more rigid policy, which will create room for extortion of money from port users and Nitel subscribers, and these are posed as being in the national interest. Workers including the organized labour usually stand out against any policy that threatens the interest of labour no matter how innovative it is and the impact of such on productivity. Employees of our study argued that innovations should be human oriented and not based purely upon rational considerations. It is a common knowledge that people who benefit from status quo often stand out against policies aimed at change. This has been the case with the public corporations in Nigeria. Public employees in Nigeria have considerable kicked and threatened to down tools should the government actualize the policy of full privatization and full deregulation of public parastatals. It is argued that such policies will lead to mass retrenchment of workers in such industries and selling out of the interest of the nation’s interest to the private sector and foreigners as well as supra-national institutions, who they accuse of being only after profit they could make from such arrangement.

Secondly, privatization would not favour the employees but only the decision-making elite. In any event of privatization, it is the elite and private stakeholders who will have the capital to buy shares or provide the minimum capital required for effective participation.  

There is the socio-cultural aspect to this idea of innovation.  Nigeria is a multi-ethnic society . This factor of diversity often affects policy changes. When Abacha’s regime in Nigeria reorganized the Nigerian Ports Authority towards the tail end of his administration, its operational Headquarters was re-located to Abuja the new federal capital territory. This re-arrangement generated heated debate all over the country. Many rational thinking Nigerians did not see any policy or economic justification for such a change. The policy was seen as being informed by political and social considerations. No body apart from the policy makers themselves understood why the operational Headquarters of Port Authority should be at Abuja when the seaports are at Lagos.

On the other hand, the new policy announced by the Federal Government notifying its intention to appoint a second national carrier for telecommunications has attracted mixed reactions. One of the obvious consequences it has for the institution is the introduction of a kind of competition, which will challenge the already existing national carrier. Faced with this competition, there is every tendency for the employees in the government owned carrier to brace up and introduce other internal innovations, which will guarantee effective service delivery. Instead of reacting negatively, it will be in the interest of the employees to retain their jobs by working harder and be more dedicated to their jobs. Most public employees are not serious with their jobs. Some come in the morning, sign the attendance register and disappear. Others claim fake sick leave attend to private business. Some even abandon their jobs and continue to sell goods around the work premises without anybody seriously reprimanding them possibly because some of them are related to the boss or because they have strong connection. This kind of attitude is bound to change if the corporations are privatized as an innovation. Such innovation could make it possible for experts from the private sector to be injected into the industry. With the commitment of their private money to the industry, they are bound to make it succeed. Such will also lead to streamlining of organizational structure to ensure that profit is made. In such a condition no genuine stakeholder will want to condone indolence and laxity. To this extent, innovation can inject seriousness into the administrative machinery, commitment and productivity.

Secondly, deregulation as innovation has a lot going for it. Such a policy as Nigeria has adopted, shall also enable third party providers to invest in parallel industries. Their participation in the industry will now compel government owned companies and corporations offering similar services to engage in training of manpower, becoming more serious with welfare services aimed at motivating the workforce and provide the entire necessary infrastructure, which will enable it face, the consequences of competition. This measure will make it possible to retain the workforce, perform better administratively and achieve a higher productivity. Otherwise, the private providers will create conditions that may lure government experts into private establishment.

Effective innovation could be hampered by selfishness and nepotism. For instance the reallocation of Nigerian Ports Authority Headquarters mentioned earlier on was informed not by economic by ethnic and sectional considerations. It is in realization of this that the Civilian government of President Obasanjo soon after it was sworn in, relocated the Head quarters where it was before near the sea. In a similar vein, if innovation is such that the ethnic groups, which do not have their men at the top, decision making hierarchy often suffers,at the end the purpose of innovation will be defeated. Where it involves recruitment of new staff, the efforts may be marred once more by nepotism and lack of rational considerations. These have been the case of public corporations in Nigeria. But where the right steps are taken, innovations could inject competent staff into establishment and sudden increase in performance and productivity. Reactions to innovations are to a large extent determined by the extent it affects individual elites, organized labour, government and productivity. It is equally contingent upon the impact on the organizational objectives and its environment. If the environment is adversely affected by administrative policies for innovation, it could fight back and bring pressure to bear on the policy elite to rescind such polices.

Corruption could affect innovative polices and intentionally create a cumbersome administrative processes aimed at benefiting the sectional interest of the decision making elites. In such a country as Nigeria where most public servant are corrupt, innovations for productivity could be encumbered to create room for milking of the national economy. This kind of attitude was engendered by the army, which now has gone back to the barracks where they belonged. This explains various policy measures being embarked upon by the present civilian government to re-integrate the country into the world monetary and economic system and create credible atmosphere for genuine domestic and foreign investors to participate and benefit from the democratic and economic potentials of the largest and most populous country in the continent of Africa.  
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