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SUMMARY
For the last three decades, most developing countries highlighting more on Africa have embark on a wide-range of public sector reform programmes. The progress and success of public sector reform programmes remains scant, though a lot of effort in addition to resources has been allocated to these programmes. The paper launches a global summary of how public sector reforms have been institutionalized. The thesis draws on the theory or concept of New Public Management (NPM) and doctrines of specialization in relation to the institutionalization of reforms in the public sector. The paper is a comparative study of two countries - Ghana and Nigeria, between the case of two agencies thus the Ministry Of Public Sector Reform in Ghana and Bureau of Public Service Reforms in Nigeria. This paper has drawn lessons and recommendation for future implementation of reform agenda in the public sector. 
Word count: 24,859 – excluding references and appendices.  
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1. Introduction

A country’s public sector effectiveness and efficiency is imperative to the success of development. Reform in the public sector at present is a commonly used expression because it has become a global phenomenon. Without public sector reform, good governance and efficient administration can be looked upon as wishful thinking. In the past, reform programs have had ‘piecemeal and also fragmented’ implementation which has often shown to be ineffective and the outcomes unsustainable. Examples of such unsustainability include: ‘downsizing exclusive of capacity building; Capacity building with no pay reform, capacity building without focus on service delivery etc’ (Kiragu, 2002). 

Tapping the wealth of knowledge from Ferlie and Fitzgerald (2002), they hold the notion that sustainability features in all discussions of public sector reform. The term ‘sustainability’ in this background is looked at in terms of institutionalizing the ideology of New Public Management (NPM) in reforming the public sector. This is so, because of the attempt of critics of the NPM model in challenging it as an alternative measure for the traditional approach to effective public administration, while assessing its long term role in the public sector.

According to Roness (2001), New Public Management (NPM) recommends a separate organization for policy advice, regulations and service delivery. The difference between substantive policy areas e.g. policy on women, that has an effect on people directly and policy areas e.g. administrative policy that affects people indirectly, is also quite important. In relation to this, public sector reforms may be looked upon as a policy area. In view of this, many countries have made efforts to institutionalize reforms in the public sector which will bring about comprehensiveness and cohesiveness and hence coordination.

1.1. Overview of existing public sector reform agencies

There are several countries in which public sector reform has been institutionalized through the establishment of separate reform bodies.

In Britain, a separate or independent unit was established by the then Prime Minister, Tony Blair. This separate unit was to spearhead and coordinate the public service reforms agenda which cuts across all aspects of the public sector. The Office of the Public Service Reform (OPSR) was founded in 2001; it was responsible for promoting the reform of public services. It was also to make sure that the wider public sector capacity is developed through structure development, skills development and the right incentives to be able to produce better services. It was to inform and coordinate the overall strategy for public services reform, cutting across sectors from education to local government (http://archive.cabinet-office.gov.uk).

In Bulgaria, a Ministry Of State Administration and Administrative Reform (MSAAR) was established on the 16th august, 2005. Its establishment was the decision of the National Assembly of the Republic of Bulgaria. The key priority of MSAAR is to modernize and develop organization, train and develop human resources in state institutions, the development of e-government; upgrading and streamlining of administrative regulation and service delivery in order to enhance transparency and integrity in state administration (MSAAR report, 2006).

The Government of India has set up a department in charge of reforms named the Department of Administrative Reforms and Public Grievances (DARPG) under the Ministry Of Personnel, Public Grievance and Pension established 31st august, 2005. Based on the administrative reforms, the Department is to facilitate the improvement of the functioning of Government by streamlining the Government by organizing methods of managing grievance, and by supporting modernization, citizen’s charters, e-governance, and best practices through consultation with the central ministries States’ administration, organizations and individuals. DARPG is to carry out studies on eminent national institutions, deliberating with all stakeholders, thorough consultations with the State Government and carrying out field trips in order to evaluate the realities on the ground (Joshi, 2009).

The People’s Republic of China has a State Commission Office for Public Sector Reforms (SCOPSR).  SCOPSR is to develop and manage a comprehensive strategy of public sector reforms in China. It is the coordinating organization responsible for the overall administration reforms of public institutions across China. They have the remit to propose public sector-wide reform measures directly to the state council. It is also responsible for the implementation of decisions of the Commission Office for Public Sector Reforms at local levels – province, prefecture, municipal and the country at large. It has ministerial status (UNDP, 2007)

Some of the small states from the Commonwealth Caribbean have also created an independent body for their reforms in the public sector; an example is Antigua and Barbuda. In stepping up its public sector reform initiative, the government of Antigua and Barbuda have an integrated approach to their public sector reforms, combining economic reform with social development and strategic planning processes. The success story of the reform agenda of this country was due to the creation of an independent body to coordinate the components of the reform process; it was called Ministry of Public Sector Reform and National Strategic Planning. 

In St. Lucia, the Ministry of Public Service was given the mandate to institutionalize the reform initiative in the public sector. Hence, the Office of the Public Sector Reforms (OPSR) was established and is responsible for the coordination of all reform initiatives, to serve as a research arm on all areas of the public sector reforms and to monitor and evaluate the effort of reforms taking place in each ministry or department etc. 

In the Middle East, the Government of the Republic of Lebanon in collaboration with the Lebanese Council of Ministers established an Office of the Minister of State for Administrative Reforms (OMSAR). The Minister of State for Administrative Reform is entrusted with the task to coordinate the reform efforts. The office was formed in May 1994 with the support of the UNDP, to give a solution to and also reform the lacking post- civil war public administration. The Lebanese Government objective on the whole is to have a lean and well-organized public administration which is able to make available essential services to its citizens (OMSAR annual report, 2002).

From the Eastern part of Africa, the government of Kenya - in pursuing its reform agenda - established an independent secretariat for the public sector reforms in September 2004, to lead the implementation of an all-inclusive and integrated public sector reform programme. The task of the secretariat is to correspond and transform the public service (Hon. Ntimama, 2005).

The Ministry of Public Service & Administrative Reform was established in 2006 in Cameroon and its mandate is to develop, implement and evaluate government’s policy with regard to public office and administrative reforms. The Ministry is to coordinate the training for government bureaucrats for professionalism within the public sector. The Ministry also studies and forwards measures aiming at improving the cost-output ratio in the public services and acceleration of the treatment of the administrative files; this is to ensure the supervision of all  government institutions (Kauzya & Balogun: 2005)

The Ugandan government - in its quest to restructure their public administration system - set up a Directorate of Administrative Reform under the Ministry of Public Service. The mandate of this Directorate is to administer, harmonize and implement Public Service Reform Programme, to guarantee sustainability of reforms in the public service. (Harrison, 2002)
The Republic of Mauritius has a Ministry of Civil Service and Administration Reforms which is to spearhead reforms to enable the delivery of timely and quality service to the public. The objective of the ministry is to modernize the public service and also promote ethics and core values in the public sector. It is also their undertaking to steer and at the same time be a vehicle and a facilitator for development in public administration (Jhugroo, 2006) 

 An overview of the Public Sector Reform Agencies in Ghana and Nigeria
In the Western part of Africa, Ghana and Nigeria have created separate institutions to house their public sector reforms. These institutions are respectively, the Ministry of Public Sector Reforms (Ghana) and the Bureau of Public Service Reforms (Nigeria). The establishment of the Ministry of Public Sector Reform (MPSR) in Ghana in May 2005 was an attempt to facilitate the implementation of fundamental public sector reforms. In addition, the MPSR has been established to give a new lease of life to reform efforts and at the same time to facilitate and coordinate upcoming governmental efforts. The MPSR is an institutional home for all Public Sector Reforms and is responsible for monitoring, coordinating and as well as evaluating the progress of reforms across the Public Sector (MPSR brochure, 2006).

On 16th September 2003, an independent office for public service reforms was established in Nigeria. This Bureau of Public Service Reforms (BPSR) is to function as the ‘engine house and driver’ of reforms. Its main objective is to see to the progress of the public service reforms, to drive and coordinate all reforms in the public sector effectively and also to ensure the internalization of all aspects of reform in the public service. The establishment of the Bureau, which is a first in Nigerian history, is designed to provide an institutional platform to internalize the multi-sectoral reforms of the public sector. It is also to guarantee and facilitate reforms in order to improve the quality and output of the Public Service and surpass the tenure of the Administration that initiated it (Goke, 2006). 

1.2. Scientific relevance
The thesis begins with an overview of knowledge in the field of public service or sector reforms. Further details of literature will be elaborated upon in the literature review. The aim of this thesis in totality is to comparatively explore the differences and similarities between two agencies in charge of reforming the public sector. The Ministry of Public Sector Reforms in Ghana and the Bureau of Public Service Reforms in Nigeria are examples of where a vivid description, analysis and comparison of the agencies will be sought after. A better insight into public sector reforms will be provided from exploring the two agencies and their reform efforts through studying the impact, reform coordination etc. 

1.3. Societal relevance
 In comparing the two agencies in charge of reforms, the results will offer exchange and transfer of knowledge through lessons which can bring into effect best practices which is one of the main aims of reforming the public sector. Also certain aspects in terms of practices of the two agencies (MPSR & BPSR) that have been working excellently will be brought into the limelight when the comparison is carried out in this study between the two countries to show superior performance and impact can be achieved in order to learn from it. Lastly, the final chapter which will be conclusion and recommendations will lead to a list of strategies for future public sector reforms. In presenting the experiences of African countries in their efforts to reform the public sector and in assessing the degree to which African countries have taken up the model of New Public Management (NPM) reforms. The Economic Commission of Africa (ECA) outlined not having an institutional capacity for reforms as one of the limitations or challenges in reforming the public sector. The ECA came up with recommendations to deal with the challenges and also for the successful implementation and sustenance of the public sector reform programmes in Africa. There is a need to adopt new public management techniques, where governments should institutionalize their reform agenda for the public sector for effective management of reforms and which will create an enabling environment to increase the lifespan of reforms (ECA, 2003)
1.4. Theoretical Framework

This thesis conforms with an extensive literature on the creation of an independent agency as well as New Public Management (NPM) which has been a global reform movement which it has led to many changes in the public sector of countries involved in reform agenda.  The spread of New Public Management is seen as a complex process because it has been packaged differently, and more so, it has been going through different stages (hence the process of reforms); however, it has not been the same everywhere
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Diagram 1– creation of an independent agency

This diagram (fig. 1) is based on the article of Craig Thomas, Reorganizing Public Organization: Alternatives, Objectives, And Evidence (1993). Independent/separate agencies established to run government programmes like reforms led to an elimination of characteristics which have been negatively attributed to the public institutions for an effective and sustainable management of government programmes. Hence successful implementation of reform programmes will be effective and sustainable when institutionalized. The diagram above will be discussed extensively in the Literature Review (Chapter 2)

In the course of the thesis, the two cases (MPSR & BPSR) will be to a great extent determined by the doctrine of New Public Management and other literature that will be extensively discussed in the literature review. The agencies in question will be compared on the basis of their content (structure, coordination), context, and the effects they have had on the public sector or service. Other undisputable forces came into being to move forward and contribute to the reform agenda, like the political system etc. These forces will also be looked at critically.
1.5. Problem Analysis
The public sector has been bedevilled with ineffectiveness and owing to that for almost two decades, a number of reform programmes for the public sector have been designed to develop efficiency and service delivery. Many of the reform programmes have not realized their objectives; the implementation of Public Sector of Reforms in Africa has dragged on for some time now and the results have been patchy. There is a need for government to depart from its old traditional methods of running administration and also there is an imperative need for governments to be constantly reminded about the urgency of reforms. Most reforms have had fragmented implementation in that a ministry, department or agency adopts a reform which suits their organisation and when it comes to the case of implementing a ‘single spine’ reform, most of the time the results end up being patchy in that every entity or existing agency implements the reform agenda that suits them.

Most reforms driven by existing agencies have often ended up in failure or have underachieved. This is because these agencies are part of the existing culture that is antithetical to reform. Most existing institutions have their respective functions and saddling them with reforms may be overkill, hence the need for an independent institution that can think outside of the box and more to the point.

In most developing countries, initiatives to reform the public sectors have most of the times stalled for a variety of reasons, which includes the capacity of the implementing agencies. Duplication of efforts is another factor as well as lack of implementation strategies which leads to failure in reform initiatives. 
 According to Ahmed, a former head of Civil Service of the Nigerian Federation, the old way of reforming involving incremental changes where every ministry carries out its reforms based on what they deem necessary or needed, did not bring uniformity within the public service. This is so, because some ministries perceived that others were favored or were seen as super ministries. When it comes to reforms which cut across the public service or sector, this becomes a problem because there are differences in results. Examples are: universal human resource management systems, policy management, budget and financial management; pay reforms etc. In the case of pay reforms, the government departments and agencies that are able to bargain well had better salary or benefits than others and this created problems (Ahmed, 2005).

1.6. Research Questions

The central question of this thesis is: what has been the perceived impact of creating an independent institution for reforms in the public sector on public services? 
To assess this impact we conduct a comparative study of the institutionalization of public sector reforms in Ghana and Nigeria. To this end, we will interview people and analyze documents. Intended for this objective, a comparative study will be conducted between the Ministry of Public Sector Reforms in Ghana and The Bureau of Public Service in Nigeria. The following sub question will considered.

Sub Research Questions

1. Will having a separate or independent agency for reforms bring about effective, sustainable and successful implementation of reform in the public sector?
2.  In what context have the MPSR and BPSR been launched?

3. How do public officials in Ghana and Nigeria who are involved in the reform process evaluate the perceived impact of MPSR and BPSR in their respective countries?

4. What are the problems and difficulties that MPSR and BPSR encounter?

5. What are the lessons and recommendations that can be drawn?

1.7. Methods and Data Collection

The choice of methodology for this thesis is influenced by the presence of multiple actors in the public sector and through considering the nature of this study, also owing to time and practical reasons. Primary and secondary data will be employed, which will include the use of documents and in-depth interviews.

The first step will be the use of documents which takes the form of written and published reports on progress, evaluation and seminars, unpublished reports, journals, news papers and magazines. Documents will provide additional specific detail to back up information from other sources. The use of documents will be helpful in verifying the correct spelling, titles, and names of organizations that will be mentioned in the interviews (Yin, 2002:86). A review of documents will enable me not only to look for facts, but also to read between the lines and pursue corroborative evidence elsewhere. Document selection will be based on records of both The Ministry of Public Sector Reforms in Ghana and The Bureau of Public Sector Reforms in Nigeria. I will examine the yearly editions of journals which are comprised of selected speeches and progress reports and are published once in a year since the establishment of the MPRS and BPSR, which would be 2005 and 2003 respectively. Looking at the timeframe of when these journals where published until now, it is feasible to read through all the journals and have a balanced selection of information necessary to this paper. I will also inquire the archival collection of records preserved by the offices and departments that exist in the library of the two Ministries, if possible.

The instrument that will be used for collecting data will be the in-depth interview technique and it will educe a vivid picture of the contributors’ perspective on the thesis topic. In-depth interview is an effective qualitative method for encouraging experts to share their opinion and experience. The use of in-depth interview can be targeted and insightful, but it can also be risky for the reason that it can be biased due to poorly constructed questions which may lead to poor responses, and also inaccurate due to poor recollection of the interviewees ( Soy, 1996). The population of the study will be public officials or servants. They are specifically chosen for this study because the objective of the study is to determine the impact of creating an independent institution for reforms in the public sector. The actual data collection will cover key offices within and outside the public service.

The research data will be collected by using in-depth interviews and as stated above, it will be carried out in the following two steps or groups:  

The first group for the interview will be the Key informants who are within the ministries. These key informants will be top civil servants, from the principal officers who are into the implementation of the reform, down to the middle level. The plan for selection will be made from the following in Ghana and Nigeria:

· Senior officers in the Office of the Head of Civil Service

The Office of the Head of civil service was created as a centre of personnel management for the entire civil service.

· Team of administrators, executives and management analysts, technical experts within a selected ministry which includes Ministry of Public Sector Reforms and the Bureau of Public Service Reforms.

The second group will be external experts of the ministries who are also public servants. The external experts in Ghana and Nigeria will mean trainers’ of public servants who have a broader knowledge of the reforms in both countries. These trainers are lecturers of the Ghana Institute of Public Administration (GIMPA). I chose GIMPA because their mandate, which is to provide world-class capacity building training for the public sector in Ghana and selected countries in West Africa which includes Nigeria. They also provide immediate support for Ghana’s Public Sector Reform Programmes

 Data and Methodological triangulation

Triangulation is a process of verification that increases validity by integrating different points of view and methods. Triangulation can be achieved by using different research techniques. As stated above I will incorporate documents and interviews. A triangulated technique according to Wolcott it is helpful, "…for cross-checking, varying perspectives on complex issues and events" (Wolcott, 1988:p. 192).

Diagram 2: Data and Methodological triangulation


1.8. Case Selection

According to Yin (2003, 97), the major strength of a (comparative) case study data collection is the prospect to employ many diverse sources of evidence. The use of varied sources of data in this study will make my findings or conclusion more realistic and if plausible, precise. Public sector reform is gradually taking root in Ghana and Nigeria, and the purpose of this paper is to assess the impact of institutionalizing reforms in public sector of these countries. The Economic Commission for Africa considers South Africa, Botswana and of-late, Ghana, as leaders in Public Sector Reforms in the Continent, and I will choose Ghana from this selection (ECA, 2003). Nigeria is the second country in the case study because it has the largest Public Service in Africa. Ghana and Nigeria were chosen not only because of their similarities in cultural values but because and they learn from each other and in addition being members of the Commonwealth of Nations, so many factors are similar. There are many things I can control when studying two Anglophone countries as compared to studying Ghana which is an Anglophone country and that of a Francophone or a Luzophone country which is entirely different.

1.9. Limitations

During the course of study in relation to this thesis, it will be prudent enough to interview workers from all the Ministries, sub-vented agencies and all the public institutions at large under this reform initiative, in order to have a clearer picture about the impact of creating an independent body for reforms. 

Due to the timeframe, I am limited to only a few ministries. Civil servants and public servants in Africa are not outspoken because of fear of losing their job and also the key people involved in the implementation of reforms may not be as objective as compared to those affected directly. I will not have the opportunity to consider all the rival explanations and possibilities. Also in relation to documents, there is a definite amount of ambiguity and subjectivity at hand, since those who wrote the document did so for their own good and not for the purpose of this thesis. In writing this paper, the information on the appropriate operational measures will show a discrepancy. 

The issue of honesty and a truly detailed answer to the question during the interview from the participants may affect the reliability of information. This is so because, these senior officers, teams of administrators, technical experts, and executive and management analysts who will be interviewed, may not want people to know the actual impact of creating an independent agency to house reforms in the public sector, because if it is not yielding any positive outcome and may be used against them. This problem can be overcome by way of not mentioning the names and position and promising confidentiality. 

There is a level of subjectivity with qualitative research and so this study to some extent is subjective because of its heavy reliance on interviews that takes into more consideration the perceptions of individuals. The interviews conducted for this thesis were carried out and analyzed solitarily. Therefore, there is a possibility for a one-sided interpretation of the interview in the data analysis.

Findings of the thesis will be generalisable, since I will be studying institutions and not individuals. I will interview the individuals for information about the institutions. There are many public sector reform bodies in different countries, so studying one will help to study others, though the public sector is different in those countries so there may be differences. Despite the differences, the overall framework of analysis will be useful to study similar institutions.

2.       

LITERATURE REVIEW

2.1. Introduction 

The objective of the research is to access the theory or concept of new public management (NPM) and doctrines of specialization in relation to the institutionalization of reforms in the public sector. In conformity to this objective, first and foremost I examine what public sector and public sector reform involves. I then continue with categorizing the literature of public management and administration into three sections. The first section is concerned with the creation of an independent agency for reforming the public sector. The second section is based on the theoretical point of view of new public management (NPM) and the doctrine of separation and dichotomy. The last section focuses on critics of the theory and doctrines. The focus of this thesis is not about administrative reform but rather looking at the perceived impact of having an independent agency in reforming the public sector. 
2.2. The Public Sector in Perspective

The provision of utilities and services by public organization to the community is seen as essential to the fabric of our society (Broadbent & Guthrie: 1992). The composition of the public sector is made up of government departments in charge of making available goods and services that each and every citizen values, where the market forces will not provide at all and if they will they will under-provide (Wodzicki, 2007). Broadbent and Guthrie also view the public sector as an encompassing organization which provides services to the public that are publicly funded, owned and operated (Broadbent & Guthrie: 2008).

A Simplistic Description of the Public Sector 

There are diverse descriptions of the public sector in general. One of which Schacter describes as the public sector in its entirety, reports at the end of the day to the President or the head of state. A country or a nation is governed by the head of state or President in collaboration with the advice of cabinet. The cabinet is described by Schacter on the whole as one of the powerful political institutions. The public sector has diverse departments or agencies at various levels form national, regional, municipal, and the like, amid different but overlapping responsibilities. The strategic direction of the public sector is provided by the Citizens’ representatives, namely politicians (Schacter 2000, 3).

Dividing the public sector is carried out in a form of organizational units which are normally called ministries; the Ministries are headed by Ministers who are also members of cabinet. There are two major types of organizational units (not forgetting the specialized agencies and state-owned enterprises), central agencies and line departments. Each of these units has a particular function to perform or specialization related to a set of responsibility and authorities, though most of the time they overlap. In a broader perspective, the line departments are focused on the area of policy and programmes in relation to the economic and social sectors e.g. Ministry of Health.  Central agencies are focused on areas that affect the entire government, for instance the Department of Finance sets budget allocation levels that affect resources available for all departments or government entities (Wodzicki, 2007).

The public sector is seen by Peters (2008) to be central to the effective working of government and the effective governing of society, because it is the fundamental instrument for implementing laws enacted by legislature and providing services to the public. Peters identified four (4) vital responsibilities of the public service:  

· They give advice to the government.

· They implement policies of government truly.

· They deliver a valued service.

· They enforce the laws and regulations of the nation, Peters (2008)
2.3. What is Public Sector Reform?

Public sector reform is about improving how government departments or agencies function internally; how they interact with each other, with their political bosses, and with the citizens they purport to serve, and ultimately how they deliver public goods and services. It is in this latter sense that public sector reform is a key element of the development agenda, as the public sector plays a crucial role in promoting sustainable development. Reforming a country’s public sector is a long term process (Wodzicki, 2007). According to Schacter, public sector reform (PSR) is about strengthening the way that the public sector is managed. The public sector may be overextended, attempting to do too much with too little resources. It may be poorly organized; its decision-making processes may be irrational; staff may be mismanaged; accountability may be weak; public programs may be poorly designed and public services poorly delivered and so Public sector reform is the attempt to fix these problems. Schacter argued that, Public sector reform is a political and social phenomenon driven by human behaviour (Schacter 2000, 3).

According Manning in his study on Reforms in Developing and Transitional Countries, he argued that at the end of the day on a formal or explicit side, reforms in the public sector are carried out, in order to reduce government expenditure by retaining aggregate costs, improve policy responsiveness, attract skilled workers and build public and private sector confidence in government as regulator/service providers. On the informal or implicit side, reforms are undertaken to achieve or strengthen public sector discipline. That is to say equal access and equal treatment thus no impartiality in relation to employment in the public sector where it should be representative of society (Manning, 2003).

A reform is seen as a process of change which takes place within a timeframe. Taking a look at public sector reforms, its objective is to ensure that the public service continues to serve its purpose to the best of its ability. Issues that affected performance in the public sector are identified and actions to address these issues are determined, planned and implemented in a logical manner (Peters, 2008)

2.4. The Creation of an Independent Agency 

In his concluding observation in a paper presented to the Chair of the Donors Working Group on Public Service Reform-Country Engagement, Kiragu (2001) stated:
“Piecemeal and fragmented public sector reforms projects have shown to rarely been effective and the outcomes are generally not sustainable, example of this include downsizing without capacity building, capacity building without pay reforms, capacity building  without  the focus of service delivery etc” (Kiragu, 2001:15).
Kiragu draws our attention to his observation through the study of the lessons and experience from selected Sub-Saharan African Country Engagement Initiatives (CEI) countries which include Ghana Kenya, Tanzania, Uganda and Zambia. Reform programmes in the public sector continue to be narrow and difficult to implement and sustainable at all levels. His study focused on the first wave  of public sector reforms which is focused on structural-oriented public service reforms, second wave, which is also focused on capacity building, and third wave, which was about service delivery improvement[….from the year 1980 to 2000]. In his argument, he emphasized the need for reforms in the public sector, but often cross-cutting public sector issues have received limited implementation because the strategies used by the CEI countries in reforming the public sector have been generally reactive. He came out with strategies or recommendations for effective and sustainable reforms in the public service; amongst the recommendations is the creation of a single or independent agency which will make the reform programmes comprehensive, integrated and sustainable (Kiragu, 2001: 14-16).

Simon, Smithburg and Thompson (1950) favour the creation of an independent agency because in their view, it takes politics out of governmental programmes. Thomas stresses (1993) to add to this exclamation by Simon et al in discussing “Creating an Independent Agency” that independence provides autonomy against political environment (milieu), where greater prominence can be achieved during the process of decision making. He argued that advocates for independent agencies are those who seek to eliminate politics from governmental programmes, such as reforms.  The creation of an independent agency will certainly offer an avenue of funding for the function of its programmes. In the same vein, there will be a reduction in the level of decision making needed for the execution of programmes. Also, there will be no confusing lines of accountability; hence clearer lines of accountability are assured with an independent agency (Thomas, 1993:473-475). 

The basic premise of agency independence according to Thomas, in his Reorganization Strategies in Theory and Practice (1993), is mainly ‘rhetoric’ to a certain extent than having ‘empirical’ evidence. He summarized the effects of such agencies in an exhibit.

Table 1: Independent agency - the exhibits 

	
	Creating an independent agency or commission

	Economy (cost savings)
	Unknown 

	Political accountability and control
	Potentially decreased 

	Efficiency
	Unknown 

	Effectiveness (achieves programme goals)
	Unknown 

	Public participation in decision making process
	Potentially increased

	Professional autonomy
	Potentially increased

	Safety and reliability
	Unknown

	Equity
	Unknown

	Political efficacy
	Resisted

	Public trust and confidence
	Unknown


Source: Thomas (1993, 489)

From the exhibit above, though there is remarkable shortage of evidence according to Thomas (1993, 488), there is a potential increment in public participation in decision making when an independent agency is created. Also, professionals will have autonomy but then political accountability and control will decrease while political efficacy will be resisted. Creating an independent agency has an unknown effect, not only on economic cost-savings and effectiveness based on achieving the goals of the programmes, but also on safety and reliability, equity, political efficacy and lastly public trust and confidence, because there has not been much empirical work on this view.
2.5. Theoretical Perspective -The Concept of New Public 

        Management

New Public Management (NPM) has been used in various ways and this goes to mean it is seen or recognized as a term rather than as a fully established concept. It has continuously been used by some scholars in referring to it as a model of policy choices (Barzely, 2003). 

 Since the emergence of New Public Management in Britain, New Zealand and the correlative form in the United States of America, it has spread widely around the OECD countries, especially in the 90’s down to the African countries.  The introduction of New Public Management has brought about a shake-up to what Olowu describes the public service as a “sleepy and self-serving” one. The concept of New Public Management, which is also called a misnomer, has given many options in achieving change (reform) in the public sector, like the concept of separating organization from policy and implementation and he summarized this concept of separation as one of his seven main elements of NPM (Olowu,2002:2).
According to Roness (2001), the concept of New Public Management expatiates on the policy-administration dichotomy (specialization) through the length of policy-making, where it makes a prescription of a separate organization designed for policy, regulation and the delivery of services. The contrast between policy areas that have an effect on people directly and those that do not affect people directly, such as agricultural policy and administrative policies respectively, is quite pertinent. In this regard, reforms may be observed as a “policy area on its own” which may be divided into specialities. Roness goes on to say more on specialization as a relevant description which he describes as old that is the dichotomy of policy-administration down the lines of policy and execution.
According to Roness, specialization is primarily linked to the handling of particular, if not certain, policy areas or the undertaking by separate organizations in central government. Reforms create effect through decision-making processes, similar to other processes of decision-making the processes of reforms can be regulated through specialization. The outcome of the reform processes at any given time according to Roness can be affected by the way (in terms of form and extent) the process of reforming is regulated. This goes further to mean that for real change to happen […to take place] the way in which the reform processes are organized, and also taking into consideration the institutional characteristics are of importance(Roness, 2001:674). 

Osborne and McLaughlin describe New Public Management (NPM) as developing, but not a motionless phenomenon. In their debate over the precise nature of NPM, they enlisted it under the following seven (7) classical doctrines (Osborne & McLaughlin, 2002):

1. Clear cut “standards and performance measures”.
2. Stress on “output controls”.
3. Significance on “disaggregation and decentralisation of public service”.
4. Modification to the “promotion of competition in the provision of public service”.
5. “Stress on private style of management and superiority”.
6. “Promotion of discipline and parsimony in resource allocation” (Osborne & McLaughlin, 2002)
Also Osborne & McLaughlin discussed an eighth doctrine of new public management (NPM) that has been reasonably added to the other seven in the formulation which is the doctrine of separation, where it has been classified in different names.  Osborne & McLaughlin name it the doctrine of separating decision making from management, and services. Roness and Stewart also classify it as a doctrine of separating policy-making from implementation or execution (Roness, 1991 & Stewart, 1996). Hood and Jackson classified it as ‘policy and execution specialism “(Hood and Jackson, 1991:115).

Hood and Jackson, proposed a list of NPM doctrines in their “administrative argument”, and they are encapsulated as following:

· Use of independent public bureaucracy.
· Use private/independent organization.
· Use differentiated ranks/ one boss/delegation.
· Separate policy and administrative specialism.
· Decide by discretion.
· Multi-source supply between organizations.
· Multi- source supply within organizations.
· Prefer administration and managerial skills.
· Contract out.
· Promote on merit.
· Prefer paid work though variable pay by outcome.
· Limit tenure.
· Have a pluriform structure.
· Control through business methods.
· Control by output measures“(Hood and Jackson, 1991).
The Doctrine of Separation 

In addition to the above mentioned, in two balancing ways, New Public Management was described by Hood and Jackson within the frame of reference of their book (administrative argument). First, NPM is illustrated as a set of doctrinal teaching about organizational design in government and the second as NPM illustrated as administrative values (Hood and Jackson, 1991).

In discussing New Public Management (NPM) by writers such as Hood, Jackson, Egeberg and Boston et al, they expanded more on this distinction (policy-administration dichotomy) in their discussion, where they gave prescription of separate organization for policy which is observed as reforms, and other services like administration, execution, implementation in the public services (Roness, 2001: 676).
Hood and Jackson, in their administrative argument, illustrated good administration as one that requires as stated above as specialization along the lines of “policy” and “execution” where there should be concentration by policy specialists on value classification, setting of goals and overall control frameworks. Execution specialists then concentrate on “getting things done” or “keeping the machinery running”. This dichotomy doctrine was introduced in the United States of America public administration system and the development of a professional civil service in the United States of America was justified by the doctrine of specialization or dichotomy (Hood &Jackson: 1991)

Though  Hood and Jackson’s doctrine on “separate policy and execution specialism”  has been condemned or have been pronounced dead by many academics as a model which is unsustainable of how administrative process which may include reforms do or ever could work, it keeps coming into view in a fresh guise (Hood and Jackson, 1991:115). 

The case of the use of independent public bureaucracy or agency has in time since in the 1920’s come into growing favour in a lot of countries. For two reasons Hood & Jackson claim that the use of independent bureaucracy or agency is a modus operandi for effectiveness. Firstly, they believe it is the attraction of people who are not attracted to dealing with politicians and also people who are involved in politics or bureaucrats that fall under the normal rules of the game. Secondly, it is avoidance of negative characteristics ascribed to classic public bureaucracy e.g. red tapeism, administrative paralysis, long queues in clearance and decision making, political interferences and deficiency in continuity, etc. They went further to argue that independent bureaucracy or agency should be given greater freedom where their terms and conditions should be given outside the service rules.

A leading British labour politician and a professor in economics named Herbert Morrison and Francesco Nitti respectively support the use of independent bodies or agency because they believe it can be simply protected from the pressures of politics or politician, which led to unproductive hiring and managerial practices in the past (Hood and Jackson1991: 90).
In their conclusion, Hood and Jackson gave three merits for the “use of an independent public bureaucracy or body” and they are elucidated as following;

· They provide impartiality by distancing the independent body or bureaucracy from the main stream of public bureaucracy.
· There will be a blend of experience since there is an introduction of “new blood”.
· Having an independent body is very useful for extremely open and routine work. An example is the establishment and development in Italy and Spain of “parastate” sector as a response to the constipation and ineffectiveness of the mainline bureaucrats (Hood and Jackson,1991:90-91)

In Egeberg’s (1996) study on revisiting policy-administration dichotomy, he analyzed the extent to which a core department or agency focuses on policy making on the one hand, and other agencies concentrating on execution and implementation on the other. He argued that at all levels; ideally, separating policy making separating from administration presupposes a neutral functioning institutional framework. He also agreed with the point of Hood and Jackson on specialization along the lines of policy and execution. The requirement of a good administration requires specialization, whereas units like policy should focus on goals, clarification of value change and execution units should focus on implementation. To Egeberg, a number of European administrations had long adopted this doctrine of policy-administration dichotomy, but it has found itself in a so-called “modernization programme” of government of member countries to the OECD, an example being the United Kingdom. But before that, they were categorized by large and incorporated Ministries who started to put into operation the norm on a broad scale by “hiving off” departmental responsibilities to newly established agencies or institutions (Egeberg, 1996:565-566).

2.6. The sustainability of reforms based on the concept of NPM

Other groups of writers argued about the sustainability of reforms in the public sector. Amosa talked about what he claims to be in vogue, which is sustainability of reform, so he placed much emphasis on how public sector reform can be sustained. Reform is a quantum shift from the traditional systems of administration. In order to sustain this shift, there is a need to change the way reforms are managed. To make this change effective, it must be institutionalized (Amosa, 2001).In his quest to answer how the authorities of Samoa can sustain reform in the public sector, Amosa used sustainability as a concept which is mostly discussed in many disciplines. The concept features in the discussion of managing the public sector in assessing the long term sustainability of the model - New Public Management as a substitute for traditional approach in managing the public sector. To sustain reforms in this context it is more often than not observed as institutionalizing the ideology of New Public Management (NPM) in reforming the public sector. Amosa (2007, 178) recommends the provision of an institution as a necessity in order to have continued support and effective monitoring and success in reforming the public sector.

According to Ferlie and Fitzgerald (2002), the concept of New Public Management (NPM) and its sustainability features in the management of public sector. A question was asked “why NPM is likely to survive?”  In answering the question, Ferlie and Fitzgerald argued with conviction that the concept of NPM represents a style of management that is much closer to what modern governments place emphasis on, which is efficiency. As a successor to the old administration which placed stress upon due processes and probity, NPM places importance on outcomes, so public sector under the model of New Public Management underwent major transition. They concluded by stating that reforms capturing the theory of NPM is a sustainable one when its ideology is given an institutional set up in the public sector (Ferlie & Fitzgerald, 2002:349-352)

2.7. Critics of Theory, Doctrines and Practices 

Not every one agrees with the doctrine of separation and they can be termed as critics. To the critics, the doctrine is seen as complex, it does not meet the need for separation or it is not straight forward. Below are the arguments to support their claims.

Impossible To Separate 

Stewart concluded his argument by saying the doctrine of separating policy-making and implementation will not prove the miraculous substance (or elixir) that will resolve many of the problems of public management, because in many circumstances it is difficult to separate policy and implementation. To him, it should be seen as one of the many approaches rather than the approach in resolving problems in the public sector. Even if the doctrine is to be adopted, the cooperative relationships between those responsible for policy and those responsible for implementation should not be ruled out. In short, the doctrine is too complex (Stewart, 1996:36-40).

Also, though Thomas gave a relatively positive analysis on the benefit of having an independent agency, he also criticized it by saying that it engages a political battle in the realms of government (congress and presidency) through the lines of accountability, control and oversight (Thomas, 1993).

Walsh captures the dangers of what will constitute the perceived new doctrine of separating policy from implementation:

“a line of distinction needs to be drawn between separation as one possible approach to public management service management to be adopted where it is appropriate and the doctrine that it should be applied in all circumstances which its advocates appear”

(Walsh, 1995:114)

The doctrine of separating policy from implementation can become a “dogma” to be applied rigorously where emphasis is placed on not simply on separation of function but division in organisations, so as to leading to a relationship which may [will] be confrontational.  This is due to the fact that each side will be resolute in securing complete advantage of the situation, as though they had no common interest. This confrontational relation is best described by Walsh as “Punishment Based Approach” (Walsh 1995:114). 

In the world of practice, Dunsire (1973:154) analysed the report of the Maud Committee on Management in Local Government who where overwhelmed by way of evidence of witnesses from the American local government who saw it as a necessity to discern between policy and administration; this has been a constant recurring theme in the written evidence of Dunsire, who states that: 

“….if only policy could be separated from administration, the former to be exercised by members and the latter by officers; this would be a solution to problems and step towards reforms” (Dushire, 1973)

To Dunsire, the statement above is not a description of practice but rather this view is articulated as a more “comforting ideal”. In relation to reality, the problem did not correspond, it has develop into becoming commonplace in the writing of academicians who points out that in practice, administrators were usually involved in the process of policy making, whereas politicians required the advice of administrative officers based on knowledge and experience.

“We refer….to the often expressed view that the function of members is to decide “policy” and of offers to “executive “or administer it. We argue the policy cannot be defined and indeed that it should not be defined. Some issues are, to reasonable men, so important that they can safely be termed “policy issues”. But what may seem to be a routine matter may be changed with political significance to the extent that it becomes a matter of policy. Other routines matter may lead by practice and experience to the creation of a principle or a policy; an isolated case may itself be a precedent for a line of similar cases. In advising on major issues officers are clearly contributing to the formulation of policy, but in shaping administrative decision, officers may also even if less obviously, be formulating of policy. Policy and administration will not serve to distinguish between the responsibilities of members and of the officers” (Maud Committee Report, 1967)

The committee, in their argument according to Dunsire, meant the simplistic separation between policy and administration did not meet the need to distinguish roles (Dunsire, 1973).
Appleby points out in his critique of the United States of America, that there cannot be a sharp separation between policy and administration. Where in the level of succession (successive) “policy” is a decision taken above and administration is the same or treated together at the same level in the mindset or perspective of an outside observer. The realism of the clear cut distinction between policy and administration in short, is being challenged in the work of Appleby.

The doctrine (separating policy making from implementation) assumes in advance that there is a clear boundary between them; however there really is no straight forward definition of “what is policy making” and “what is implementation” since the manner in which a service is implemented can raise policy issues. Without doubt, of late policy has been progressively concerned with how services are provided like raising matter regarding decentralization; citizens charter etc. In short, what is viewed as policy by some may well be regarded as implementation by others? At any moment, what is regarded as an issue of implementation for one person can happen to be policy issue for another? So if there are no clear boundaries amid the doctrine of policy and implementation, then the basis for separation is not clear. (Stewart, 1996:38)

3.       THE FEDERAL REPUBLIC OF NIGERIA

“What is in the civil service that kills initiative and frustrate talents? This is the main challenge before the Bureau Public Service Reforms and we are determined to face and fish out, to make initiatives blossom and talents flourish, so that the service can truly stand out to work for the people”

Adegoroye Goke, 2005
3.1. Introduction

In this chapter, an overview of past public sector reform and the definition of the Federal Republic of Nigeria in general will be provided. The mission, vision and the policy objectives of the Bureau of Public Service Reforms will be discussed. The institutional management will be looked at with a diagram or an illustration to support it. We will also examine how the reform agenda or programmes are coordinated and the context under which it was established.
3.2. An Overview of Past Public Sector Reform in Nigeria 

From 1966, the Nigerian public service unfortunately have experienced a decline and decay in the all the public institutions. This has been so, due to the continuous battering under successive military government(s) which had engulfed Nigeria for more than three decades. It has led to the neglect of capacity development and abandonment of professional and ethical standards within the public service. From the 1970s, 1980s to1990s, efforts have been made to salvage and rehabilitate the public service. These efforts have achieved patchy results and this was due to little attention as well as half-hearted implementation of sensible recommendations of several commissions which were set up by numerous presidents to study how to make the public service effective. An example is the Public Service Review Commission (Udoji Commission) of 1972-74 (www.psrnigeria.org).

Based on a snapshot in one of the policy briefing documents prepared for the civilian administration that assumed office in May 1999 (the civilian government only took control of the public service at the federal and state level in 1999), the public service was at that time fundamentally weak with over politicization as well as corrupt personnel who were also demoralized. The Parastatal and subvented agencies were submitted to a zigzag path of privatization. The public service underwent gradual and organized reforms and shake-ups since May 29, 1999 which have seen no gain. In 2004, the Federal Government of Nigeria (FGN) put together a National Economic Empowerment Development Strategy (NEEDS) which has four core reform areas, including public service reform programmes. The other three reform domains were: economic management reform programme; governance and institutional strengthening; and transparency, accountability and anti-corruption reform programme. The Bureau for Public Service Reform (BPSR) has been established and allocated the responsibility for driving the Public Sector Reforms domain of NEEDS (Adeleke&Collins, 2007).
3.3. Defining the Nigerian Public Service

The Nigerian Public Service is defined by Ahmad el-Rufa’ias as an agglomeration of all institutions that exist as an element of government machinery for the delivery of services to the general public. The public service is an obligatory institution of the State, where its establishment is deduced from the Constitution of the Federal Republic (Ahmad el-Rufa’ias, 2006). 

The composition of the public service in the federal republic of Nigeria is derived from the chapter six (VI) of the1999 Constitution, with the heading : “The Executive, Part I (D) and Part II (C) provides for a Public Service at Federal and State Levels”(Ahmad el-Rufa’ias, 2006) :

The Civil Service which is eighteen percent (18%) of the public servants

Services of the National and State Assemblies

The Judiciary both at the Federal and State level

The Armed Forces

The Police and other Security Agencies

Para-Military Services which includes the Immigration, Customs, Prisons, etc

Parastatal – regulatory agencies, educational institutions, and research institutes etc, all at the Federal and State levels.

Extra-Ministerial Departments and Agencies (MDA’s) includes the following:

Civil Service Commission,

Office of the Auditor-General,

Independent National Electoral Commission,

Code of Conduct Bureau

National Population Commission

Revenue Mobilisation, Allocation and Fiscal Commission

Independent Corrupt Practices and other Related Offices Commission

      Federal Character Commission (Ahmad el-Rufa’ias, 2006)

3.4. THE BUREAU OF PUBLIC SERVICE REFORMS (BPSR)
The Bureau of Public Service   Reforms (BPRS) came into being as a novel idea due to the need for a stable institutional platform which would drive and sustain the reform programmes in the Nigerian public sector (Ahmed, 2005).The Bureau of Public Service Reforms was inaugurated by the former president of the Federal Republic of Nigeria, Olusegun Obasanjo who was then the head of the National Council of Reforms (NCR). The BPRS as an institution or agency according to Dr. Ekpa is the first of its kind in the history of public service reforms in Nigeria. The BPRS is situated in the presidency and it has been described as the “engine room and coordinator of sectoral reform”, it is also regarded as the central reform management institution (Ekpa, 2008)

The BPSR is the secretariat to the Steering Committee on Reforms (SCR) which is the present reform supervising team and the permanent secretary to the federation chairs this committee. In short, the BPSR is the coordinator of reforms in the public service of Nigeria. There is collaboration between the BPRS and other organizations or institutions within as well as outside the federal government of Nigeria, including development partners such as DFID, civil society and World Bank, to implement public service related policies of the government and to articulate strategies and mechanisms as expressed in the National Economic Empowerment and Development Strategy (Goke, 2005).

Location and Mandate of BPSR

The Bureau of Public Service Reforms is located in Abuja, the capital city and the federal capital territory administration of the Federal Republic of Nigeria. It is an administrative creation of the president with an endorsement from the Federal Executive Council, just like the establishment of a Ministry, but in this case under the presidency.
Dr. Goke Adegoroye, the former director of the bureau, stated that for all the reform programmes of the federal government of Nigeria, the BPRS is best described as the “…expert secretariat and also the national institution or agency which coordinates public service reform” (Adegoroye, 2006). The mandate of BPSR is to ensure the full implementation of government reform policies and programmes through initiation, coordination, monitoring and evaluation.

3.4.1. The Goal of BPSR

The major reform goal of the Bureau of Public Service Reforms is the “…development and proposed implementation of the national strategy on public service reforms” which is towards the transformation of the public service into a world class status by the year 2020 (Ekpa, 2008).

3.4.1.2. Function of BPRS 

The functions of the bureau of public service reforms embrace the following (Adegoroye, 2006): 

· At the level of the public service, the BPSR is to initiate actions on reforms.

· Coordinating, monitoring, evaluating and implementing reforms in all ministries, department and agencies (MDA’s).

· In relation to public service reforms, the Bureau will be a “…clearing house for information” ( Adegoroye, 2006)

· The BPSR is to present “Best Practices Model” through conduction of research on the efforts of implementation.

· The MDA’s change agents are oriented and trained and the functions of BPRS are to facilitate.

· The change management teams in the public service (working groups) are to be provided with advice and technical support by the BPRS.

· Propagation of information to the general public, public sector (civil service) on all aspect of public sector reforms.

· Make clear the policies of government on public service reforms

· Engender an environment of learning from each other

3.5. INSTITUTIONAL ARRANGEMENT - ORGANIZATIONAL STRUCTURE OF 
            BPSR

For the Bureau to achieve its missions, the following is the layout to create the enabling environment and levelled ground for effective coordination. 

Permanent Secretary

The Head of the Bureau of Public Service Reforms (BPSR) is the Permanent Secretary. The Bureau is made up of seven (7) departments and two (2) units. These departments with a combination of the units form the management team for the Bureau. With close supervision and support, the Permanent Secretary oversees the department mentioned below for the success of the reform initiatives in the public service of the Federal Republic Nigeria (Ekpa, 2008).

Human Resources/Administration Department 

This department deals with human resource related issues, general administration, inventory management, registry, customer reception services, office and administration supplies as well as recruitment etc.
Finance/Accounts Department

They are in charge of account and salary administration and treasury services of the bureau as well as internal auditing.

Strategic/Planning & Research Department
They develop strategies as well as plan for the reform initiatives in the public service. They also carry out research and administer technical studies in connection to the reform and oversee special projects which are related to reform, from the World Bank and other developing partners like Department for International Development (DFID), the Economic Reform and Governance Project (ERGP) of the World Bank etc. The planning and research department studies and suggests areas in relation to structure and operations of the Ministries Department and Agencies (MDAs) that have need of change or reforms.

Diagram 3: organogram of BPSR
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Source: website of Bureau of Public Service Reforms (www.bpsr.gov.ng)
Procurement Department 
The Procurement department is in charge of purchases or acquisitions on behalf of the Bureau. The purchases include goods, services, vendor payments and reimbursements.  

Ministry, Department and Agencies (MDA’s) Reforms Coordination Department

This department closely supervises and also supports reforms taking place in the Ministries, departments, agencies (MDA’s). The department also monitors and evaluates the ongoing reforms in all the public institutions.

Parastatal Reform Department 

The department provides guidance and advice to the five (5) Parastatal teams of the Ministries Departments and Agencies (MDA’s) which is a requirement in the initiation and management of reforms. They also see to Parastatal organisation monitoring and evaluation

Public Relations Communications Department

The department oversees the public relations and protocol, internal communication, bureau liaison and stakeholder relations and library services.

3.6. Stake Holders for Reforms

The current stakeholders for the public service reform are the following organizations and institutions (Adegoroye, 2006).

1. The presidency - Under the office of the president, below are the following key offices 
· The Council of State – they advice the president on request or as the president may direct on national issues. It is a small body made up of prominent citizens of proven character; it can be said to be similar to the Council of Elders in the traditional political system.
· The Office of the Head of Civil Service of the Federation (OHCSF) provides leadership to the Civil Service of Federal Republic of Nigeria. The OHCSF is responsible for promoting professionalism among the civil servants, also monitoring and coordination of all activities of Ministries, Departments and Agencies and oversees to the career development of all staff of the civil service and developing tailored training programmes.
· Office of the Secretary to the Government of Federation - The Office of the Secretary to the Government of the Federation is to ensure efficient implementation of Government policies and programmes through effective coordination, monitoring and evaluation in support of the overall development of the nation.
2. Ministries, Departments and Agencies (MDA’s) – there are 19 Federal Ministries and the Federal Capital administration, covering all sectors of polity at the federal level in Nigeria.

3. Public Commissions - At the federal level in Nigeria, there are 15 constitutional commissions and two Ministerial Commissions which take care of pertinent sectors of the polity e.g. National Salaries and Wages Commission.
4. Development Partners - Department for International Development, World Bank, Commonwealth secretariat, United Nation Development Programme (UNDP) etc.

5. Parastatal – there are more than seventy (70) Parastatal organisations in the Federal Republic of Nigeria which are public institutions e.g. Immigration and Prisons Board, National Health Insurance Scheme (NHIS) etc.

3.6. Reform Coordination
Arrangement for effective coordination of the reform agenda are as follows:

The National Council of Reforms is chaired by the president of Nigeria and ten (10) other members which includes the vice president of Nigeria, the president of the Senate, the speaker of the House of Representatives, the chief justice, the attorney- general of the federation, the chairman of the Independent Corrupt Practices and other Related Offences Commission (ICPC), the chairman of the Revenue Mobilization Allocation and Fiscal commission (RMAFC), the head of civil service of the federation (Ahmed, 2004).

The Committee on Reforms is under the National Council of Reforms. The committee is chaired by the finance minister of the federation. The membership of the committee is made of twenty two (22) chief executives as well as ministers of key government institutions (Ahmed, 2004).  The Bureau of Public Service Reforms is the coordinating body which is the secretariat for both the national council of reform and the committee on reforms (Ahmed, 2004).

3.8. CONTEXT  

Many factors heightened the need for a change in the public sector; among these factors are the public who are either at times addressed as customers or citizens and can be said to be or have become enlightened and outspoken about their rights. They are aware of the difference in terms of responsibilities between governments and its various agencies and that of the private sector on the other. To prevent it from further criticism and from being downgraded to insignificance, there was a need to rebuild the public service to satisfy the need and aspiration of the citizens or customers. Also, there was a need for reorientation and reorganization in the public service for effective service delivery (Ahmed, 2004: 72).

Another factor which impelled for an institution for reforms in the public sector was the need for crosscutting implementation in the public sector, as a statement from one author goes “…there is no hiding place for decadent organisation rendering shoddy public service and using antiquated facilities methods” (Ahmed, 2004: 73). There was a need for positive transformation in organizational (public service) performance which can only be driven by the introduction of information and communication technology (ICT).  This involved cross cutting the entire public sector in order to meet both internal development plans and international demands and pressures to improve governance and services.

3.2.5.1. Transformation Tool – NEPAD & NEEDS
A further cause is to meet conditions at the continental level, like the African Peer Review Mechanism (APRM) which falls under the New Partnership for Africa’s Development (NEPAD). Due to development challenges confronting the African states, members of the African Union, including Nigeria, have come out with self-led and self-owned development initiatives which are to respond positively to the difficult development challenges hence New Partnership for African Development (NEPAD). The National Economic Empowerment and Development Strategy (NEEDS) of Nigeria is a local policy thrust which is directed in order to reawaken the need for performance and results driven in diverse endeavours. NEEDS is also described to be a people-government-international development collaboration accessible medium-term strategic program, proposed to step up transformation of the Nigerian Federal State (Adegoroye, 2005). A component of the programme of NEEDS and APRM is where the philosophy of public service reforms of Nigeria stands for (Adegoroye, 2005):

· Poverty reduction through macro-economic stability, accelerated privatisation and liberalisation of the economy

· Institutional arrangements for public sector reforms - Cross-cutting reforms in the public service which includes civil service reforms, reforming public expenditure and budgeting etc.

· Through improved governance norms and institutional strengthening leading to strengthening the basic service delivery.

There was a need to establish an able body to be able to align all the national reform strategies for the public sector under the continental initiatives (NEPAD and NEEDS) hence BPSR. This would bring about cost effectiveness, successful implementation and also a broad access to donor access.

 A preliminary diagnostic survey was carried out by the Office of the Head of Civil Service of the Federation by request of the former president of the Federal Republic of Nigeria, Obasanjo. In 2002, he called for central reforms in the public service as a whole; the findings of the survey revealed structural as well as behavioural problems which led to radical intervention to change the public service with the use of different and sustainable strategies and not incremental changes, which was the old method of reforming. The obvious presumption of efficient and effective service delivery in the public sector is good governance gave vent to the president who is the head of Government to lunch an institutionalised public sector reforms. The public sector reform institution is to liaise with the organization of Independent Corrupt Practices and Other Related Offences Commission (ICPC) and the Economic and Financial Crimes Commission (EFCC).

Ahmed, who was then the Head of Civil Service of the Federation, said that “public institutions or organizations that do not fall in line or cooperate with the agency in charge of the reforms where in one form or other risking the government’s wrath” (Ahmed, 2004). Further work in the OHCSF led to the development of a Strategy Document and Action Plan for the Reform, and then other developments in the direction of reforms. In June 2003, the President declared a programme of wide-ranging reforms, covering broad areas of public service issues hence the BPSR.
4.              REPUBLIC OF GHANA
4.1. Introduction
In this chapter, an overview of past public sector reforms and the definition of the Ghanaian public sector in general will be provided. The mission, vision and the policy objectives of the Ministry of Public Sector Reforms will also be discussed. The institutional arrangement will be looked at with a diagram or an illustration to support it. We will also look at how the reform programme is coordinated and at the context under which it was established. 
4.2. An Overview of Past Public Sector Reform in Ghana

Historically, public sector reforms in all countries have been diverse; in Ghana, public sector reforms in the past had placed emphasis on organizational structure and the function of the public bureaucracy which comprises of all institutions of government in relation to processes and procedures connected with them. Trailing from 1960’s, more public institutions were created or expanded, then in between the 1970’s and the 1990’s, there was divestiture plus privatisation of public enterprises or institutions. Consequently, reform has repeatedly been concerned with structural dimensions of how public institutions are structured and how they function. Public institution empowerment was the goal of the reform as to how transparent, competent, accountable and cost effective they can be (Haruna, 2003). Reforms in Ghana actually started with the Civil Service reforms in 1987, being a component of the economic reform programme. Then from 1994 to 2003 a public sector reform programme was initiated as part of the National Institutional Renewable Programme (Owusu, 2003).

4.2.1. Public sector reform programme under the National Institutional Renewal Programme

An umbrella programme was designed to cover, as well as to aim at, creating a new vision for the public sector in Ghana – the National Institutional Renewal Programme (NIRP). The National Institutional Renewal Program is to provide a conceptual framework to reform the public sector. The programme was introduced to craft a public service to be proactive, efficient, effective, and innovative, focusing upon citizens and clients, committed to national goals and finally, to develop abilities.  Further goals included to be able to partner with the civil society, rally around good governance, to facilitate, empower as well as creating the enabling environment for the development of the private sector.  

Despite the several reforms that have been introduced and implemented since 1983 (when the Structural Adjustment Programme was introduced after the military regime), the reform agenda at that time was not working, and thus it led to the culmination of the National Institutional Renewal programme. Even with NIRP the capacity of the public service remains low through lack of certain factors (Boachie-Danquah, 2006).

4.2.1.1. A search for better direction

Based on the report and recommendation of Pricewaterhouse Coopers to place a senior officer in charge of developing strategies and focus on public sector reforms, the former administration under president Kuffour established an office under the senior minister to be charged with the reform agenda in the public sector. Later, a ministry was established to take over the public sector reform agenda (Pricewaterhouse Coopers, 2003)

4.3. Defining the Ghanaian Public Service

The constitution of Ghana defines and lists the public service to include thirteen services, namely: 

The Civil Service

The Judicial Service

The Audit Service

The Education Service

The Prison Service

The Parliamentary Service

The Health Service

The Statistical Service

The National Fire Service

The Ghana Customs, Excise and Preventive Service

The Internal Revenue Service

The Police Service

The Immigration and Legal Services

Public Corporations other than those set up as commercial ventures; and

Such other public services as Parliament may by law prescribe (1992 Constitution of the Republic Ghana, Chapter 14,) 

The public service in Ghana has been categorized into a group of three to fall under the following classificatory scheme based on the above definition in line with the constitution.

The civil service
One of the visible components of the public service is the Civil service. It has the classical characteristic of the Weberian bureaucracy; the ministries, departments and agencies make up the civil service. Its main trait is the direct day-to-day relationship with the Government which carries the day.

The state-owned-enterprises (SOE)

SOE’s developed gradually when governments in the past came up with the initiative to engage the service in essentially direct economic activities with some attached characteristics. These were of a private business corporation, where there is a considerable level of autonomy and flexibility.

The hybrid sector

Institutions in this sector combine characteristics of the civil service and of the state owned enterprises. An example is the public polytechnic or the university etc which are subvented like the civil service, but who also have a measure of autonomy in specific functions.

4.4. THE MINISTRY OF PUBLIC SECTOR REFORMS (MPSR)

Introduction

The Ministry of Public Sector Reforms was established to revitalize the reform efforts and also to facilitate and coordinate future governmental efforts to reform. In August 2005, the executive council of government (cabinet) proposed and approved the restructuring of the management of the Public Sector reforms programmes through explicit recommendation to reform the Public Sector. The MPSR was established to be an institutional home for all reforms in the Public Sector. The MPSR is to support, monitor and evaluate progress and sustainability of reforms across the Public Sector. The ministry as an agency has developed a fully costed, prioritized and time-bound (5years) programme to manage all the key reforms that are taking place in the Public Sector (Owusu-Bonsu, 2007).
Vision, Mission and Policy Objectives

Vision and Mission
MPSR’s vision is to build a public service which is transparent, motivated and committed. Their mission is to promote timely performance which is transparent in the service delivery of the Public Sector. This can be said to be a measure to meet the objectives of government which is development. Also, to help in attaining the Millennium Development Goals, by facilitating poverty reduction, led by the private sector.

 Policy Objectives of MPSR 

The first policy objective of the MPSR is to coordinate, monitor, evaluate as well as implement reforms of the Public Sector. There is also a need to increase the capacity of the public service for efficient and effective performance in service delivery. In view of this, the second objective of MPSR is to develop (increase) the capacity of the public service in its totality.

Thirdly, in order to improve their performance and increase financial sustainability, the objective of MPSR is to restructure as well as transform Subvented Agencies. This will lead to a reduction of their dependency on the central government of Ghana. Lastly, to improve the performance of the public service, MPSR took into consideration to strengthen the institutional capacity of the Public Sector.
4.5. Institutional Arrangement – The Ministry of Public Sector Reforms

The Ministry of Public Service Reforms ( MPSR) did not have the structures and set up which one would usually find in a ministry stipulated in the civil service law – “Ghana Civil Service Law, 1993 (PNDCL 327) amended by the Civil Service Act 2001”. For the Ministry to achieve its missions, the following is the layout is which creates the enabling environment and levelled ground for effective coordination (Ferrazzi, 2006).

Organogram of the MPSR

The Minister - The minister is the political head or official in the ministry of public service reforms. The minister is a holder of a senior position and thus cabinet minister.
Chief Director - is a civil servant as well as an administrative head and reports to the minister. 

Civil service and Consultant section - The Ministry of Public Service Reforms (MPSR) has a consultants section as well as a civil service section. The consultants act as in-house consultants and technical officers. The civil service section is made up civil servants (generalists) who are to help the consultants and the minister to achieve the ministry’s goals.
Supporting staff – this section is made up of secretaries, drivers, assistant and deputies to the director both at the civil service and consultants section, at the office of the Minister and with the Chief Director.

Diagram4: Organogram of MPSR
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4.6. Reform Coordination

The institutional arrangements to sustain the Public Sector reform are crucial since it is results-driven. An uncomplicated but effective institutional arrangement has been established to guarantee a successful coordination of reforms. The coordinating team provides the MPSR the support to achieve the reform goals. The set up of MPSR is not like any normal Ministry.
Diagram5: Coordinating Arrangement 


Source: taken from the project implementation manual of MPSR, 2006
This Figure 4.0 is an illustration of the institutional relationships that will support the Public Sector reform.  This structure offers the possibility for broad participation by stakeholders in implementation and feedback through the Working Group(s). Each of the main elements is now discussed briefly.

The President (Cabinet) 

The President, with the support of the cabinet, has ownership of the reforms in the Public Sector, hence the true level of political clout in addition to the providence of high level of guidance through leadership which is necessary for the efforts of reforming the Public Sector. The role of the President in collaboration with the Cabinet includes (Owusu-Bonsu, 2007):
· To consider and approve key reform decisions

· To review results of reform initiatives in progress

· To provide resources and support of all kinds for the success of the reform programmes in the Public Sector

· To issue broad policy guidelines in accordance with governmental policies

· To recommend to Parliament the adaptation and passing of new legislation supporting reform initiatives or programmes in the Public Sector.

The Ministry of Public Sector Reform
The Ministry of Public Sector Reform headed by the Minister, is in charge of facilitating and coordinating all reforms in the Public Sector. This responsibility embraces the monitoring and evaluation of the reforms and to make certain that a comprehensive reform is attained across the public institutions. The MPSR is to maintain a mutual rapport with all public institutions (Public Sector) in order to be abreast of the development made and the difficulties they face as institutions. Reforms in the Public Sector will be driven or handled by the MPSR so that a required consistency will be gained in the level of service delivery across the board; an example is the client service unit (CSU). The MPSR gives a progress report of the reforms and any other novel schemes or programme that may be essential to accomplish the most effective reforms for Ghana and MPSR also dialogues with Cabinet. The Ministry of Public Service Reforms also acts as a go-between with the Developmental Partners, principally with the lead partner from the United Kingdom Department for International Development (DFID), so that the MPSR can source funds when appropriate and keep them updated on achieved milestones and any issues arising. Below are the summarized responsibilities of the MPSR (Owusu–Bonsu, 2007)

· To undertake successful coordination of every initiative in reforming the Public Sector
· To be a  source for research on the entire areas of Public Sector reform

· To sustain monitoring and evaluation of reform initiatives that are  operating or are effective  in each institution

· To guarantee the setup of results based Monitoring and Evaluation Systems and the extensive  propagation of  reports 

· To mobilize resources for Public Sector Reform preference in the Medium Term Expenditure Framework and  in the yearly budget process

· To uphold interaction by means of various working groups, committees, task forces
· To embark on activities applicable to Public Sector reforms; examples are National Development Planning Commission’s Cross-Sector Planning Groups, Judicial Sector Reform Secretariat, Private Sector Oversight Committee, et cetera.

· To secure in addition to arranging for technical support for all reforms in the Public Sector.

· To assist the procedure of securing funding (ample & predictable) for the reformation of the Public Sector.

· To provide training in a form of workshops and seminars on issues that relates to and affects the Public Sector reform.

· To maintain effective communication of Public Sector reform on all aspects.

· To provide and also serve as a clearing house for all Public Sector Reform information.
· The Provision of technical counsel to the different reform teams as and when necessary
· To follow up on the progress and also communicate the objectives and progress of Public Sector Reform to the implementing agencies thus the MPSR acts like the supervising agency. 
· The establishment and management of the Public Sector Reform Knowledge Centre. 
· To review progress in collaboration with the Development Partners like the DFID and to also to coordinate direct Development Partners’ support for operation within the framework of the Public Sector reform work programme
 ‘Working Groups’

The vital component of the reform processes are the working groups. The groups provide a technical consultative forum as well as a sound board for the reform initiatives which are ongoing and the discussion of issues that call for a shared approach and response. The group is the key conduit through which the resolution of problems and issues arising from implementation are addressed. The groups also serve as an apparatus for the dissemination of activities on the ongoing reform initiatives.
The establishment of Working Groups is the key technical unit of the Public Sector Reform process or programme. In consultation with the MPSR based on the areas which are being reformed these units which are described as nucleus groups are established. Then again, as the Reform agenda of the Public Sector is progressing, as and when it is very important other representatives have been drawn in. Where appropriate, the existing working groups are still being utilized (e.g. Ministry of Private Sector’s and National Development Planning Commission working groups). The Working Group is chaired by a member selected from their ranks who has the relevant experience and ability to facilitate successfully the deliberations of the Group (Allotey, 2008). 

According to the priority areas being addressed by the Ministry of Public Service Reforms, the inter-sector Working Group includes cooperation with governmental and non-governmental representatives who are selected based on their knowledge of the thematic area. Staffs of Ministry Department and Agencies, staff of the relevant Development Partner, knowledgeable researchers, and experts from the private sector as well as civil society, are co-opted when necessary. The Group’s strength lies in their broad-based membership which cuts across sectors and interest groups.   

One of the key stakeholders of the Reform Process is members of the Unions plus Staff Association of the Public Service. Staff of public institutions being part of the composition of the Working Group is of essence. Hence the key partners who are staff are given recognition in turn to get their favor en route for building a new Public Service which is responsive.
At the local level (regional and district levels), the Ministry of Local Government and Rural Development has the key role in facilitating and coordinating consultation of the Public Sector Reform. 
The output of the Working Groups is accessed by the MPSR, and their tasks are (Allotey, 2008):

· To give technical leadership and close cooperation linking MPSR and MDA’s in the operation, monitoring and evaluation of the Public Sector Reform process. 

· To identify, support and review implementation of reforms in a thematic area were emphasis should be placed on the objectives to be achieved.
· To examine and put together recommendations on matters that have sector - wide implications.
· To examine and review detailed reform initiatives.

· To bring to light challenges, opportunities and issues related specific    intervention.
· Provide input to the process of Monitoring and Evaluation. 

· To make proposal on impact assessment, and beneficiary appraisal surveys.

· To provide a forum experiences and resources to share (Allotey, 2008).

4.7. Context
The plan of the former President of Ghana in the Fourth Republic is to lead Ghana to a “golden age of business”. To be able to attain this age, an efficient private sector is necessary with the cooperation of the Public Sector. To be able to meet the goal of the government to make Ghana a middle income country with a per capita income of at least a thousand United State dollars (US$1,000) by 2015, it is of importance for the Public Sector to perform ably. Based on this view, a new strategy was approved by the cabinet in June, 2004 for the government’s Public Sector reform programme. The document which entailed the strategy was titled “Towards a New Public Service for Ghana, a Working Document”. The Public Sector or service of Ghana was the key weak link when it came to delivery of the nation’s development agenda as well as its programmes when considering the strategy of the cabinet (Ndoum, 2006). 

To ensure an appropriate support to the implementation of the national development agenda, it became well known that the deteriorating capacity and performance of all public institutions needed urgent attention. For the Public Sector reforms to be driven at the required pace, it became clear that practical improvement is needed in the way of how the daily tasks are carried out within public institutions. These understandings of the importance of the Public Sector lead to the establishment of the Ministry Of Public Sector Reforms (Owusu-Bonsu, 2007).

The goal of the Government of Ghana (GoG) for Growth and Poverty Reduction Strategy II (GPRS II) is for the creation of wealth and employment. To achieve this goal the strategic standpoint of the GoG is to concentrate on efficiency and effectiveness of the Public Sector or service as the framework for accomplishing rapid and sustainable economic growth and poverty reduction. Also, due to the economic crisis (unstable economy because of unstable political environment) in the country, the Public Sector has experienced countless setbacks and has consequently been under the threat of losing its usefulness to the state at large

According to Allotey, if the Public Sector is not in a position to cope with the goods and services provided and also the challenges brought about by the private sector, then the private sector may collapse; to this end, it is not good for economic growth. The Public Sector has been in operation for uncountable decades (and through its operations it has developed a lot of problems which are hindering it from progressing or performing in accordance to expectations. Being mindful of the hindrances of the Public Sector, the Government of Ghana deemed it fitting to set up an institution in charge of reforms, hence the Ministry of Public Sector Reforms to bring an improvement in the Public Sector. There was a need to revamp the Public Sector for the following reasons (Allotey & Salifu-MPSR, 2008):

· To enable public institutions to respond to the needs of the private sector.
· To enhance service delivery. 

· To open up opportunities brought about by globalization through  ICT

· The executive arm of government will benefit since they support by providing advice. 

· Living conditions of the poor in the society will improve.
· Knowledge of workers will be upgraded, for a better development.
5.    EMPIRICAL FINDINGS AND ANALYSIS TO THE RESEARCH     QUESTION AND COMPARISON
5.1. Introduction

I conducted in-depth, semi-structured interviews with thirteen (13) respondents (see appendix) asking each of the respondents to respond to eleven (11) questions in total. Seven (7) out of the thirteen (13) respondents were asked tailored questions to flesh out parts that called for further clarifications or explanation; I also used various documentary sources to support the data collected.

Respondents to the interview will be divided into three groups; I focused mainly on people who were involved in the reform programmes within the reform agencies, development partners and academicians and some public officials from the sub-vented agencies. The first group of the sample includes public officials who work within the MPSR and BPSR in their respective countries. At MPSR in Ghana, public officials who were at the same time consultants were (?) interviewed. In all, the composition consisted of civil servants and consultants. In the Nigerian BPSR, officials who are civil servants were interviewed. The second group is the French development partner for both countries and some from the public service commission. The third group are trainers of public officials in GIMPA and a public administration consultant from Nigeria. Questions were developed to better understand the role of these public reform agencies in Ghana and Nigeria and the impact of these agencies on the functioning of the Public Sector or service.
The last part of this chapter will be to compare the two agencies. The two agencies (MPSR and BPSR) will be compared with their differences and similarities based on the context under which they were established, their contents (reform coordination and organizational structure) and lastly, the effects they have had on the public service in general.

5.2. Sustainability and successful implementation of reforms in the public 

          Sector

I first asked the question: ‘Will having a separate or independent agency for reforms bring about effective, sustainable and successful implementation of reforms in the Public Sector’. In general terms, there were mixed results in answering the question; all the interviewees had their differing views about the way reforms should be implemented for effectiveness, sustainability and success. 
Ministry of Public Service Reforms (Ghana)

In the Ministry of Public Service Reform, insight from three (3) out of the four (4) interviewees revealed the need for a separate or independent body to steer the reforms in the Public Sector for accountability’s sake. 
	“A Public Sector reform is a continuous process and not a one-time intervention. We have not yet reached the stage where our public institutions are strong enough, better or matured to know what and how they have to change to adopt to the ever-changing environment. A chief director, chief executive officer may know the problem and even solution to the problem.  However, to be able to initiate it is difficult, so a separate body in charge of reforms is very much needed to see to the ever-growing problems within the Public Sector in order for the public officials to concentrate on their work or day-to-day activities” [Senior Consultant - Project Implementation Specialist-MPSR] interview, June 2009.


	“I always continue to advocate a separate body, or as you said an independent body to take charge of the reform agenda or activities for the sake of accountability before donor fatigue sets in. This supposition is based on past experience where public officials or people in charge of reforms within their sector ministries could not be held responsible for their inactions and inefficiencies because they always found an excuse, like a lack of consultation and coordination, lack of technical knowledge and so on.”  [The Head of the Client Service Unit-MPSR] interview, June 2009. 


It is summed up from the respondents of the interview that reforms can be implemented and coordinated in any form and can achieve their aim if there is much education to prepare the public servants for the task ahead. There is a need for education because in reforming there is always difficulty in defining the roles between the implementing and supervising agency for the reason that there is no specific defined responsibility when there is individual reform programmes in place. A silent or indirect institutional culture has many roles to play where people in the system (public service) have developed attitudes and perceptions that have been adopted from within and these attitudes have to change. Examples of such attitudes are nepotism and tribalism that have characterized appointments and promotions within the Ghanaian public service at the expense of competence (professional qualification). To have a sustainable and effective implementation of reform, the people within the service must understand the need for the reform and what kind of reform is being carried out or embarked upon and the benefits they are going to gain. 

Bureau of Public Service Reforms (Nigeria)

From the interview, I summarized the opinion of public officials in the Bureau of Public Service Reforms. One view (respondent 1) prefers a different body for reforms because the old way, which was implementing reforms by an individual public institution, department and agencies because that was the trend, was not working. To other public officials (respondent 2) within the bureau, a new way had to be adopted to ensure sustainability and efficiency, but care must be taken on how the independence or separation is defined.

	“Since a separate body like the BPSR came into being, we are able to get more funds to fuel the reform programmes for the public service. This is so, because our development partners and even government feels more secure knowing that these funds will be utilized properly and they are assured of accountability because they know who to go to at the end of the day” [The Head of  communication-BPRS] interview, June 2009.


Another view described the old way of reforming (where every public institution is in charge of its reform) as one which brought more harm than good because it has led to the evolution of internal politics, whereas most Permanent Secretaries had to create a new department to oversee to the reform agenda. It was perceived that the Permanent Secretaries appoint their favorites to manage the reform programmes. Most of the time because it is adjudicated as a special project within, they are paid extra on top of their normal salaries. Their other colleagues were not excited about this, and this brought about friction and many other problems which impeded the progress of the reform agenda. If a separate body sees to reforms, these internal politics which impedes the progress of the day to day work within the public institution when reforming will be curbed.

Academics from Ghana and Nigeria

Interview with lecturers of the Ghana Institute of Management and Public Administration and a public administration consultant have been summarized below.

One lecturer (respondent 4) from GIMPA gave his opinion based on experience, that either way–whether to fragment it in various ministries or to create one agency to take charge of the reform programmes–will work effectively but it will depend on the philosophy or orientation of whoever is in charge and the level of powers attached to that separate institution. If the separate institution is not given legislative powers, there will be a problem of compliance. History tells us that in reforming the public service, much has not been achieved, so something new has to be tried to see how sustainable these reforms can be. Having a separate body is one of the best options to opt for. 

	‘Africa public service talks about reforms way back and we are still talking about reforms now, but you cannot reform forever. You just reform the public service to make things right and then conduct business as usual. Reforming is not a daily affair but we constantly continue to reform and we end up talking about the same problem. So really we are just talking but not reforming’ [Professor Badu-GIMPA] interviewed, June 2009.


Another lecturer (respondent 5) said it is all about politics in the African public service. Before anything major like reform is considered and implemented, if it does not fall under the political agenda of whoever is in power, then it does not happen. To him, having a separate body to reform the Public Sector is the best option, but with a legislative mandate or political connection especially in Africa, in view of the fact that the old way has not been so progressive and sustainable.  

A public administration consultant from Nigeria (respondent 6) shared his view that there can be an independent body for reforms when taking sustainability into consideration, but looking into the context of a developing country, without capacity and authority the reform agenda will not work. There are two things that are needed for effective and sustainable implementation; those are technical capacity or capability and authority-explicitly a robust political support.  People must also have the understanding as to why it is necessary to reform because people are getting tired of reform today, reform tomorrow.
	 An agency or an institution in charge of reform is useful and that is the reason why it will succeed in terms of sustainability. To be effective, it must be well-connected to superior authority above the ministries because authority is needed for it to succeed.  (Respondent 6) [Olowu] interviewed, July 2009.


 Development Partners
The development partner named French Cooperation in Ghana and Nigeria preferred the name separate body rather than independent body. To them, a creation of a separate agency is a laudable one, but the structure should be carefully laid out so that it will involve all the necessary stakeholders. In the past, a secretariat for Public Sector reform had to be created in all the areas that were being reformed, in order to evaluate all that was going on and also monitor the funds that were channelled to most of the reform programme they sponsored. Having these agencies to oversee to Public Sector reform and knowing who to see for accountability of the funds channelled to the programmes, is essential. They advised that it should be placed under the Presidency for it to get the attention that it needs and for the other public institutions to comply. If it is under the presidency, it will be assumed that anything coming from there is from the President. This is so, because some of the ministries or public agencies see themselves as super-ministry and do not take direction (orders) from any other ministry apart from the Presidency and the Senior Minister. A typical example is the Ministry of Finance in Ghana.

5.3. Perceived Impact of MPSR and BPSR by Public Officials Involved in the Reform Process in Their Respective Countries

The Public officials who are directly and indirectly involved in the reform programmes were interviewed. I also used material from the journals of the agencies in answering the research question. 

Public officials from Ghana

From the interviews, six out of the nine public officials expressed their views by evaluating in favour of MPSR. The other three said it had mixed results, though they cannot dispute the fact that they have seen much impact. This indicates that the impact has been felt and that it is great. One of the officials (respondent 7) from the Forestry Commission of Ghana gave an example with the case of sub-vented agencies where most of their Commissions where not functioning as they should; people had forgotten about their existence. Some of the workers had died and they were still on the pay roll which is popularly referred to as ghost workers. In some cases, the workers outnumbered the amount of people needed to run a commission, hence productivity was low. 

Since the establishment of MPSR to take over reforms, people (public officials) were transferred to areas that would make them productive. Some were paid off so that they could take voluntary retirement. They also assisted the sub-vented agencies, such as the forestry commission, in order to get resources to revamp their activities which enabled them to function as well as expected and desired. 

Another respondent (respondent 8) from the Public Service Commission gave his view with much emphasis on pension and pay reforms. The fact that the MPSR have initiated and set up a commission to oversee to the consolidation of pension and salaries of public officials is a great impact, because the disparities in salaries is one of the reasons why the performance of the public servants is nothing to write home about. It is worthy of note that low wages of public officials leads them to being deficient in commitment and professionalism and susceptible to corruption. Already the salaries are being consolidated (… with the introduction of the single spine salary structure). 

An official from the Ghana Institute of Public Management (GIMPA) said that they have not seen much of what MPSR has done since its establishment. In terms of Impact, it is the same thing that has been broadcasted except for the case of the sub-vented agencies which have been given life because of the passage of Sub-vented Act. In the Act, the level of sub-vention have been catalogued (the Act was drawn and activated by MPSR)–this is the only thing that is new. A ministry cannot reform another ministry, unless the ministry in charge of reforms is given a higher mandate over the rest of the ministries; the impact is not felt as being envisaged.
Public Officials (Federal Republic of Nigeria)

The interviewed public officials said they have seen much change since the introduction of BPSR. I recapitulate their judgment. Firstly, one official from the Secretary to the Government of the Federation held that the Nigerian procurement process was too complex. The Bureau trained all officers in charge of procurement and also streamlined the process and this has made the procurement process transparent and has led to guaranteed value for money in public procurements. In addition, public officials are branded as corrupt, the establishment of the Anti-corruption Unit (ACTUS) by the Bureau in all the ministries, departments and agencies to deal with the black sheep amongst the public servants has given some of them hope that it will help wash away the stigmatization of being corrupt and also boost their confidence.

Secondly, the Head of Communication in the BPSR personally evaluates the impact very highly because to her, almost all the public institutions have been computerized with a modern computer system and most of the offices have been refurbished to an acceptable level, hence it has been modernized and professionalized (interview, June 2009). The Bureau also carried out a cleanup of personnel, which included removal of “ghost names” from the system within the public service and this is enough to say that the Bureau has done well because it has removed and stopped the leaks which have been wasting the tax payers’ money. Generic guidelines were developed for all of the public institutions for the “house cleaning” and removal of ghost names. The categories includes

· Appointment of officers without either following or passing through the due process.
· Public officials with case of misconduct.
· Redundant staff that have been affected because their department or organization have been scrapped or restructured.

· Staff judged to be inefficient or with unacceptable character. 

· Deceased staff who are still in the pay system.
· Staff without requisite qualifications thus staff auditing was done to ascertain that (Nasir, 2005). 

Other success stories include the adoption of best practices in the entire public service of the Federal Republic of Nigeria with the introduction of Service Compact, known as SERVICOM. SERVICOM is a social contract between the government of Nigeria and its citizens. SERVICOM gives right to the citizens of Nigeria to demand good services and it is the first of its kind in the country. The Bureau has been magnificent by introducing welfare pay for all public servants by way of upgrading the salaries of the public service by developing a single spine pay system for all. 

Thirdly, according to Ekpa (2008) the establishment of the Bureau has caused the image of the Federal Republic of Nigerian public services to improve among the community of nations where the Nigerian public service has been rated high or enhanced through the African Peer Review Mechanism. The gains of good governance have been recorded because the government has put in place the institutional mechanism and frameworks that has (and continues to) improve the Public Sector, since it has ensured transparency. Accountability has also been instilled in operations and the customers or citizens are being served better. All this has been achieved through the establishment of an oversight agency.

5.4. What Was the Context under Which MPSR and BPSR Were Launched or Established?

Though the context under which it was established has been extensively discussed in the 3rd and 4th chapters of this thesis, it was realized that the stories that emerged from the literature and what people (interviewees) said had a slight contrast. To answer this research question, the author interviewed officials of both agencies, the Bureau of Public Service Reforms and the Ministry of Public Sector Reforms, to ascertain the raison d'être behind the establishment of both agencies to steer the reform agenda of the Public Sector or service as a whole. 

Officials of the Bureau of Public Service Reforms

One official (respondent 9) within the Bureau said: “Basically, this is not the first reform Nigeria has ever had. The federal state has had 11 reforms thus the Bureau is the eleventh. We learn from experience, in reference to the previous reforms, what happened is that they were driven by political leadership and at the end of the political administration, it appeared that the reform was phased out with the administration just like the situation in 1988 in former President Babaginda’s administration, the public service was galvanized to work and implant reforms covering all public institutions as soon as the administration phased out, so were the reforms abandoned”

Another official (respondent 10) said: “The rationale for creating this agency is to ensure that there is sustainability of the reform process. The reform process is sustained in the sense that, the former political administration from1999 to 2007 commenced the reform agenda and it is still on with a change of government. This present reform was initiated by the Obasanjo administration and is still functioning and I can bet that it is getting better with the present administration or regime under President Umaru Musa Yar’Adua’s. This is so, because the policies instrument the National Economic Empowerment and Development Strategy (NEEDS) which is a home-grown poverty reduction strategy programme (PRSP) and also for economic development has been the vision behind the Public Sector reform. NEEDS has been the instrument, element and the factor that drove the reforms which is understood by the present political administration. Creating the Bureau was to make sure reforms for the Public Sector is managed and coordinated by one institution under the presidency”. 

The Bureau is managed by public servants and not politicians or political leaders who actually manage the various components of the reform and the implementation, so we have gained experience. What is extremely relevant for the Bureau is that the reforms are continuing even if the administration is out of power. For instance, if this administration does not continue or another is elected in, the reform agenda still continues and it is considered relevant.  This is due to the fact that it is a running process until the year 2020 for the reason that a strategy is devised to carry this vision. It is expected that the Nigerian public service will be ideal, or what is called the best practice model of the public service. 

Officials of the Ministry of Public Sector Reforms
MPSR came in to being when Kuffour - the former Ghanaian President – realised that there was a problem with the public service when he came into power; he conducted a nation-wide forum and meeting with private and Public Sector practitioners to hear  their view on how the public institutions can serve the public and private sector better. The results were used at a broader forum where ministers, public servants, entrepreneurs and academic think tanks at GIMPA came together to share knowledge and ideas. They listened to the issues on the ground and responses at hand and this led to the establishment of MPSR.  In order to meet the demands of the private sector and to satisfy their customers, certain activities ran through the meetings that were held, these activities have become the activities of the ministry. What’s more, the main problems that the Public Sector is faced with have become activities of the ministry and falls under the pillars mentioned below:

· Service delivery

· Decentralization
· Working Condition of the service 

· Records management

· Sub-vented agencies

· I.T. and computerization and modernization of the entire public service offices (interview - Senior Consultant & Head of CSU, June 2009).
Ghana had a National Institutional Renewable Programme (NIRP), which was supposed to be an eleven year, three-phase programme. It went only through the pilot phase and it cost the country and the development partners about forty (40) million US dollars with no success, too much expenditure and too much time without seeing predicted results. With all the money and time invested in NIRP before the first phase was to end, it was realized that there was a need for extension and due to that, an office was created for Public Sector reforms. This office was the idea of and was supported by the Department for International Development (DFID) and the French Government. It was a six month project to look at what happened and lessons learnt in reforming the Public Sector. The office was also to draw a new road map for a sustainable and effective Public Sector reform agenda. The development partners deduced from the study of the office of Public Sector reform which advised a permanent institution to run reforms (interview - Senior Consultant, June 2009).

In addition to what has been said above, there was the realization that without a strong Public Sector there is no way a country is going to have a vibrant private sector. Without security, business registration, diplomacy (international affairs) and so forth, without them, the Public Sector cannot say it is responding to the private sector. Government machinery is the heat of the engine of growth of the private sector and Ghana must keep pace with globalization. Out of all the public service, the ministries, departments and agencies (MDA’s) were the weakest link amongst all. The office of the head of the civil service used to take care of the reforms in the civil service but their operations were still weak, so the government realized that they needed to create a strong institution to be able to man the civil service and other government machinery or institutional reforms (interview - head public relations, June 2009). 

5.5. Problems and difficulties that MPSR and BPSR encounter 
In this research, one thing that is worthy of attention is that the agencies in question face a lot of problems in order to be able to compare there is a need to take that into consideration. 

The Ministry of Public Sector Reforms (MPSR)

The interview made it known that the relationship between the public servants and the consultants which made up the core organizational structure, was not an acceptable one “thus it was most of the time they - the civil servants and the consultants”. It is perceived by the civil servants that the consultants are paid outrageous salaries. Most of the information needed by the consultants to work has to be provided by the public officials, hence they have to partner with them; this was a problem because the public officials had cold feet when dealing with them. Fundamental information that will be needed for the consultants to be able to write reports will have to come from the public officials.  Unfortunately, they think they are being used by the consultants to get their reports done for “big money” but they forget the value addition that the consultants bring and also they are there for a specific time period whereby they are to help them develop strategies and structures to enable them to work. There is a three-dimensional view to the problem, first and foremost, the consultants come from outside and they take salaries that are fifty (50) times more than that of the public officials. Secondly, the consultants are seen as pushy because they are time conscious and want things to be done on time. However thirdly, public officials don’t want to be pushed and the civil servants do not see themselves as part of the core decision-making body. A quote from the Consultant of the Monitoring and Evaluation Unit illustrates this, ‘...the public officials are practically paper pushers and that is undisputable’ (interview, June 2009).

The interview revealed and I quote, “In all fairness, the public officials did not think this ministry would last even when it was time for transfers; they had to be forced before they came because they thought the Ministry was created by the former President to give the maiden minister of the MPSR a position in government” (interview, June 2009).  The public officials are reluctant to work with the consultants who are here to train as well as to help them develop strategies for the reform agenda. At the end of the day, the calibre of workers that the ministry needed was not what it held. The Ministry cannot boast of the quality of staff that the other ministries, department and agencies have. They have been given novices in the public service who have no knowledge or lesser knowledge of administrative procedures.

	‘The problem this ministry is suffering from surprisingly is competence and it has been practically manifested. Competence on the side of all the public officials which includes the minister, who had to take a period of six months to know what is going on […..] there is no way we can achieve anything with this kind of calibre”. (respondent, 8) manager of the French support unit to the Public Sector reforms and advisor to the minister of MPSR) interview, June 2009.


A civil servant complained of dictation on the part of the consultants. They are not given room to operate or apply their experience, especially when they are dealing with the consultants. The consultants are very knowledgeable because they research a lot but out of experience they, the civil servants, are also well-informed. The reform is for and concerns the public servants but to some extent they do not own it because, “...they are not part of core decision making “...as one civil servant exclaimed”. They refer to us with all kind of names but they must be mindful of the condition that we are not stable as one unit or a ministry [...today a civil servant can be in the finance and administration in a ministry and the next moment transferred to human resource division under the local government]. Due to this diverse transfer, it has made us gain different level of experience so that we are useful” [Interview, June 2009].

	“Public officials, especially the civil servants within the ministries, to me are generalists; they lack the technical knowhow […] most of them are simply ‘paper pushers” (head of customer service unit-MPSR) interview, June 2009.


Some of the Directors of the ministry and some of the public officials do not have an understanding of the reform process and they do not know what they have to do. The consultants will research and write reports on the key issues that must be addressed. The report is some way or somehow either not being read, or if it is being read, the key issues that must be addressed are not dealt with and they perceive the consultants are dictating to them. The same issues that the consultants keep sending them are not being addressed over and over again.
The Bureau of Public Service Reforms (BPSR)

There is a problem of consensus building on the reform agenda for the reason that there have been differences in opinions amongst the stakeholders and this has been a key challenge. These stake holders include the political actor of the reform agenda in addition to the bureaucracy vis-à-vis the scope, strategy and implementation modalities of the reform process.

The establishment of the Bureau of Public Service Reforms is unprecedented in the history of Nigeria; it is an institutional framework for sustaining reform hence an innovation in the on-going implementation and coordinating mechanism. Looking at the reasons why it was set up in the first place and the design, the Bureau is an expert Secretariat of Reforms and a problem-solving institution equipped with the required technical competencies to drive the reform process. Exerting a pull on the required expertise from within and outside of the Public Service remains a challenge. There is a further, widening, gulf linking the political actor-drivers of the reform and the top-hierarchy of the Civil Service. This is so, due to the positioning of the Bureau from the Office of the Head of the Civil Service of the Federation and direct placement under the Steering Committee on Reforms and the Public Service Reform Team–to enable the Bureau to connect with the political, technocratic and administrative leadership and co-ordinate the four domains of the reforms, as summarized under NEEDS. This is because of the constitutional function of the Federal Civil Service Commission in Appointment, Promotion and Discipline and the incapacity of the BPSR to act in its totality independently but always in consultation with the Head of Civil Service of the Federation, as it has not been established by an Act of the National Assembly. 

It is indisputable that there are other Central Agencies which are crucial to the successful implementation of the ongoing reform have this passive resistance to the reform agenda and this is one of the key challenges to the Bureau in its reform mandate. Commissions like the Judicial Service Commission, and related Commissions in the Armed Forces and the like, feels their statutory, constitutional and concessionary powers will be eroded by the existence of the Bureau.  

5.6. COMPARISON
6.2.1. Comparing the context under which MPSR (Ghana) and BPSR (Nigeria) were   established.
There are close similarities but also differences in the context under which the MPSR and BPSR were set up. Both agencies (MPSR & BPSR) had political initiatives that led to their establishment. To select an example, there was political initiative in the sense that with the case of BPSR, the President called for central reforms in the public service as a whole based on the results of a survey (research) which he asked the Office of the Head of Civil Service of the Federation to carry out. MPSR has been established through a Presidential declaration to enable the Public Sector to have an efficient cooperation with the private sector and to be able to meet the goal of the government, thus leading Ghana to a “golden age of business”.
Another similarity between the agencies is their mission to make the Public Sector reform process sustainable. Accountability is another factor which led to the establishment of the two agencies. 

A link to a Development Agenda is the next similarity between the two agencies. BPSR was established to help in the National Economic Empowerment and Development Strategy (NEEDS) to achieve its aim, which is poverty reduction in Nigeria. MPSR was established to support the National Institutional Renewable Programme (NIRP) which is to re-invent and modernize the Public Sector of Ghana. 

There are differences between the two agencies in relation to the context under which they were established. BPSR was established to satisfy the continental agenda i.e. the New Partnership for Africa’s Development (NEPAD)–African Peer Review Mechanism APRM. MPSR on the other hand, was established to create an enabling environment for the private sector to grow by improving and upgrading the Public Sector through reforms. 

6.2.1.1. Comparing the content of MPSR and BPSR (coordination and structure)
MPSR and BPSR are similar in that they coordinating, monitoring, evaluating and implementing agencies for reforms in all public institutions.

The differences between the two agencies in terms of content are more than the similarities. In terms of leadership, MPSR has a political leader who is a minister and a member of cabinet, unlike BPSR which has a senior public official (servant) as the head–Permanent Secretary. The BPSR is a secretariat under the presidency, but MPSR is not under the presidency. The BPSR has a well-defined organizational structure unlike the MPSR with its complicated organizational structure where there is a mixture of consultants and public servants. 

4.5.1.1.1. Comparing the effects of MPSR and the BPSR on the public service
The first point of similarity in activity between the agencies is the establishment of an Information, Communication and Technology development project in the public service, in order to have efficient and effective information dissemination. The public services of both Ghana and Nigeria had an IT and computerization programme to modernize the system.

Professionalization of the public service is another point of similarity, BPSR had most of the offices in the public service refurbished to an acceptable level hence the modernization of public offices. MPSR also concentrated on the working conditions of the public servant, where equipment was made available on the inside as well as the outside of the office environment was improved (modernized).

Another similarity is Improving Service Delivery, which has been a key factor in the reform agenda of both BPSR of Nigeria and MPSR of Ghana. A Service Compact known as SERVICOM was introduced by BPSR which gives the customers of the public service the right to demand good services. SERVICOM charters have been developed to inform citizens (customers) on the variety of services provided and what they should expect in relation to the quality of service. MPSR has a Customer Service Unit (CSU) which launched a Citizen’s Charter titled, “The New Charter”. These charters are to inform the public (customers) about the range of services available and the specific time frame within which the service is to be delivered. Also, the customer service unit was extended to other public institutions to enable effective service.

Both agencies (MPSR and BPSR) carried out a personnel cleanup i.e. removal of ghost names from pay rolls. The Bureau removed ghost names from the system within the public service through “house cleaning” through the development of generic guidelines for all the public institutions. The Ministry also carried out house cleaning of the public service, thus removal of ghost workers from most public institutions. An example is the Forestry Commission. 
Below is an overview of the comparison between the two agencies, thus MPSR of Ghana and BPSR of Nigeria.

      Table: 2.0.       Comparison between MPSR and BPSR [context, effects and content 

                              (Structure, coordination)]

	Comparism
	Similarities
	Differences

	Context
	1. Both agencies (MPSR & BPSR) had political initiatives for their establishment, thus Presidential declaration.

2.Sustainability

3.Accountability

4.Development Agenda
	1. For BPSR was established to satisfy intercontinental agenda i.e. NEPAD – APRM.

2. MPSR was also created to create an enabling environment for the private sector in Ghana

	Content (Coordination)
	1.Both MPSR & BPSR are coordinating monitoring, evaluating and implementing agencies


	1. The MPSR is not directly under the Presidency. The BPSR is directly under the Presidency.

2. The head MPSR is a political head. The head of BPSR is not a political head.

3. The MPSR is not attached to any committee but BPSR is attached to two committees, thus the

National Council of Reforms and Committee on Reforms. BPRS is the secretariat of the above mentioned committees.

4. The BPSR has a well-defined organizational structure unlike the MPSR with complicated organizational structure and confusing mode of reporting.


	Effect (Success and Difficulties)
	1. Both agencies (MPSR & BPSR) led ICT development in the public service.

2. Professionalization of the public service in both countries.

3. Personnel clean up i.e. removal of ghost names for pay rolls.

4. Service Compact, known as SERVICOM in Nigeria and in Ghana, Customer Service Unit (CSU).


	


 6.  ANSWERS TO THE RESEARCH QUESTION: LESSONS, RECOMMENDATIONS AND CONCLUSION                

6.1. Introduction
This final chapter will conclude this thesis which started with a survey of existing Public Sector reform agencies in other countries. The second chapter looked into the doctrines of the concept of NPM and literature on the creation of independent Public Sector reform agencies. The third and fourth chapters presented a deconstructive description of the two agencies in their respective countries–Ghana and Nigeria. The fifth chapter analysed interviews to answer the research questions and to evaluate the perceived impact of the two reform agencies (MPSR & BPSR) on the public service; the agencies were compared both in similarities and differences.

This chapter will answer the central and sub-research questions and make recommendations. Lessons learnt from this thesis will be drawn from the literature review and the data.
6.2. Central Research Question: What has been the perceived impact of the reform agencies

The main research question of the thesis is what has been the perceived impact of the creating an independent institution or agency for reforms in the Public Sector has been on public services. In this section, I provide an overall evaluation.

The Ministry of Public Sector Reforms (MPSR)
In Ghana, the Ministry of Public Sector Reform has been launched to deal with cross-cutting interventions. The Ministry focused on a number of achievable, very publicly visible reform interventions to sustain the provided public education, planning, resource management and implementation support for momentum. The ministry also reform initiatives identified in the Comprehensive Work Programme using the adopted approach of phasing, thus the Programme was implemented in the three phases (Owusu-Bonsu, 2007).

The first phase focused on the implementation of quick and specific activities to gain buy-in and consensus from key stakeholders while basic conditions were established for reform such as improved human resource management and regulatory framework for Sub-vented Agencies. The next level, which is the second phase, (built on gains from the first phase) puts in place measures to improve responsibility and accountability within the Public Sector, based on removal of excuses for the non-performance and clear and appropriate information flows. When the third phase was to be implemented, phases one and two were maintained to consolidate the working relationship between the MPSR with the Implementing Agencies, by allowing them to take the lead in carrying out their planned interventions–including responsibility for procurement (Owusu-Bonsu, 2007).
The impact has been great through the training and awareness creation programmes for Culture Change for public servants. A delay in information sharing between the MDA’s and MMDAs which have been fraught with delays has been given serious attention through the MPSR initiative on Records management–storage and retrieval of information. One thing that has been a perennial challenge to the public service is the storage and retrieval of files and folders. In fact, one of the actual focuses of the MPSR is to have a public service where information is shared among the relevant users, thus mitigating the loss of client files and folders during processes and approval of documents. Also the MPSR believes in practice which leads to improved facilitation of services delivery to the private sectors and the citizens at large. In view to attain this, the MPSR reviewed and simplified the process and improved the mode and form of how files, folders and data are to be stored (Allotey & Salifu-MPSR, 2008).

The Ministry initiated a review on Human Resources and Performance Measurement Practices in the Public Sector, which led to an established professionalized Human Resource cadre of the public services through Performance Management Policy Guidelines that developed with Cabinet approval. Also, a review of current Human Resource Management functions has been undertaken, where Centralized Recruitment and Training Schemes of Service were developed, and Management Services Policy Guidelines developed. A Human Resource data base project is ongoing, to cover the entire Public Sector. The National Human Resource Centre for standardization of Human Resource practices is under way.

The Ministry has also re-launched a service delivery improvement programme which was started by individual public institutions but which was not working. So the ministry adopted it, gave it a new face with the creation of Client Service Units (CSU’s) with appropriate facilities, fixtures and fittings in almost all the MDA’s and Metropolitan, Municipal and District Assemblies (MMDAs). 

There was also a Business Process Review under the Programme Status of the Service Delivery Improvement programme where an e-government programme was designed to effectively implement the ICT accelerated development policy. The project aim is to harmonise all ICT related interventions because there have been several uncoordinated initiatives for ICT which have not been synchronized and the end result was a fragmentation of the ICT systems where data could not been shared easily amongst the sectors. The initiative has improved the efficiency and effectiveness of information dissemination by adopting one messaging and workflow system throughout the ministries, department, agencies and all local government offices. The single standard Information, Communication and Technology system has led to an integrated human resource information management system. The public service now has an enhanced human resource practices and an improved records management, this is the first of its kind in the Ghana. Also this e-government programme shows the way to the development of Websites for selected agencies delivering direct counter services to the public (Internal Revenue Service, Birth and Death Registry, Registrar General’s Department, National Communication Authority and Driver and Vehicle Licensing Authority). The e-government project designed by the MPSR has been instrumental in reforming the Public Sector under the service delivery improvement programme (Allotey, 2008). 

	‘Standardization has been introduced such as ICT in the Public Sector reforms have led to a uniform standard, thus standardized solutions to Public Sector problems all the way through standardized procurement practices’ (Senior Consultant - Project Implementation Specialist-MPSR) (interview, June 2009).


Under the client service unit, call centres were established to provide speedy and accurate information on services being provided for by the institutions. The establishment of client service units came out with 23 charters telling the general public what public organizations or institutions exist to do, what process one must go through to access that service and what is expected or required of the client in order to be served well and where to complain. These were laudable ideas, though The Office of the Head of Civil Service, who had started something but was later apparently unobvious or at least people could not use it so the ministry adopted the twenty-three (23) charters. The twenty- three shelved charters were dusted from the shelf of the OHCS and forty-nine (49) new charters were added, totalling seventy- two (72). The public organizations have been resourced and upgraded and they have become vibrant e.g. Registrar General Department and DVLA. They have a whole unit for client service which gives out information to the clients on the procedure and time to receive services, who and how to address complaints. The New Charter is an instrument for good governance it serves as a benchmark, a gauge against which our public service can measure its performance. It is an agreement between an organization and the public through which trust and confidence in public service will be sustained. It is a brief public document that provides essential information about the services or functions of a public agency that citizens need to know. It enshrines the rules governing relations between the public services and the users, in conformity with the fundamental, universal principles of public service:  equality of treatment, neutrality, legality and continuity (interview, Head CSU June 2009).

From the interview and based on the above initiatives, it has been argued by two public officials that the impact has been mixed and five others have rated the initiatives and the results highly. Summarizing the view of a lecturer in GIMPA, the working condition or the environment of the ministry was one of the targets of MPSR. Not all the ministries had a defined working area (environment); for example, there was no designated parking area for taxis and cars. Also, traders could be found inside and outside of the MDA’s, lotto kiosk at every point. All of these created the impression that public servants are not working. Worker productivity to a large extent is determined by the physical environment that they find themselves and also the basic infrastructure which comes under the work environment. This is a key factor in contributing to the wellbeing of workers. Working condition in this case refers to the availability of equipments to workers inside and out side the office environment. The ministry improved the self esteem of the public service in totality (interview, June 2009).

The interview revealed that MPSR came out with strategies which covered all public institutions in the entire country by spearheading the development of policies on cross-cutting issues affecting the work environment. They supported the ministries, departments and agencies to identify and implement measures to improve their work conditions. MPSR worked with the public institutions (especially those in the capital cities) to review their office space, equipment (computers etc) which led to an updated and improved physical working environment of the service (interview, June 2009).

	‘People walk into the offices of the public servants or public service and they realize that the condition under which they work is not a conducive one and they treat them as such for instance people still believe that manual typewriter are still in use and so they come with anger thinking they will be delayed’ (head of customer service unit-MPSR) interview, June 2009.


Experience from past Public Sector reforms have shown that unsuccessful reform programmes were partly due to not taking into consideration an effective pay reform. A Comprehensive Salary Structure for the entire Public Sector has been developed and approved for implementation which was nicknamed a ‘Single Pay Spine Structure’ by the Fair wages and salaries commission (FWSC) established by the MPSR to carry out job evaluation by means of coming out with the relative value of all Public Sector positions (jobs). Also, MPSR have established the pay and pension commission, which has become a top priority. Furthermore, in order to recruit and employ qualified and capable people, there is a need to have a good and attractive salary (pay) and pension system. The restructuring of pay and pension system is very much essential to motivate and reward the public officials. Public Sector Pay developed an appropriate method for rewarding employees.

The Bureau of Public Service Reforms (BPSR)

Most of the respondents in Nigeria indicated that having one agency to coordinate the reform agenda in the country has been successful when compared to the old way. In the Nigerian public service, the footprint of the BPRS is not only there, but is clearly visible.  One of the public officials stated that: “the existence of the Bureau has generated some confidence in the government and in the reform itself and that of the public service that has created an enabling environment for the private sector. Also without an institution, the reform agenda will be like a mirage but now there is a body that can be referred to as giving hope to the reforms hence a better public service” (interview, June 2009). Another respondent said: “during the civil service week of the Republic of Ghana and African day of administration, it was said that one of the success factors in reforming the public service in Nigeria is the institutionalization of reform through the establishment of an agency for coordination and implementation as exemplified in the creation of the Bureau Of Public Service Reforms” (Interview, head of communication June 2009).
Policies have been generated and some are at the implementation stage. For instance, national strategies have been generated and these appear to be working. There has been an enhancement of data storage, analysis and easy retrieval as well as dissemination of information. This has been enabled through the development of Information, Communication and Technology (ICT). The provision of ICT has also created the enabling work environment in the delivery of improved services and this is a key issue in the innovation of the public service.  The ICT development has also led to the accurate and reliable information generation for effective decision making on issues relating to policy as well as improvement of the record management system because the work processes have been totally computerised through the provision to the public officers for their day–to–day operations. Owing to the establishment of a neutral body for reform, for the first time in history of the public services, the public servants are responding (Interview, June 2009).

	"To tell you the number of workers in the public service that are paid today, maybe you'll have to go to the Budget Office to extract that information from the documents that can fill a room” it is totally impossible….. With the introduction of the biometric system, we now know the number of people in the Public Sector”. (Head of Communication - BPSR) interview, June 2009.


BPSR has re-professionalized the public service by redesigning the structure and functions within the service. This was achieved through Human Resource Management Reform that it launched. Ekpa (Head of Communication - BPSR)  in an interview, said: “…so far the BPSR has brought about improved service delivery, attracting and retaining qualified and skilled workforce in the public service, attracting and retaining qualified and skilled workforce in the public service, improving Public Sector work culture and improving the working condition and environment for the staff of the public service. This has brought and will continue to bring in to being efficiency in the public service. An example is the cross cutting review of rules, regulations and procedures of the Nigerian public service. The Bureau embarked on a comprehensive review and revising the rules, regulations and procedures controlling the practices of public servants” (interview, June 2009).
The Bureau, in collaboration with the Budget and Price Intelligence Unit (BMPIU), has overhauled and realigned the procurement system; this has made the process transparent with emphasis on quality management and value for money in the transactions of government and its agencies. To attain the gains, a different office has been created in the MDAs, comprising of officers with the appropriate qualifications and disposition.
 The number of people on the payroll of the public service is unknown. A biometric information database has been developed because the government was not confident of the number of workers on its payroll. The scheme is now in place to eliminate ghost workers through biometric data capturing all Ministries, Departments and Agencies (MDAs, MMDAs), and ensure timely payment for genuine employees. Getting to know the total number of federal workers for now is an uphill struggle and one of the tough challenges faced in the system. The project would effectively address the problem of ghost workers on the federal payroll and it is being carried out jointly with other public institutions. This, according to some of the interviewees, is cleansing the public service of those who do not exist for progressive days ahead.

6.3. Answers to sub research questions
Will having a separate or independent agency for reforms bring about effective sustainable and successful implementation of reform in the Public Sector?

It has emerged from the research that from the Ghanaian perspective, reform implementation and coordination can be in any form and can achieve its aim. Public officials must be prepared for the task ahead through training (education). Thus, Public Sector reform implementation can be sustainable and effective when the people within the service have an understanding of the need for reform and the kind of reform agenda that is being embarked upon and the benefits the public service and they, the officials, are going to gain. On the other hand, from the perspective of the Nigerian academic and development partner who was interviewed, there is a need to adopt a new method which will bring about sustainability, efficiency and success because the old way of implementing reforms in individual public institutions, departments and agencies was not working. Having a separate body is one of the best alternatives to settle on.
The World Bank [….on the World Bank web site] made notes on the fact that one out of three Public Sector reform agendas or programmes in Africa have not been satisfactory and sustainable (www.Worlbank.org/publicsector/civil service/strategies.htm). So findings in this research are reasonable when considering the amount of attention that has been paid to implement reform in the public service and yet the progress, success and sustainability have been found wanting.
In what context have the MPSR and BPSR been launched?

BPSR was launched to meet conditions at the continental level (APRM – NEPAD) as well as local development plans–NEEDS. MPSR was launched at a time when there was a need to make public services more efficient in relation to the national development agenda–National Institutional Renewal Programme. It was also realized that an efficient public service will create an enabling environment for the private sector. Both agencies were also established to gain the trust of their citizens. Both agencies shared the view of reforms that are sustainable and accountable.

How do public officials in Ghana and Nigeria who are involved in the reform process perceive the impact of MPSR and BPSR in their respective countries?

For MPSR, the impact as perceived by public officials can be described as encouraging. Public institutions which were sleeping have been revamped with resources to make them active. There has been consolidation of salaries as well as pensions, thus filling the gap of salary inequality. There has been a personnel cleanup, ICT development, and the introduction of Customer Service Units (CSU).

BPSR on the other hand has improved the image of the public service by giving the citizens the right to demand good services through the introduction of SERVICOM as well as through the introduction of an anti-corruption office (ACTUS) to help instil accountability in the public officials; this helps to boost the confidence of the public servant. There has also been modernization plus computerization of the public offices, and transparent procurement process through streamlining of the procurement processes. 

What are the problems and difficulties that MPSR and BPSR have encountered?

As institutions or agencies they will surely face problems in their day-to-day activities. Looking at MPSR, there is friction in working relations amongst the officials, because the specialists amongst them see the rest as incompetent or lacking technical knowhow. 

For BPSR, they have a problem of consensus building on the reform agenda for the reason that there are differences in opinions amongst the stakeholders. There is also a problem or the challenge of exerting the pull of required expertise from within and outside the public service. The position of the Bureau thus with the head of civil service and being under the Steering Committee on Reforms and Public Service Reform Team has incapacitated BPSR from acting independently in entirety. Furthermore, the gulf is widening between the drivers of reform and thus the political actors and the Office of the Head of Civil Service of the Federation. Also other public institutions feel their constitutional powers are being undermined, hence they have passive resistance towards the Bureau.
6.4. LESSONS AND RECOMMENDATION

Lessons 

The lessons learnt from this study are that a lack of continuous reform or sustainability of reform plans or programmes is one of the major problems in reforming the public service.

Another lesson learnt is that for effective, sustainable and successful implementation of a reform agenda, there is a need for robust political support. This is so because Ghana and Nigeria are two developing countries that have no effective structures or systems in place, hence the need for political support. That was not the case in the literature review, which suggested according to Thomas (1993) that in creating a separate body for reforms, politics will be eliminated from governmental programmes. But the interviews confirm the assertion of Thomas where they reveal that a separate body has eliminated internal politics from individual public institutions since they do not implement their own reform agenda or programmes. 

In the past, reforms were not sustained because all sector ministries, agencies and departments were doing their own thing, so the impact or success of reforming the public service could not be traced. According to the literature from Thomas (1993), an independent body creates an avenue for funding and there will then be no confusing lines of accountability. In the interviews it was revealed that with a collective reform agenda or programme, funds were easily sourced to finance all reform activities which has never happened in the history of both Ghana and Nigeria and moreover, there is a sense of security with the development partners who are sponsoring the reform agenda as to the funds they push in to develop the public service.

The reform agenda is lacking some support of public officials. In the case of Ghana, this can be related to past reform programmes like the structural adjustment programme (SAP) under which the first wave of Public Sector reforms led to a lot of public officials being repositioned (?) or laid off. The most important challenge of all is filling that separate body with technical capacity where the reform agency will have the ability to analyze and rationalize the reform agenda and also be convincing, in relation to the actors involved in the reform agenda. It is important to enlighten public officials or servants on the need to reform, the reason behind the reforms, and what the public servant and the service is going to gain in its totality from the reforms programme in the short, medium and long term.

There is no way the public service reform programme can be sustainable, effective and successful when the structures of the institutions in charge of the reform are not properly put in place. An example of this is the Ministry of Public Service Reform, whose organizational structure is not properly put in place. This may have an effect on the core reason why it was set up. An instance of this is the Monitoring and Evaluation Unit which was not part of the organizational structure; it was established later into the implementation of the reform programmes thus four years in to the reform agenda. Hence reform programmes were not monitored neither were they evaluated until a later time.

Recommendation

The institutions, especially MPSR in Ghana, should be repositioned to make it an ideal implementing and coordinating agency for reforms where people have requisite skills and competencies to manage and direct the reform initiatives.

BPSR – specific recommendation: BPSR should be given a legislative mandate for its operation or day-to-day activities. This will go a long way in giving sustainability to the reform agenda. This will make the institution immune against change of governments.
MPSR – specific recommendation: There should be well-defined structures. The Ministry needs not only structures but a new set up in its entirety. The Public Sector reform institution should be placed under the presidency with attachment to committees which captures all stakeholders so that it can be an efficient, effective and more results-oriented agency; the organizational structure should be a functional one.

6.5. CONCLUSION 

Having a separate body is a necessary condition but not a sufficient one. It is a necessary condition because past approaches to reforming the public services have had disappointing achievement levels. There is a need to adopt a new approach which will bring about a success story. So, having a separate body to oversee reforms is a good option for the reason that the approach will bring balance. It will also have a clear-cut focus, thus not moving on an unrealistic broad.

Having a separate body is not a sufficient condition because other issues must be taken into consideration. One of the issues is a need to have a clear change management strategy. The separate body should be connected to superiors who are above the public institutions and are thus politically driven, and there is also a need for technical capacity and political support.

 These lessons of the past have led to an approach which has brought about a sustainable momentum, hence the agencies for the reform programmes in both Ghana and Nigeria. These agencies have developed programmes which are independently realistic and deal with the systematic restrictions that have constrained the ability and capacity of the public service in reforming itself, in order to provide efficient services to the public.

Reforming the public service costs a great deal, since most of the reform programmes are largely sponsored by the donor agencies like DFID, World Bank etc. Reforms have to be seen to work, if not, it will cost the nation a lot more, and this may lead to donor fatigue
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APPENDIX I: LIST OF INTERVIEWEES

Interviewees in Ghana 

Bright Oduro-Kwateng                          

Senior Lecturer

GIMPA Public Services School

Ghana 

John B. Essamuah 

Administrative Liaison Officer, Project & Programmes Manager

Office of the President

Ghana

Mrs. Esther Pokoo- Aikins

Head of customer service unit 

Ministry of Public Sector reforms

Ghana

Mrs. Felicia Owusu- Bonsu

Project Implementation Specialist

MPSR – Ghana

Mr. Joseph Appiah - Gyapong 

Head of Monitoring & Evaluation Unit

Ghana Forestry Commission

P.O. Box CO 2336 

Ghana 

Nabayin Pratt

Dean

GIMPA Public Services School

Ghana 

Dr. Philippe Peretti

Manager of the French Support to Public Sector Reforms

French Embassy

12th Road (off Liberation Avenue)

Postal Address: P.O. Box 187 

Accra - Ghana

Professor Yaw Agyeman Badu

Rector of GIMPA 

Ghana

Interviewees in Nigeria

Chief Richard Ebgule

Commission’s Secretary

National Salaries, Incomes and Wage Commission

Nigeria

Dr. Anthonia Akpabio Ekpa

Head of communications

BPSR – Nigeria

      Dr. Tunji Olaopa

Head of Department - Parastatal Reform

BPSR - Nigeria

Mr. Dembo Abu-Bakr

Head of Department - MDAs Reform Strategy and Planning

BPSR – Nigeria

Professor Dele Olowu

Africa Europe Foundation

C/o Suze Groeneweg Erf 357, 3315 XK,

       Dordrecht – Netherlands
APPENDIX II: QUESTIONS FOR THE IN-DEPTH SEMI - STRUCTURED INTERVIEWS WITH PUBLIC OFFICIALS IN MINISTRY OF PUBLIC SERVICE REFORMS.

Number of interviewee…………………………….

Date & time of interview…………………………..

Place of interview………………………………….

Remarks: 

In this research, I would like to know the impact of creating an independent agency/institution for reforms in the Public Sector on public service. I would also like to know more about the Ministry of Public Sector Reforms (MPSR), with particular reference to its Mandate and the Legislative Framework that guided it operations.

General questions:

1. Do you think an independent agency or office for Public Sector reforms is helpful or necessary for reforms to succeed.

2. What was the impetus or rationale for the establishment of MPSR?

3. What were the key factors that influenced its establishment?

4. Was the mandate of the MPSR independent of the Civil Service Mandate?

5. How was the reform programmes coordinated (what was the coordinating process)?

6. What were the institutional arrangements for implementing the reform programme by the MPSR?

7. How was the implementation of reforms in the Public Sector monitored and evaluated?

8. Did the MPSR achieve its objectives in line with its mandate?

9. How did the MPSR collaborate with politician/ministers/top public servants?

10. Personally, how will you evaluate success of MPSR?

11. What progress did the MPSR make in pursuing its reform activities?

12. Do you face challenges or difficulties? what are these challenges you are facing

13. What has been the impact of the reform programmes on the public service since the reform agency took over implementation

APPENDIX III: QUESTIONS FOR THE IN-DEPTH SEMI - STRUCTURED INTERVIEWS WITH PUBLIC OFFICIALS IN THE BUREAU OF PUBLIC SERVICE REFORMS.

Number of interviewee……………………………

Date & time of interview…………………………..

Place of interview………………………………….

Remarks: 

In this research, I would like to know the impact of creating an independent agency/institution for reforms in the Public Sector on public service. I would also like to know more about the Bureau of Public Service Reforms (BPSR), with particular reference to its Mandate and the Legislative Framework that guided it operations.

General questions:

1. Do you think an independent agency or office for Public Sector reforms is helpful or necessary for reforms to succeed.

2. What was the impetus or rationale for the establishment of BPSR?

3. What were the key factors that influenced its establishment?

4. Was the mandate of the MPSR independent of the Civil Service Mandate?

5. How was the reform programmes coordinated (what was the coordinating process)?

6. What were the institutional arrangements for implementing the reform programme by the BPSR?

7. How was the implementation of reforms in the Public Sector monitored and evaluated?

8. Did the BPSR achieve its objectives in line with its mandate?

9. How did the BPSR collaborate with politician/ministers/top public servants?

10. Personally, how will you evaluate success of BPSR?

11. What progress is the BPSR making in pursuing its reform agenda

12. Do you face challenges or difficulties? what are these challenges you are facing

13. What has been the impact of the reform programmes on the public service since the reform agency took over implementation.

APPENDIX IV: QUESTIONS FOR THE IN-DEPTH SEMI - STRUCTURED INTERVIEWS WITH PUBLIC OFFICIALS BOTH IN GHANA AND NIGERIA

General questions

1. Does it make sense to have independent agency or office for Public Sector reforms?

2. Is it helpful or necessary for reforms to succeed when there is an independent body to supervise reforms in the public service?

3. what problems did the public service face before the establishment of the reform agency

4.  Did the public service observe any transformation with the past reform agenda.

5. What have you observed with the new system of reforms in the public service? Have there been any transformation.

6. What has been the impact of the reform programmes on the public service since the reform agency took over implementation.

APPENDIX V: QUESTIONS FOR THE DEVELOPMENT PARTNER

1. Does it make sense to have independent agency or office for Public Sector reforms?

2. Is it helpful or necessary for reforms to succeed when there is an independent body to supervise reforms in the public service?

3. What is your role in reforming the African public service?

4. Since you form part of the advisory board of these reform agencies, what problems are they facing?

5. Do you perceive this reform agencies will succeed in their mandate? 

6. What can be done to make them succeed?

Permanent 


Secretary 





Human Resource & Admin.Director





Finance & Accounts Department








Legal 


Unit 





Personal Assistant to the permanent secretary





Public relations &communication department





Parastatal Reforms Coordination department





MDA Reforms Coordination Department





Procurement Department





Strategy, Planning & Research department





Supporting


Staff





Supporting


Staff








Supporting


Staff








Supporting


Staff








Supporting


Staff








Supporting


Staff








Supporting


Staff








Minister





Ag. Chief Director





Civil Servant Directors








Consultants





Finance &Administration 





Human Resource





Internal Audit/Accounts





Public Relations





Project implementation





Training &Restruction








Project Coordination





Customer Service U





Communication Consultant





Records Management





PD





PCS





Supporting Staff








Supporting Staff








Supporting Staff








Supporting Staff








Supporting Staff








Supporting Staff








Supporting Staff








Supporting Staff








Supporting Staff








Supporting Staff








Supporting Staff








Supporting Staff








Working Group(s)





Working Group(s)








President











MPSR











Institutionalized (Independent agency) public sector reforms








 Politics from programmes





 Duplication of efforts





 Red tapeism





Confusing lines of accountability














Effective reforms





Sustainability of reforms




















Qualitative Data





Secondary Sources





Primary Sources





In-depth interview with key officers in the public service








Documents---published and unpublished reports, journals, etc.








External Experts





Key Informants








� According to Thomas (1993, 483), the exhibit above does not sum up every bit of  issues, evidence, assumption and it’s not also conclusive on creating an independent agency, its just an aid for better understanding to the reader
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