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Abstract
Managerial Jeadership, the art of motivating subordinates, requires the exercise of
individual creativity, but it tskes similar forms even in differemt cunltures and
organizational settings. At the individual level, it involves diagnosing undesirable
behavior 'n an organization and correcing il by various personal interventions. It
takes on institutional dimensions, hiwever, when a defective management system is
responsible for the snortcomings of individual employees. Maaagers thus have to
function at several levels where motivation is an especially challeagiag problem. as
individuals in their relatioaship with subordinates whose performance s substandard,
and collectively when it is the system itself that is at fault. These soles transcead
institutional differences. Among managers in nine states in Southern Africa, whase
activities were studied in detzil, for example, private sector managers were no! found
to be belter motivated than their counterparts in public ~mployment. Moreaver,
African countries that were differeatiated in economic status, poiitical siructure, and
cultnral background were found to differ on'y slightly in managerial leadership. The
sources of satisfaction and dissatisfaction among them are not the same as those
identified in studies of Weslern managemest, however. Finsally, opportunities for
providing lcadership through administrative reforms are rarely exploited in Southera
Africs. The systems are improving, but some promising spporiunities for managerial
initiatives that would provide belter motivation at Jower and middle levels of

management are being neglected.
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To the extent that leadership consists of generating and sustaining

followership. successful managers must be Jeaders. One of their most
important functions is 1o produce saiisfactory performance on the part of
their subordinates. The literature describing the procedures that contribute
best to that end under different circumstances is informative, but most of its
empirical base comes from experiences in Europe and the United States.
African managers at lower and middle levels of responsibility, are ofien
criticized for their lack of motivation2 There may be some basis for the
complaint. though hard data comparing them with their counterparts in
other parts of ihe world do not exist. It is likely that motivation is an
important probler: at all levels ol management in Africa, for supervisors as
well as for subordinates. A recent study of events that characterize the daily
activities of managers in nine independent states in the southern part of the
continent delines that problem. It also provides a basis for drawing some
general conclusions about the exercise of managerial leadership even in
routine situations.

In the summer of 1984, nine countries in Southern Africa (Angola,
Botswana, Lesoiho, Malawi, Mozambique, Swaziland, Tanzania, Zambia, and
Zimbabwe, coopersting as a group known as the Southern African
Development Co-ordination Confercrce or SADCC) authorized a study of
management training needs, covering not only the public and private
sectors but also various intermediate hybrid sometimes known as
parasiatals ano somelimes as public enterprises or statutory corporations.?
As one means of identifying the skills needed in the region, the study
gathered reports of management events that displayed either "effective” or
“ineffective” behavior on the part of administrators. Each such incident. of

which there were 1,868, was coded according to one or more of nearly [ifty
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individually identifiable skills. These eventls provide the empirical

information about the functions of African managers on which this article
is based 4

The most persistent issues that emerged from analysis of these
incidents had to do with motivating subordinates (managers motivating
other managers, in most cases). That function appeared in 377 situations -
20% of the total number examined.

Motivation does not appear in negative incidents only. In fact, the
respondents were able to provide almost as many jnstances that hac a
positive valence as ithose with negative outcomes (183 to 194). Thus it is
possible to view the problem in dynamic terms, distinguishing belween
situations in which managers have coniributed to positive moiivation and
those in which they have noi. Both situations reveal the extent to which the
problem is one of personal relationships as contrasted with larger
institutional dimensions.

Motivation as Univesrsal Problem

Fundamentally, motivatioa is an individual phenomenon, transcending
(or perhaps underlying) institutionai distinctions. Contrary to some popular
expectations, in Africa, at leasi, the problem of motivation is not much more
serious in the public adminisiration than in the parasatatal or private
sectors: the balance between positive and negative eveats is about equal in
all three settings. Civil .servams are not much “less motivated” than
employees of other large Alrican organizations. Incidents involving
motivation permeate ali sectors of management. this category having ianked
first in the number of events reported in the public administvation, first in

parastatal management, and second in the privaie sector (See Table I).
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Moreover, these African countries differ only slightly in their experience

with managerial motivation.

TABLE
RANY. ORDER OF SKILL NEEDS IN THE SADCC COUNTRIES
Skit! Ang Bet les Mal Moz Swy Tan Zsm Zim
Motivating Employees 4 | i 2 i i b 1 2
Personne!l Management 2 5 2 5 4 2 2 4 94
Interpersonal Relations - 3 4 | 6 5 3 2 3
Technical Skills 6 3 4 6 3 9 9 10 |
Writing Skills - 6 10 2 - 3 1 3 5

The importance of motivation does not vary much from country 1o
country, though it would appear that Tanzania is less affiicled than most
other countries with sucn problems. It renked oaly fifth in imporiance
among the skills identified in the events gathered there. The distribution as
between positive and negative events in Tanzenia was fairly standard,
however: the incidents themselves were not distinguishable from those
reported elsewnere, socialist ideology or no. In most of ihe other eight
countries, motivation came in first among all factors or skills identified in the
management events.

When the skills coded in the study were disaggregated to show the
rank of the individuals invoived, motivation appeared at the top of the list
for all levels of responsibility, whether senior, middle, or junior. It came in
second in the incidents in which the respondent described an event in his
own most recent experience, first in the accounts of behavior of
subordinates, second in the number of events in which the respondent was
writing about ihe work of cne of his colleagues, second in the situations
involving the activities of a superior, and fourth in the cases in which the
event transcended the internal workings of an organization because outside
agencies participated. Perceiving, and doing something about, motivational

problems ic a managerial priority in all situations observed in the study.
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As already indicated, there is not much difference in the importiance

of managerial motivation as between the public and parastatal sectors,
where it ranked [irst, and private industry, "vhere it came in second.
Curiously, the top-ranking skills in the private sector were technical, which
ranked only third in the parastatal enterprises and tenth in the public seclor.
No one examining this experience can remain in doubt that motivation is one
of the most imporiant functions of managers at all levels of responsibility,
including technical ones.
Levels of Personal Action

In dealing with problems of motivation. managers must first identify
the presence of behavor or “attitudes” ithat require some intervention.
"Atllitude” is a somewhat amorphous tlerm that describes unexplained
shortcomings in behavior, and il appeared in 68 of the 193 negative events.
In. situations like the following there was no ostensible cause of the lack of
motivation; the individual concerned just did aot "bother” to carry out ap
assignment Here are some examoles:

oMy associate failed to answer a gquestionnaire that would provide views on

training aeeds.

o] told my principal personael officer to prepare s draft letter to Finance, but

he did not study the file | gave him or do anything sbout it.

oA colleague was assigned 1o take minutes, but did not do it.
Most of the other events, however, contained a hint of the circumstances
that led to low motivation. In 21 events, it could be explained in terms of a
lack of training or knowledge, presumably a deficiency that couid be
correcled by an appropriate supervisory intervention:

eTwo months ago | asked my subordinate to order some ales we usually get from

ftaly. After & week, | noticed he had not placed the order because he dic not
know how to list the specifications.

Another 18 could be traced to poor supervision or management:
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o] was asked to do research on a certain issue for a meeting The deadline was

unreasonable and | had to call the committee members and postpone the

meeting (1378)

Similar expianations could be found for the rest of the negative incidents:
lack of incentives in 17 cases, poor guidance in 10, a poor personnel
management system in 9, inadequate work habits in 9, political interference
in 7, poor work scheduling in 6, experience with discouragement of new
ideac in 5, a shortage of resources in 4, pear interpersonal refations in 4, and
a system inflexibility in 2. (The remaining 12 cases were considered 100
unciear to code.)

Instances in which motivation was posilive a2lso contained some
ambivalent information. For example, 2 consiructlive "aititude” explained 45
cases among 180 such incidents without yielding much information as to
what had brought it about:

¢ln my absence, two of my subordinates seat oul & susrvey circular the responses

to which provided very valuable inforsmation.
oDuring harvest, my subordinate organized a groups of workers to repair sub-

standard trrigation furrows, and limit water wastage.
“Initiative” was one explanation for such commendable behavior, examples
of which were cited in 35 mansgement events; self-gratification seemed 10
be the source of motivation in 1{. But the role of managers could be traced
in certain instances: for erample, guidance or the support ¢f a superior
official was identified in 13 incidents. Training, the absence of which was
one explanation for poor performance, appeared to be the immediaie cause
of positive motivation in 23 instances; technical skill, vwhich could have been
acquired individually or as a reault of opportunities created in the system, in
20 more, and expected rewards or appreciation in 13. Good systematic

personnel management appeared 10 be the cause 5 times, negotiations, a



Levels of Managerial Leadership 7
supervisory act, in 6 more; and interpersonal relations 4. The coding of

positive motivation left only 5 cases unexplained.

This amalgamated summary of motivational experiences illustrates
the kinds of faclors associaled with managerial perfoermance considered
“effective” and “ineffective,” and it shows the rather high frequency of
situations in which the individual's internal values and preferences play a
role in official behavior. In these situations, managerial interventions are
indirect and personal. Training, knowledge, and skills play second fiddle in
dealing with these issues, and supervisory responses and systems [aclors
come still lower in the hierarchy of possible influences.

Diagnosis of motivational problems is the [irst siage of managerial
responsibility. Managers became aware ol motivational issues when either
attitudes or performance were worse (or better) than expected. Their
responses to the problem depended upon whether they deemed the cause to
be personal or systemic. For the most part, attitudinal problems were
treated in these events as matters for individuai subordinates to resolve
among themselves; inadequate performance, whether a result of attitudes or
other problems, had to be dealt with directly. In most cases, the action
taken involved person-to-person relationships. Even problems caused by
sheer want of skills could usually be handled without manipulating the
system. Only when the problem was comsidered a product of poor
organizaticn or procedures was some kind of collective action considered.

The first set of situations in which personal interventions occurred
were those involving delays, unwillingness to cocoperate, or sheer ill temper.
Examples illustrate how managers perceived the existence of such

motivation problems:
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oA day before the close of the fiscal year, a subordinate was entrusted to
prepare vouchers. She refused.

o0ur minister wanted some information urgenatly As | was going out of
station. | delegated the work of geting the required information to ray
subordinate. When I returned from tour | found that she had not taken say
aclion at all.

o0ne of my subordinates told me he was act doing his job properly because
he was not satisfied with his salary.

eTwo extension officers got into & quarrel and refused to collaborate with
cach other in working with the union, and would not even participate in

the same trrining program.
There were also subtler cases where performance was regarded as
substandard, and where 4 potential or actual intervention could be
identified:
*A subordinate referred spplicants to me instead of giving them guidance
himself 25 he is suppesed to.
eWhen = lazy employee sought promotien, | sdvised her to work harder.
She changed her attitude and did work harder. She wen recegnilion aad
was later promoted

o] was to address & meeting in a village. I gave advance notice o my
subordinate stationed there, but when the day came, she was pot there, and

when [ inquired I found she had not gone to the villege for a month.

When corrective action was specifically described, it appeared that managers
took three principal approaches in their personal involvement with
unsatisfactory attitudes: (1) increasing the intensity of their supervision, (2)
reprimanding subordinates for unsatisfactory performance’ and (3)
providing exemplary behavior themselves or offering creative leadership
designed to change an individual's motivation without changing the system.
Increasing the intensity of supervision implied a kind of chase in

search of wrong-dcers:

o Following selection interviews, a subordinate of mine did not groduce his
lists of recommended candidates, and I had to chase him to get the work
dofie

® Our previous supervisor did not point out our shortcomings or give us any
guidance. It jowered our morale tonsiderably before he was replaced [by
someone Who was more zealous as a supervisor)
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Reprimands were reported from both sides ¢ the table, but it is not

obvious that they necessarily had a beneficial effect:

o My Council Secretary criticized me in the drought mezting rother than
talking to me directly before the meeting. As a8 boss he did not give me
much guidance or advice.

® My stores officer had been giving lame excuses for non-availebility of
office equipmes (, materials, etc. because he had naot been making regular
stock inspections, nor was he checking the accounts. When he was warned
to improve or face disciplinary action, he succeeded in improving the
system.

The exercise of creative jeadership, including offering to share an
employee’s burden, singling out unusually good performance for public
comment, or displaying a sense of professional solidarity, was also 2 morale

builder:

© My driver objected when ne found that staff members would impose upon
him during lunch hour for special trips. | offered to drive them myself
when he needed his rest. and he immediately changed his opinion and
accepted the reaponse to such de:cands as voluniary on his part and he no
longer resented the arrangement.

° Yesterday | was pieased that my deputy had found a2 way to get people to
arrive on tizae witnoul insulting or sbusing them He called a meeting to
discuss reasons for fack of punctuality. and let them work out ways of
dealing with the problem.

® My superior two sleps above me allowed me to take jobs outside my normal
routine in order to get exposure and mere experience. This encouraged me to do
my best iz my job.

Such cases of creative leadersiiip were, ohviously, rather few in number,
especially where they required managers to take a chance on their own
initiative. But there were enough of them to suggest how positive acts to
improve motivation can extend beyond improved individual morale to affect
others within the system. There can be a kind of catalytic or chain reaction
effect of good management, even when they begin at the persona! level:

oWe had a problem in gelting the vaccine requirad for preventing foot-

and-mouth Jisease. A colleague decided that we ought to make the vaccine
ourselves and now we are totally self-sufficient.
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e0ne of my clerks came back from treining and started improving the
department’s records of supplies both at the headquarters and the field
offices. The new system he introduced was greatly appreciated by the
audit department.
e0ur superiors practiced methods of oppression they had learned from their
colonial masters, crealing fear among the people in the organization. Lately
they have attended management courses 2ad the situgtion ans improved [with
consequences beneficial to the whale system).

There were clearly cases in which positive reinforcement of good
perfermance might have a systemic effect, in thai sometimes they
encouraged improved performance of individuals other than those directly
invelved:
o0ur Chief Community Officer was touring my district to familiarize herself
with the area and also to inspect the records and accounts. [ informed my
subordinates of the visit but did nol specifically tell them about the
inspection of records. When we went to one office, we found she had kent
ber records and accounts so well that the CCO was all praise for her and
even me or good supervision.
oWe were recently required to submit four reports of about 25 pages each,
within a very short period of time. My subordinstes performed extremely well

in rushing the project to completion, and we were given & bonus for turning in
a perfect report before the deadline.

The Second Level of Action: Systemic Change

There are cases in which individua' action on a personal ievel is
insufficient because the motivational problem is caused by institutional
limitations. The manager may find it impossible to deal with limitations
that are inherent or irremediable, but in many situations some fairly minor
organizational or procedural changes may produce improvements in working
conditions. For example, there are instances in which an injustice was done
almost by inadvertance, and an alert manager might be expected to rectify
the situation:

oThe GM raised the salary of an employee without following the proper

procedure, causing much discontent smong the other employees.

o0ne of my field workers did not collect any council revenue at all because

she said she had aiready excecded her transportation budget and could not
carry out the trave! neeed.
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®A subordinate attended a course in public administration abroad She
hoped that quick promotion would result but it did not. She resigned, but
two days later the promotion came through Then it was too late and she
was not accepted back.

°The post of controller was downgraded wher my predecessor, afraid of
competition and seeking o make the post unatiractive Lo other poluntial
candidates, asked that it be downgraded. In our department now, the morale

1s low because prospects for upward mobility are not good.

ol asked ancother ministry i waive conditions for promotion for 8 number

of our employees, based on technical grounds. The ministry refused and
now there are a lot of complaints and & drop in work performance.

eA colleague in another ministry habitually asked his subordinates to
violate rules saying that he did not like them.

oIt wasa promotion when I was moved to run another ministry because 1 had
done my job well over the years. But ] lucked the substsntive knowledge of the
new ministry's work, and I lacked courage in hendling the people and resources

of the new ministcy.
Managers who recognize those possibilities seem prepared as a preliminary
weasure to iry to improvise within the system, offering no challenge to those
who benefit from it.
*] was pleased to be able to bring about & promotion of ane of my staff
members, though it took considerable pressure and persisience before | got
:nghn;iyéur mill was started, my colieagues and I were delegated tasks that would
normally have teen the sole responsibility of the Chief Engineer. Asa result,
we worked hard and long hours to try to prove ourselves and we really enjoyed
the work.

More serious problems ere posed when the sysiem itsell has 1o
be challenged in order to bring about & remedy. AS mighi be eipected,
managers were much less successtul in dealing directly with systemic
problems than in addressing motivational problefes on a personal basis.
Some African administrative institutions are deeply rooted, though "new" as
aspects of an independent political system, and they often drav upon
traditions far older than even the colonial period itsell. Management events
revealed the existence of a complex system of “etbnic arithmetic,” by which
tribal preferences took precedence over formal procedures for recruilment

and promoiion. Such behavior often appears mysterious and irrational to



Leveis of Managerial Leadership 12
the outside observer, though its counterparis can be found in government

operations everywhere® In the African situation. [ew managers were
prepared to deal [rontaily with such issues even il they were causing morale
problems in their own staff.

Without offering to Challenge such traditions, however, managers
could propose or even introduce administrative reforras on their own
initiative without taking much of a risk. The African experience in the use
of administrative change for the purpose of molivating junicr managers
affords an ideal setting in which to test the relevance of western practice.
That particular problem has generated a rich literature in organization
theory and an abundance of experience leading to operational principles that
are widely thought to be universal. Perhaps the most familiar of these
theories is that of Herzberg and his followers,” who have found that
organizations seem to be able to inspire their higher-level managers best by
offering them "motivators,” which consist of positive features like interesting
or chailenging work. At lower levels of responsibility, the proposed solution
1s 10 use “hygienes,” such as decent pay scales, primarily to bring satisfaction
to those who occupy white- or blue-collared positions® Following this
approach, the top managers would be responsible for providing the
motivating forces throughout the system: they have the most control over
hygienes (they set the pay scales and determine pensions and working
conditions), and they have greatest influence over motivators (since they
also concern themselves with the organizational mission). Critics may
observe, of course, that in the private sector, where the mazimum of
discretion is assigned 10 managers, both hygienes and motivators are
available at the top, where salaries are lixed at handsome hygienic levels

even though motivators are alss available, since it is there that managers
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tackle the interesting problems and leave the uninspiring parts of their work

1o their subordinates. Aparl from such quibbles, the “motivator-hygiene”
approach 1o management incentives is nevertheless almost universally
accepted by industrial psychologists when thev apply persenality theory to
the workplace.?

Such motivation theories may not serve the public sector as reacily as
the private!® since in government, the challenges produced by work
(associated with motivators) are hard to meacsure and still harder to
manipulate, while basic salaries (which are usually important paris of the
hygienes) are harder 1o adjust than their supposed equivalents in the
private secior.!! Cn the other hand. public employees at the bottom of the
civil service pay scale have more political clout than their counterparts in
industry and commerce - & function of sheer numbers plus good
organization. Thus in American private industry, at least, both motivators
and hygienes are available as instruments of top management, but in the
public sector, only hygienes are likely 1o be changed in order 1o deal with
poer motivation. Motivation of public employees in the United States seems
lo involve a delicate balancing act in which lop managers are underpaid but
rewarded by the challenge of their work, while the lower and middle Jevels
of management, not so privileged in terms of opportunities for self-
expression, are paid gbout as much as their private sector counterparts, and
are also expected to be reasonably satisfied because of their job security.
Motivating the latter consists in providing additional hygienes and linking
their pay to frequent and objective performance appraisals.

This oversimplified model, though far from perfect as a description of
actual practice, provides a useful starting point for testing the applicability

of motivational theory in non-western societies.!2 [ts limitations in Western
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praclice are not hard to identify: public-sector hygienes are somewhat more

circumscribed than this model suggests because governments have
politicized so many of the most challenging aspects of management. As
politicians respond to constituent pressure or their own interest and begin to
reduce the discretion available to career administrators, they are attacking a
principal form of managerial motivation at its source.!3 Technical issues,
once the domain of career specialists, are entering the political arena. Thus
motivating top public managers by giving them exclusive jurisdiction over
challenging problems is probably harder than it used to be. The erosion of
Wilson's line of distinction between politics and administration is proceeding
especially rapidly today when administrators have political functions to
perform, and when politicians are more and more injecting themselves into
the implementation process. i4

In the developing countries, the Herzberg model suffers from a
somewhat different set cf deliciencies. Top-leve! African managers have a
much larger range of functions to perform than do their American
counterparts, among other reascns because politicians are not much
interested in their affairs. In that part of the world, 100, governments have
more of the total share of the action, there being ac indigenous private
secicr Lo speak of. Thus African governments tend to leave techaical
derisions to sdministrators rather than to elected politicians, and they are
also forced by the needs of development policy to intrude into affairs not
considered the proper domain of the State in more fully industrialized
societies.!> Managers are extraordinarily powerfu!l in those circumstances.
One would expect, therefore, that the morale of higher civil secvants would
be fairly good in Alrica, since the challenges are so enormous and the

-opportuniiies for self-expression so great. On the other hand, or the middle
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and lower levels, the hygienes available can provide only a very low degree

of satisfaction, and so one would expect motivation to be worse there.
Salaries are pain{ully low, and prospects for promotion not good. The civil
service rolls provide such a convenien' solution to the unempioyment
probiem that they are crowded with applicants and occupants.!® The
physical working conditicns. too, are depressing in many Alrican countries.
where even the office buildings. bequeathed by a colorial administration
with low expectations of permanence, are quite literally lacking in
"hygienes.” Finally, the presence of an informal network of f amily and clan
combined with a sirong old-boy solidarity tends to reduce oppu-tunities for
individuals to assert their creative powers through their work, One would
expect it to be hard to reward employees for individual initiative in such a
setiing.

The management events only partjally support that hypothesis.
Motivation does not appear to be better at the higher levels of the system, at
least judging by the fact that the balance between positive and negative
incidents is about the same at all levels. Moreover, top managers do pnt take
chances of the type that might be ezpected (ie. self-fulfilling acticns taking
ihe form of motivators). Finally, we coded the skills that were called for in
the events associated with positive motivation, and they turned out to be
writing and drafting, technical skills, training, and accounting -- scarcely the
most challenging tasks of management.. Negative motivation was associated
with personnel administration, financial management, supervision,
bureaucratic politics, snd work scheduling -- some of which demand
personal creativily and might therefore have been eipected tu serve as
motivators.!” When positive events involving motivational problems were

correlated with substantive issues, they were found to arise predominartly
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In connection with organizationa] or bureaucratic concerns rather than

lechnical issues. This linding may well be unique to Africa. It suggests that
Alrican managers find their greatest concerns (and triumphs) in
administrative rather than substantive issues.

The SADCC events showed that these managers rarely engaged in
serious administrative reform efforts, even when they recognized
deficiencics in the system as costs to their own and their subordinates’
motivation. Yet the events also demonstrate that ¥hen they did do so, the
outcome was gratifying. There were several instances of organizational
changes introduced by administrators on their own initiative. One described
how a group of managers experimented with § new incentive plan (728):18 g
subordinate introduced a new system for dealing with crowds who were
seeking access 1o public goods, and whose demands would have posed
unusual problems for the office if customary procedures were followed
(2192); a manager introduced ap improvised transportation neiwork to
deliver relief supplies where existing services did not reach (1547); there
was an experiment with the platoon system in the public schools to
compensate for classroom shortages (1819). Organizational skills of this type
were called upon 53 times in this sample of management events, including
36 instances in which these skills were used successfully.

Such managerial improvisations could be éxpected to raise employee
morale. All of these improvisations in procedures or operations were aimed
al improving performance: and nearly ail the examples of systemic changes
introduced in the name of efficiency or effectiveness did succeed in that
immediate purpose. In succeeding, lhey incidentally addressed problems of

motivation, especially among middle- and lower-level managers.
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Given the authority exercised by African managers, and the extent {o

which creative approaches to adminisiration provides a high level of
motivation for them. one might ezpect much more by way of
experimentation than these management events reported. The system ¢ries
out for administrative reforms of a type considered conventional in the west.
Repeated incidents told of inflexibility in the personnel and other
infrastructure support systems that affect motivation: administrative delays
that imposed an additional work burden on employees at the last minute
(1741, 1797, 1813, and 1827); an unexpected and undesired transfer that
deprived an employee of a special opportunity (1727); and mnflexibility in
responding 1o special personnel needs (518, 568, and 2066) are typical
incidents. Such events provide direci evidence of how organizational
weaknesses affect individual morale at lower and intermediate levels of the
service. Why, then, do top managers in Africa so rarely display leadership
by undertaking administrative reforms?

One answer appears 10 be that these managers seldom act alone.
Dealing with problems of this sort in the African context is usually an act of
individual leadership; it does not occur during conventional social exchanges.
It does not seem to take place through the process of mobilizing a coalition 1o
bring about the desired effect.!9 Reforming the system to accomodate the
value preferences of individual employees.2® though a solid managerial
option in most Western organizations,2! may not be feasible in Af rica, where
systemic change is not taken as a social challenge.

Even so, modest changes in public management systems are clearly
within the realm of the possible, given the freedom managers have for
coping with whatever crises they deem important. A first step would appear

to be to encourage an understanding of the options for such change, whose
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principles are not dissimilar from those advanced it; schools of management

in the United States. One might wej] conclude that lraining in the
administratjve sciences js a precondition 1o administrative ref orm.

Training is often oversold as a solution 1o anagement problems 22
Even when it s fully effective, ji cannot bring abouyt immediate
improvements in large-scaje Operations. Byt before managers can do
8nything significant 1o improve system performance, they need 1o recognize
the problems caused hy motivatjonal and other deficiencies. They have 1o

understand as we]] Wwhat they can do about them op their own intitiative.

part of an organizational development strategy23 wil help managers both
lo identify motivationaj problems and 1q deal with them effectively.
Many of the sleps required 1o improve motivation invofve changes in the
structure and mission of organizations as welj a5 fhe managesient of
individual siafr members. In their Cumulative effect, they wij] iransform
administration: hence the caution Wwith which managers approach them is
Understandable. But no one who has been exposeq lo those systems js in
despair about What they have 2lready achieved since independence. Nor can
it be doubted that much more is possible. The SADCC study shows that the
exercise of manageriaj leadership in Africa is not g meatter of simply
transferring known principles, but that js is beginning 1o surface in its own
way.

23 Mar 86
Stages= 4.5+more
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