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ABSTRACT

This paper demonstrates how judicious combination of Process Re-engingering
(BPR) and Information Technology (IT) can be used to maintain a customer-
Centric Service in Nigeria’s Federal Ministries and Parastatals. In, this
approach, operational data and data needed for effective CustomertRelationship
Management (CRM) are processed and made to flow sgamlessly” in an
interconnecting network such that just-in-time informationAs. readily available
wherever needed to facilitate effective decision-making« The development of
such a system requires an in-depth study and thorough understanding of the
organization it is intended for, her customer relationship issues and the
operational information-flow bottlenecks that had bedevilled the system in the

past.
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1.0 INTRODUCTION

Information Technology {is ‘increa-
singly being employed ineGovernment
Ministries as a means of transforming their
old structures that are “muscle bound” and
largely ineffective towards achieving greater
internal efficiency; operational
effectiveness, and ‘\Customer-centric service.
It is the desire ofithe,stakeholders, especially
the customers..to” witness the impact of
Information. Teéehnologies (IT) in the field of
governance,/as has been the case in
campanics. “People know how easy it is to
do ‘husiness over the Internet (with IT in
general) and they are demanding the same
level of service from government that they
have come to expect from the private sector”
(Shoeniger, 2000b).

Furthermore, the digitization of
social interactions and, subsequently, of the
governance functions has given birth to
ideas about the e-transformation of
democracy (Grossman, 1995; Hague and

Loader, 1999), citizenship (Friedland (1996)
nationhood (Barrett, 1997), etc. Internal re-
structuring towards greater effectiveness,
enhanced information flow through the use
of IT and faster responsiveness to customer
needs are the three-sided objectives of
government ministries as they endeavour to
bridge the digital gap. How these objectives
may be realised in Nigeria is the main focus
of this paper.

The departments that are found in
every Nigerian Ministry can be classified
into two groups namely, administrative
departments and professional departments.
The departments of:
= Planning, Research and Statistics (PRS)
= Administration and Supplies (DAS)
= Finance and Account (DFA)
constitutes the administrative departments
and are found in every Federal Ministry. The
professional departments include but are not
limited to the following:
= Electrical and Mechanical Department
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= Building Department

= Architectural Services Department

= Civil Engineering Department, and

= Urban and Regional Development
(URD)

These professional departments exist
in most Federal Ministries, but there may be
one or two additions and perhaps a change
of nomenclature as one moves from one

affects the general public are needed on a
dynamic basis so as to build confidence in
the citizens (the customers).

INTERNAL
ADMINISTRATION (WITHIN
MINISTRIES) INTRANET

I

Federal ministry to the other. The similarity FEDERAL NTeR EXTERNAL
in the way Nigerian Federal Ministries are e COMMUNICATION e OTrER
structured suggests that one can develop a commis- (4 NETWORK MINISTRIES &

SION PARASTATALS

generic Information System model that can
be customized for each of the Ministries.
This is the approach explored further in this

paper.

20 INFORMATION MANAGE-

MENT PHILOSOPHY

With the generic information system
model in mind, this paper will take specific
examples from one Ministry namely the
Federal Ministry of Works and Housing
(FMW&H), with the foreknowledge that
what is done for one Ministry can be
customized for the others later. The
FMW&H is the hub of construction and
infrastructure development of the-~federal
government. So it frequently intefacts for a
variety of reasons with all the soeial” and
developmental partners that-areninvolved in
any sense of infrastructural activity. There-
fore, the effective use 0Of Information
Technology by this Mimistry connotes the
adoption of advanced, technologies by both
the recipients 0f\the governmental policy as
well as thedperceived customers of the civil
service,samely the wider public. Therefore,
a virHe nformation system needs to be put
in place ‘to’cater for all issues of intercom-
funication both for internal administration
and, Civil Service purposes. Figurel suggests
a basic Intercommunication Structure for the
FMW&H which will be developed further as
we look at its specific objectives and terms
of reference. This includes effective,
efficient and transparent communication
between the citizens and FMW&H.
Information about FMW&H’s decisions,
achievements, operations and processes as it

INTRANET INTRANET

GENERAL PUBLIC

Figure 1: Basic |mtercommunication
Steucture

This«ianovative approach would correct the
hitherte”unhealthy situation where citizens
are-kept in the dark about what is going on
as”if nobody owes them any information
about or an explanation for anything that
clearly affects them. This approach would
also promote transparency in the FMW&H
and enhance goodwill between the
government and the governed. This also
leads to the concept of “The Information
Treasure’’, useful information that iS not
secret which when made available to those
who need it eliminates hearsay and
unnecessary suspicion and promotes mutual
understanding among all concerned. This
type of information can be made available to
the public in a well ordered manner from
every Federal Ministry and Parastatal. The
general public can as a result air their views,
offer advice or useful suggestions or show
disaffection in an orderly manner as events
unfold. Typical contents of the Public
Information Treasure are presented in a later
section of this paper. Furthermore,
appropriate information management
strategy has to be in place, whose
philosophy and mentality must be diffused
into all the decision-making layers so that IT
planning, prioritisation and investment are
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aligned with the customer-centric vision
about the relation between government
policies, public information and IT(s).

3.0 CONTENT DEVELOPMENT
FOR THE PUBLIC
INFORMATION TREASURE
This section is concerned with the

extraction of public information from

processes and operations and with optional
preservation and exploitation of same. This
public information treasure can be obtained
through the Functions, Mandate and

Activities of the various Federal Govern-

ment Ministries like FMW&H whose func-

tions and mandate are analyzed and stated
below (FMW&H, 2003).
1. Formulate policy and set standards for
housing sector:
The committees that formulate policies
and set standards ought to interact
among themselves online so that there
will not be need for frequent meetings.
The continual rubbing of minds online
help to minimize both the time spent in a
meeting and frequency of meetings that
would be necessary. This cuts down
expenditure on travels, vehicle prainten-
ance costs, hotel bills, out ¢of\station
allowance, etc. In addition, these online
interactions are duly deeumented along
with the decisions taken at”meetings.
These form part (of the” information
treasure that tracks..how important
decisions werereached and are part of
the body of'knowledge to be husbanded
and 4panaged by the Federal
Government for future generations.

2. Fermulate, monitor and evaluate

Government Policies on Housing: This
foltows the same procedure as (1) above

3=m.Coordinate the activities of other
agencies of Government in the area of
housing:

NIGERI®

FMW&H
Policy Formulation,
Monitoring and
Evaluation of Agencies

Figure 2: Coordination Activities of;
FMW&H

IT-based interactions should_ be* taking
place between FMW&H ~and its
Agencies before meeting face-to-face to
take final decisiens on‘housing matters
(Figure 2)

4. Supervise the'kederal Agencies under it;
Federal Mortgage Bank of Nigeria,
Federal'Housing Authority, National
Housing,Ftind, Urban Development
Bank
Limited, etc:

To achieve these objectives by
FMW&H, the interactions as in figure 2
above would be followed.

5. Provide and maintain infrastructure for
the housing stock including public buil-
dings of Federal Ministries

6. Upgrade and maintain the housing stock
including public buildings of Federal
Ministries Functions 5 and 6 above will
involve Database of the housing stock
and automated tracking of its
maintenance costs and asset status of the
housing stock.

7. Develop Database/Data bank of housing
needs including:-

Cost effective design for various areas of
the country

Cost profiles for various areas of the
country.

8. Provide public buildings for Federal
Ministries:

Provision of Public Buildings for
Federal ~ Ministries  involves  the
following steps:-

Identify the building type and area of
need from (7)

Source for funds from foreign and local
investors
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Identify and acquire site for the
buildings
Identify and hire building contractors
Monitor public building development
stages
Monitor adherence to building standards
by contractors
Track all costs.
One can use Expert System feedback to
handle the issue of siting the buildings
according to criteria for various parties.
The body of knowledge in (i) to (vii) is
part of the information treasure in the
Database/Data Bank that can flow to
wherever required via the inter-
communication network.

9. Establish building standards and codes
for effective housing delivery and safety
in collaboration with relevant profess-
sional bodies (Figure 3). This will
involve creation of a database tracking
the development of a building from
architectural drawing to detailed
finishing. The aim is to know whom to
blame for what in case anything goes
wrong like the collapsing of a building:

10. Supervise the Registration Boards of
Relevant professional bodies:

Formulation of
Standards and
codes

Evaluation of
Ise of standards
and codes

Review by
stakeholders and
Professional

Release of
new standard
and codes

Monitoring and
implementation
of standards

Figy3:'Building Standards Formulation

This involves the creation of database of
necessary professional bodies involved
in building activities

11. Provide access to home ownership for all
Nigerians:
The process to achieve this will involve:-
Land acquisition and layout
Advert for ownership application

Standard application form design and
dissemination

Application form processing

Plot allocation

Provision of infrastructure

Security

Minimize physical contact through
online application form filling and web:
based plot allocation information dis-
semination.

Generally effort is made to ctit down on
manual method for (a-h)~abewve. Effort
must also be made to ensurecustomer-
centric service. Thereforé;~one can
classify the candidates into groups
according to their fevels of priority. This
can be done jautomatically using an
Artificial.NeuralNetwork (ANN). The
information torbe captured via the form
to pe~filed/ online by every candidate
includes;

(®™Rersonal ID

(if)*Town, LGA, State

(fii)Reason for Application

(iv) Type of House

(v) Income Bracket

(vi)Age Range

Priority Level (Natural Disaster affected
areas score higher. Also, crisis ridden or
war torn zones score higher)

Items ii — vii are weighted and an
average score is computed for each
person in each sub-group. This score
determines when each member of a sub-
group can have an allocation depending
on availability. Suppose someone says,
why did my application for home
ownership not succeed? The system
response can be ‘’100 houses of the type
you applied for was provided. You are
number 120 in order of priority. So you
will be attended to in future’’.

12. Setup the National Housing Fund (NHF)
and source funds for it. This involves:
(1) Create database to manage
contributions for NHF.
(i)  Set terms and conditions that
qualifies one for the fund
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(iii) would all who qualified get a
mortgage loan? If not, why not.
Information in (ii & iii) must be
disseminated to all stakeholders in
a convenient manner
(iv) Suitable application form for
mortgage loan must be designed
and made avail-able electronically
for the populace.
Monitor the implementation of the
housing and urban development
policy:
Prepare National Housing and Urban
Development Plan and review it
from time to time (Figure 4).

Input from
Professionals

FMW&H
Input from
~ederal Govt

Input from
stakeholders

Review of NHUDP

Fig. 4: National Housing & Urban

15.

16.

17.

18:

19.

20.

Development Plan Review,

Assist in the mobilization of contributors
and enforce the collection of funds into
the National HousingFand (NHF)
Supervise the Fedesal Mortgage Bank of
Nigeria (EMBN) in the collection and
disbursement,of the National Housing
Fund.:

Enforce the provisions of the National
Housing Fund (NHF) with particular
reference to penalties:

Prepare and submit, from time to time,
to the Federal Government, proposals for
National Housing as well as Urban
Development programmes and plans:
Develop Data Bank for housing needs in
the country:

Ensure that the National Housing and
Urban Development Plans are strictly
implemented:

21. Review all existing legislation in the
housing as well as Urban Development
sectors to achieve the goal of adequate
housing for all Nigerians in conducive
and liveable environment, and other
functions as may be assigned to it from
time to time:

Items 8 and 11 above in the National
Mandate given to FMW&H involves( land
acquisition for Federal Housing [Projects!
The populace would be interested %0 know
how the siting of the struetures was
determined. The following criteria (each of
which is weighted according tovits level of
importance) can be tised™to automate the
issue of siting:

(1) Land availabibity,
(i)  Willingness \to
community
(iii) Uniteost.ef land
(iv),~Target)population
(v) =Number of units

(vi) Urgency

The site that scores highest on average
becomes the favoured site. If a citizen seeks
to know why his/her area is not favoured,
the system can provide a feedback such as:
the criteria (i - vi) above was used to select
the site, and your preferred site ranked 4"
based on the listed criteria, etc.

Refining these principles in the context
of the FMW&H Information System’s
application field, a set of conclusions can be
derived in which the whole philosophy and
mentality about the public information and
the ICTs is epitomized.

It has been said that a public
information system processes and manages
not only public resources but also the public
information treasure. First and foremost,
objective of the operation of Public
Information Systems is to support effecti-
ely, the mission of the government and the
civil service and to leverage the role that the
government has chosen to play within the
society, according to its political stance.
Within the framework of the above
foundational objective, the administration
and management of the public information
treasure must be optimised for maximum

release land by
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quality of service, taking for granted the
time, money and people availability
restrictions.

40 CONCLUSION

Emphasizing the exploitation of the
public information treasure instead of
passively responding to social partners’
requests shapes a new philosophy in public
information management, where a proactive
attitude against customer expectations
prevail over the usual reactive way of
carrying out civil service work. The recent
sacking of the government of President Ben
Ali of Tunisia (January, 2011) by civil
unrest shows the probable outcome in any
country where government continues to rule
from an ivory tower without respect for
people’s feelings and without transparency.
Therefore, the outcome of this paradigm
shift of public administration mentality
could be transformed into two action areas
namely:

To offer services seamlessly and
reliably through a variety of electronic
channels at the customer’s choice; and to re-
engineer the Ministry’s once internally
focused only information systems to a
customer-centric services provider.
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