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Introduction

Every profession goes through an evolutionary change to reinvent and improve itself. But few professions have undergone as much study, criticism and reform as public administration. This is because public service has cross-cutting impact on all sectors of an economy and it is a sector that is ideally seen as custodian of public interest. The evolution has been more marked in post colonial states. In recent times, however, the pioneers of innovation and change in public service have been dominated by the OECD countries followed by the newly industrialized nations such as Singapore and Malaysia, to cite two Commonwealth examples.

The colonial public administration majored in the application of rules and regulations and that formed the framework of public service. A major shift was the movement towards greater efficiency, especially in post colonial era, within the context of the developmental state. The senior public servant was no longer satisfied with maintaining the status quo. An additional role was that of an agent of socio-economic transformation in new countries, impatient to accelerate the improvement of the wellbeing of citizens. Increased emphasis on efficiency emerged and given the growth and complexity of the service the public manager emerged. 

Today, the senior public servant is looked upon to promote institutional adaptation and change. In other words, the senior public servant is expected to be a managerial leader who goes beyond efficient management of resources for public good to inspire, motivate and spearhead change management. The era of public servant leadership has dawned and the senior public servant has not the luxury of academic distinction between management and leadership – the former operating within the status quo and the other initiating transformation (Warren Bennis, 1985).

With the scope for decision making and problem solving and the emergence of multiple alternatives, the possibility of conflict of private versus public interest increase, as the individual moves through administrative and managerial to leadership levels in the public service. With that, the principles and values of the decision maker become paramount. Therein lies the importance of values-based leadership in public service as the leader can be negatively transactional or positively transformational.
Values-based leadership and its impact

Those familiar with leadership literature will not fail to notice the distinctions made between transactional and transformational leaders even though in practice they constitute a leadership continuum. For example, there are times when the best of a leader will be transactional depending on followers’ maturity and capacity in the tradition of situational leadership popularized by Blanchard and Hersey.  However, while transformational  leaders try to influence others towards the achievement of common goals or vision,  transactional leaders tend to emphasize rewards and punishment (sanctions), while the latter appeal to high values of team members and followers, seek to motivate and inspire others and therefore achieve greater results and deeper sustainable transformations. Effective transformational leadership is known to result in higher performance that often exceeds organizational expectation. Leadership that combines intellectual stimulation, inspirational motivation, individualized consultation and idealized influence (Northhause, 2007; Hall, Johnson, WySocki and Kepner, 2010, http://edis.ifas.ufl.edu/krozo/) and rooted in values which are the hall marks of transformational leadership is highly impactful. The senior civil servant has limited scope for distributing incentives and punishment and therefore, an effective leader of the Service has to be transformational or else he or she will only preside over the status quo which most public service managers do. However, with transformational leadership, the scope to innovate and take leadership actions increases. As such the values of the leader become great. Unethical behavior, corruption and outright immorality of senior public servants will show as they negotiate or recommend contracts for approval or seek to generate efficiency in the system or decide on who should be promoted or rewarded. Their ethics would color their decisions.
For example, Bob Rue (2001) has said that “I have rarely found situations where people were fired because they were technically incompetent; I have, however found many situations where they were terminated because their value system clashed head-on with that of their supervisor or board of directors”. Thus, values-based leadership is important.

What do we mean by values-based leadership? Are they available in the public service and if so, how can they be multiplied?
What is values-based leadership?
As a result of biased posturing of the media, regarding public servants of perceived deterioration in service delivery, bureaucratization and attendant paralysis, there is often a general feeling among a significant part of society that the public service lacks professionalism, merit and good working conditions. In fact, there has been systematic erosion of the image of public servants in many developing countries. In reality, many “public servants in general abide by ethical standards applicable to the public service and sanctioned in society”. (UN 2000, colloquium discussion).
Yet, in spite of legal and administrative frameworks to guide public service delivery from constitutions to codes of ethics, it is still perceived that public servants lack dedication, probity and accountability in their work. In the face of these, what is needed are norms and values that are internalized, are predicable, transparent and public spirited;  that informs the decision making, problem solving and policy implementation by public officials. That in turn demands models and mentors who embody these in themselves and oversee that in their teams and in their followers. That is a call for values-based leadership in public service.

Values-based leadership has to do with principled and ethical approach to managing the trust of high office to influence teams, staff and stakeholders to deliver public service in a professional, and public spirited manner. Values-based leadership in public service means senior public servants incarnate ethical behavior and oversee the public service as a system that has principles, and high ethical values as the norm.
Whose ethics and values?
Values define who we are and they influence all aspects of our lives, from the way we look at family, finance, friends and work. The first lesson about ethics is that values may overlap and conflict. In fact, sometimes even the single minded pursuit of any particular virtue can subvert a competing virtue. So, as we often see, freedom can conflict with order (Rosenthal, 2009). Thus, it requires values-based leaders to moderate between competing ethical demands. In fact, Rosenthal (ibid) defines leadership as practical ethics that oversee the system’s social arrangement and conditions that define range of choices. Quoting Brookshire (2008), he describes leadership as “knowing yourself, knowing where you want to go, and then taking others to that new place”. Since leadership is not only goal driven but involves choices, the values that underpin decision making become vital.

This in turn raises the question as to whose values or ethics count? In the case of public service leadership, three sets of values come into play at anytime: personal ethics, corporate or institutional values, rules and norms, and what society wide values. Many public servants, and that is true of most people, are walking battlefields with their personal values in conflict with the expected corporate norms and sometimes what society sanctions. The personal and public service values are most relevant to values-based leadership of the public service. Perry, for example, captures some core public service institutional values as follows;
· “Use impartial judgment in the service of all constituents

· “Avoid conflicts of interest that could undermine  objective judgment

· “Don’t show favoritism towards family and friends in hiring

· “Don’t give or accept bribes from people seeking to influence your official decisions

· “Don’t invest in property or companies that could be affected by your official decisions”

(Source: Dr. David L. Perry, Ethics in Public Service)

However, many, if we are honest, would come to the public service with personal ethics and values different from the above. Even if not overtly expressed, some have come from cultures which don’t think taking from the state, putting in the least for maximum rewards (given our colonial attitude towards the state) and once in a position giving jobs for your kin and kindred is wrong. It is a well known perception that in the Revenue Services of Ghana, especially the Immigration and Custom Services, that people bribe their way or are favored by being posted to places where opportunities to get bribes is highest.
For the leader personal ethics in terms of values, beliefs and habits have direct bearing on one’s leadership. That is why Leap Africa (2009) encourages people in leadership positions to; 

 (a) Make a deliberate decision to change mindset and actions,

(b) Develop a personal code of conduct to clarify one’s mission, values, and principles and to link them with standards of conduct,

(c) Identify ethical people to hold them responsible and 

(d) Tap into a higher source of strength, usually faith.

In values-based leadership, however, I am inclined to say that the corporate, in this case, Public Service values, should take precedence over personal values to the extent that they reflect the best values of modern societies generally. In that regard, OECD (1998) Principles for Managing Ethics in the Public Services provide a framework on how to shape Public Service values.

	Principles for Managing Ethics in the Public Service

1. Ethical standards for Public Service should be clear.

2. Ethical standards should be reflected in the legal framework.

3. Ethical guidance should be available to Public servants.

4. Public servants should know their rights and obligations when exposing wrongdoing.

5. Political commitment to ethics should reinforce the ethical conduct of public servants.

6. The decision making process should be transparent and open to scrutiny.

7. There should be clear guidelines for interaction between the public and private sectors.

8. Managers should demonstrate and promote ethical conduct.

9. Management policies, procedures and practices should promote ethical conduct.

10. Public service conditions and management of human resources should promote ethical conduct.

11. Adequate accountability mechanisms should be in place within the public services.

12. Appropriate procedures and sanctions should exist to deal with misconduct.

Source: OECD 1998


Sometimes, the situation is compounded by the fact that there may not only be conflict between personal and corporate values but also increasingly, and sad to say, between general societal values and expected corporate norms. For example, everybody publicly frowns on political and bureaucratic corruption in Africa. It is expected that public administrators will act in accordance with standards of public trust. Yet, I know of many African Societies, my own country Ghana being no exception, where people in elected office and in senior public positions are expected and inordinately so, to put up mansions within two or so years after assuming office not to mention acquisition of other good things of life. Corruption, which in a sense is using public office for private gain may have its roots in societal expectations, norms and values. It is the job of values-based leaders not only to have good personal ethics, but as a group they are responsible for the institution of organizational values and implementing them. Overtime, they can also be major agents of societal transformation. 

Dilemmas of values-based leadership in the public service

Thus, in talking about values-based leadership in the public services, and especially how to encourage it which I will note soon, we must not be oblivious of the dilemmas of values-based leadership in the public services of African Countries including conflicts between:
· Professional ethics and personal interest

· Corporate interest (as the service assumes a life of its own) and public interest 

· The challenge of principal – agency relationship with elected officials whose interest often times is naked power and that in the short term.
These challenges means that much effort is required to build ethical leaders who will pioneer values-based leadership in the service, building on effort and achievements in other parts of the world and our own past.

Global perspective of values-based leaderships in public services

Time and my own limitation will not permit an in-depth study of efforts and achievements of values-based leadership around the world. 
My own observation as a public servant at national, Commonwealth and United Nations levels for three decades, plus almost a decade of training public servants in my country Ghana, as well as the limited research in preparing this address, has informed the following deductions with regards to global perspectives of values-based leadership. I will go over them briefly as a backdrop to our discussions of “elements of values-based leadership in the public service and the role professionalism can play in entrenching values-based leadership” (including transforming initial personal values). 
I will then summarize issues under an agenda towards values-based leadership in African public service. Having just retired as a public service leader, I will end with a personal testimony of challenges with regards to the practice of values-based leadership.

When it comes to values-based leadership in public service, the OECD countries are far advanced though the likes of Malaysian Public Service and that of Singapore have caught up, sometimes with innovative approaches such as web-based training in the case of the latter. Their services areas now undergirded by:

· Autonomy and neutrality of Public Service leadership. 

· Clarification of values of the service, including merit, avoidance of conflict of interest and professionalism.
· Formal codes of ethics.
· Mechanisms and institutions to uphold values.
· Deliberate selection, training and development of leaders for the service.
· Promotion of professionalism and “honour” among senior public servants.
On the continent, there are also some emerging good practices in countries such as Botswana and South Africa and I am proud to say when it comes to performance appraisal and merit-based system, Kenya is charting good course.
(a) Strategies for Leadership Development

In the OECD countries, it is now recognized that public sector leadership is a unique class of managerial leaders whose dedication to underlying values of public service have great impact on citizens’ wellbeing and good governance. Moreover, they are responsible for promoting institutional adaptations and are important guardians of public interest. While OECD countries are not monolithic in their approaches to service leadership development, the following trends are generally practiced. They:
· Define a competence profile of future leaders as in the UK, US and Canada.
· Identify and select potential leaders early.
· Encourage mentoring and training.
· Keep leadership development sustainable by allocating time to leadership development and linking incentive with performance (OECD 2007).
· Many of them have comprehensive leadership development strategies as in the United Kingdom and Norway.
· Some have set up institutions for leadership development as in the case of the National Council for Quality and Development of Sweden while other link existing management training to leadership development (OECD, 2007).
(b) Identification of Leaders for Targeted Development

There is a danger here, however, of excluding some good leaders when potential leaders are identified too early. For example, in Japan, the entry examination into the public service locks one into categories A, B, C and D public servants, with the A group the only ones likely to rise to be permanent secretaries and ambassadors. I think selection of people to be given exclusive training for leadership is best done at mid-career level. 
It is, however, important to recognize the role that training plays in producing values-based leadership. Those which identified leadership cadre and deliberately shape their attitudes, values and practices have better chance of producing values-based leadership who identify themselves as professionals. 
When it comes to values-based leadership competencies, the public service training in Africa is weakest. Service career preparation unduly focuses on policy analysis, formulation and implementation with little to zero content in terms of values and ethics. But, when it comes to values-based leadership attitude it is almost everything.
(c)  Building Values-Based Culture
The countries with progressive Public Services combine individual training with service cultures, when it comes to ethics and values. The later, is what the private sector calls corporate culture and in the public sector, institutional culture. Corporate culture is “the way we do things here”. You need a values-based culture in order to entrench values-based leadership. To the leader however, culture is not static. In fact leaders make culture.  On the one hand, the leader is impacted by the culture. Probably, the most challenging function of a leader is to transform cultures. Thus, leadership is not culture neutral. A major job of leadership is to change culture by identifying its dysfunctional elements and to reinforce positive ones. The leadership of the public service as a whole must be committed to values-based leadership and promote institutional values. This is where professionalism comes in.
(d) Embodying Values in Code of Ethics

While personal ethics are internalized principles that shape individual thinking, decision making and problem solving, Service after Service have found it useful to elaborate code of ethics and citizens charters.  Clear, simple and transparent codes not only stimulate values-based leadership, but also help to shape stakeholder’s expectation if published and forms part of national civic education. 

Once established, ethics are increasingly being emphasized in the training of senior public administrators. 
(e) Enforcing values in public service

It is one thing to have articulated ethics with clear values. It is another thing to implement them. Some countries have established organizations or Departments within the public service which are dedicated to overseeing service-wide values. The trend is to complement code of ethics with institutional mechanisms to promote values-based leadership in public service. The Office of Government Ethics (OGE) in the US is an example. The OGE is charged with the responsibility to train and investigate unethical behavior and apply appointed sanctions. The United States office of Government Ethics   (OGE) “interprets federal conflict of interest statutes, issues standards of conduct … publishes informal advisory opinion, receives financial disclosures, reviews the nomination of senior officials, trains government employees, and provides assistance  to agencies to administer their own ethics programmes as well as reviewing them” (F. Gary Davies, 2000). Other countries have sections of the main public service to do that while others entrust enforcement to either senior public servants or ombudsman. 
(f) The Role of Professionalism in promoting value-based leadership

Over the years it has been found that professional associations have played important role in promoting values among their members. This is because developing leaders does not guarantee that the leaders would not pursue group interest as opposed to national interest for example: The importance of professionalism is that professional bodies perform functions which are meant to shape the thinking, decisions, actions and practices of members namely:

· Professional training

· Code of ethics

· Certification 
· Discipline

· Pursuit of “honour”

The senior echelon of the public service will benefit from professionalism. However, in our part of the world, public service associations, Kenya Association of Public Administration and Management KAPAM included, tend to be more loose associations and few come near the marks of a professional association with rigorous criteria for membership, code of conduct and grades that mark professionalism progression. This is an area that KAPAM may want to be pioneer.

Towards the development of value-based leadership in the public service

It would seem that values-based leadership in public services in Africa would require special attention in terms of:

a. Selection of people for executive positions: Hitherto, not adequate emphasis has been placed on personal and corporate ethics in appointing people to high offices in public service. In most of the dynamic public service, there now exits a managerial leadership profile against which prospective leaders of the service are identified early and their training geared accordingly in terms of leadership competencies, values and attitudes.
b. Creation of an agency responsible for ethics and public service values: It is debatable whether besides the office of the ombudsman and analogous institutions there is a need for public service to have specific machinery to promote values-based actions and leadership as the Office of Government Ethics in the US. But, it is said in my language that “The community goat goes hungry” for everyone assumes it is fed. Whether a special institution or department is set up, it is important to have a formal mechanism in place to promote ethics, encourage values-based leadership, investigate unacceptable behavior and apply sanctions as necessary.
c. The need to emphasis professionalism and professional honor: Values-based leaders must be groomed, motivated and honored in the context of a professional association to produce values-based leaders.
d. Development of Management schools: The likes of GIMPA of Ghana and Kenya Institute of Administration have a lot to learn from their counterparts elsewhere in coming up with programmes that emphasis values-based leadership development. So far, the ethics and values content of the training of public servant leave much to be desired.

e. The role of the political elite: Given the principal-agency relationship between elected officials and public servants, building values-based leadership of the public service becomes easier and enhanced when the politicians support such development. The commitment of the leaders of Malaysia, Canada, UK, USA, Singapore etc to name a few examples, have been fundamental in shaping their “elite public services”.
Constitutions, codes of ethics, citizens chapters are inadequate when the above five factors are not operational. Having a special division to promote ethics and values or situating that in the leadership of the public service itself will depend on the culture.
A personal testimony

As some of you know, I retired as Rector of Ghana Institute of Management and Public Administration (GIMPA) 15 months ago, after a long career which started as a trained teacher for basic schools at age 19. I then became university lecturer (part time), public servant in Ghana for 12 years, before joining the Commonwealth Secretariat for 3 years. I moved on to the United Nations Development programme for 11½ years. I spent my last 9 years in Public Service as Director – General and later, Rector of GIMPA, the equivalent of KIA. So I have been a Public Servant all my life and apart from the few first years I have been a leader of one kind or the other in the public service.
I was in a sense fortunate because before I left teacher’s College at age 19½, I had accepted the Lord Jesus Christ as my Lord and Saviour and was quite grounded in Judeo-Christian ethics and morality and had even thought through the values of my culture early in life which few people do. For example, I knew that while culturally we respected elders and promoted hard work, when it comes to working for the government, different standards were expected and corruption was culturally condoned. 
Fortunately, the formal ethics and values of the public service I joined did not conflict with my personal values. Where conflicts arose and it did occasionally, was the personal ethics of my colleagues and supervisors, especially when I joined the managerial class where opportunity existed to approve contracts and decided on incentives for business in my case. I think four things guided me and saw me through those difficult times in practicing values-based leadership:
· At the personal level, I had clarified my values with respect to work ethic, corruption, and relationships, and I was willing to pay the price for what I believed in when I was not at the top. And I did pay some price.  On two occasions, my promotion was delayed for about 2 to 4 years because I dared to say a boss that they were wrong, in one case for treating a colleague unethically because of the person’s political affiliation. On two occasions, conflict of values was a major factor in changing jobs.
·  I was committed to building my competencies and contribute wherever I was among the top 10% if not 5%. I used to say that I have no godfather. But, I believe that beyond nepotism, old-school alliances, etc, even bad bosses want to keep the best 10% to make them look good.

· I was committed not to do anything I could not honestly explain to my family or if it appeared in the headlines in the papers the next morning, I would have to cover my head or face. That was tested in the last two years of my career when a powerful coalition of a private media, politicians and my council, joined senior members to blackmail me. They even sent me to High Court for allegedly not having been appointed to my position and professorship rightly. Yet, I could walk unashamed for 15 months before they were judged guilty on all counts.
· The fourth principle I held which I wander whether I could recommend to you, is that I took my work place as “my father’s business” and would confront anybody who knowingly behaved unethically. I did not accept “it is not your business” excuse.
Things became easier generally, as I moved up the corporate ladder and become the decision maker. For example, the transformation of GIMPA was possible, because I was a leader who held his values and would work for government institution on sound and business-like principles. Things went well until I got some Council members who were not values-based leaders and as I noted above, my last 2 years before retirement were not easy, to say the least. But I am proud to say that I may be among the few most respected people in my country.
Does it pay to be a values-based leader then? My answer is Yes! Yes!! Yes!!! Now that I am retired, it is most gratifying that:

i. No one has anything to censure about my work for 40 years. 
ii. That you can walk to anywhere one has worked, in my case, Ghana Investments

Promotion Centre, Commonwealth Secretariat, UNDP Headquarters, GIMPA  and you are accorded the greatest respect for the legacy you left some 30 years ago being used as reference point. 

iii. Professionally, I have no regret in having exercised values-based leadership.

iv. Most satisfying of all, people including the government, corporate world, etc, would

      come to me, only when they are looking for honest answers.
It pays to be a values-based leader and our people need, you to be so.

Conclusion

In leadership, you are asking others to follow you, trust you, sometimes over uncharted waters. When a leader lacks principles and values, subordinates suffer and lose direction. On the other hand, values-based leadership breeds credibility, makes it easy for others to respond and like transformational leaders everywhere whose values guide them, they produce impactful results.

Every Public Service would benefit from values-based leadership. The challenge is for us to work to build such leadership, not as an exception but as the norm in our Public Services.

Thank you.
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