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Introduction
Welcome to INR 142: Introduction to Public Administration! This is a two credit unit

course available for students in the undergraduate International Relations at the two
hundred level. The course provides an opportunity for students to acquire a detailed
knowledge and understanding of theory and practice of public administration.
Administration is a word that has a variety of meanings. To administer means to
combine efforts and perform a piece of work that cannot be performed by one person
for the attainment of defined objectives. In looking at public administration, the public
administrators have engaged in, we have both the theory and practical aspects.
Students who have gone through this course would be able to apply different
approaches in public administration to the implementation of public policies. Students
would also be expected to know the mainstream literature in public administration and
their discussion, and be able to apply approaches to case studies. An interesting concern
of the course is to introduce students to the distinction between public administration
and private administration. While both of them provide services, public administration
has multiple goals to achieve and private administration has only one goal, which is
profit making.

This course guide provides you with the necessary information about the contents of
the course and the materials you will need to be familiar with for a proper
understanding of the subject matter. It is designed to help you to get the best of the
course by enabling you to think productively about the principles underlying the issues
you study and the projects you execute in the course of your study and thereafter. It
also provides some guidance on the way to approach your tutor-marked assignments
(TMA). You will of course receive on-the-spot guidance from your tutorial classes, which
you are advised to approach with all seriousness.

Overall, this module will fill an important vacuum in the study of Public Administration,
especially as it is interested in knowing how the machinery of administration works,
how policies are formulated and implemented and how the bureaucracy works.
Students will acquire an understanding of and the skills to overcome the problems of
policy implementation and bureaucratic bottlenecks. They will also be able to apply
administrative approaches to real world events at all levels of government.
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Course Aims

The course aims of this course are to:

(i) Explicate the concept of public administration

(ii) Present an overview of approaches in to the study of public administration

(iii) Distinguish between public and private administrations

(iv) Understand the distinction between public administration and politics.

(v) Apply different approaches in public administration at various levels of
government.

Course Objectives

At the end of this course, you should be able to:

(i) Define administration in general and public administration in particular

(ii) Differentiate between classical and behavioural approaches

(iii) Identify and explain various approaches in administrative inquiry

(iv) Describe various theories in public administration

(v) Apply public administration approaches to real administration in public sectors
(vi) Identify and discuss types of policies

(vii) Elucidate the major distinctions in dominant approaches in public
administration

Working through the Course

| would advise you to carefully study each unit, beginning with this study guide,
especially since this course provides an opportunity for you to understand the major
approaches in public administration. Also make a habit of noting down any question you
have for tutorials. In addition, please try your hand at formulating or identifying theories
relevant to, and that can be applied to administrative inquiry.

Course Materials

1. Course guide
2. Study units
3. Textbooks

4,

Assignment file
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5. Presentation schedule.

Study Units

There are three modules in this course, and each module made up of four units. Overall
therefore, you will find a total of twelve units in this course. Some units may be longer
and/or more in depth than others, depending on the scope of the course that is in focus.
The three modules in the course are as follows:

Module 1 Public Administration: An Introduction

Unit 1 Definitions of Public Administration

Unit 2 General Introduction to the Studies of Pabli
Administration

Unit 3 Importance of Public Administration

Unit 4 Scope of Public Administration

Module 2 Basic practices of Public administration

Unit 1 Functioning in Public Administration

Unit 2 Methods of inquiry in Public Administratio

Unit 3 Civil Service

Unit 4 Development Administration

Module 3 Issues in Public Administration

Unit 1 Basic Concepts of Public Administration

Unit 2 Public issues in Administration

Unit 3 Practical issues in our society in Nigeria

Unit 4 Practical issues in the world

Each module is preceded with a listing of the unagstained in it, and a
table of contents, an introduction, a list of olijgs and the main content
in turn precedes each unit, including Self-Assesdgni&xercises (SAES).
At the end of each unit, you will find one or mofutor-Marked
Assignment (TMA) which you are expected to work @md submit for
marking.
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Textbooks and References

At the end of each unit, you will find a list oflegant reference materials
which you may yourself wish to consult as the nagdes, even though |
have made efforts to provide you with the most ingoat information you
need to pass this course. However, | would enceuyag, as a second year
student to cultivate the habit of consulting as ynaglevant materials as
you are able to within the time available to yow.plarticular, make sure
you consult whatever material you are advised ttsolh before attempting
any exercise.

Assessment

Two types of assessment are involved in the codbhsge Self-Assessment
Exercises (SAEs), and the Tutor-Marked Assessm&NA] questions.
Your answers to the SAEs are not meant to be stdumibut they are also
important since they give you an opportunity to eass your own
understanding of course content. Tutor-Marked Assignts (TMA) on the
other hand are to be carefully answered and kepbum assignment file for
submission and marking. This will count for 30%yofr total score in the
course.

Tutor Marked Assignment

At the end of every unit, you will find a Tutor-Mad Assignment which
you should answer as instructed and put in youigaseent file for
submission. However, this Course Guide does notagorany Tutor-
Marked Assignment question. The Tutor-Marked Assignt questions are
provided from Unit 1 of Module 1 to Unit 4 of ModuB.

Final Examination and Grading

The final examination for INR 222 will take two hsuand carry 70% of
the total course grade. The examination questialseflect the SAEs and
TMAs that you have already worked on. | advise yowpend the time
between your completion of the last unit and thaneixation revising the



COURSE GUIDE

INR 142

entire course. You will certainly find it helpfub talso review both your
SAEs and TMAs before the examination.

Course Marking Scheme

The following table sets out how the actual course marking is broken down.

Assessment

Marks

Four assignments (the best four
all the assignments submitted 1
marking).

éfour assignments, each marked
af 10%, but highest scoring thrge
selected, thus totalling 30%

out

Final Examination

70% of overall course score.

Total

100% of course score.

Course Overview Presentation Scheme

) . Week Assignment
Units Title of Work . .
Activity (End-of-Unit)
Course
Guide
Module1 | public Administration: An Introduction
Unit 1 Definitions of Public Administration Week 1 Assignment
) General Introduction to the Studies of Public )
Unit 2 o . Week 1 Assignment
Administration
Unit 3 Importance of Public Administration Week 2 Assignment
. . - . TMA 1 to be
Unit 4 Scope of Public Administration Week 3 .
submitted
Module 2 | Basic practices of Public administration
Unit 1 Functioning in Public Administration Week 3 Assignment 1
Unit 2 Methods of inquiry in public Administration Week 4 Assignment 1
Unit 3 Civil Service Week 4 Assignment 1
. - . TMA 2 to be
Unit 4 Development Administration Week 5 )
submitted
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) . Week Assignment
Units Title of Work . )
Activity (End-of-Unit)
Module 3 Issues in Public Administration
Unit 1 Basic Concepts of Public Administration Week 6 Assignment 1
Unit 2 Public issues in Administration Week 7 Assignment 1
Unit 3 Practical issues in our society in Nigeria Week 8 Assignment 1
) o . TMA 3 to be
Unit 4 Practical issues in the world Week 9 .
submitted
Revision Week 10
Examination Week 11
Total 11Weeks

What You Will Learn In the Course

Introduction to public administration provides you with the opportunity to gain a
mastery and an in -depth understanding of approaches in Public Administration. The
first module provides you with in-depth understanding of the concept of public
administration, scope and importance of the concept. The second module will provide
you with an understanding of basic practices of administration. The remaining Module
will also introduce you basic contemporary issues in public administration both within
Nigeria and the rest of the world.

What You Will Need for the Course

You may need to purchase one or two texts recommended as important for your
mastery of the course content. You need quality time in a study-friendly environment
every week. If you are computer-literate (which ideally you should be), you should be
prepared to visit recommended websites. You should also cultivate the habit of visiting
reputable physical libraries accessible to you.

Tutors and Tutorials

There are fifteen (15) hours of tutorials providedsupport of the course.
You will be notified of the dates and location bkse tutorials, together
with the name and phone number of your tutor ag s®oyou are allocated
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a tutorial group. Your tutor will mark and commennt your assignments,
and keep a close watch on your progress. Be susend in your tutor-

marked assignments promptly, and feel free to @biytaur tutor in case of
any difficulty with your self-assessment exercisgor-marked assignment
or the grading of an assignment. In any case, Isadyou to attend the
tutorials regularly and punctually. Always take ist lof such prepared
guestions to the tutorials and participate activelghe discussions.

Conclusion
In conclusion, all the features of this course guide have been designed to facilitate your

learning in order that you achieve the aims and objectives of the course. They include
the aims and objectives, course summary, course overview, Self Assessment Exercises
and study questions. You should ensure that you make maximum use of them in your
study to achieve maximum results.

Summary

INR 142: Introduction to Public Administration provides a theoretical foundation upon
which you will develop mastery in public administration. It is aimed at equipping you
with analytical skills for the understanding of theoretical approaches in public
administration. Administration is a word that has a variety of meanings. To administer
means to combine efforts to perform a task for the achievement of a defined goal.
Upon completing this course you should be able to explain the various approaches
employed in public administration, including their weaknesses and strengths. You will
also be able to apply these approaches to real life administrative phenomena. This
course assumes your prior level of understanding.

| wish you success with the course and hope that you will find it both interesting and
useful!

10
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UNIT 1 DEFINITION OF PUBLIC ADMINISTRATION
CONTENTS

1.0 Introduction
2.0 Objectives
3.0 Main content
3.1  Definition of Administration
3.2  Basic Administrative Principles
3.3  Administrative Theories
3.4  Definitions of Public Administration
4.0 Conclusion
5.0 Summary
6.0 Tutor — Marked Assignments
7.0 References / Further Readings

1.0 INTRODUCTION

Public administration may be considered both agld of action

and a field of study. As a field of action, pubdidministration refers
to the mechanics and structures through which gowent policies
are implemented. As a field of study or a disciplinpublic

administration refers to the academic disciplineclwhstudies the
mechanics and structures through which governnmepleiments its
programs. This later sense, as a field of studyy, atso be referred
to as a principle or a philosophy. The specifiaiéss that will be
examined in this unit include the definition of adistration,

administrative principles, administrative theorieand public
administration.

2.0 OBJECTIVES

It is expected that by the end of this unit, stusesthould endeavor
to:

15
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° Define and discuss the history of Administration

° Explain administrative principles

° Discuss administrative theories

° Define and list basic elements in public admimisbm

3.0 MAIN CONTENT
3.1 Definition of Administration

Administration is a universal concept and is aldo uaiversal
importance. According to Simon (1950), it is sa@ dommence
immediately two people agree to co-operate to uaklera task, for
instance, to move a stone which none of them careratone. Also
Nwosu (1985:3), noted that

Administration is inevitable in any given situatiomere a
piece of work has to be done, and this piece ofkwor
requires the effort of more than one person to mptish

it. We are involved in administrative behavior whee
co-operate with other people to accomplish such
objectives as erecting a community town hall,
constructing and managing schools, churches, taspit
vehicles, assembly plants.

Thus, Onuoha (1999) explains further that admiaigtn exists
whenever people cooperate to achieve the goalseaf groups, and
such achievements require planning, organizatioommnsand,
cooperation and control. It involves the mobilipati deployment
and direction of human and material resourcesttorathe specified
objectives. When viewed from this perspective, aisly

administration is rightly considered a very old armgobal

phenomenon, which exists, even in the most basmahnu group.
We may therefore define administration as a capdacitcoordinate
and execute many and often conflicting social detaan a single
organism so perfectly that they should all opeestea unit (Fayol,
1949). Increasingly, those definitions and explems, among

16
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others, point to the fact that administration isthb@ublic and
private.

Administration has a long history which dates baxckhe beginning
of the history of mankind, with research revealagministrative

tasks and practices since recorded history. Resesicarried out by
archaeologists and translators have revealed thag dack to the
time of ancient Egyptian dynasties, the ancienh€se Empire, the
ancient Greek city — states and Roman Empire, tiesbundant
evidence of impressive analysis with contemporatgniaistrative

tasks, merely by way of illustration, also the ga&hristian Church
also played a remarkable role in the emergencedofirastrative

practices. A Chinese administrative expert writimg 500 BC

remarked that:

Whoever pursues a business in this world must bave
system. A business which has attained success wtitho
a system does not exist. From Ministers and Geseral
down to the hundreds of craftsmen, every one anthe
has a system. Now, if we govern the empire or gelar
state without a system, we are not even less iggell
than a common craft man (Adebayo, 2004).

In our modern societies, various groups of peopenfall walks of
life are woven together in a complicated processathieve the
objectives of the organization. In both public anivate
establishments, large numbers of employees habe tsupervised,
coordinated and controlled. Thousands of workergsehto be
brought together and distributed for work among theious
departments of which the various organizations emenposed.
Workers are graded in different levels of authorftpm directors
and managers at the top to messengers and laladrére bottom.
Everyone has to be assigned his specific functio dhe
contribution of each must be towards the objectofabe whole.

17
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Self — Assessment Exercise 3.1

What is Administration? Discuss the history of adistration.

3.2 Basic characteristic of administration

Administrative practice is based on some known atteristics
namely:

Hierarchy: Organization form a chain of superiors rangirgrirthe
highest ranking to the lowest — ranking manager

Unity of command: Employees receive orders from one superior

Chain of command: organizations are divided into various but
functional sections, units, departments etc.

Span of Control: Employees are given authority and responsibility
that commensurate with their offices, which shooatd be more or
less.

Self — Assessment Exercise 3.2

Explain four basic principles of administration

3.3 Administrative Theories

Administrative theories are postulated to estaldtistv resources of
organizations can best be managed. Administratpgraaches are
broadly divided into Administrative Management, eific
Management, Bureaucratic Management and Humani&edat

Administrative Management

This theory was first formulated by Henry Fayolddater Luther
Gulick and Lyndall Urwick. The theory concentrates attempts to

18
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develop principles of administration which can bepled
everywhere. According to them, any administrativengple once
developed, should logically work in any kind of adrstrative
institution. Gulick and Urwick gave the disciplinef public
administration, the acronym POSDCORD which mearphg,
organizing, staffing, directing, coordinating, refgjog and
budgeting. According to Gulick and Urwick, POSDCORD
constitutes the key duties and functions of any iathtnator in an
organization. The acronym is criticized of havingeo—simplified
the work of an administrator. On their own partill sinder
Administrative Management theory, James D. Moon&y Allan C.
Reilay formulated the four principles of organimatiwhich are: the
coordinative principle; the scalar principle (hietacal structure);
functional principle (division of labour); and tls¢aff/line principle
(Onuaha, 1999).

Scientific Management

This theory was propounded by Frederick Taylor. Kbg tenet of

scientific management is that human beings arenatljio the

machine, thus the workers should be made as efticés the

machine they operated in order to achieve optimuwdycctivity and

efficiency. But human beings as adjunct of the nrazlcan only be
applied to the lower echelon of the organizatiohe Tweakness of
the technique lies in the fact that human beingshat machine, and
do not become activated like machines. Workersharean beings
with values which require that they be differenthgated in an
organization.

Bureaucratic Management

Bureaucratic theory was one of the earliest theasfeorganization.
It was formulated by Max Weber, who is fondly reést to as the
father of bureaucracy and bureaucratic theory. Atiog to Weber,
bureaucracy is hierarchical, and promotion basedbmmfessional

19



COURSE GUIDE INR 142

merit and skill. Bureaucracy is characterized byeea service,
which relies on and adopts rules and regulationst$ooperations.
The career professionals are guided by impersoeaktionship
among them, and between them and their clientelebé&d is
interested in learning how bureaucracy functionBy w functions
the way it does, and its possible effect on the levlsociety. Max
Weber’s thesis is that to understand organizatioe oeeds to
understand the procedures and activities of theawuaracy, since
bureaucracy gives meaning to organization.

Human Relations

Human relations theory is another method of stuglgirganizations.
The theory is reputed as being a reaction agagsiop as machine
concept of the scientific management school. Thedmrelations
theory of organization examines the informal woroup at the
assembly, that is, the line level. It tries to fioat what makes these
groups of workers work or refuse to work. The tlyettes to
establish what relationship exists between motivatand job
satisfaction, and how these affect efficiency amatpctivity in the
organization.

The formulation of the theory began with the eSoof Elton Mayo
in 1927. The study focused on relationship betweenkers and
managers, and among workers themselves. The deneldpof the
theory continued with the efforts of Abraham H. Néas in what is
today known as Maslow’s hierarchy of human needsslbv
perceived human desire to be based first on psggleal needs
which provide the foundation for the next greateséd, which is
security. These are followed by love or belonginesf esteem, and
finally self actualization. According to him, alhdse human needs
collectively determine productivity in any orgaripa.

Self — Assessment Exercise 3.3

Discuss four different approaches to the study dinistration

20
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3.4 Definition of Public Administration

Having understood the concept of administratios chiaracteristics,
and theories, it can be noted that when the corafegdministration
is qualified with the word ‘public’ it simply mearthe practice of
administration in a particular segment of the syci¢hat of the
public sector. Public administration is thereforevernmental
administration and operates in the particular splegrgovernment.
It is the machinery for implementing governmentipgl

Public administration is concerned with the stufih@v a country’s
administration is organized and how it functiongc8® it is the
machinery for implementing government policy, itldas that its
study must lead to the study of the most efficigays of organizing
the executive branch of government, its institidioand its
procedures.

Public administration is the machinery, as well tag integral
processes through which the government perfornfaiitstions. It is
a network of human relationships and associataditaes extending
from the government to the lowest paid and powsrleslividual
charged with keeping in daily touch with all restes, natural and
human, and all other aspects of the life of theetpavith which the
government is concerned. It is a system of rolesl aole
relationships that defines in as clear and prdoicaderms as
possible and in as much details as possible thentiohs and
programmes of government; the means available naligr and
externally to accomplish them; and finally, it isystem that causes
these intentions and programs to be realized ih lfea It is a
pattern of routinized activities, involving decisio— making,
planning, advising, coordination, negotiation, dbaton,
arbitration, command and data gathering, throughichvhthe
government carries out its responsibilities (Nn2003).

The significant elements in these definitions are:

21
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1. Cooperative group effort in public setting

2. It involves all the branches of government

3. There must be defined goals and objectives

4. There should be public policy

5. It distinguishes public administration from tharivate

administration
Self Assessment Exercise 3.4

Define and list the basic elements of Public Adstnation.

4.0 CONCLUSION

We have explained that public administration is avegnmental
administration or machinery for implementing puliclicy. Some
basic texts of renowned authorities are used ascesufor the
exercise. These sources coupled with ideas of ezb
administrative theorists have made our discusgiansh clearer.

5.0 SUMMARY

In this unit, we have dealt with the meaning anebties of public
administration by looking at the following aspecidefinition,

principles, theories, and structure of public adstration. We
learned that public administration is the machinasywell as the
internal process through which the government per$o its

functions.

6.0 TUTOR — MARKED ASSIGNMENTS

1. What is public administration?

22
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2. List and explain the major limitations of threkthe theories
of Administration.
3. State and explain two ways through which public

Administration is organized.
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UNIT 2 GENERAL INTRODUCTION TO THE STUDIES
OF PUBLIC ADMINISTRATION

CONTENTS

1.0 Introduction

2.0 Objectives

3.0 Main Content
3.1  The History of Public Administration
3.2 Public and Private Administration: Their difaces
3.3  Public and Private Administration: Their sianities
3.4  Qualities of a Public Administrator

4.0 Conclusion

5.0 Summary

6.0  Tutor — Marked Assignments

7.0 References / Further Readings

1.0 INTRODUCTION

Public administration is a broad discipline thaves a variety of
issues which touches on maximizing the use of scegsources to
satisfy human needs. The various issues that @iéixamined in this
unit include; introduce to you the studies of pakddministration;
the history of public administration; the distirmeti between public
administration and private administration, simii@as between
public and private administrations, and qualitiek a public

administrator.

2.0 OBJECTIVES

At the end of this unit students are required to:
* Discuss the history of public administration
° State the differences between private and public
administration

24
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®* Mention the similarities between private and public
administration
® List the qualities of a public administrator

3.0 MAIN CONTENT
3.1  The History of Public Administration

Public administration is not a creation of modemes. It has its
roots in history and dates back to the times of #reient
civilizations. It is on record that:

° Dating back to 462 B. C. Pericles, a renowned leade
ancient Greece, introduced a scheme for the corafiensof
officials, thus facilitating the continued partiain in
public administration by citizens who had to woikilg for
their living (Bury, n d).

®* The ancient Chinese Empire during the Han Dynaa®p,
BC, recognized the need to have a permanent body of
officials to implement government decisions.

®* Again about the year 120BC, the Chinese Prime Nénis
Kung — sun Hung, in a memorandum addressed tdtbad,
observed that the edicts and laws which were wriite
elegant classical style were often not understogdthe
officers whose duty it was to explain and interptfedm to
the people. He therefore recommended that exaroirsabe
held for the selection of men and that those whib $teown
the best knowledge should have the first preferemce
appointments to office requiring the use of the ttemn
language. His recommendation was adopted and maineed
beginning of the civil service examination.

° It is also of interest to note that in AD 219 theciant
Chinese had worked out a system of classifying ném

25
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nine grades according to their ability, knowledepgerience,
and character. This system was called Chung Chibagjs,
Impartial Judge, a forerunner of our present day service
commission (Shih, 1941)

Self Assessment Exercise 3.1
Discuss the history of public administration in therld

3.2 Differences between Public and Private Adminisations

In order to clearly discuss and understand theestibatter of
public administration and the basic issues involvedit, it is
important to identify the differences between puladministration
and business or private administration. Thus publ private
administrations differ concretely in a number ofpects.

1. The goals that both are expected to serve arereiite Since
their activities are guided by the nature of thgsals the nature
and organizational framework of these activitiee aound to
differ. Clearly the maximization of profit is theverriding goals
of private administration. All efforts must be clhafed in this
direction, and all obstacles to its accomplishmemist be
removed. The situation is quite different with pabl
administration in which the goal, in concrete ternss not as
clear — cut and single minded. Profit, social waedf national
prestige and political advantage are all to be midished
simultaneously. The public administrator must inédg them
with a lot less emphasis going to the profit motivan in private
administration. As a result of this mixing of godle public
administrator must be more cautious and take liskstihan his
private counterpart. He must be more diplomatic lasd single
— minded than the private administrator. He mustctate
more, negotiate more and consult more than in f&iva
administration before arriving at a decision.

26
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2. Related to this difference in goals is the diffenin the
assessment of the performance of these two adnaitiists. In
much of the work of public administration, it isffdiult, if not
impossible, to quantify the output or evaluate @&y the
activities of the administrators. For example, stdifficult to
quantify the performance of those engaged in diplmn
activities, and the implementation of educational ahealth
service programs. The situation is quite differenth private
administration. Here all inputs and outputs arelwatad in
monetary terms, particularly their relationshighe profit or loss
of the enterprise. This inability to compare perniance lies at
the heart of the incomparability of public and pie
administrations.

3. There is also a difference between the two types
administrations with respect to the span of adtigiwvith which
they deal. The activity of the private enterpris®@mne of a narrow
focus, of the concentration of attention and resesion one line
of activity. Such activities are usually econommccharacter, and
concern only one specialized or specific aspe&cohomic life.
Public administration concerns itself with at onsecial,
economic, cultural and political activities. The sudant
diffuseness of attention adversely affects not dhby time that
can be devoted to an in — depth examination of ilweous
aspects of the implementation of public progrants,also
hampers a clear definition of the programs theneselv

4. Unlike administrators in private administrationyicservants are
accountable to the public for every aspect of thefiicial
activities. They are subjected by the public teetatdled scrutiny
of their use of resources and the nature of pedioga of their
jobs. They face scrutiny by the press, legislattagpayers, the
traditional surveillance of the courts, and by ias groups and
political parties. Although private administrataee influenced
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by their public contacts, are subject to governnregulations
and maintain a vast public relations activity, thactivities are
still in general private in character. Their int@roperations are
to a large extent their own business, closed toptigic gaze.
The demands for public consultation and particgatin the

activities of public administration are growing #ie time due to
the increase in the number of pressure groups gedces that
demand attention and the right to be consulted. thAtse

demands impose constraints on the public admitidstia terms

of his/her originality, initiative and use of distion in the

exercise of his/her judgment. They also slow downgrocess of
public administration because of the time involvied these

consultations. Caution becomes an important vaRisk taking

is banished. And flexibility or adaptability is @idult to attain.

5. Both administrations differ in their structure okaision —
making. In private administration the ultimate demn — making
group is very small, limited to the board of dist of the
enterprise. In addition, members of this group havelirect
personal and concrete stake in the output of tlsnbes. Thus,
the smallness of size enables decisions to betedegtrictly to
the output, and for a result — oriented decisiobhgé@mphasized.
The ultimate decision — making group in the public
administration, the cabinet, is much larger thartha private
sector. It is, therefore, more unwieldy as a maatyirfor quick
action. Furthermore, its members are not personwakcs of the
public enterprise and, therefore, can be more \eakstracted
from the objectives of their decision — process.

6. The structure for the implementation of decisions public
administration is much more decentralized than nivape
administration. It consists of the various minesriof the civil
service. Therefore, much more than in private adstration
efficiency and effectiveness of the civil servicepdnds to a
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greater extent on the effectiveness of the mechanier
coordinating the activities of these decentralimads. This need
for coordination is much less compelling in private
administration where centralization prevails. Thus, public
administration, the lateral organization of actest around
functions is an important aspect of the overalicture of the
system. In private administration this lateral argation is
absent. All these functions are performed withire and the
same structure. This centralized arrangement eagesrunity of
command, greater flexibility in the allocation adspurces and
faster adaptation to changing conditions.

7. In public administration, officials are employedtilnetirement,
are promoted largely by seniority, and remuneratestandards
rates within fixed pay scales and promotion grad8sach
conditions of service sometimes do not bear mulztioaship to
performance since no matter how inefficient thecadf turns out
to be he is already in a particular grade and carglon until
retirement. In other words, he enjoys job secuBtycontrast, in
private administration an official can be relievefl his job
anytime his performance is deemed inadequate. sélay and
fringe benefits are usually high but job securigyabsent. The
consequence of this difference is that the priaateinistrator is
under greater pressure to keep his job than thesawant. He
is, therefore, likely to be more highly motivatddhn the latter.
Thus, public administration is much slower and maoedficient
than private administration because of its poorkwabits and
ethics.

8. The hiring and firing of workers in private adminégion is swift
and merciless. In public administration, it is slewd humane.
Consequently, private administration can move fagte the
organization of its activities than public adminggton. It can
quickly add or drop staff, as it deems necessargciaeve its
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objectives. Public administration does not enjois tkind of
flexibility.

9. Discipline is much harsher in private than in pabli
administration. This is essentially because thevapei sector
thrives on the exploitation of man by man. Profakds
precedence over human values. Although the comnditad work
are usually better than in the public they are mumbre
exploitative, considering what the worker produceselation to
what he gets as wages and social security. Ths,ptiblic
administrator is under much less pressure fromethierprise
than his private counterpart. He/she is, thereforere relaxed
with his/her work, and more likely to develop a itige non —
mercenary attitude to his/her work. Public servmétivates
feelings of patriotism that are vital for the oMesccess of the
society. The public servant develops a sense dicgation in
the history of his people in a very direct way. Stgositive
attitude is an asset to public administration tisadenied to
private administration (Nnoli, 2003)

Self Assessment Exercise 3.2
State the differences between public and privameimdtrations
3.3 Public and Private Administration: Their similarities

Public and private administrations have the sasserece. There are
therefore, similar in fundamental terms.

1. They are both designed to help those who wish tplament
their programs but are too few to do so. For pudtiministration
government is helped, whereas in private admiristrathe
owners of the enterprise, the board of directaseive the aid.
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Both administrations are guided by the goals their temployers
seek to achieve.

2. In their performance of their tasks both are higrenally
organized and operate with clearly spelt out prapoesiregarding
command, obedience, promotions, discipline and vethics.

3. Both administrations perform similar functions @ital gathering,
provision of advice on alternative policy optiomscruitment of
personnel, resource management, the advertizingtheir
activities, interest articulation and aggregatioand the
negotiation, conciliation, arbitration and settlernef disputes.

4. They are both a similar form of organization of mienthe
performance of these tasks and functions (Nno0b320

Self Assessment Exercise 3.3
Mention the similarities between public and privateninistrations

3.4  Qualities of a Public Administrator
A good administrator must possess the followinditjaa:

1. Tact: He must be tactful in dealing with his pafiti bosses. The
President or Governor, Minister or Commissioner tlas case
may be. An administrator must be efficient andliant and yet
there may be clamor for him to be moved somewhisea@n the
grounds that he usually puts up the backs of tas&ing with
him. When dealing with political bosses and membhzrghe
public, a top administrator should avoid being gamt,
pompous, or pedantic. This is equally importantnimuting, in
submission in the file, in correspondence, andsaugsion.
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2. Modesty: Administrators have a duty to brief thieasses, both
when they are alone together and when they areemptblic at
some meeting or conference. Such briefing, esppdia¢ ones
carried out in public, should be done as unobteligivas
possible.

3. Sense of Judgment: Another quality most essentialan
administrator is a fine sense of judgment. Everynaot of the
day an administrator is engaged on assignmentshwigiguire
evaluation, weighing of evidence, assessing degréesgency
on various public issues, and assessing the moddeanper of
those sections of the public which are clientshef department,
and which the department has to consult or takep int
consideration before arriving at decisions and {dating
policies.

4. Foresight: The Administrator should be able to ¢dast based on
his knowledge and experience, the probable consegseof
measures proposed for policy. He should, in additize able to
think of likely developments that may arise oves ttext year or
two. From his knowledge and accumulated experiemeehould
have the skill to deduce likely developments, giverset of
factors and circumstances.

5. Ability to Delegate: Another essential quality nesary in an
administrator is the ability to delegate work t@ Bubordinates.
It is a mark of poor administration for a top adisirator to seek
to handle by himself all the essential assignmentsthe
department. In the process, he will create a btk which will
cause endless delays, and he will ruin his owntlheal

Self Assessment Exercise 3.4

List the qualities of a public administrator

32



COURSE GUIDE INR 142

4.0 CONCLUSION

We have given a general introduction to the studypuablic
administration where key issues in the discipline discussed. The
understanding of these key issues will equip yourtdertake further
analysis of critical areas of administrative issué§e sourced our
materials from reputable works of experienced adstrators and
renowned scholars.

50 SUMMARY

Here, we have discussed key issues in public adtration with
emphasis on the following; the History of Public rAidistration,
differences between public and private adminigirgti their
similarities, and qualities of a public administnat Even though
public and private administrations are comparayiudfferent, yet,
they share some commonalities.

6.0 TUTOR MARKED ASSIGNMENTS

1. How did public administration emerge?

2. What are the qualities of a public administratoriacDss
three of them.

3. Discuss three differences and similarities of Rubli
Administration and private administration.
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1.0 INTRODUCTION

Public administration is a distinct field of adnstration, which is
very important for the success of any governmehts Ppeculiarity
arises out of the fact that public administratieran action part of
government, the means by which the purposes ands gofa
government are realized. Specific issues to be redvéere are:
absorption of the work of government, meeting thellenges of
government activities, implementation of governmelgcisions,
detaching of political activities from administragi work,

negotiation, conciliation and arbitration and conmication.

2.0 OBJECTIVES
It is intended that by the end of this unit, yoowsll be able to:
* Explain how public administration absorbs the botkwork
of government that covers various aspects of thego life.
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® Discuss the role of public administration in megtithe
challenges of continuous growth in size and compleaf
Government activities

° State how administration implement government decss

® Describe how public administration detaches padalitic
activities from administrative work

® Explain how public administration negotiate, coiaté¢ and
arbitrate conflicting interests in the society.

®* Mention the importance of communication in public
administration

3.0 MAIN CONTENT

3.1 Absorbing the work of governments

One of the identified importance of Public Admingdion is its

ability to absorb the work of governments. Therenwticeable

increase in the activities of government all over world. They deal
with:

1. Foreign governments at the same time as they wonmstsee
internal and external trade.

2. The industrial and agricultural growth of the caoyntthis
involves embarking on measures that will createoadacive
environment for both foreign and local investors

3. The health of the population by establishing spetsa and
general hospitals as well as clinics for tertissgcondary and
primary health care delivery and maintenance dfifi@s therein

4. Educational development through setting up of pruna
secondary, and tertiary as well as Universitieesgthe nation,
most significant is also the servicing of thesdiingons.

5. Provision of power: governments across the worldreha
demanding task of power generation which is the Wwire of all
the economic and social activities
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6. Defense: the task of ensuring both internal andreal security
remains one of the topmost activities of governmeeturity
challenges have increased over the years

7. Management of finance: aware of the vast needfi@fpublic
and the lean resources always at the disposal wérgments,
governments have the responsibilities of employaitgctive
measures for management of state resources

8. Encouragement of development in science and tecbwol
governments embark on measures aimed at encouraging
scientific and technological innovations

9. Promotion of sporting activities: Various sportiagtivities are
encouraged by the government to keep her citizeadthty and
entertain the populace (Nnoli, 2003)

It is not possible for a few ministers, chief exiaeiand his political
advisers, the legislator and the judges and matgstrwho make up
the three arms of government to be able to ddhald. Even if they
have the competence, they do not have enough tidesaergy to
take care of all these activities within the timecassary to satisfy
the population. They need the additional hands doumthe civil
service or public administration.

Self Assessment Exercise 3.1

Explain five areas in which public administratiossits in running
the government?

3.2 Meeting the challenges of Government activitse

Government activities have not only grown in sitteey have also
grown in complexity. And such a complexity demardierent
kinds of expertise for various activities. Thereforeven if
individuals in government have the time and endoggarry out all
their functions they will not have among themsehasne the
necessary expertise to go round their specializiitees. Thus,
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they need the variety of experts found in the publiministration
such as:

Teachers for managing educational institutions and
impacting  knowledge into students and pupil in hsuc
institutions

Doctors whose responsibilities are to save liveoubh
preventive and curative measures using the equisnmernhe
hospitals and clinics established by the government
Industrialists for sustaining the industries estdiad
Accountants, whose task is to keep proper recdrtisancial
dealings of governments in addition to working suiategies

of generating revenue for financing the activities
government

Engineers that invent, operate and maintain equipsnand
machines procured to serve various purposes in all
departments of government

Soldiers whose responsibility is to maintain batternal and
external security etc.

Members of government do not know everything; dmelytdo not
necessarily know more than everybody in their oweaaof
expertise. They need the help of experts and beiiteds.

Self Assessment Exercise 3.2

Discuss five key areas through which public adntiat®n help in
meeting up with the challenges of continuous growmtlsize and
complexity of government activities?

3.3 Implementation of government decisions

So many processes are involved in the making ampdemmentation
of government decisions that apart from the probtérhigh level
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expertise there is the problem of an intricatesion of labour that
must be solved.

1. There is the need for a clerk to file the letters,

Others to gather information,

3. Still others to ensure that the conditions of war& agreeable to
the civil servants,

4. Some to post letters, keep documents, write merdasagather
statistics, negotiate with individuals and grougrs] so on and so
forth.

N

It is not efficient for one individual to perform any of these
functions at the same time. Experience has showh riore is
produced or achieved under conditions of a divisstbrlabor than
under conditions where no such division of laboistx Therefore,
the demands of increased productivity, performaorcachievement
require a complex division of labor in which manyne people are
involved than those in government.

Self Assessment Exercise 3.3

State the ways through which division of labor ¢ead to increase
in productivity in public administration?

3.4  Detaching political activities from administraive work

Those in government are usually politicians who ehgwroved

themselves as experts in the manipulation of galifiorces.

1. Yet they have constantly to respond to politicagsures in their
effort to remain in power.

2. To fend off the challenges of political rivals.

Reward political friends.

4. Form new alliances and consolidate existing ones.

w
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Under these conditions they need to be assisteatti®srs who will
emphasize the management of natural and other ngolitical
resources, and ensure that the government’'s mameeof the
political resources does not severely damage theagament of
these other resources.

Public administration enables the government to agants non —
political resources and activities, an area in Whie politician is in
any case less technically qualified, leaving him/finee to attend to
his/her expert profession of political manipulatind intrigue, and
to be rest assured that his/her socio — econonugrams that are
often crucial for his political survival will notusfer.

Self Assessment Exercise 3.4

Describe how public administration detaches padalitactivities from
administrative functions.

3.5 Negotiation, Conciliation, and Arbitration

For a government to protect persons and propemynagviolence,
to collect taxes, and control traffic and healtizdrds, it must make
regulations. In order to settle disputes betweertigsa it must
conciliate and negotiate. In order to arrive aust jdecision when
faced with conflicting demands from opposing ingtse and
functions in the community, a government must batiocoally

engaged in balancing. This balancing involves chasons,

negotiation, and compromise. Then, of course, tiertbe equally
important obligation on the part of a governmernpriovide services.

From the foregoing, one can see certain uses ayzkgs from the
bedrock of the responsibilities of a government.edé include
regulating, conciliating, balancing, compromiseysm — providing.
Regulatory functions involve the making of rulesdamgulations
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and the issuing of policy directives. For the matiband effective
performance of these roles there must be prior nihan and

gathering of information and data. It will also becessary to hold
consultations with representatives of sectionalugso and to

reconcile conflicting interests and points of viedll. these tasks rest
on public administration. It is after these essdmgreliminaries have
been carried out that rules and regulations, arettives are issued
by government.

Self Assessment Exercise 3.5

Explain the importance of public administration nesolving the
conflicting interest of groups and individuals imation.

3.6 Communication

In public service, administrative officials perforen considerable
portion of their task through communication whidultl either be in
oral or in written forms. One of the hallmarks of administrator is
to develop the habit of communication by discussiotelephone
discussion, meetings and conferences, interviewls members of
the public and clients of the department. A goodl de achieved
through face — to — face discussion.

In spite of the obvious advantages of oral commatioa and
personal contact, it is inevitable that senior adfis have to
communicate frequently through the written word.efhhave to
write minutes in files, prepare memoranda and dspéeches for
their chief executives — the President, Governomidters, State
Commissioners, and Chairmen of statutory bodiesageacies.

®* Minutes are views, opinions, advice, informationy o
directives expressed in writing during the courkday — to —
day work in the office. They are usually enclosadpaper
jackets known as files. Each file bears a referenoaber by
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which it is easily identified. For the purpose afiyt
arrangement and easy reference, each file is divotea
single specific subject.

The decision to prepare the memorandum in a depattm
may originate directly from the Minister/ Commissers who
are the political heads of departments or the peema
secretary. A matter may have been subject of ceredidn in
the department and on which the Minister and hfgiafs
have exchanged minutes in the file, each one esingdis
own views as a result of the data and informatisseebled
on the issue. Matters may reach a stage at whelMihister
Is convinced that it is necessary to consult, mfar seek
approval of the Executive Council. At this stades Minister
will direct his permanent secretary to prepare amme
Alternatively, the process may be the reverse. Héignanent
Secretary and his subordinates may have been exaran
particular issue through the exchange of minutdkerfile. A
point may be reached at which an important issupotity
calls for determination and as he may prepare aanem

Public officials in the civil service, in the unnsgties, local
government service, statutory corporations, etey \aften
have to write speeches for their chief executividee chief
executive may be the President of the nation, tbree@or of
a state, the Vice Chancellor of a University, a ister of
State, a State Commissioner or the Chairman ohtatety
corporation or any governmental agency.

Self — Assessment Exercise 3.6
Mention the procedures through which senior offc@mmmunicate
through written communication in an organization.
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4.0 CONCLUSION

It has been ascertained that public administrasahe hub through
which social, political and economic developmeRketaplace within
a state. Indications are apt that through profesdiem,

administrative duties lean more towards nationakerast than
individual interest. Textbooks are the main sounrethe exercise;
ideas from various scholars have been employed.

5.0 SUMMARY

This unit dealt with the importance of public admsiration. An
important role of public administration is sustaipigovernment’s
work. Some of the areas highlighted in this undude; meeting the
challenges of continuous growth in size and compleof

government activities; implementation of governmelgcisions;
negotiation, conciliation and arbitration; and d&iag political

activities from administrative work.

6.0 TUTOR — MARKED ASSIGNMENTS

1. Explain how public administration supports governine
activities.

2. Discuss the ways through which public administratoeet the
challenges of continuous growth in size and complerf
governments activities

3. Describe the procedure through which public adriai®n
detach political activities from administrative st

7.0 REFERENCES/FURTHER READINGS
Nnoli, O. (2003)Jntroduction to Politics, Revised Second Edition,

Enugu: Pan African Center for Research and CorfRegolution
(PACREP)
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1.0 INTRODUCTION

Public administration has evolved over time, it pks/ed a key role
in the organization of the structures of governnaet its usefulness
to other disciplines cannot be overemphasized. hisattempts to
identify the critical areas that are the concern pidblic
administration. These include; organization of doer’ structure of
government, promotion of efficiency in the runniofjthe various
structures of government, public administration gmulitics, the
interdisciplinary nature, and its environment.

2.0 Objectives
At the successful completion of this unit, you expected to:

* Describe the organization of nations administrasiystems
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* Discuss the concept of efficiency with respect tabl
administration

* State the dichotomy between Politics and Adminiigtna

°* Examine Public Administration as an interdisciphy field
of study

* Describe the Environment of Public Administration

3.0 MAIN CONTENT
3.1 Organization

The study of public administration grew out of agress that the
machinery of government especially the executivanthn, its
institutions and its procedures has to be organiredhe most
efficient way. Thus, in the study of public admtragion, policy and
administration go hand in hand.
<« Policy is concerned with decisions as to what to do
< It lays down the broad objectives of what is tadbee.
< |t is concerned with the most efficient way of implenting
policy decided by the policy makers
<« At the same time administration is also concernath w
serving and assisting the policy — making process.
<« Policy is concerned with ends while administratios
concerned with means. But very often means do enfte
ends.

Self — Assessment Exercise 3.1

Describe the organization of public administration

3.2 Efficiency

It is sometimes assumed that public administrasamere conveyor

belt which mechanically executes the instructioassed to it by the
policy — makers. This view may have been likely enespecially in
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the early days when the tasks of government wene dad the
machinery required was simple.

As late as the mid — nineteenth century, Andrevksiai, President
of the United States, asserted that the tasks wérgment were
sufficiently simple that any person of intelligenceuld perform

them without preparation or training. Even in medémes when
the responsibility of government for social and remaic

development has assumed great magnitude and dereaadtng

standards of efficiency, the impression still pgissthat the functions
of public administration are not to be taken toocassly.

This erroneous impression is particularly true olumtries like
Nigeria which, for the most part of their politicatistence, had been
under foreign guidance, the generality of the putdgarded work in
the public service as hard work in the serviceooéiign overlords.

Public administration therefore grew out of awassnéhat the
machinery of government was inadequate and sometiwially

unsuitable to perform the functions of moderniziggvernment.
Notable among the policy makers who were quick ¢dice the
deficiencies in the government administration adithday and to
urge the need to improve the system was Woodrowadfvilin 1887,
when he was the Professor of Political Scienceaé Yh the USA,
he stressed the importance of studying the admaig institutions
of government. Woodrow Wilson stressed that thé& tafspublic

administration was to:

1. Strengthen the paths of government

2. Make its business less un — business — like

3. Strengthen and purify its organization

4. To crown its duties with dutifulness

Since Wilson’s time, many writers on public admirason, first in
the USA and in recent times in Britain and Eurdpgve sought to
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emphasize the importance of the concept of effigiem the
functions and processes of governmental administrgiAdebayo,
2004).

Self - Assessment Exercise 3.2
Discuss the various levels of efficiency in pul@aministration
3.3 Politics and Administration Dichotomy

The relationship between politics and administrat®often viewed
from two perspectives.

1. As being dichotomous

2. Both areas are not clearly distinct but intercotee.c

Perhaps the most notable exponent of the dichottmagis was
Woodrow Wilson. In an article written in 1887, heyaed that; the
policy of government ... will have no taint of offaddom about it. It
will not be the creation of permanent officials boft statesmen
whose responsibility to public opinion will be diteand inevitable
(Anifowose and Enemuo, 1999).

According to Leonard White, whose book is reputedé the first
devoted entirely to public administration, the gaheéhrust of the
field of public administration maintains that:

* Politics should not intrude on administration;

®* Management lends itself to scientific study;

* Public administration is capable of becoming a eaftee

science in its own right;

* The mission of administration is economy and edficly
However, there are other scholars who hold the sippwiewpoint
and have argued that there is no rigid distinctetween politics
and administration. One of the exponents of thisitmm, Paul
Appleby has remarked that, public administratiopaicy making —
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public administration is one of the numbers of bapblitical
processes by which people achieve and control govent
(Appleby, n d).

Since the beginning of the debate, some scholare bane on to
suggest that public administration is more part nohnagement
science than political science. Those scholars eptesstrong
theoretical reasons for choosing management witiphasis on
organization theory as the paradigm of public adstration.

Examples of scholars who advanced this viewpoie KEr M.

Henderson, J.G Marchand, and Herbert Simon, aid Thomson.
The entire trend of thought contained in the deltate been well
presented by one author who categorized the viewganto four
competing paradigms which began about 1900. Acogrdo the
author, the shifts began from about 1900 with tinst fphase of
school of thought ending at about 1926, during Whdate the
dichotomy between politics and administration wpbkeid.

The second paradigm 1927 — 1937 was the high nbontltodoxy

and prestige of public administration which was kedr by the

thoughts of Henri Fayol and Frederick Taylor. Thias the high

point of the administrative management school. @akate at this
time insisted on the existence of certain scientgrinciple of

administration which could be discovered, and adstriators would

be experts in their work if they learnt how to apfilose principles.
It was at this stage that PODCORB was introducetmopularized

(Nicholas, 1986). This period was followed closklya third school
of thought which produced scholars like Herbert &prRobert Dahl
and Dwight Waldo. These scholars argued that & mat feasible to
develop a universal principle of administrationeréh should be a
more human process of decision — making (Nichdla86).

The third school of thought coincided with the babeal period in
political science, 1950 — 1970, when public adntiatson focused
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on what became comparative and development admnaitigst.
Another name for this approach was cross — cultymablic
administration. According to Fred Riggs, one of theminent
authors at the time, the aim of comparative adrratien was to use
that field to strengthen public administration thedNicholas,
1986).

Close to the same period as comparative public m@dtration,
another paradigm evolved, 1956 — 1970, which ghifi¢tention
towards management science or administrative seierikhis
approach of looking at public administration oférechniques, at
times highly sophisticated, requiring expertise apdcialization. At
this time it was argued that instead of being pagolitical science,
public administration should remain in the areanwhnagement
science.

Self — Assessment Exercise 3.3
State the dichotomy between politics and admirtisina

3.4 Interdisciplinary

From public administration as management, the plisei moved to
what may be considered the present state of tiogotiiee — the new
public administration — 1970 to the present whiahpkasized that
public administration should be studied along wstience and
society. The new public administration reflects tiew interest in
the relationship between knowledge and power, oraay and
democracy, technology and management and technokgy
bureaucracy. Also the period is witnessing interigigary

programmes in science, technology and public poksyiphasis has
shifted away from the traditional concern for a#itcy,

effectiveness, budgeting and administrative teamsqto a new
public administration much aware of normative tlyegrhilosophy
and activism; thus the new questions it raises areethics, the
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development of the individual members in the orgaimon, the
relation of the client with the bureaucracy, anel tihoad problem of
urban growth, technology and violence (Nicholas36)9

In sum therefore, political science and manageraemtthe major

influences on the present stage of development oblip

administration. The present stage pays extra atend areas of

organization theory and information science, emgvas areas like

the state, local government, executive managenagiministrative

law, and all those questions which seek to exphduat the public

interest is in democracy and under a highly buresdiecset up that

is confronted by high technology. Accordingly, caeeas of the

present state of the study are:

(a) Environment of public administration (ecology)

(b) Quantitative methods, public budgeting and financia
management;

(c) Personnel administration

(d) Public policy environment

Self — Assessment Exercise
Examine the interdisciplinary posture of public adlistration

3.5 The Environment of Public Administration

Public administration exists in a peculiar sociecenomic and political
environment that affects its behavior and perforoean

1. It operates in an intense and pervasive politit@ogaphere. This is
natural since public administration is part andcphof the political
process. Although politicians in government tenélbsorb much of
the political pressures on government, enoughfgtérs through to
the public administration to significantly affectsiwork. For
example, public administrators cannot take accafmbnly the
technical and professional factors in their workey must integrate

50



COURSE GUIDE INR 142

them with political considerations that are oftenpredictable on a
day — to — day basis. Political considerations &yse an industrial
project to be embarked upon against all techniodl professional
wisdom. Yet, at the same time the government espedhe

administrator to use resources judiciously andplyaprofessional
expertise in the solution of national problems.

2. There is a widespread expectation of benefits frguomblic
administration at little or no cost to the citizérhis is particularly
the case in the ex — colonial countries of Africa &sia where there
IS a strong heritage of government involvement ianyn welfare
functions. A consequence of this great expectai®rthat the
populace is not eager to calculate or make alloeshar the cost of
providing these amenities. Thus, public administatmust walk the
tight rope of satisfying these popular demands Wittie or no
resources at their disposal.

3. The resources needed by public administration areiffuse and
dispersed that there is a serious problem of coatidin. The spatial
division of labour in the system is designed tghmlt but it creates
its own problems of coordination.

4. Associated with this diffuseness of resources &s dhfuseness of
roles necessary for public administration. Unlikerevate economic
enterprise where there is a single minded focusren project, the
objectives of even the ministries cannot be précidefined and,
therefore, neither can the roles necessary to gusimthem be
precisely defined.

5. Public administration takes place in the full glafehe public eye.
It is in a sense everyone’s business, and whabig nsome people
outside the civil service take this business sahourhey are ever
ready to proffer suggestions on how to performdsetio call for
more action, to criticize and identify weaknessed failures, and to
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make political capital out of such failures. Thusubjic

administrators are under constant public presgher attention is
divided; and they are distracted. Under such cardit efficiency
suffers. But this is a necessary sacrifice for thkies of freedom
and democracy. It is unthinkable that public adstmaition should
be a secret affair of the civil servants (NnoliD2n

Self Assessment Exercise 3.5
Describe the environment of public administration
4.0 CONCLUSION

Attention has been drawn on the scope of public iaidination
where diverse areas have been identified with tdmeept. Different
views of seasoned administrators and academichenatea have
been explored; this provides the major source fofrimation for our
discussion on the subject matter.

5.0 SUMMARY

We have discussed in this unit, the organization pofblic
administration, public administration and efficigngolitics and
administration dichotomy, the interdisciplinary fog of public
administration and the environment of public adstiition.

6.0 TUTOR — MARKED ASSIGNMENTS

1 How would you explain the relationship betweehgyoand
administration in your study of public administoat?

2. Why is public administration considered as an
interdisciplinary field of study?

3 How would you describe the environment of public

administration?
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1.0 INTRODUCTION

Public administration performs a variety of funaso which
complement the activities of the various branchegavernment.
This unit therefore will discuss the various funaos performed by
public administration. Among the roles highlightedunit are (a)
sustaining incumbent governments in power (b) miown of
employment (c) identification and management ofoueses (d)
provision of social welfare services to the popel&e) conducting
foreign affairs, and negotiation, conciliation amudbitration of
conflicting interest in the state.

2.0 OBJECTIVES
At the successful completion of this unit, you viaé able to:

* Describe how public administration sustains theumbent
government in power

®* Explain how public administration provides employme
opportunities
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° State the position of public administration in the
identification and management of state resources

® List the responsibilities of public administratiom the
provision of social welfare services to the popelac

® Mention how public administration conduct foreigfaas

* Discuss the role of public administration in negtg,
conciliating, and arbitrating the conflicting inést in the
society.

3.0 MAIN CONTENT
3.1  Sustaining the incumbent government in power

The most fundamental and important function of publ
administration is to maintain the incumbent govesntnin power.
This involves certain measures:

® Generating goodwill for the government from the onidy of
the population

® Maintaining the ruling class in control of stataner.

These primary and fundamental functions guide teofunctions.
They include:

® Advising the government on how best to implement
programs: On the bases of its long tradition anue&grnces
in handling resources and its store of data onyeaspect of
life of a society, public administration is in aryegood
position to advise the government on possible radtire
courses of actions and their implications for tlo@egnment
and society.

®* Public administration also performs the functiof o
informing the public at large about government pangs and
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what progress is being made to realize them. Tlaé ltgre is
to avoid any conflict between the people and theegument
arising from the people’s ignorance of what theagoment

Is doing, as well as to help generate support aad\will for
the government. The ministry of information usually
performs this function.

A complementary function of public administratianthat of
informing the government about the attitudes of pleeple,
including various groups in the society, towardsegament
policies and programs. Such information is ofteceassary
to enable the government to order or reorder iisriges.
The various field agencies of government ministréexi
departments often provide it.

Self — Assessment Exercise 3.1

Describe how public administration sustains an mmicent
government in power

3.2  Provision of employment

An important function of public administration iket provision of

employment for the population. This function candgoée crucial in

the ex — colonial societies of Asia and Africa wére government
is often the largest employer of labor. Most, it a8, of those thus
employed work within the public administration. Suemployment

opportunities include:

° National and Regional Ministries like education,alte,
science and technology, finance, information, spatéfense,
external affairs, interior, agriculture, industrig.e

® Public enterprises, such as agro - allied industrie
petrochemical companies, power generating companies
transport companies, mining industries, commurocati
companies, etc.
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®* Government agencies which include financial reguiat
agencies, import and export promotion bodies, gnaft,
agencies, human rights bodies etc.

* Educational and health institutions at the primaggondary
and tertiary levels

* Local government departments etc.

In this way the civil service is a source of theams of livelihood,
in the form of wages and salaries, for thousarfdsoti millions, of
the population.

Self — Assessment Exercise 3.2

Explain the ways through which public administratiprovides
employment opportunities.

3.3 Identification and Management of Resources

Another function of public administration is thaft identifying all
the resources available to the government fromiwviiis territory,
and managing these resources adequately. It iggokernment’s
bureaucracy that is responsible for conducting opesvising
surveys to assess the existence of:

<« Various minerals within the country
<« The unused agricultural potential of the nation

<« Resource endowment with respect to the organizatibn
industrial enterprises

<« The availability of the various categories of labmce and

<« The various resources that can be procured frorarmait
sources, as well as the prices for their procurémen
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The government bureaucracy not only identifiesladlse resources,
it also organizes the most profitable and usefut wfabringing them
into productive activity to the benefit of the ngi class in particular
and the population in general.

Such resource management has as its goal the tasisaring that
government programs are tailored to the resourcasaale to the
government, and to eliminate all waste in harngstiese resources
to the relevant government programs.

Self — Assessment Exercise 3.3

State three areas where public administration alentify and
effectively manage the resources of the state

3.4  Provision of social welfare services to the paface

Public administration is also very crucial in theganization and
provision of social welfare services to the popolat

° It is responsible in many countries for ensuringstant and
adequate supply of water, electricity, health caned
educational facilities.

® It is responsible for public works such as urbaw ather
road constructions.

®* The dredging of rivers, the building of port fatds,
irrigation facilities, the organization of faminelief when
necessary.

* sanitation, drainage facilities, the control ofsom and other
natural disasters.

* the payment of pension and other labor benefits
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In some countries it organizes the provision ofdnog, day
care facilities for pre — school children and pabli
transportation.

In this way public administration influences dilgdhe standard
of living and the life style of the people.

Other functions include

The planning of the nation’s economic life in botle short
term and the long term,

Taking care of the finances of the society, esjigcihe
balance — of — payment function or the foreign excje task.

It must gather and store all possible information every
aspect of national life and preserve important doents for
future use and scrutiny.

The practical details and the equitable and fag af the
instrument of justice, as well as law and ordee, also the
responsibility of public administration. Public amhistration
must ensure that the courts function smoothly ared reot
overloaded, that the prisons are not congested uor r
inhumanly, and that the law enforcement agenciesalact
arbitrarily.

In addition, the civil service must co ordinate dHe
multifarious activities of its various departmeatsl agencies
to ensure that they are not working at cross —que®.

Self — Assessment Exercise 3.4

List five welfare services that can be provided pyblic
administration to the general public.

3.5

Conducting Foreign Affairs
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In the field of international affairs, public adrstration must win
friends and influence peoples and nations for thentry. To do this:

A

It must portray the country in as favorable ligkt@ossible,
learn as much as possible about other countriegtiage
with them for the best possible advantage for ientry in
the procurement of external resources, and theupzazent
of the country’s domestic resources by foreign toes

It must operate to increase the number of the natiiends
and reduce the number and strength of its enemies.

It must act in such a way that the nation is ndijett to
foreign invasion, and if such an attack becomesitalle
that is has enough strength and foreign friendsetp ward it
off.

In the performance of this task it may have to niegm,
threaten, conciliate, arbitrate and settle disputesd by
liaising with the ministry of defense, the ministrfyexternal
affairs has the duty of protecting the independence
territorial integrity of the country. The ministrgf defense
additionally ensures that the internal challengethé power
and authority of the ruling class are crushed.

Self — Assessment Exercise 3.1

Mention five areas where public administration a@nduct the
foreign affairs of a nation

3.6

Negotiation, Conciliation, and Arbitration

In the course of its duties public administrationsinof necessity
come into contact with various interest groups political parties
with competing interests and programs that they hwihe

government to respond to. In some cases thesestseronflict with

one another.
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In its formulation and execution of public policliet government
bureaucracy may not necessarily confine itselfhesé expressed
and organized interests. It may articulate and eggge interests on
its own initiative in important areas where no et groups or
political parties have shown any interest, or ewdrere they have
shown interest.

Of course, its function in this regard is not liedtto the articulation
and aggregation of interests. It goes ahead toasbiivese interests
into policies in conformity with government progranBut before
this can be done public administration may firstilmeolved with
interested groups and parties in a protracted psooé negotiation,
conciliation, arbitration and settlement of dispute

This is a dramatic process when conflicts over darts of service
of the various sections of the working populatioe eoncerned, or
when the government wishes, for example, to correlprices of
foodstuffs.

Self — Assessment Exercise 3.6

Discuss two procedures that can be used by puthiigrastration in
articulating and aggregating the interests of imbligls and groups
in a state without rancor.

4.0 CONCLUSION

Public administration is seen here as a veritabtd for social,

political and economic development of a state. Sonp®ortant areas
are then put in perspective for discussion so astertain the level
to which public administration functions. Publicnaidistration has
continued to play a critical role in sustaining tgevernment in
power and providing essential public goods to tiieenry. While

different countries have different public admirasion, the basic
functions of public administration are performeddtlystates.
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5.0 SUMMARY

In summary, this unit has highlighted the variousndtions
performed by public administration. Although nothaxsted, we
have looked at the following functions: Sustenapicthe incumbent
government in power, Provision of Employment, ldgggtion and
Management of Resources, Provision of social wel&ervices to
the populace, Conducting Foreign Affairs, NegodiatiConciliation,
and Arbitration.

6.0TUTOR — MARKED

1. Explain how public administration can be used tmegate
employment opportunities by governments

2. List and explain four major ways of identifying anthnaging
resources through administrative setting.

3. State four processes through which administratitrectires
reconcile conflicting interest of groups and indwals in
embarking on development projects.

7.0 REFERENCES /FURTHER READINGS
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1.0 INTRODUCTION

Public administration has evolved and developed tuee, this has
been possible because of relentless investigatiohs issues
bothering on the improvement of the discipline. Mapnethods of
inquiry into the discipline that will be discussbkdre are historical
method, descriptive method, experimental methodyesumethod
and case study method.

At the successful completion of this unit, you dddee able to:
° Explain Historical Method
* Examine Descriptive Method
* Describe Experimental Method
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Discuss Survey Method

State Case study Method
Define Institutional Approach
Explain Comparative Approach

MAIN CONTENT
3.1 Historical Method of Inquiry in Public Administ ration

Historical sources may be classified into two magategories,
namely, documents and relics. Documents are usualiyten
whereas relics are generally archaeological oraggodl remains
such as tools and utensils. Relics are not writkr. instance, a
letter written by President Goodluck Jonathan wdidda document
from the standpoint of the information it contaimgt would be a
relic from the standpoint of spelling errors oreaatlaspects which are
not part of what Jonathan intended to transmit. Agnthe various
documentary sources are:
1. Official records, minutes of meetings, committeparts and
legal documents
2. Institutional records, attendance rolls, univerbityetins
3. Memoirs, biographies, diaries, personal lettergkisoon the
philosophy of a known scholar, and so on.

Historical sources can further be classified intamary and
secondary sources;
®* Primary sources are data provided by actual withesthe
incident in question.
® Secondary sources of data come from a middlemanast®
between the original withess and the present coasum

Secondary data are subject to an inherent dangenagturacy.
Whenever evidence is transmitted form one individoanother, it
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tends to become distorted. Occasionally secondawyces have
been so carelessly compiled that they are in ajoateof unverified
hearsay or rumor. For this reason, reliable hiat@rirely as much as
possible on primary sources, using secondary ssumdy as
hypotheses to bridge the gaps between the varieasgpof primary
data, and at times the historian may have to relysecondary
sources. He must bear in mind the limitationswfhsdata. In the
event that numerous gaps in the primary sourceechis over —
reliance on secondary source, he should refram fttempting the
study at all.

Self — Assessment Exercise 3.1
Explain historical method of inquiry in public admstration

3.2  Descriptive Method

Descriptive method is concerned with the collectddrdata for the
purpose of describing and interpreting existingdibons, prevailing
practices, beliefs, attitudes and ongoing prodesscriptive inquiry
is that investigation which specifies the naturggyioen phenomena.
The specification can be simple or it can be cooapéid. The
importance of descriptive inquiry in public admingion as well as
other fields of educational endeavor clearly impl@mplexity of
phenomena. The need for systematic ways of tellingt a situation
iIs, means that the situation is no longer simgleah no longer be
understood directly and without synthesis.

Descriptive inquiry gives a picture of a situation a population.
Any consideration of phenomena generally beginsh wat full
understanding of the phenomena. Accurate desanpti@re
imperative for making a wide range of policy demis. For example
the Nigerian department of labour makes detailedvests of
unemployment; these attempt to describe unemploynmenhe
Nigerian economy for the purpose of knowing what situation is.
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Such surveys provide the basis for eliciting pdssipolicies
considered and those ultimately accepted as atrekthe inquiry,
represent value decisions. While the research rfgadimay have
been useful, it cannot be concluded that the @diviere determined
scientifically.

Descriptive inquiry is basic for all types of resdain assessing the
situation as a prerequisite to inferences and @déimations. While
descriptive inquiry is a prerequisite for findingsavers to questions,
it is not in itself sufficiently comprehensive taopide answers.
Descriptive inquiry cannot establish cause andceffelationships.
From description the investigator cannot deduceclosively the
cause of the phenomena or predict what the futbemng@mena will
be. Descriptive inquiry using the same design dahespecified
periods of time can, indeed, show trends in desongrom which
hypotheses can be gleaned and later tested undaroled
experimental conditions.

Self — Assessment Exercise 3.2

Explain the basic assumptions of the descriptivéhods of inquiry
in public administration.

3.3  Experimental method
The steps of experimental method are essentihlbset of the
scientific method. They may be outlined as follows:

1. Selecting and defining the problem: The problemgrzable
to experimentation generally should be convertet ia
hypothesis. This hypothesis can be verified ortesflby the
experimental data. The variables to be investigatemild be
defined in operational terms.

2. Reviewing the related literature: This shows how phnesent
research fits into the scheme of things. It surtbgsresearch
previously done on the problem and evaluates whet t
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research has and has not accomplished in solvengrttblem
currently under study. Thus in this review, theesesh
should point out very carefully the similaritiesdanmore
importantly, the differences between that reseant his
current study. In order to do this effectively, tfesearcher
must do more than consider the findings as theyeperted.

He must examine the findings critically in light dhe
research methodology, the specific procedure ereplothe
control, the sampling and the measuring instrumesesl.
Drawing up the experimental design: This sectioousth
place primary emphasis on the question of control,
randomization, and replication and should include a
clarification of such basic aspects of the designhe place
and duration of the experiment. It is generally isdble to
conduct a pilot study because of the complexity aof
experiment in order to ensure the adequacy of éisegd.
Defining the population: It is important to definte
population precisely so that there can be no questbout
the population to which the conclusions are to appl
Conducting the study: It is important here to ihsis close
adherence to plans, especially as they relateedaittors of
control, randomization, and replication. The durmatof the
experiment should be such that the variable under
investigation is given adequate time to promotengka that
can be evaluated and to insulate the influence uah s
extraneous factors as novelty.

Assessing the outcomes: Careful consideration imeigfiven

to the selection of the criterion on the basis dfic the
results are to be assessed, for the efficienchetkperiment
depends largely on the fairness of the critericedus

Analyzing and interpreting the results: The redearcis
concerned with the operation of the factors under
investigation. He must be especially sensitive twe t
possibility that the results of his/her study artis®ugh the
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operation of uncontrolled extraneous factors. Tésearcher
must further insulate at a given probability leviie
possibility that the experimental findings are siynphe
results of chance. In no other area of researtheisieed for
competence in statistical procedures so clearlicated as in
the analysis of experimental data as the basishir valid
interpretation.

8. Drawing up conclusions: the conclusions of the wtonist be
based on the findings of the study. Care must kentaot to
over — generalize the results obtained. The realdts pertain
only to the conditions under which they were defivand,
since control may have distorted the natural diunatcare
must be taken to restrict the conclusions to theditimns
actually present in the experiment.

9. Reporting the result: The study must be reporteslificient
detail so that the reader can make an intelligedginent as
to its validity (Fisher, 1957)

Self — Assessment Exercise 3.3
Describe experimental research

3.4  Survey Method

The survey method is interested in the accuratesaggent of the
characteristics of whole populations of people. yOnhrely,

however, do survey researchers study whole popualatihey
normally study samples drawn from populations. Fronese
samples, the researcher infers the characteristicthe defined
population or universe. The study of sample fromcWwhnferences
about population can be drawn is needed becaute dfifficulties

of attempting to study whole populations. Randomm@as often
furnish the same information as a census at mus$ dest, with
greater efficiency sometimes, greater accuracy.
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Sample surveys attempt to determine the incidedis&jbution, and
interrelations among sociological and psychologicadriables.
Survey research focuses on people, the vital fattseople, and
their beliefs, opinions, attitudes, motivations ddhavior.

Surveys are particularly versatile and practicapeeially for the
administrator, in that they indentify present caiotis and point to
present needs. Surveys do not make the decisionsthe
administrator, but they can provide him with inf@ton on which
to base sound decisions.

Surveys can be conveniently classified by the foilhg methods of
obtaining information: personal interview, mail gtiennaire, panel,
telephone and controlled observation. Of these, paesonal
interview far overshadows the others as the mostepol and
useful tool of social scientific survey researclts@a, 2005)

Self — Assessment Exercise 3.4
Discuss survey research

3.5 Case Study Method

Case study has a long history in social scienczarel and has been
used extensively in public administration more esgby in the area
of motivation. For example both Freud and Piaggpically used
case studies to develop their theories. Criticigntheir techniques
damaged the case study approach, but the increasegptance of
gualitative research and in particular, participaoéervation has, as
corollary, revived the acceptability of the casglgt

The case study can either be quantitative or @iz, or even a
combination of both due to the constraints of aEanof one or a
single unit being studied. With the restrictionsatthbrings for
statistical inference, most case studies lie wittive realm of
qualitative methodology. Case study is used to gair- depth
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understanding replete with meaning for the subjémtusing on
process rather than outcome, on discovery ratlaer ¢bnfirmation.

Case study must involve the collection of very exiee data to
produce an understanding of the entity being studighallow
studies will not make any contribution to admirasitre knowledge
(Osuala, 2005).

Self Assessment Exercise 3.5

State the importance of case study as one of tlikaahe of inquiry
in public administration.

3.6 Institutional Approach

This is the earliest approach to the study of gowemtal
administration. It was largely based on the leg@hts and
obligations of government. The approach tended ngphasize
formal relationships and separation of powers antbegthree tiers
of government — legislature, executive and judiciddnder this
approach, generalizations were often based upoyssmaf formal
organization practices and the constitutional datieg of authority
and responsibility to the three arms of governmdétualicy and
administration were often dichotomized, with thesuamption that
the role of administrators was almost entirely aoed to merely
carrying out policy designed by the formal politicarms of
government (Onah, 2005).

Self — Assessment Exercise 3.6

What is the basis of analysis under institutionmdraach?

3.7 Comparative Approach
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This approach owns its development to comparatoéiqgs. The

Second World War marked the development of comparat

approach among academic studies of public admaisir. This

development was as a result of the following:

* The creation of several new international orgaroznast

®* The United States volunteered to assist in prorgo#oonomic
recovery programmes in Europe and the Far East

* Western countries led by USA developed programnesdoand
technical assistance to benefit the Asian and Africountries
that became independent from the late 1940s throhg950s
and 1960s.

®* The concern of some public administration scholaith the
search for a science of public administration

As a result of the reasons stated above, many Aarerpublic

administrators and some academic experts of thaptire were

sent to foreign countries in the late 1950s eitherassist in
administering economic programmes or as technicglerts to

strengthen the public administration institutions ssme of the
newly independent countries. From their concrefgeernces this
experts discovered that the existing assumptions pablic

administration elaborated in USA were inapplicalolehe realities
of the foreign countries. The first efforts by soofdhese experts to
compare notes on the subject took place at theecemie on
comparative public administration held at Princetoril952. This
conference therefore gave birth to the comparawagroach to the
study of public administration (Adamolekun, 1983).

Self — Assessment Exercise 3.7

Explain the basic issues that were responsibititytie development
comparative approach to public administration
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4.0 CONCLUSION

This unit has outlined and discussed the variouhoaks of inquires

used in public administration. The discussions shmat the success
in the administrative work depends to a large extenthe efficient

method of gathering and applying the informatiomaious levels.

5.0 SUMMARY

This unit considered the following approaches fascdssion;
Historical Method, Descriptive Method, Experiment®ethod,
Survey Method, Case study Method, The InstitutioApproach,
and Comparative Approach. It discussed their thawle
assumptions, usefulness and weaknesses as a madgquof in
public administration.

6.0 TUTOR — MARKED ASSIGNMENTS
Differentiate between institutional and comparaaypgroaches.

7.0 REFERENCES/FURTHER READINGS

Adamolekun, L. (1983Public Administration: A Nigerian and
Comparative Perspectivélew York, Longman Ltd.

Fisher, R. A (1957The Designs of Experimentgyndon: Oliver
and Boyd

Jones, T. (1971¢onducting Political ResearciNew York: Harper
and Row Publishers

Onah, R. C (2005public AdministrationNsukka: Great AP
Express Publishers Ltd.

Osuala, E. C (2003ntroduction to Research Methodologhhe

73



COURSE GUIDE

INR 142

Millennium Edition, Enugu: Cheston Agency Ltd

74



COURSE GUIDE INR 142

UNIT 3 CIVIL SERVICE
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3.2 Principles of Civil Service
3.3  Control of the Civil Service
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1.0 INTRODUCTION

An understanding of the nature of Civil Serviceaisociety is very
vital for the study of the administrative practiadssuch place. Civil
Service is the hub through which public administaivork centers
on. Important areas considered for discussion aexghe definition
and functions, principles, control of civil servicthe new civil
service in Nigeria and civil service in Nigeria,808to 1988.

2.0 OBJECTIVES
It is intended that by the end of this unit, yoowsld be able to:

* Define and list the functions of Civil Service

® Mention various principles of civil service

* Describe the control of civil service

* Examine the colonial/First Republic Civil ServiceNigeria
* Discuss New Civil Service in Nigeria

* Examine Civil Service in Nigeria, 1980 to 1988

75



COURSE GUIDE INR 142

* Examine civil service reform under Obasanjo 192967
3.0 MAIN CONTENT

3.1 Definition and Functions

Civil service is the body that normally functiongttwthe executive
arm of government comprising of men and women wbiostitute
the permanent staff of the departments of goverhmEmey are
professional administrators. Sometimes they aremgdy refered to
as public service.

Functions of the Civil Service

I Conversion of policies that have been formulated thg
cabinet into action

. Enforcement of laws enacted by the legislature

ii. Provision of expert advice on either positive @yative
implications of policies intended to be formulatday
government

\2 Planning, organization and supervision

V. Advice on measures of improving the quality of it
citizens and making government more efficient

Vi. Ensuring continuity of government in spite of chasg
Self — Assessment Exercise 3.1

Define and state the functions of the Civil Ser@ice

3.2  Principles of Civil Service

Civil service has some guiding principles in disgag its duties,
these principles include:
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I Political Neutrality: The first principle guiding hé
performance of the public service is political mality. By
this we mean that a public officer does not becamelved
in partisan politics. He serves the governmenhefday with
dedication. If that government is replaced by aeotine, he
serves the new government with the same degreeyafty
and dedication. He does not allow his personal sidw
interfere with his performance of his functions.

. Impartiality: Similar to political neutrality, theivil servant
serves all members of the public to the best ofbity. He
does not favour anyone. He does not belong to afitigal
party or faction, at least, not openly.

ii. Anonymity: In an effort to protect the neutralitynca
impartiality of civil servants, they are made teeagte behind
the glare of publicity. They advise their ministeasid
political executives but they do not make open artipan
speeches. The ministers and politicians make sudiicp
statements and defend programmes. Anonymity extémds
the actual operations of the service. Decisionsrakre
regarded as the decision of all. Everybody is rasjde for
it. This is the principle of collective responsityilwhich also
ensures the neutrality of any particular individual

V. Permanence: Governments come and go but the emilce
remains. Public officers are not changed each theee is a
change in government. As long as they do their vpodperly
and do not commit any crime, their tenure of offise
guaranteed.

V. Merit and Achievement: Another principle of theitservice
is that recruitment into the service is based omitm&his
means that certain standards and educational igaélins
are set, and only those who satisfy them are ceresidfor
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employment. This is different from some traditiosgktems
where sons succeed their fathers automaticallyaddition,
under civil service rules, promotions are basednamit and
achievement and not on patronage or favor by aajoelf
(Leo and Oyewole, 1988)

Self — Assessment Exercise 3.2

Mention the principles of civil service

3.3

Control of the Civil Service

Any organization where people operate without lavesitrolling
their actions will be vulnerable to anarchy. To idvdhis, an
elaborate network of rules and regulations govém liehavior of
civil servants. These are divisible into internad @xternal controls:

The internal control includes:

®* The general orders: These are the body of regakatrzhich

outline the conditions of service and responsibsitof public

officers. Closely related to this is the Finandidtructions

which prescribes the procedures for the colleatibspending

of public funds. It is important to note that ciggrvants are
expected to pass examinations on the General Oadepsrt
of their knowledge and experience

Control by the Ministry of Establishments: This Nitny
deals largely with all matters affecting the coiws of
service of public officers. Its regulations affeali other
ministries, and thus it can guarantee uniform sieshdn
matters such as grading incremental credits ammhso

Control within the Hierarchy: Each Ministry is haechically
structured with the Permanent Secretary being teradl
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supervisor of the ministry. He can discipline thaseler him

in many ways. For minor offences, the officer mag b
cautioned. In more serious cases, a query maysbedsand

in the most serious cases, a disciplinary commitiag be set
up, or the matter may be sent to the Public Service
Commission for investigation and necessary punisttime

The external control of civil service

There are other mechanisms outside the civil semilgsich exercise
some control on the service:

® Control by parliament: The Legislature authorizeads for

various ministries and departments. Through this/groof

the purse, it could review the performance of tHeers to

see whether or not they have carried out governpeities.

If a department has failed to perform satisfacgothe budget
for it may be cut.

Control by administrative courts: Tribunals or Rabl
Complaints Commission. By whatever names they alled;
these are institutions set up to ensure that pulfficers are
above board in the performance of their dutiesz@its who
feel that an officer has not performed well canrapph a
tribunal or complaints commission for redress. Such
complaints are investigated and recommendationsemasl
the public becomes more aware, the kind of cordrarcise

by tribunals and public complaints commission e lcome
more important.

Control by the Court: In case of gross abuse oiceffan
officer will be handed over to the court for neeegs
disciplinary action.

Self — Assessment Exercise 3.3

Describe the ways through which civil servants lsarcontrolled
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3.4  The Colonial / First Republic Civil Service inNigeria

The civil service in Nigeria during the colonialaeand the first
republic was organized along the lines of the 8mitCivil Service
with four main classes — the Administrative, thee€ixtive, Clerical
and Manipulative Classes.

These four classes used to operate as if there wetertight
compartments. It was difficult for a civil servaist move from one
class to a higher one. The Administrative class thashighest and
most prestigious and people used to call them #mos service.
People in this class worked closely with the pabitins in advisory
capacity.

The members of the administrative class were usityegraduates
with good degrees who in addition passed the ecgraraminations
and interviews. The entry qualifications for thénat levels were
lower, so are the salaries and benefits. Thessadgzovide needed
supporting services to the Administrative class.

Self - Assessment Exercise 3.4
Examine the colonial/ First Republic Civil serviceNigeria
3.5 The New Civil Service in Nigeria

The new civil service in Nigeria marked a departofr¢he old rigid
system to a more flexible and result oriented sgysteor example,
following the Udoji Commission Report of 1974, thederal
Government of Nigeria decided to abolish the folasses. In its
place a unified grading system was introduced.ebtof having
classes, the jobs in the public service were gréaed level 1 to 17.
The highest positions were 17 while the lowest werdll public

officers and jobs were fitted into this unified &ys.

The merit of this new system is that a good offiwéo starts his/her
career on level 1 can move up to any level higtglihn carry him.
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This was an improvement over the old system undactwit was
impossible to move from the Clerical to the Admirasive level.

The new system enables everybody to be in the sanifeed
structure and merit and efficiency can carry onthéohighest levels
(Adebayo, 2004).

Self — Assessment Exercise 3.5
Discuss the new Civil Service in Nigeria
3.6  Civil Service in Nigeria, 1980 to 1988

In Nigeria, during the four years of the Second ikdig, we seem to
have adopted an amalgam of the American and thesiB&ystems.
Even though we operated a presidential system wérgoment, we

had Permanent Secretaries whose positions weractrrdécognized
by the Constitution. Indeed, the Constitution dism them as
Chief Executives in the Ministries or Departmemntsaddition to

other departmental heads in a ministry. The fudaxh to some

degree of uncertainty, as to what the relativesrglere between the
Minister/ Commissioner and his Permanent Secretary this in

turn led to conflicts in the departments.

In some of the governments in the federation, ethe@ere sharp
disagreements between Ministers/Commissioners armeir t
Permanent Secretaries. The Ministers/ Commissipo@raissuming
office, approached their task with the assumptiat since Nigeria
had embraced the presidential system of governrttesre were the
Chief Executives of the departments in every resgeds a sound
and reasonable assumption. The permanent secsetani¢he other
hand were trained to operate on laid — down rules regulations,
and until these were changed or modified, the PeemiaSecretaries
went by such regulations. Thus the existing Civierdce

Commission Regulations delegated to Permanent taee® certain
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powers of appointment, promotion and discipline tapa certain
level in the Civil Service.

The Financial Instructions and Public Administrativaw made the
Permanent Secretary the Accounting officer of higidlry and the
General Orders gave the Permanent Secretary, asl Héa
Department, responsible over a great number ofopesd matters,
for example approval of vocation leave and mattaiating to

discipline, promotion and development of staffiie tlepartment.

Self — Assessment Exercise 3.6

Examine the Nigerian civil service from 1980 to 898

3.7  Civil Service Reforms under Obasanjo 1999 ta0R7
Obansanjo’s reforms centered on the following atspec

1. Anti — Corruption, Transparency and AccountabiliBorruption
remained an intractable problem that constraineceldpment
efforts in Nigeria. On assumption of office, Chi€lusegun
Obansanjo, observed that the time - tested appraach
conducting government business had degeneratedidio an
extent that the Public Service were abandonedraiine to sheer
ignorance or for selfish reasons (Ekpenkhio, 200Bhe
President emphasized that transparency in Governmen
Procedures was necessary to usher in a great andmity
economy to ensure a just and egalitarian sociehe feform
programme focuses on specific measures to curbumoon,
improve transparency, and accountability in the dowmh of
government business.

2. Monetization of Fringe Benefits: As part of its @t to reduce
the cost of governance and ensure efficiency inoues
allocation, the Federal government decided to mbmethe
fringe benefits of public servants. The fringe He#seto be
monetized where residential accommodation, furaitur
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allowance, utility allowance, domestic servant @almce, motor
vehicle loan, medical allowance and entertainmboivance.

3. The Pension Reform Act 2004: The Pension Reform cache
into existence in 2004 the main objectives of tlue Were to:

a) Ensure that every pensioner who worked in eitherRhbblic
Service of the Federation, Federal Capital Teryitand the
Private Sector receives his retirement benefitara when
due;

b) Assists improvident individuals by ensuring thagytisave in
order to cater for their livelihood during old aayed;

c) Establish a uniform set of rules/regulations arahdards to
the administration and payments of retirement benfr the
public service of the federation, Federal Capitalritory and
the Private Sector (Ezeani, 2005)

Self — Assessment Exercise 3.7
Examine Civil Service Reform under Obasanjo1990G72
40 CONCLUSION

We have discussed civil service in Nigeria. We aipd how civil
service is a veritable factor for the developmdre country. The
civil service has witnessed various reforms from @olonial/First
Republic to the reforms during Obasanjo’s civilejuhe essence has
been to reposition and equip the civil service dfficient service
delivery.

5.0 SUMMARY

We have in this unit treated definition of publidnainistration,
functions of Civil Service, principles of civil sece, the control of
civil service, the colonial/First Republic Civil &&ce in Nigeria,
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New Civil Service in Nigeria and Civil Service inidgéria, 1980 to
1988.

6.0 TUTOR -MARKED ASSIGNMENTS

1. What is civil service?
2. List the principles of civil service
3. Describe the New Civil Service in Nigeria, 19801288
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1.0 INTRODUCTION

Since its inception, traditional public adminisioat has been
characterized by insurmountable problems which arhoto
bureaucratic bottlenecks. This situation does najua well for
development. Of course, the worst hit is the Dewelgp Nations
who are still grappling with providing the basiccessities of life.
Development administration is therefore a new cphdesigned to
overcome these obstacles. This unit therefore feitus on the
definition of development administration, theoriasd traditional
and new public administration

2.0 OBJECTIVES

At the end of this unit, you are expected to:

* Define development administration

° State the theories of development administration

* Examine traditional and new public administration

* Mention the obstacles of development administration
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3.0 MAIN CONTENT

3.1 DEFINITION

Development administration is concerned with plapsjicies,
programmes and projects which focus on nation mglénd socio-
economic development. It aims to achieve socio-ecoa goals
through the talents and expertise of bureaucrats.

Development administration focuses on the reswoltbe achieved
rather than the traditionalist view of strict addrese to rules and
hierarchy. Strict adherence to rules creates reagdn delay and
procrastination.

1. Development per se is oriented towards change desined
direction. Thus, development administratiorcienge oriented
and rejects status quo.

2. Every development functions havegaal to be achieved. i.e.
economic development has the goal to improve tladitguof life
such as better literacy rate, life expectancy asduction in
poverty

3. For the goals to be achieved, to relate the meangnts,
planning and temporal dimension is a salient feature. Fiann
aids in deciding the resources required for thd,gba time in
which it needs to achieve.

4. Development administration has amovative dimension; it is
flexible enough to design new methods, procedupedicies
which would save time, increase effectiveness aradity.

5. Administrators under this concept are required éocbmmitted
to the policies, plans and programmes. Thexmitment is not
necessarily to the political parties, who enacesphblicies but to
the values that an administrator should upheld is/hir
profession.

6. Development is ultimately aimed to tpeople hence it should
accord primacy to the public the administrationudtidoe client
oriented.

7. For the development functions to be effective aodif to be
people oriented,participation of people is emphasized in
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formulating plans, implementation and sharing thendiits
derived. Thus Development administration shouldusoomn
"planning with people" rather than "planning foropé&". It
should be people centered rather than productiotecsd. i.e.
not in maximizing production, goods and servicestbuaddress
the needs of people, empower people.

Development administration has two concepts adtnatisn of
development and administrative development. Adrhigise
development is increasing and improving the capeasl of
administrative system. It involves modernization asfministrative
structure, capabilities of personnel, attitudinaid abehavioral
changes among the administrators.

Self — assessment exercise 3.1

What is Development Administration?

3.2 THEORIES

New Public Administration is particularly relevaotthe developing
nations where qualitative transformation of pulasministration is
needed.

1. Public Choice Theory

Vincent Ostrom, an advocate of Public Choice Theangwed
bureaucrats as preferring self-interest to pubhiteriest. Public
Choice School views the citizen as the ultimate re®uof
administrative power because he/she is considese@ aational
consumer of public goods and services. Public Ghdschool
developed the “Theory of Administrative Egoism”,cading to
which bureaucrats, in general, are self-aggrandiaed whose
interests are antithetical to public interest.

2. System Theory
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Biographical and autobiographical writings on adstmators and
reminiscences of former administrators are closehated to the
‘historical approach’ to the study of Public Adnstration. The
chief contributor of the System Analysis is Herb&imon. The
systems analysis identifies the basic unit of thstesn to be the
‘individual’ (not the sub-system) Sub-systems atgnamic’ in the
sense that they undergo continuous change as kb oésuteraction
with other sub-systems within the system. The temministrative
lag’ connotes the imbalance between aspirationgpanfdrmance of
administration. This is a major obstacle for depetent in the third
world nations.

3 Fusion Approach

The Scientific Management Theory of Frederick W.yloa
emphasized ‘standardization’ and ‘cooperation’. lduer,
according to Taylor, the duty of enforcing the atitmp of standards
and of enforcing the cooperation rests with the agament alone.
In Fusion Approach — the interests of organizat®rfused with
those of the workers. Individual workers are coesd as important
as the organization itself. Classical theory arelftuman Relations
theory are considered anti-polar. But, the goalbaih the theories
are same, and thus concerned with economy, eftigiand use of
scientific methods in organization (Rodman, n.d)

Self — Assessment Exercise 3.2
State the various theories of Development Admiaigin

3.3 TRADITIONAL AND NEW PUBLIC
ADMINISTRATION

Herbert Simon widened the scope of Public Admiaistn by
relating it to psychology, sociology, economics aaditical science.
There are basically four problems confronting publi
Administration, viz:

1. Inadequate funds
2. Uncertainty and confusion over the status ofdikeipline
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3. Institutional shortcomings; and
4. Lack of interaction between scholars and adnmatisrs.

New Public Administration emphasised four factorslevance,
values, change and social equity. Under the taiti Public

Administration, there was a mismatch between thmplsuof public

administration and the demand of the people. ThotnghPublic

Administration functioned well, it failed to solibe contemporary
problems. Hence, the New Public Administration dedeml that
there should be relevance between Public Admiristraand the
contemporary social problems. Traditional Publicnistration

emphasized value-neutrality. For example, both dod poor will

be treated equally without any favour for one sidewever, New
Public Administration championed the cause of tisadlvantaged
sections in society and openly sided with them.sTltuemphasized
value factor in administration. New Public Admington

specifically emphasized that the basic functioradministration is
to distribute the resources in such a way as taaedhe economic
and social inequalities. This is to maintain soeiglity. New Public
Administration has attacked the traditional concepinaintaining

status quo (same status) and advocated innovatmclenge.

Self — Assessment Exercise 3.3

What are the differences between the traditional aew public
administration?

3.4 Obstacles to Development Administration

The obstacles to development administration areynzand varied
and interconnected, but we might usefully discimsnt under four
headings: (1) shortages of skills and tools (2)fialifties of

organization and structure (3) political difficels and (4) cultural
and attitude barriers.

1. Shortages of skills and tools

a) There is a shortage of trained personnel, whicthésmost
obvious and widely noted difficulty in development
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administration. The shortage generally affectslalels of
administration, but is particularly acute with redjato
'support administration’, e.. middle- and lower-echelon
personnel, and local administrators. One experstaed that
ten people are needed for 'support administratwnefery
one person at the top.

An additional problem is that the emerging nationigrest in
foreign affairs absorbs many of their skilled pep@nd this
further reduces the number available for developnesks,
Secondly, there is a great waste of the limitedniathat is
available for administration. There are often langenbers of
skilled people in administration, but with the wgoskills.,
e.g, people who studied liberal arts or law (Treglition of
the amateur 'generalist' dies hard,) These subjkaise
prestige but little usefulness., and thus many new
administrators are in effect untrained. Much of tigit kind
of training is wasted because trainees seek otbek or get
no chance to use their skill. New schools andtunsts for the
teaching of public administration are often proddtor both
students and teachers, for those people who caspaed
from their work, i, e, the least useful.

Another aspect or consequence of the shortagersbipeel is
the rapid turnover in individual positions, as Edl men are
shifted around from one position to another. Sorhét s
voluntary, and due to the lack of uniform systenmspay,
classification, and advancement. But most of & relic of by
gone days of the generalist administrator, when one
administrative job was not basically different framy other,
and when frequent rotation could broaden the géntsa
outlook. "But today, when specialized experiendesatime
to acquire, frequent transfers or transfers totmrs where
there is no opportunity to use scarce skills, temeggravate
the acute shortage of experienced managerial Iglaiger
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Moreover, because of frequent shifts in, or lack sbéff, it
has not been unusual to find projects languishingewen
abandoned.”

d) The skill lacking is not merely advanced economic o
administrative expertise, but simple office skillling
systems, internal communications, trained stendugmey
clerks, accountants, etc. Without the ability tegarve and
organize internal records, an administration is anor less
amnesiac. Yet training institutions often teach aasbed
concepts and techniques borrowed from advancedtireesin
philosophical bases of administration, human reftet)
computer technology etc., and neglect the 'nutsdaitd'.

e) Elementary statistical data are often unreliablagrentary,
or non-existent.

2. Difficulties of organization and structure

There are problems involved in the location of tleatral planning
agency in the over-all governmental structure. Eaicthe several
possible arrangements has its own hazards; all nplgn
responsibilities can be concentrated in a cabisd ministry of
planning. Planning units can be established in Nheistry of

Finance or in the Ministry of Economic Affairs. Andependent
planning commission can be established, perhaps &sakistan,
located in and responsible to the Office of thes®lent or the
Commission may constitute a cabinet committee campmf the
interested ministers (finance, economic affairkola, education,
agriculture, etc.). The essential problem is caratbon., In

Jamaica, the Department of Housing was planningusihg project
on the same land which the Ministry of Agricultuvas preparing to
flood for an irrigation project. In Madagascar, f@istry charged
with repairing a highway after the Ministry of Tetenmunications
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had placed telephone cables underground, repalredhighway
before the Ministry of Telecommunications had ltid cables:

Co-ordination has at least two major aspects: dmation of the
several departmental objectives in one over-alarzzed plan, and
co-ordination of planning, financing, and executi@ne source of
problems is that these two requirements are to se&@xtent

incompatible. On the one hand, coordination of dapental

objectives seems to require a planning unit inddeenh of any
particular ministry.

3. Political difficulties

The wvulnerability of developing administrations tpolitical
vicissitudes is due to the fact that these buresigs politically
engage themselves to a far greater degree thahareounterparts
in advanced countries. That is, the bureaucracy nuymerely be
an arm of the executive, but the executive - in-ficmay be the
only body in the society capable of formulatingatlesocial and
political goals. If the legislature is feeble (a@soiften the case), the
bureaucracy may be the arena of political struggieng interest
groups, or may become an interest group itselfirglitself with the
ruling oligarchy. In fact (to look at this from aher point of view),
it is usually desired that the bureaucracy go bdyis specialized
mechanical functions and become an active pronaftdre political
goal of change.

4. Cultural and attitude barriers

Because of the bureaucracy's significant politiod¢ in developing
societies, the bureaucracy's adjustment to thes tatklevelopment
is crucial. The ingrained conservatism of mostefse bureaucracies
thus becomes a major obstacle. Development requaas
administration mobilized for transformation not fomere
‘administering’. But bureaucracies, like any esthkd institutions,
tend to prefer stability and continuity; staff @ges tend to imbue a
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code of behaviour that emphasizes rules and rautidaiversities,
though more autonomous than staff colleges may s enore
stubbornly resistant to change in their approatihésining.

Cultural factors can be among the most deep-robimdiers to
modernization and they have their particularly austrative
manifestations, Plans may fail to be implementedootake root
because the new institutions or patterns of belaviare
incompatible with tradition. For example, mass edion violates
the tenets of a caste system. Resistance to chaldee formidable
whether the incompatibility is real or imagined (Mfston, 1964;
Riggs, 1956; Stone, 1964)

Self — Assessment Exercise 3.4

Mention the various obstacles of Development Adstration

4.0 CONCLUSION

In this unit, Development Administration has beegers as an
attempt to fashion out administrative system thdt meet the
development needs of the third world nations dewdithe rigidity
of traditional administrative practices. Developm&aministration
places more emphasis on results rather than rigategures.
However, this mode of administration has inhereeaknesses such
as shortages of skills and tools; difficulties afyanization and
structure; political difficulties and; cultural amdtitude barriers.

5.0 SUMMARY

The relevance of the traditional public administnat to the
developing nations facing socio — economic chaksngand
development challenges has been disputed. Develdpme
administration, because of its flexibility and fgcwon nation
building, and socio — economic development is bedtéted for the
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developing nations. Development administration $&sumore on
the result to be achieved than on the roles andepoes.
Essentially, it is change — oriented, people — ereat, goal —
centered, innovative, participatory based and cdtachi

6.0  Tutor — Marked Assignments

1. What is Development Administration? Explain theain
elements in the definition.

2. State and examine the various theories of Dewedmt
Administration

3. What would you consider as the main obstacles of

Development Administration?
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INTRODUCTION

Like other disciplines in social sciences, publdmanistration has
some peculiar concepts which are often employedafualytical
purposes. Some of the concepts that will be dssdisn this unit
are bureaucracy, organization, chief executive thedenvironment
of public administration

2.0

OBJECTIVES

By the end of this unit you are expected to:

3.0

3.1

Define bureaucracy and list its features

Discuss the concept of organization

Explain the responsibilities of chief executive
Describe the environment of public administration

MAIN CONTENT

Bureaucracy
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The term bureaucracy is often heard and used inexdion with the
conduct of public affairs and the activities of pabofficials in
particular. What exactly is the meaning of the t2rm

No clear definition has been given of bureaucrd@ntthat of the

eminent German sociologist, Max Weber, accordinigina

The fully developed bureaucratic mechanism
compares with other organizations exactly as does t
machines with the non - mechanical modes of
production. Precision, speed, unambiguity, knowéedg
of the files, continuity, discretion, unity, strict
subordination, reduction of friction and of matéria
and personal costs — these are raised to the aptimu
point in the strictly bureaucratic administration Its
specific nature develops the more perfectly theemor
bureaucracy is dehumanized the more completely it
succeeds in eliminating from official business;dp
hatred, and all purely personal irrational and
emotional elements which escape calculation (Weber,
1947).

In order to qualify as a bureaucratic organizatidax Weber

specifies the following eight requirements which amganization

must meet:

1. The regular activities required for the purpose tife
bureaucratically governed structure are distriburea fixed way
as official duties.

2. A specified sphere of competence has been markeas gfart of
a systematic division of labor.

3. The official is subject to strict and systematisajpline and
control in the conduct of his office.

4. All operations are governed by a consistent systérabstract
rules ... and consist in the application of thesegub particular
cases.
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5. The organization of offices follows the principles hierarchy;
that is, each lower office is under the control angervision of a
higher one.

6. Officials are subject to authority only with respeo their
impersonal official obligations.

7. Candidates are selected on the basis of technicaifigations.
In the most rational case, this is tested by exatiuns or
guaranteed by diplomas certifying technical tragnior both.
They are appointed, not selected.

8. Being a bureaucratic official constitute a care€here is a
system of promotions according to seniority or¢hiavement or
both (Weber, 1947).

In conclusion, it is important to note that whilerbaucracy has
inherent elements that make its processes ofterbersome and
distasteful to its public clients, yet it is indeapsable and indeed an
instrument for the achievement of efficiency in dlhrge
organizations. It is concerned with the most efiti means of
planning and control, and the fact that these m®E® are often
misused and abused by inefficient, corrupt, antlxitn officials is
not a case for the total condemnation of bureayc(é@cebayo,
2004)

Self Assessment Exercise 3.5

Define bureaucracy and list characteristics of aeaucratic
organization

3.2  Organization
Organization is defined in many ways and each d&fintries to
reflect a particular perspective which scholars pad@bout

organizations. One of such definitions views orgation as a highly
rationalized and impersonal integration of a langember of
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specialists cooperating to achieve some announcecifip
objectives. Another definition sees organization aasystem of
consciously coordinated personal activities or dsrof two or more
persons.

The various definitions help to identify some conmmo
characteristics of organizations.

1. Organizations are purposeful, complex human caollest

2. They are characterized by secondary (or impersonal)
relationship;

They have specialized limited goals

They are characterized by sustained cooperatiwatggt

They are integrated within a larger social system;

They provide services and products to their envirent;

They are dependent on exchanges with their envieotym

In relation to public organizations, they draw thetsources
(taxes and legitimacy) from the polity and are rtetdd by the
institutions of the state

O NGOk

If we carefully examine these characteristics, tjoaytly reproduce
what may be referred to as working universal pples of
organizations. They are three in number:

1. There must be division of labor

2. There must be identification of the services ofdbéhority

3. There must be establishment of relationships.

Self — Assessment Exercise3.2

Discuss organization
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3.3  Chief Executive

In developing his fourteen principles of managemeétdnri Fayol
identified Unity of Command as one of his princgldo him, that
principle simply means one man one superior, Fayplained in
another principle, the principle of Authority thame man will have
the right to give orders. He further warned thahatity should not
be considered without reference to responsibiltg. noted again
under his Unity of Direction the one man as supédread will have
one plan for a group of activities with the samgeotives.

The principles have been widely applied to admiatgin at various
forms of modern organization. In modern organizatjdhe one man
with authority and responsibilities of all the adies in an

organization is referred to as the chief executieplaining more
about the chief executive, Corson and Harris ndked the chief
executive should be responsible for decision — nggkplanning of
work to be done, formulating objectives and goatslgishing and
reviewing organization’s policies and programs,eding and

supervising employees, exercising control on otlh@portant

activities of an organization.

The functions of chief executives vary from orgatizn and from
time to time; but essentially the same list of nggal duties is
performed by executives at all levels of administea
responsibility. Every administrator or chief exeeeat spends
considerable portion of his time in conversatiotsrespondence,
conferences and interviews. The task of a chietatkee have been
viewed by many as sets of functions only perforrmed rare field
atmosphere and on a grandiose scale, as mainlylerrapd most
intricate activities requiring great intellectuabpacity. It can
however be denied that the task of administratiequires only
qualities and attributes of the highest orders ithierefore important
to recognize the fact that administration does cwthprise solely
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actions of great magnitude. It is the simple ad agMdifficult, every
day decision and acts which in the aggregate be@aimenistration.

The efficient executives are those who realize they must relieve
themselves of the less important work and devoteertime to such
administrative functions as planning and coordoratwhich they
cannot afford to delegate. As has been popularlyowkn
constructive thinking is most likely to occur whire executive has
mastered the art of unhurried management (Adel20@4)

Self — Assessment Exercise 3.3
Explain the concept of Chief Executive
3.4 The Environment of Public Administration

Public administration exists in a particular soeiceconomic and
political environment that affects its behavior grtformance.

1. It operates in an intense and pervasive politit@ogaphere. This is
natural since public administration is part andcphpof the political
process. Although politicians in government tenébbsorb much of
the political pressures on government, enoughfgtérs through to
the public administration to significantly affectsiwork. For
example, public administrators cannot take accafmbnly the
technical and professional factors in their workey must integrate
them with political considerations that are oftempredictable on a
day — to — day basis. Political considerations ic&yse an industrial
project to be embarked upon against all techniodl professional
wisdom. Yet, at the same time the government expedhe
administrator to use resources judiciously andplyaprofessional
expertise in the solution of national problems.

2. There is a widespread expectation of benefits freuomblic
administration at little or no cost to the citizérhis is particularly
the case in the ex — colonial countries of Africa &sia where there
IS a strong heritage of government involvement ianyn welfare
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functions. A consequence of this great expectai®rthat the
populace is not eager to calculate or make alloeshar the cost of
providing these amenities. Thus, public administisatmust walk the
tight rope of satisfying these popular demands Wittie or no

resources at their disposal.

3. The resources needed by public administration areiffuse and
dispersed that there is a serious problem of coatidin. The spatial
division of labour in the system is designed tqohmlt but it creates
its own problems of coordination

4. Associated with this diffuseness of resources & dtifuseness of
roles necessary for public administration. Unlikerivate economic
enterprise where there is a single minded focusren project, the
objectives of even the ministries cannot be précidefined and,
therefore, neither can the roles necessary to gucsimthem be
precisely defined.

5. All of these problems of the diffuseness of resesrand roles are
the consequence of the very wide attention spanctwipublic
administration must maintain. It is involved in s@ny areas of the
life of a society and in so many activities thatcuerlap of several
areas of these activities is inevitable. But sucloeerlap leads to a
blurring of roles with negative consequences fdicieihcy, for
example, through the wastage of resources duegiicdtion.

6. Public administration takes place in the full glafehe public eye.
It is in a sense everyone’s business, and whabig nsome people
outside the civil service take this business sahourhey are ever
ready to proffer suggestions on how to performdsetio call for
more action, to criticize and identify weaknessed failures, and to
make political capital out of such failures. Thusubjic
administrators are under constant public presghesr attention is
divided; and they are distracted. Under such candit efficiency
suffers. But this is a necessary sacrifice for thkies of freedom
and democracy. It is unthinkable that public adstmition should
be a secret affair of the civil servants.
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7. Public administration, however, takes place unaeddions of job
security for the civil servants. In the light othconstant exposure
to contact with the public and the consequent puditicism, this
job security has some positive effect on the camtiynof policy. It
prevents precipitous actions from being taken agjaiivil servants
on the basis of public complaints some of which rhaypolitically
motivated and many of which may be the result ofagk of
understanding of the various government regulati@s the other
hand job security may enable incompetent civil @Bty to continue
in office to the detriment of the effectiveness @ublic
administration.

8. Finally, public administration may easily be comgzhout of context
with private administration. For example, very aftthe various
private administrations of banks, commercial housetustrial and
other enterprises compete for personnel with pudddiministration.
They are usually in a position to pay much highages and salaries
and to offer more attractive fringe benefits. Thag thus able to
attract good personnel away from public adminigiratThis is not
all. Workers in the civil service often compare ithstandard of
living very unfavorably with that of their countems in private
administration. The net consequence of this corapariis low
worker morale in the public sector. Truancy preyaslometimes the
civil servant feels that he/she must engage in spnvate business
of his own at the same time as he maintains hig sérvice job.
Worse still he/she may feel the need to augmenhdrisncome by
indulging in corrupt practices such as the inflataf contract sums
in order to increase his/her commission from therawof such
contract to those he/she sponsors. Such practiceonly breed
waste and inefficiency in the management of scat#i@resources,
they damage the moral fabric of the nation andefioee, the long —
term survival of the government and the ruling sldhese practices
cause more havoc in African and other poor couniofethe world
where the wages are generally quite low and wheastage of
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public resources is most intolerable than theyrdother countries
of the world (Nnoli, 2004)

Self — Assessment Exercise 3.4
Describe the environment of public administration
4.0 CONCLUSION

Every discipline has its own terminologies. Thesacaepts are the
defining features of a discipline. In this unittestion has been
focused at understanding the basic concepts ingadministration.

While such concepts are numerous, we were intet@stoking at

bureaucracy, organization, Chie Executive and thagrenment of

public administration.

5.0 SUMMARY

We have treated the basic concepts in public adtndtion in this
unit by explaining Bureaucracy, Organization, Cli&becutive and
the Environment of Public Administration

6.0 TUTOR — MARKED ASSIGNMENTS

1. Define Bureaucracy and mention its basic features

2. State and Explain the responsibilities of the chiefcutive
3. Discuss the environment of public administration
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1.0 INTRODUCTION

Public administration is a system of administratibat operates in
government settings as such it involves a variétpublic issues.
The particular issues that will be examined heee f@arblic policy,
implications for the concept of public policy, stsgof the policy
process, politics and policy, the public servicd #me importance of
public service.

2.0 OBJECTIVES
This unit will enable you to:

* Define Public policy

* List the implications for the concept of public gl
* mention the stages of policy process

* Examine the link between politics and policy

* Explain public service

® Mention the importance of public service
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3.0 MAIN CONTENT

3.1  Public policy

Public policy may be defined as a proposed coufsaction of a
person, group or government within a given envirentrproviding
obstacles and opportunities which the policy wappsed to utilize
and overcome in an effort to reach a goal or realiz objective as a
purpose. According to James Anderson, public palcy purposive
course of action followed by an actor or set obexin dealing with
a problem or matter of concern (Anderson, 1979arEpes of such
public policies are: Industrial Policy of Nigeria988) Agricultural
Policy of Nigeria (1988), Indigenization Policy (@3,
Commercialization and Privatization Policy (198Blgalth for All
Policy, Universal Basic Education etc. Thus pulpalicy is the
policy developed or formulated by government bodefficials
for the interest of all the people. It is the gowaent bodies and
officials who have the authority in any politicayssem to make
policies. Examples of these bodies are elders,npawat chiefs or
traditional chiefs, executives, legislators, judgesiministrators,
councilors or Monarchs. All these people perforne @ale or the
other on behalf of government, and in such process®l capacities
they make and implement public policy.

However, other bodies, actors, or individuals cand do indeed
influence public policy formulation e.g. politicglarties, the mass
media, interest groups and individual citizens.

Self — Assessment Exercise3.1

What is public policy? Give three examples of paipiblicy.
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3.2 Implications for the concept of public policy

- Public policy is directed towards a purpose, & goal — oriented
action. It is not a random or chance behavior. ieyimlicy does
not just happen.

- Public policy consists of courses or patterns ofioac by
governmental officials. It is not their separataediwidual or
discrete decisions. E.g. A policy will include nonhly the
decision to make a law about environment, but aldessequent
decision relating to the enforcement of the envimental law.

- Public policy is what governments actually do imgukating
trade, controlling inflation, drugs, and promotitgalth and
public housing, etc. public policy is not what gowaents intend
to do or say they are going to do.

- Public policy may be positive or negative. For epém a
government may decide to do something or may detdeo
nothing about a particular matter. Public policypased on law,
therefore it is authoritative. Accordingly, it mubte obeyed.
Failure to obey the law on that policy will attraznctions like
imprisonment or fine.

So far as it is observed in practice, the commopesttitioners of
bureaucratic method of administration, and the tggtdormulators
and implementers of public policies are membersthaf public
service of any public organization.

Self — Assessment Exercise 3.3
List and explain four implications of public poliey
3.3 Stages of the Policy Process

Policy making has increasingly become a crucialeesmf the
function of government. The formulation of publioligies and the
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translation of these policies into specific progna@s and projects
may be seen as a series of disparate activitieshmmakes up a
never ending whole. Dunn (1981) therefore aptlyeobss that the
whole complex of policy formulation and implemeidat is best
taken as a process.

Let us now consider a list of the stages in poficgcess. In this
regard, Jones (1984) identifies the following skfiwe activities:
problem identification, policy formulation, legitation, application
or implementation, and policy evaluation.

®* Problem Identification: This stage involves demar(ds
pressure) from interest groups and political parta the
legislature for action to resolve a public probléra. human
needs, deprivation or dissatisfaction). Issues inecpart of
the public agenda when there is a shared percefhmna
problem must be shelved or an issue resolved. Tdtuthis
stage the task of articulating and aggregatinginterests of
the people is accomplished through organized pressu
groups which ensure that their demands are ultignate
represented on the policy agenda of the government.

* Policy formulation: this is a stage where governtraetides
on what is to be done and how it is to be achievdte
formulation of policy proposal is usually the respibility of
the executive arm of government.

® Legitimation/Authorization:  This  primarily  involves
legislative action, to accord the proposed poligtharity and
legitimacy. What happens to the policy proposalethikr or
not it gets adopted, depends to a great deal opréferences
and values of the dominant group (or coalition) the
legislature. If the policy is authorized by thgilative body,
it means that appropriate or requisite resourcecation is
also made for its implementation.
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* Application or implementation: This state involtesnslation
of goals and objectives of policy into concreteiacements
through varied programmes. This is the stage athvihe
implementing agency grapples with reality; hencesithe
most difficult stage in the policy process.

® Evaluation: This is the final stage in the poliapgess. Three
sets of activities are involved in the evaluatidmpalicies viz:
measuring outputs (performance measurement); congpar
output performance against the desired resultscanecting
any deviations or inadequacies (Adamolekun, 19&3)s
necessary at this point to draw attention to thet that
evaluation exercise should not be limited to gueattie costs
and benefits. The unquantifiable and intangiblesatgppmust
be taken into account.

Self — Assessment Exercise 3.3
Mention four stages of policy process
3.4  Politics and policy

There is a considerable relationship between psldand policy. The
concern of politics is with what David Easton (1Péé&fers to as the
authoritative allocation of values Easton’s defonit of politics is
very instructive because it points to the critiedéments in the
linkage between politics and public policy.

First, is the issue of values; values are the ghithgt people desire
and pursue with a fair amount of intensity. Valwes not only
many, but they vary with individuals. What is asus here is the
scarcity of resources relative to the many andedawvalues of
individuals.

Allocation therefore, becomes an imperative functiaf politics
because of the obvious lag between societal resswaed the many
and conflicting claims that people make. It beargplkasizing that
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the allocation function is reserved exclusively vanat is called an
authority, the reason being that were allocatiobedeft free for all,
society will, in all probability, return to the aichy of the state of
nature.

It is sufficient to note that it is authority whiclegitimizes the
political process by which values are allocatedgnBicantly,
authorities properly so —called are responsible riegolving the
conflict of interests which necessarily arises ofithe competing
demands which people make. There is a paradoxispéch to
politics which is evident from this discussion, redyn that the
political process is at once a conflict generatangd a conflict
resolution process. As authorities seek to allovatees, they make
judgmental decisions which are favorable to som# @nfavorable
to others. The cumulative decisions which authesitnake are what
we generally refer to as public policies. This mother way of
saying public policy is the output of the politigalocess of value
allocation.

The linkage between politics and public policy ddoby now be
fairly obvious. Public policy is what authoritie® dvhen they are
seized with the political process of sharing s@tisgsources among
competing values.

Self — Assessment Exercise 3.2

Examine the relationship between politics and pubdlicy?

3.5 The Public Service

The public service represents the employees of rgovent. They
are those responsible for the functioning of goment through the
implementation of government policies. Such poficienclude
welfare services rendered to the citizens.

111



COURSE GUIDE INR 142

The public service is therefore made up of workergovernment
ministries, parastatals and agencies. Workers @ Nhnistry of
Education, Central Bank of Nigeria, Power Holdingnipany of
Nigeria, NITEL, Nigerian Railway, etc. are all meenb of the
public service. Within the public service, we hakie civil service,
which constitute the inner core, or the heart efgihblic service.

From the period of Nigerian independence in 196967, there
were five public services (the Federal Public Smxyithe Public
Service of Eastern Region, Northern Region, Mid esWrn Region
and Western Region).

At the end of Nigerian civil war in 1970 a Publier8ice Review
Commission (The Udoji Commission) was set up to ragnother

things harmonize the structure and organizatiothefpublic service
of Nigeria (Public Service Review Commission MaiegRrt, 1974).

In 1974 the Udoji Commission came out with a reca@andation for

results oriented and unified structure of publio/e® for the whole
country. This implies that recruitment, appointmeptomotion,

remuneration, retirement, discipline, dismissaldme governed by
the same conditions all over the country.

In 1988, there was another review, the Philips IGervice Review
Panel (The Nigerian Federal Civil Service in thedMd0s and
Beyond) which according to the government was ainad
streamlining the public service along the linestlué presidential
system of government, with the purpose of making public

service responsive to the Structural AdjustmentgRom (Federal
Civil Service Review Panel, n d). One of the recendations of
the review was that heads of ministries be calleddiors Generals
instead of Permanent Secretaries. The review asommended
specialization in the ministry where the officer ufa

himself/herself. The appointment of the Directorn&mls became
political and the Director Generals were requireddtire with the
president who appoints them.
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Another review of the civil service was undertakynthe Allison

Ayida Panel of Civil Service Reform which submittisl report in

July, 1995. The Panel examined the 1988 reformsagdested far —
reaching changes. Based on the panel's recommendathe

Provisional Ruling Council, PRC, directed that gusst of Director —
General should revert back to the status of Perntaé®ecretary and
accounting officer of the Ministry (Federal Repgbbf Nigeria,

1997).

Self — Assessment Exercise 3.4
Explain the Nigerian Public Service
3.6  The importance of Public Service

The relevance or importance and centrality of thblip service to
public administration cannot be over — emphasized.

a) It is the public administration that ensures thaticwity
of government

b) Public service acts as custodian and protectdneoptblic
interest and public treasury against violation log tuling
class

c) The public service particularly the civil services i
supposed to be politically neutral and

d) It is also supposed to faithfully serve any podticnaster
in office

e) The public service enjoys security of tenure ofcaffand
anonymity in the performance of their duties.

Self — Assessment Exercise 3.5

Mention five importance of public service to puldidministration
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4.0 CONCLUSION

We have described many public issues that are vedoin public
administration. This is critical for proper handjiof resources in a
political entity. Contributions of renowned authtinsough classified
texts and journals are found very useful for tmg.u

5.0 SUMMARY

In our discussions in this unit we have dealt wtiblic issues in
administration by looking at the following aspecBjblic policy,
Implications for the concept of public policy, Sésgof the Policy
Process, Politics and Policy, Public Service and Trhportance of
Public Service

6.0 TUTOR — MARKED ASSIGNMENTS

1. What is public policy?

2. List and explain the stages of policy process
3. Mention four importance of public service
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1.0 INTRODUCTION

Nigerian public administration touches on practidgabues of
development. Historically, it has passed throughous stages. The
main issues that will be examined in this unit akéstorical

development of public administration in Nigeria, §éaReview
Commissions, the Structures of Public Administratamd Decision
making process in Nigerian public service.

2.0 OBJECTIVES
At the end of this unit you should be able to:

®* trace the major historical development of public
administration in Nigeria

® discuss the Wage Review Commissions

* describe the structures of Nigerian Civil Service

* discuss decision making process in Nigerian puddivice

3.1 Historical Development

The growth and development of public administratiorNigeria is
influenced by the following factors:
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1. British Colonialism: The fact that Britain colonzéigeria and
established British public service structure anocpdures in the
administration of the colonial territory, influertcéhe growth
and development of public administration in Nigeliadeed, it
was the colonial public administration which mardhgtne
colonial territory (Nigeria) from about 1861 to ¥5wvhen
regional governments were created, and made thiotgrto
operate a federal structure. Thus, the public sesvof the then
regional governments from 1954 to 1960, and up9®6]1 were
direct offshoots of the early British colonial pigblservice
administrative structure in terms of ethics andugal culture and
tradition, training procedures amrgdpirit de corpassociated with
the public service. Nigeria’s social-cultural cdimhs or the
social settings made up of very many ethnic antlucall groups,
and many languages also have affected the growtth an
development of public administration in Nigeria.oBR factors
have created problems of balancing management @miot in
the public service. In fact they are partly respolesfor the
problem of nepotism and tribalism often associatéth the
management of the public service in Nigeria.

2. Another influence on the public administration elysrelated to
social setting, is Nigeria’s federal structure addpin the 1954
Lyttleton constitution. That constitution was lageesponsible
for the regionally oriented development of the puldervice
administrative structure. The federal structure béadh the
creation of federal and regional services, and #isoregional
outlook and consciousness of the services, paatiguirom 1960
to 1966.

3. The civil war of 1967 to 1970 was another significanfluence
on public administration in Nigeria. The impacttbe war was
felt in all segments of the Nigerian society. A¢ #nd of the war
the military apparently had such power and authonit the
federation which could not be easily challengedaby of the
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constituents of the federation. That enabled thditary to
establish what was called a result — oriented amfied grade
structure public service for the entire countryotigh the
recommendations of the 1974 Public Service Review
Commission (Udoji Commission) (Public Service Rewie
Commission, Main Report, 1974). That public servigidrm has
continued to influence the structure and procedufegublic
administration in Nigeria till date.

Self — Assessment Exercise 3.1

List and explain the major historical developmeiris Nigerian
public service

3.2 Public Service Review Commissions

In Nigeria and other erstwhile colonial countriesase civil service
system has been influenced by the British pattiwe problem is to
find a means of using administrative talent andeeemce and also
specialist skill and expertise at top managemerdl lm such a way
as to ensure maximum utilization of available mampoand at the
same time promote harmony in the public servicee Rublic
Service Review Commission in Nigeria, over time lsas up the
following commissions for purposes of reforms ie gublic service:
Tudo Davis 1945, Harragin 1946, Miller 1947, Gosut855,
Mbanefo 1959, Morgan 1963, Adebo 1970, Udoji 1%1d,

The commissions thus invite memoranda from all ceomed
deliberately publish and submit reports to theest@he Government
study the reports, reject, and accept certain asgebe report as it
sees fit. After such a study of the report, a wipiéper is released
which effect appropriate reforms.

Self — Assessment Exercise 3.2
Mention major Public Service Review Commission igé\ia.

3.3 Structures of Public Administration in Nigeria
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Public administration is organized in two ways:efatly and
vertically. Laterally, the government creates nigs or
governmental departments on the basis of diffenesdis of interests
of its activities. Usually, such ministries as th@$ defense, external
and home affairs, and finance are part of thisctine. Others may
be split up into smaller units or combined intogkar units as the
government sees fit on the basis of its view of h®st to carry out
its programs and the available funds for this psepolhe chief
executive and, therefore, head of government isgetawith the
task of delineating the various ministries and amooy the
ministers who head them. Among other ministriesallglassociated
with government are: Communication, Agriculture, dustry,
Information, Establishment, Labor and Productivitlystice, etc. It is
these ministries that collectively form the civiergice or public
administration.

This ministerial organization is based on a latdralsion of labor in
the performance of government activities. Thus, dgample, the
ministry of information takes responsibility foreldissemination of
news about government; the finance ministry coaidia all the
financial transactions of the government; the ntigiof defense
uses armed forces to protect the society from eateattack and the
ruling class from external and internal attack dmsplacement; the
external affairs ministry conducts the nation’seign policy; and
the ministry of the interior looks after intern&csirity through such
institutions as the police, prison, customs, andhignation control
and civil defense.

In addition to the ministries, public administrationcludes some
permanent governmental agencies that perform sgatific tasks.
These agencies vary from country to country. Ins@ountries but
not in others some of them may attain the status ahinistry.
Among them is the bureau of statistics whose fomctis data
gathering and analysis on all aspects of a natilife’sothers are the
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census bureau, and the public service commissianrécruits the

senior level personnel of the public administratiBor purposes of
coordination of their activities with those of thther departments of
the administration, certain parent ministries suiser them. For

example, the ministry of economic development alathing often

looks after the bureau of statistics.

The lateral organization of governmental institnomakes the
coordination of the activities of these various istines and agencies
an important aspect of public administration. Seolrdination is
often evident at the time of budgeting and wherparag national
development plans. Therefore, budgeting and dewsop planning
are mechanisms for inter — ministerial coordinatibheir goal is to
ensure that all the lateral units of the governmarg working
harmoniously in the pursuit of all their variousgrams. However,
on a more regular basis, coordination is achiewedhle activities
and the decisions of the cabinet. Here most of tbads of the
ministries are represented and discuss the impletien of
government programs under the chairmanship of hinef executive
of the state. Since the ministers are the offipaitical heads of the
ministries their presence at the cabinet meetingagures that the
views and interests of the ministries are represkritowever, not
all ministers are of cabinet rank and so not atheim attend cabinet
meetings all the time. But when matters directfgeting a ministry
are concerned its minister will attend even thougfshe is not of
cabinet rank. Otherwise, another minister of cabiaek looks after
its interests in the cabinet.

Thus the cabinet, through its periodic review @ Hetivities of the
various ministries, is able to coordinate the ntrmes and
government agencies. On a day- to — day basisdic@iion of the
activities of the various lateral sections of tihel service is done by
a section of the public administration known asahbkinet office. In
Nigeria Executive Office of the President under tfeadship of the
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Secretary to the Government performs this function. a lesser
scale it is also performed by the office of the #Hed the Public
Service that deals with the more technical questairthe efficiency
and smooth working of the bureaucratic machinerg@fernment.
Needless to say, effective coordination of the auggiarms of the
public administration is the wheel around which ef§iciency and
effectiveness revolve.

In addition to the lateral organization of the patddministration
into ministries, there is also a vertical organmatof each ministry
as a hierarchy of authority roles in which commafidws
downwards and obedience flows upwards. Thus, public
administration is a command structure with thosthathigher level
commanding and those at the lower level obeyinpe higher the
level of authority the greater the degree of resmiity of the role
occupant within the system, at the top of this dmeny is the
minister who is the political head of the ministride takes
responsibility for the performance of his ministtgking the credit
for success and the blame for failure. A serioutura by his
ministry may cost him his job as minister and magresend him
into political disgrace. Therefore, he must mamtaitight control
over the other members of his ministry in the penfance of their
duties. In this task, he has the aid of a tightiyt lset of rules,
regulations, norms and procedures to which thd sefivants must
conform strictly. However, apart from the functiohlaying down
the broad policy outlines for his ministry, the jobthe minister is
essentially one of supervision of the activitieshig subordinates.
(Nnoli, 1984)

Self — Assessment Exercise 3.3

Describe the structures of public administration
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3.4 Decision Making Process in Nigerian Public
Administration

Lucy (1991) describes decision — making as an rmategart of
organization’s management which occurs in everyfdagtion and
at all levels. According to her, decisions in NigarOrganizations
are taken at three levels:

1. Top management or Executive: These are deciseaudirlg to
ends rather than means. Decisions taken at thé$ éae directed
towards the attainment of the goals of the orgdimzaGoals are
statements that describe desired future conditaosthy of
organizational effort and commitment. Goals constthe
following attributes:

I. They reflect an organization’s basic purposes

ii. They focus on results, not just the performancieftask.

iii. They call for a major commitment of human and mater
resources for their attainment.

2. Middle level management: This breaks the broad sggaalo
specific ends or objectives. While goals are bromdharacter
and describe desired future conditions, objectia@s more
specific and spell out actions to be carried owtatmls goals
attainment.

3. The operatives or rank and file: They are concemgad making
decisions that effectively implement the policy ediives
received from the above. The immediate action toiex® the
objectives is taken at the lower level. For exampte the
University System, the lecturers are regarded asofberatives
because they direct teaching and research whiath teathe
production of high level manpower (University Grates). If
wrong decision is made at the level of the opeeatithe entire
goal of the organization will flop. Consequentlgcion at this
level of delegation of duty is, as a matter of seyrvery
important
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In addition to the above types of decision makiother types of
decision making include:

* Group Decision Making: this ensures efficient affigative
utilization of people within the organization ard environs,
to make use of their intellectual abilities for tp@wth of the
organization. Decisions are expected to be made social
environment where each participant contributes idsas
towards the realization of the set objectives. Meai is
useless no matter how stupid it sounds. Group idecislls
for varied views which when properly articulateadeto
improved decision.

* Committee Decision: This is a form of group deaistbat is
increasingly being used as effective administrafivecess.
Committees are formed for various reasons:

I. Sometimes, large deliberative, legislative, exeguti
and administrative bodies may have a variety of
business to attend to and therefore lack the tinee a
conducive atmosphere to effectively investigate and
discuss in appropriate details the matters betoeent
Committees are then set up to attend to some of the
ISsues.

. Technical issues that require the knowledge / ageer
of a special category of persons demand the
information of committees.

ii. The use of committees is a form of delegation of
authority in administration which makes the detiile
and thorough handling of different aspects of an
organization’s activities possible. They may be
standing (permanent) or ad hoc (temporary)
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Self — Assessment Exercise 3.4

Discuss decision making process in Nigerian Puldiministration

4.0 CONCLUSION

The practical issues in public administration irgé&tia have been
explained here. It is important to note that publitninistration has
peculiarities upon which it operates. The nature miblic

administration in any society depends to a largé&ergxon its

background and mode of decision making.

5.0 SUMMARY

Areas covered in this unit include: Historical @&pment of
Public Administration in Nigeria, Provisions of Hib Service
Review Commission, Structures of Public Administiaf and
Decision Making Process in Nigerian Public Service.

6.0 TUTOR — MARKED ASSIGNMENTS

1. Discuss three reasons why committees are fofared
purposes of decision making.

Explain four (4) historical events in Nigeriaalfic Service
Describe the structures of Decision — makiniyiiperia.

wnN
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1.0 INTRODUCTION

Public administration is a very interesting areatofdy and it has its
peculiarities in various parts of the world. Welwhlerefore consider
selected nations in this unit for discussion. Thwsée considered
include African nations (which are assumed to shamailar
experience), France, America and Britain.

2.0 OBJECTIVES

At the end of this unit you are expected to:

* Describe Public Administration in Africa

* Discuss administrative practice in France

* Explain the practice of Public Administration iretfUnited
States of America

* Discuss the British Administrative System

3.0 MAIN CONTENT
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3.1 Public Administration and African Experience

African countries are characterized by an attemptuse the
apparatus of government to hasten socio — econdevelopment,
and overcome their backwardness. Their succeshisnrégard is
reflected in the improvements in their educatiomald health
standards, the development in their road and tahsystems, the
modernization of their communications systems, #mr self —
assertion in international affairs. All these agkmments, and many
more, have been made possible, in part, by theiesi of their
public administrations. Nevertheless much still aam to be
accomplished. The living standard of the Africamle is far from
being enviable. And part of the constraints intfartimproving the
situation may be traced to the inadequacies ofAtfmeEan public
administrations.

The general underdevelopment of the African coastrs the most
pervasive constraint on the effectiveness of Africaublic
administration. Most importantly, it is reflected the poverty of the
essential material resources which they control whith can be
used for development projects. Although Africaithras a continent
many of its countries are clearly destitute of weses. Those
countries such as Congo (DRC), Garbon and Nigbaahave very
valuable natural resources do not exercise effectiontrol over
them. Under these circumstances public administras unable to
undertake important socio — economic and culturajegts. All
government programms need material resources fagir th
implementation, and unless these materials ardai@inot much
can be done to implement them.

Similarly, the shortage of skilled manpower in &&n countries
adversely affects their public administration. Raul@ddministration
needs such personnel as specialist doctors, highilyed teachers,
telecommunications’ experts, engineers of differgoecializations,
agronomists, veterinary doctors and myriad of otmexfessionals
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for the effective execution of government prograiest of these
are not available in most of the African nationsakih furthermore,
have very little means of importing all the manpowey need from
outside their countries. The net effect of thisrimge is low level of
performance of African public administrations.

This shortage of skilled personnel exists sideidg svith a general
overloading of the staff positions of African pubAdministrations.
At the lower ranks and non — technical levels tteeusually more
staff than necessary. This situation has ariserausec of the key
positions that the civil service occupies in theigdn employment
markets. It is by far the secondary and post semgndchool
leavers. This often expands the staff size of Afmicpublic
administration. As a result, most African civil gee institutions
tend to be unwieldy and difficult to manage. Truamand under —
utilization of personnel prevail to the detrimerit personnel co —
ordination and performance.

Similarly, there is a general overloading of therigdn public

administration with services. Although most Africastates are
organized along capitalist lines there has developeneritage of
state participation in a wider range of activittean is usual with a
capitalist system. This heritage is traceable tdblonial origin of
the states and its functions of organizing a chgpitaystem of
production initially without local capitalists, arfablding down a
conquered population. Over the years great expeatahave been
developed by Africans with respect to the provisobrall manner of
amenities and benefits by the government. Howevere

governments usually do not have the capacity tasfgathese
expectations. The net effect is a pervasive cosonfidence within
the public administration that adversely affectgierformance.

At the same time that African public bureaucraciese overloaded
with services because of their colonial backgrouhey are also the
objects of negative and sometimes hostile attitualed feelings,
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again because of their colonial past. They arecéssal in the minds
of the people with the arbitrariness, brutality anplistices of the
pacification measures, the forced labour policaes] the wickedness
of the tax collectors. Consequently, while the peoexpect to
receive benefits from the administration they amgvilling, and in
fact are sometimes opposed to giving it supportth@dit such
support the public administration cannot perfornil.we

African public administrations have not had a lomgreaucratic
tradition. Most of them date from the beginningcofonialism. And

since then their functions have expanded very hapithis means
that many of the problems they have to solve aresqunting

themselves for the first time. There is very litile terms of

precedents and institutional experiences that ey rely on in
solving these problems. Their difficulties are caupded by their
imitative character. They tend to be modeled rigidfter their

counterparts in the former metropole. Thus, theywarable to react
effectively to some indigenous problems and cirdamses. And
unfortunately, the system has not been innovatnaigh to attempt
some changes geared towards adapting the admiiwstita local

conditions.

Part of the ineffectiveness of African public adisiration arises
from excessive bureaucratic politics within thenfficlals devote
proportionately more time than is reasonable tos#m®ous business
of promotion and moving ahead within the systenwimch very
litle emphasis is placed on merit and performaftdatively little
time is, consequently, left for the tasks that adstiators are
expected to perform.

In this struggle for personal advantage within édn public
administrations, the ethnic factor often intrudexd as cleverly
manipulated. Unable to trust himself under theeysof promotion
by merit, the African bureaucrat invokes the mythkethnic hurdles
and detractors, and manipulates ethnic sentimentsrder to be
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promoted. In the process, subjectivism replacesabljsm in the
performance of administrative duties. Politicaltéas loom much
larger than necessary in administration, with tezdncompetence
being relegated to the very background of buredigcaiorities.

With administrative mediocre in charge because h&f political

dominance of their ethnic groups, effectivenestha discharge of
institutional responsibilities becomes a mattetfittle significance.

Meanwhile, the growth of ethnic sentiments and kcisfgenerally
in the society is thus promoted.

Similarly, intergenerational conflicts within Af@an public
administrations adversely affect their performand#ith the
attainment of national independence and the comsgqu
indigenization of the civil service, coupled withet exodus of
foreign public administrators, the African civilrsee was quickly
filled with African officials most of whom did ndtave the requisite
qualifications and were young in age. Sooner thaterla new
generation of African civil servants was recruitedth better
qualifications but forced to take subordinate posg under these
earlier groups whose competence they disdained.cbhsequences
was an inter — generational conflict within thetitogion and this
inevitably hampers its effectiveness.

African public administrations are also adversedynipered by poor
work ethics within them. Civil servants do not talteeir public

assignments as seriously as their private respiiisg This in the

result of the foreign origin of the African goveranis in

colonialism, they were alienated from the populatai large and
could, therefore, not inspire commitment and fervor public

officials. Although these governments are now Adric- controlled
they are still plagued by the hangovers of thi®eiall past.

African public administrators tend to be inflexiblen the
performance of their tasks. Consequently, theyusrable to adapt
easily to changing circumstances. This inflexipiletrises from the
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personal insecurity of the administrators. Hagpitgmoted because
of the need to Africanize the institution or to lege departing
foreigners they are not confident of their abililymake the correct
decisions. They find refuge in bureaucratic norpnecedures, rules,
and regulations, and follow them religiously. Ansl they become
quagmired in them they are unable to build up tequisite
experience in innovative decision — making and etien and to
develop the necessary confidence. They are thregtby younger
and more daring colleagues and may spend mosteaf dfficial
time and energy trying to make their positions sedwom these
younger and more flexible challenges.

African public administrators are plagued by rabafusion. There is
very little understanding by public administratosé what their
responsibilities entails and how it is distingudHfeom similar and
related responsibilities. The consequence is theenpeal
phenomenon of passing the buck. Hardly anyone ifinwito
commit oneself to a decision for fear that one woekceed one’s
official bounds or make the wrong decision. Unddrese
circumstances, it is difficult to get anything aogaished. This role
confusion is the result of the limited educatiorttid administrators,
their personal insecurity, and the amorphous oreéipe character
of their assignments.

The problem of role confusion in African public aidistration is
reinforced by inadequate co — ordination of itSaas activities. For
example, the ministry of commerce in Nigeria oftesued import
licenses without clearing with the Central Banktthiaere was
enough foreign exchange to support those licerdes.result was
confusion within the system that obviously damagéd
effectiveness. The budget and development plaratigasupposed to
improve co — ordination end up as checklist of @ctg by various
departments for which funds are voted. Their mutwaisequences
for one another are hardly explored.
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3.2

The political instability of African governments sal adversely
affects African public administration. The denutica of the

policies and programs of the previous governmet&nodccompany
the frequent changes of government on the contingntler the

circumstances, it is difficult to create a strongdaucratic tradition
on the basis of continuity of activities and expeaes. In addition, a
great degree of uncertainty and confusion is intced into the
administrative process to the detriment of efficienand

effectiveness.

Finally, African public administration tends to bexcessively
oriented to the distribution rather than the prduuncof goods and
services. The disease of their respective govertsregually affects
them. These petty — bourgeois regimes are incapablghe

discipline necessary for productive activity. Thayst depend for
their benefits from society on their sharing of thational cake.
Their public administration must help in this tadk.is not an

accident that production has continued to deteeoa#l over Africa
(Nnoli, 2003).

Self — Assessment Exercise 3.1

Describe the African Experience of Public Admirasion and state
four obstacles confronted by the African Public Aiistration.

French Administrative Practice

In France the political and administrative roles blurred. There is
what has been termed political marginal politid@atof the civil
service by the political system. French top cieh&nts often play
political roles as mayors or councilors. Moreovbey are entitled to
stand for election to Parliament and, if electbaytkeep their civil
service rights in cold storage and later returrih@r posts in the
civil service. This is strictly true in theory; &ctual practice, few
civil servants who turn politician ever return teetcivil service. In
most cases they embark on a full — time politicaker.
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The French system leans very heavily towards tleeiafized forms
of administrative education, for not only does nitlude lengthy
training courses specially designed for the mairoupgs of
administrators, but their prior University educatis also heavily
dominated by the requirements of the system. Aleogeneral do
not form a single class as in Britain, while thghgst administrative
corps specialized in various aspects of techni@lagement. In this
way the British system of polarization between galigs and
specialists, which has been inherited by Nigesaavoided, and
members of both leading corps receive broad trginm general
management as well as in specialized skills.

Self — Assessment Exercise 3.1

Discuss the relationship between politics and adtnation in the
French Administrative system

3.3 The United States of America

In the USA the trend has been a steady movemeny duemn

patronage towards the merit system, that is, d smeivice based
mainly on recruitment by merit for career officiaven then, it is
estimated that there are a reasonable number oiticpbl
appointments at the top of the American civil sesviand
governmental agencies. These appointments ared®dlirom the
normal civil service recruitment and promotion prdare. The
appointees hold political loyalty only to the gawerent which
appoints them. They are not therefore strictly lubiny the civil

service convention of political neutrality. Theenure of office is
invariably limited to the period that the governmemich appointed
them stays in power. To this extent, this categufrgivil servants
cannot be truthfully described as standing for tomtinuity of

policy or corrective of party government.
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Self — Assessment Exercise 3.1

Explain the concept of continuity in the Americarubfic
administration?

3.4 British Administration

The modern public administration in British witnedsa significant
development through the establishment of CentrdicyPdReview
Staff — popularly called Think Tank in 1974. ltimolved in regular
presentations to the government of synoptic viegavernment
strategy and detailed analysis of selected pasticuissues
(Goodnow, 1914). Members of the Think Tank are political
appointees; half of them are civil servants andrémeaining half are
outside appointees, on short — term appointmermt,recruited on a
non — political basis. They are subject to strieil service rules and
discipline.

The other body — the policy unit — are not civilaats. They are a
small group of political sympathizers appointedaopurely political
basis to assist the Prime Minister with the pditi@aspects of
departmental work. Their main function is to exaenpapers going
before the Ministers, and draw attention to proldeand difficulties
having party political implications and look for nh mines
especially in politically sensitive areas. The pplunit — and the
corresponding appointments by departmental Mirgstewas the
result of the recommendations of the Fulton Repbrtas based on
recruitment, in specific fields of government, @&rgons recognized
as specialists in their particular disciplines. Yhave clear political
affinities to the political party of government ambst of them had
been advising the government when the party waspjposition.
They are the special advisers to government (Adek204).
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Self — Assessment Exercise 3.1
Discuss public administration in Britain.
4.0 CONCLUSION

It has been noticed that public administration eerb practiced
differently in various parts of the world. Our siesl therefore
considered African nations, France, Britain andWméted States of
America where contributions of competent authasitieave been
found as useful sources.

5.0 SUMMARY

This unit discussed aspects of the African expegenf public

administration, French Administration, British Admstration and
the United States of America. It identified theaure features of the
African, French, Britain and American systems of blpu

administration, bringing to fore their strengthsl areaknesses.

6.0 TUTOR — MARKED ASSIGNMENTS

1. Why is public administration in African not affegtive as
that of the Western Europe?

2. How useful is the policy of specialized educatim the
success of public administration in the France?

3. How does emphasis on merit ensure efficiencytha

American Public Administration?
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