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INTRODUCTION

PAD 202 — Introduction to Public Administration & 3-credit unit
course for students of public administration at 28@l. The course
provides an opportunity for you to acquire a dethiknowledge and
understanding of theory and practice of public adstation.

This course would enable you to apply differentrapphes in public
administration to the implementation of public pas. You will also be
expected to know the mainstream literature in gudtministration and
their discussion, and be able to apply approaaheade studies.

This course guide provides you with the necessdormation about the
contents of the course and the materials you w#dito be familiar with
for a proper understanding of the subject matteis tesigned to help
you to get the best of the course by enabling yothink productively

about the principles underlying the issues youystaurt the projects you
execute in the course of your study and theredttaftso provides some
guidance on the way to approach your tutor-marlestgaments (TMA)

and your examination.

COURSE AIMS
The aims of this course are to:

define the concept of public administration

mention the approaches into the study of publiciathtnation
differentiate between public and private adminisires

explain the distinction between public administratand politics
mention the different approaches in public admiatgin at
various levels of government.

COURSE OBJECTIVES

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

o define administration in general and public adntraison in
particular

. differentiate between classical and behaviourat@gghes

) describe various theories in public administration

) apply public administration approaches to real astiation in
public sectors

) elucidate the major distinctions in dominant apphes in public

administration.
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WORKING THROUGH THIS COURSE

To complete this course you are to carefully stadgh unit, beginning
with this course guide, especially since the coupevides an
opportunity for you to understand the major apphescin public
administration. Also make a habit of noting dowiy gaestion you have
for tutorials. In addition, please try your hand farmulating or
identifying theories relevant to, and that can ppliad to administrative

inquiry.
COURSE MATERIALS

Course Guide

Study Units

Textbooks
Assignment File
Presentation Schedule

akrwpPE

STUDY UNITS
There are four modules in this course broken i8tadits.
Module 1

Unit1 Evolution of Public Administration in jeria
Unit2  Growth of Public Administration

Unit3  Meaning/Definition of Public Administian
Unit4 Reasons for Studying Public Administati
Unit5 Ecology of Public Administration

Module 2

Unitl Administration and Organisation

Unit 2  Public Administration as an Arts or Swe
Unit 3 Importance of Public Administration
Unit4  Scope of Public Administration

Unit5 Functions of Public Administration

Module 3

Unit1l Private and Public Administration: Difémces and Similarities
Unit 2 Relationship between Public Administoatiand Politics

Unit 3  Approaches to Public Administration

Unit4  Scientific Management Theory
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Module 4

Unitl Classical Theory of Organisation

Unit2 Human Relation Theory

Unit3  Methods of Inquiry in Public Administrai
Unit4 Nigerian Civil Service

Each module is preceded with a listing of the uodistained in it, and a
table of contents, an introduction, a list of objpgs and the main
content in turn precedes each unit, including asfessment exercises
(SAEs). At the end of each unit, you will find oaemore tutor-marked
assignment (TMA) which you are expected to workamal submit for
marking.

TEXTBOOKSAND REFERENCES

At the end of each unit, you will find a list of legant reference
materials which you may yourself wish to consulttias need arises,
even though efforts have been made to provide ydb the most

important information you need to pass this couidewever, it is

advised that as a second year student, you shalildate the habit of
consulting as many relevant materials as you aeestabwithin the time

available to you. In particular, make sure you cinghatever material
you are advised to consult before attempting amyase.

ASSESSMENT

Two types of assessment are involved in the cotngeself-assessment
exercise (SAEs), and the tutor-marked assessmeviA)Tquestions.
Your answers to the SAEs are not meant to be stdamibut they are
also important since they give you an opportunityassess your own
understanding of course content. Tutor-marked agségts on the other
hand are to be carefully answered and kept in yssignment file for
submission and marking. This will count for 30%yofur total score in
the course.

TUTOR-MARKED ASSIGNMENT

At the end of every unit, you will find a tutor-nk&d assignment which
you should answer as instructed and put in youigasgent file for
submission. However, this Course Guide does notagorany tutor-
marked assignment question. The tutor-marked as&ghquestions are
provided from unit 1 of module 1 to unit 4 of moeul.

vi
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FINAL EXAMINATION AND GRADING

The final examination for this course will take tWvours and carry 70%
of the total course grade. The examination questwil reflect the
SAEs and TMAs that you have already worked ors Hdvised that you
spend the time between completing the last unitthedexamination to
revise the entire course. You will certainly firtchelpful to also review
both your SAEs and TMAs before the examination.

COURSE MARKING SCHEME

The following table sets out how the actual coumseking is organised.

Assessment Marks

Assignments % Four assignments, the best three
will be selected (each count 10%)
= 30% of course marks

Final Examination 70% of overall course marks

Total 100% of course marks

WHAT YOU WILL LEARN IN THIS COURSE

Introduction to Public Administration provides ywith the opportunity
to gain mastery and an in-depth understanding pfagzhes in public
administration. The first module provides you witn-depth

understanding of the concept of public adminisbrati scope and
importance of the concept. The second module waljde you with an
understanding of basic practices of administratidime remaining
modules introduce you to the basic contemporaryessin public
administration both within Nigeria and the restloé world.

FACILITATORSTUTORSAND TUTORIALS

There are 15 hours of tutorials provided in suppdrthe course. You
will be notified of the dates and location of théswrials, together with
the name and phone number of your tutor as sogowsire allocated a
tutorial group. Your tutor will mark and comment gour assignments,
and keep a close watch on your progress. Be swserntd in your tutor-
marked assignments promptly, and feel free to @bryaur tutor in case
of any difficulty with your self-assessment exeecisutor-marked

assignment or the grading of an assignment. Incasg, | advise you to
attend the tutorials regularly and punctually. Ajywdake a list of such
prepared questions to the tutorials and participatévely in the

discussions.

Vii
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CONCLUSION

In conclusion, all the features of this course gulidve been designed to
facilitate your learning in order that you achigkie aims and objectives
of the course. They include the aims and objecticesrse summary,
course overview, self-assessment exercises ang sfuestions. You
should ensure that you make maximum use of thewyour study to
achieve maximum results.

SUMMARY

Introduction to Public Administration provides a theoretical foundation
upon which you will develop mastery in public admstration. It is
aimed at equipping you with analytical skills féretunderstanding of
theoretical approaches in public administrationotwompleting this
course you should be able to explain the varioygagethes employed
in public administration, including their weaknessad strengths. You
will also be able to apply these approaches to IiEaladministrative
phenomena. This course assumes your prior lewah@érstanding.

viii
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MODULE 1

Unit1l Evolution of Public Administration in deria
Unit2  Growth of Public Administration

Unit 3  Meaning/Definition of Public Administiah
Unit4 Reasons for Studying Public Administati
Unit5 Ecology of Public Administration

UNIT 1 EVOLUTION OF PUBLIC ADMINISTRATION
IN NIGERIA

CONTENTS

1.0 Introduction
2.0  Objectives
3.0 Main Content
3.1 The History of Public Administration
3.2 Evolution of Public Administration Nigeria
4.0 Conclusion
5.0 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Reading

1.0 INTRODUCTION

The art of administration connotes the direction;ocdination and
control of man, material and resources to achiew@es purposes or
objectives. An administrator is one who exercidest tart. There are
administrators in all human activities.

Public administration is that type of administratighat is carried out in
any affair that concerns the government. It hasisensal application
irrespective of the system of government practicgdhe country. It is
the type of administration that is practiced inlellels of government be
it in the central, intermediate or local levels.

In this unit, we shall be looking at the evolutiohpublic administration
and the factors that influenced the growth of pulaldministration in
Nigeria.

You are expected to study this unit very well beeawa proper
understanding of the unit will give you a propeoting and a sound
foundation to grasp the rudiments of public seradeinistration.
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2.0 OBJECTIVES

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

o trace the evolution of public administration in Big

. explain the influence of colonial masters as wedl @ther
influences on the practice of public administratiomNigeria

) compare the modern public administration with thaowgial

administration in Nigeria.
3.0 MAIN CONTENT

3.1 The History of Public Administration

Public administration is not a creation of modenmess. It has its roots in
history and dates back to the times of the anaeslisations. It is on

record that dating back to 462 B. C. Pericles, mowed leader in
ancient Greece, introduced a scheme for the comapensof officials,

thus, facilitating the continued participation inlgic administration by
citizens who had to work daily for their living (By n d). The ancient
Chinese Empire during the Han Dynasty, 202 BC, gased the need
to have a permanent body of officials to implemeguvernment
decisions.

Again, about the year 120BC, the Chinese Prime d¢&nj Kung — sun
Hung, in a memorandum addressed to the throne,naubdhat the
edicts and laws which were written in elegant étadsstyle were often
not understood by the officers whose duty it wasxplain and interpret
them to the people.

He therefore recommended that examinations be foelthe selection
of men and that those who had shown the best knlg@wlshould have
the first preference in appointments to office igqg the use of the
written language. His recommendation was adoptetl raarked the
beginning of the civil service examination.

It is also of interest to note that in AD 219 thecient Chinese had
worked out a system of classifying men into ninadgss according to
their ability, knowledge, experience, and characiédris system was
called Chung Cheng, that is, Impartial Judge, arforner of our present
day civil service commission (Shih, 1941).

3.2  Evolution of Public Administration in Nigeria

It has beerposited that the present day public administratias its
origin in the amalgamation of the colony and pruiestes of the

2
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northern and southern Nigeria to form the colong @notectorate of
Nigeria in 1914. He equally informed that the Nig&r colonial
experience also laid the foundation for economiad goolitical
underdevelopment of the country (Maduabum, 2008).

Before then, the natives formed clusters which veelministered on the
basis of village or nomadic communities. Gladdef7@) wrote that
some form of administration had existed ever sitftere had been
government. In such communities, people of the sammixed kindred
found themselves living within common or definedogephical
boundaries and interact as individuals or groupgHeir collective well
being. They had rule and regulations guiding themd astablished
control measures with the arm of authority vestedttweir traditional
rulers. This was collaborated by Muwanga (1978) waced the
evolution of administration back to pre-governmeatiod.

According to him, ‘since man began to live in greupven as a hunter,
he had to subject himself to some form of admiaigin or another’.

Such were the system of administration and sociatrol in many parts

of Nigeria until the advent of the British who coised them.

The emergence of the colonial masters broughtfardiit dimension to
the native administration. The British rule washiaged to suit the
colonial masters at the expense of the native éngelOkigbo (1986) as
guoted in Maduabum (ibid) rightly observed that ttwonial public

service was created and fashioned to suit the peaufcumstances of
ruling the people who were held in contempt by rileng power, and

considered valuable only for what they have to cbute to the

metropolitan country. To ensure a smooth admirtistneof the natives,
the colonial masters created two forces: a militamge to intimidate

their subjects and hold them in perpetual fear; ansimall cadre of
dedicated loyal servants to maintain law and oaet instill that fear in
the people.

The whites dominated the upper and middle positions the

administration, leaving the menial jobs in the Istveeaches for the
natives irrespective of their educational qualiiimas and skills.

According to Maduabum (2006) the people were resdi@ompletely
passive and highly de-motivated. This informs thenaihalant and
indifferent attitude to work by the Nigerian publgervants as they
regard the job as that of the ‘white-man’ who t@dkthe benefits that
accrued from the collective efforts of both of them

However, the public service had undergone seriexhanges and
reforms but it is yet to divorce itself of the dastructure and the
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colonial mentality which it inherited from the calal masters. This
mentality has continued to be the bane of the pudarvice in Nigeria.

In the words of Maduabum (ibid), ‘the structuralfaenities and
contradictions inherited in 1960 have continuedmiditate directly or
indirectly against possibilities for growth, stalyiland development.
Political initiatives and regime initiatives havedto contend with
structurally determined and conditioned crises emkradictions while
making it possible for new problems to emerge attéf.’ In effect, the
post colonial alignment and realignment of clagsds in Nigeria have
operated within the overall deformities and distor$ introduced and
nurtured by the colonial state and the colonidéel

4.0 CONCLUSION

We can authoritatively say that public administiathas emerged and
has come to stay as a discipline. Unlike before,ciburse is now being
studied in several universities all over the counirhe profession is
practiced in all governmental institutions in théree tiers of

government and their parastatals.

We noted also that the issue of separating pubiiistration as an art
or a science poses some difficulties as we havesrebd in our
discussions above. Public administration has trafescience and art
fused together. Still, it will be quite wrong toew the science element
of public administration as pure science.

5.0 SUMMARY

It is hoped that our discussion above has throwmenlight into the
debate as to whether public administration shoelddgarded as an art
or a science or as both. These discussions hasenled the fatigue and
the confusion shrouded in the search for the rdahtity of public
administration. It has equally contributed to adretinderstanding of the
subject matter, their roles and expectations iotipiy the business of
government for the overall development of the matio
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6.0 TUTOR-MARKED ASSIGNMENT
Discuss the evolution of public administration irgétia.
7.0 REFERENCES/FURTHER READING
Adebayo, A. (1992)Principles and Practice of Public Administrationin
Nigeria. Ibadan:
Spectrum Books Ltd.
Adamolekun, L. (1986).Public Administration: A Nigerian and
Comparative Experience. Lagos.
Longman Nigeria Limited.

Akpan, N. U. (1982)Public Administration in Nigeria. Ikeja: Longman.

Eneanya, A. N. (2010)Public Administration in Nigeria; Principles,
Techniques and Application. Lagos: Concept Publication.

Ezeani, E. O. (2006)-undamentals of Public Administration. Enugu:
Snap Press.

Maduabum, C. (2008)The Mechanics of Public Administration in
Nigeria. Lagos. Concept Publications Ltd.

Maduabum, C. (2006).Reforming Government Bureaucracies in
Nigeria. Lagos. ASCON Printing Press, Topo-Badagry.

NOUN (2012). MPA 740 Theories and Practice of Public
Administration. NOUN, Lagos.

NOUN (2012). PSM 803 Ecology of Public Administration. NOUN,
Lagos.

The Encyclopedia Britannica, (1977). Vol. 2, London: Encyclopedia
Britannica Inc.

Wilson, W. (1887), “The Study of Public Administi@t”, Political
Science Quarterly Vol. 2, June. Also vol. 56, December, 1941.
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UNIT2 GROWTH OF PUBLIC ADMINISTRATION

CONTENTS

1.0 Introduction
2.0 Objectives
3.0 Main Content
3.1 Growth of Public Administration
4.0 Conclusion
5.0 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Reading

1.0 INTRODUCTION

Public administration has become all-encompasswgéfects the lives
of the people from the womb to the tomb. Sincedhd of the Second
World War, governmental activities have increasednifiold and
became more complex and pervasive.

Public administration has undergone far—reachingngks both in its
objectives and in functions. Consequently, pubticnanistrators have
centered new functional areas. They are grappliiig mew problems in
administering public affairs.

It is recognised that public administration playsictal role in all
societies — developed and developing. In the modeministrative
state, public administration has become so sigmficthat our

development and progress depend mainly upon tihaesff functioning
of public administration.

2.0 OBJECTIVES

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

o explain public administration as the basis of gowegnt

o discuss public administration as an instrumentifgslementing
laws and policies.

3.0 MAIN CONTENT

3.1 Growth of Public Administration

A number of factors have contributed to the growdh public
administration. These include the following.
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The scientific and technological development

The invention of telephone and telegraph has mamergment and
large—scale administration possible. The introductof mechanical
devices in the office administration such as typens, teleprinter and
calculators, photocopying machines, personal coempuffax and the
electronic mail has brought even more changesattgatevolutionary in
the ways and methods of administration.

Industrial revolution

It has led to the growth of a very large —scaleustdes and factory
production, overcrowded industrial towns, and urblams. The factory
system also resulted in such evils as the growttapitalism, large scale
unemployment, exploitation of labour, longer hoafsvork and lower

wages, employment of children in hazardous occapsti health

hazards, etc.

Economic planning

Modern governments have resorted to planning as edhad of
achieving economic development and goals of welétae. The Afro—
Asian developing nations have undertaken developrpé&amning to
reshape their economies and societies and in tHes w& the new
liberalised economic reforms, planning, as a metlddeconomic
development and the administrative functions ne¢ato it, are gradually
being diminished.

War

In times of both first and second world war, pubfidministration
through public administrators are entrusted with tesponsibility of
mobilising necessary manpower and resources fompthmpose of war
and other activities acquired by public administratduring wartime
continue and even after the termination of bothswBased on this, we
can conclude that wars have their impact on thergpbf activities of
public administration.

Calamities and crises

In the event or occurrence of such natural calasyitithe public
administrators have to act quickly and undertalssue operations to
prevent loss of life and property of the affectedople. In the
developing countries, very often the public authesi have to manage
the recurring crises resulting from social uphes\alch as class and
caste conflicts, communal riots, tribal and ethnatence.
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Rapid growth of population and problems of metropoitan cities

Proffering solutions to these problems has placedditianal
responsibilities upon public bureaucracy and thspoasibility for
tackling these social and economic problems hasorbec the
responsibility of public bureaucracy and increaisegphere of activity.

Emergence of welfare state

In the interest of socio-economic, the positive farel state acts as a
protector, a dispenser of social services, a psovidf essential

commodities, a manager of key industries and bankervices, and a
controller and regulator of private economic entiegs and activities.

4.0 CONCLUSION

Public administrators participate in policy formida because the
administrative task of public bureaucracy includiesmulation of

policies and plans, executing and monitoring progres, laying down
laws, rules and regulations, which affect humanoastin almost all
walks of life.

5.0 SUMMARY

The unit has thrown light on the factors respormsiiolr the growth of
public administration, which has been identified @ basis of
government. Public administration is also an inmseat for

implementing laws and policies and participatiorpalicy formulation.

It also provides continuity when there is changegavernments and
provides a wide variety of services. Public adniratoon is an

instrument of social change and economic developnid¢® reasons for
the growth of public administration are highlightad discussed.

6.0 TUTOR-MARKED ASSIGNMENT
State and explain the reasons for the growth ofipaldministration.
7.0 REFERENCES/FURTHER READING

Eneanya, A. N. (2010)Public Administration in Nigeria: Principle,
Techniques and Application. Lagos: Concept Publication.

Ezeani, E. O. (2006)-undamentals of Public Administration. Enugu:
Snap Press.
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Maduabum, C. (2006).Reforming Government Bureaucracies in
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NOUN (2012). MPA 740 Theories and Practice of Public
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UNIT 3 MEANING/DEFINITIONS OF PUBLIC
ADMINISTRATION

CONTENTS

1.0 Introduction

2.0  Objectives

3.0 Main Content
3.1 Meaning/Definition of Public Admitration
3.2 Characteristics of Public Adminisitva
3.3 Qualities of a Public Administrator

4.0 Conclusion

50 Summary

6.0 Tutor-Marked Assignment

7.0 References/Further Reading

1.0 INTRODUCTION

Public administration has come to occupy a cempleade in the complex
and fast changing modern society. Its actual m@basists in the
provision of services and regulation of inter-greajations in society.

Maintenance of law and order, defense, welfareocfesy, application
of science and technology, and eradication of ggvarthe developing
countries engage the attention of public administnain the modern
administrative state.

In a word, the security and independence of theéestsocial and
economic welfare of the people depend upon thectffe and efficient
functioning of public administration. Public adnstration is important
in our daily life, it is an important aspect of am generic concept;
thus, its study is worth undertaking.

In this unit, therefore, the meaning of public adistration will be
examined.

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

. define public administration in details
. state the characteristics of public administratrodetails.

10
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3.0 MAIN CONTENT

3.1 Conceptual Clarification

According to Simon (1970), administration refersthe activities of

groups cooperating to accomplish goals. MacRaePath@1980), sees it
as the co-ordination of men and materials withigaoisation for the

accomplishment of identified purposes. Administmtialso connotes
such activities as implementation of organisatiatedisions and goals
as well as the systematic study of these activities

It is generally observed that administration isspré in all human
organisation irrespective of its nature. It therefbecomes imperative to
attempt a definition of the term ‘administrationéfbre delving into
public administration. Many authorities have triexd define the term
‘administration’ but there is no generally acceptedinition of the term.

We can now conclude that public administrationhigt tadministration
which is practiced in the public sector. It is tmeans, arrangements,
actions and processes by which the policies, progras, purposes and
goals of government are realised, Maduabum (2008).

Woodrow Wilson (1887) perceived public adminiswatias the most
visible side of government.

While Ezeani (2006) posits that public administratis the management
of government activities. According to him it reddyoth to the activities
of bureaucrats concerned with the management ornngtration of
government organisations and the study of theswitses. It is the
machinery for implementing government policies nsw@e stability and
continuity at all times irrespective of any goveemwhin power even
during period of crises.

Adebayo (1992) sees public administration as a mowental
administration that operates in the particular sploé government as its
machinery for implementing governmental policie® lbtlieves that its
study must therefore lead to the most efficient we&yrganising the
executive branch of the government, its functiond &s procedures.
From his assertion, we can deduce that public adtration is basically
concerned with the study of how a country’s adniatgon is organised
as well as how it functions.

Akpan (1982) contends that public administrationthe organ that

carries out the programmes and manifestos of pialrts in power. He
sees public administration as the servant of jgsliti

11
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He went further to say that public administratimvers every area and
activity related to public policy. Accordingly, includes the formal
processes and operations through which the legislagxercises its
power. The functions of the courts in the admiaisbn of justice and
the work of the military agencies all form part ohe public

administration.

According to Balogun (1987), public administratis the fusion of
human and material resources in order to achieeeotbjectives of
public policy. One cardinal issue here which atanimust be paid is
the issue of policy implementation. This is a véogal point in the
study of public administration.

Public administration can also be viewed as a lmidghowledge which
Is directed towards the understanding of admirisina of the

government business. Olojedet al. (2007) opines that public
administration is the study of the development anmgintenance of
policy by members of governments, public agencies public sector
employees and the practice of implementing theaiittive decisions
they have made.

Public administration concerns itself more with hgwliticians in
government and non-elected public sector employ®sse policy,
sustain the machinery of government and ensureipsliare put into
practice.

Nnoli (2000), describes public administration adlofes: “public
administration is the machinery as well as thegrakprocess through
which the government performs its functions. laisetwork of human
relationships and associated activities extendiag fthe government to
the lowest paid and powerless individual chargeith weeping in daily
touch with all resources, natural and human, ahthalaspects of life of
the society with which government is concerned.

It is a system of roles and role relationships Widefines in a clear and
practicable terms as possible and in as much desipossible the
intentions and programmes of government; the meawnailable
internally and externally to accomplish them; wheveen and how they
are to be accomplished; who is to benefit from thand, finally, it is a
system that causes these intentions and programnonbesrealised in real
life. It is a pattern of routinised activities, wiving decision making,
planning, advising, co-ordination, negotiation, cbation, arbitration,
command and data gathering, through which the gowent carries out
its responsibilities.”

12
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Public administration is, generally believed to &etudy that deals with
the science of getting things done in the mostcieffit way in the
political system.

3.1 Meaning of Public Administration

The word ‘public’ is used in a variety of ways.thms course however, it
means “governmental.” Public administration simplyneans

governmental administration that operates in aipalisetting. Its focus
is specifically on public bureaucracy. The study amactice of public

bureaucracy is called public administration. It @mpasses the
management of public agencies that carry out pyddlies in order to

fulfill state purposes in the public interest. ingovernment provides
services for the people in the public interest, #dministration of

governmental affairs is known as public adminisbrat

Public administration can also be seen as the iaesivof groups
cooperating to accomplish the common goals of gowent. Such
common goals include defense, safeguarding theiérsn maintenance
of law and order, fire protection, communicatiorgblic health,
education, etc. In managing public affairs, publitninistration focuses
principally on the planning, organising, directingpordinating and
controlling of governmental operations.

Public administration is the machinery, as welttes integral processes
through which the government performs its functidhss a network of
human relationships and associated activities extgn from the
government to the lowest paid and powerless indalicharged with
keeping in daily touch with all resources, natuall human, and all
other aspects of the life of the society with whitle government is
concerned. It is a system of roles and role retatips that defines in as
clear and practicable terms as possible and inuah metails as possible
the intentions and programmes of government; thansieavailable
internally and externally to accomplish them; amdlty, it is a system
that causes these intentions and programs to kiseckan real life. It is
a pattern of routinised activities, involving dears-making, planning,
advising, coordination, negotiation, conciliaticarpitration, command
and data gathering, through which the governmemtiesa out its
responsibilities (Nnoli, 2003).

13
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3.2

Characteristics of Public Administration

The characteristics of public administration induthe following in
nature:

a.

3.3

Public administration is a means to an end rastdan end in
itself. It is merely a tool of government to implem its policies
and provide various services for the people atnth@mum cost
in order to attain good life. In a sense, it isvgar for the people
rendered by government.

Public administration differs significantly fro private
administration, especially in its emphasis on puigiood, but it
finds partial analogies in private administration.

Public administration is interdisciplinary imstory; it embraces
in its fold several social sciences such as palitiscience,
sociology, psychology, economics and managemeancei
Public administration is a practical discipliree it an art or a
science. It has nexus with political and statevégti which has
become all pervasive. It has an applied naturesiogumainly on
the problems of society and polity.

Public administration is an ongoing proces®ré&lis no end to it.
If one activity is completed, a new one will crgp. u

Public administration is a non-political publibureaucracy
operating in a political system under the directioih public
leadership.

Public administration is the monopoly of thatst As such, it
deals with the ends of the state, the sovereigh thié public
interests and laws, the coercive element in society

Although public administration tends to concat@ on the
executive branch of government alone, it is the laho
government in action. Since government is a “bigigf public
administration is also naturally a big and compieadter.

Qualities of a Public Administrator

An administrator must possess the following quesiti

a.

14

Sense of judgment Another quality most essential in an
administrator is a fine sense of judgment. Everynaot of the
day an administrator is engaged on assignmentshwigiguire
evaluation, weighing of evidence, assessing degoéesgency
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 fdating
policies.
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b. Foresight The administrator should be able to forecast dase
his knowledge and experience, the probable consegseof
measures proposed for policy. He should, in additi®e able to
think of likely developments that may arise oves tiext year or
two. From his knowledge and accumulated experiemeeshould
have the skill to deduce likely developments, giverset of
factors and circumstances.

C. Ability to delegate: Another essential quality necessary in an
administrator is the ability to delegate work te kubordinates. It
Is a mark of poor administration for a top admuagir to seek to
handle by himself all the essential assignmenteerdepartment.
In the process, he will create a bottleneck whicll wause
endless delays, and he will ruin his own health.

d. Tact: He must be tactful in dealing with his politidasses. The
president or governor, minister or commissioneithascase may
be. An administrator must be efficient and briltiamd yet there
may be clamor for him to be moved somewhere elsehen
grounds that he usually puts up the backs of tham&ing with
him. When dealing with political bosses and membafrdhe
public, a top administrator should avoid being gamt, pompous,
or pedantic. This is equally important in corregemce, and in
discussion.

e. Modesty. Administrators have a duty to brief their bosdssth
when they are alone together and when they arkeirpublic at
some meeting or conference. Such briefing, espediaé ones
carried out in public, should be done as unobterlgias possible.

4.0 CONCLUSION

The original purpose of the study of public admiriBon was not to
cultivate knowledge for its own sake; rather itsgmse was explicitly
utilitarian. The study of public administration wdsected at the twin
pursuits of reforming governmental institution ardining civil
servants. Thus, administrative theory grew in #te 09th century and
the early 20th century with the primary objectiferaking government
more effective and economical in its working.

5.0 SUMMARY

The unit has thrown light on the meaning of puld@dministration,
definition of public administration, the modern iéion of public
administration, characteristics of public admirastn, qualities of a
public administrator.
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6.0 TUTOR-MARKED ASSIGNMENT

1. What are the qualities of a public administrato
2. What are the characteristics of public admiatgin?
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UNIT 4 REASONS FOR STUDYING PUBLIC
ADMINISTRATION

CONTENTS

1.0 Introduction
2.0  Objectives
3.0 Main Content
3.1 Reasons for Studying Public Admnaisbn
3.2 Challenges to the Study of Publiecrhastration
4.0 Conclusion
5.0 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Reading

1.0 INTRODUCTION

In this unit, we shall be looking at the evolutiohpublic administration

and the factors that influenced the growth of pulsldministration in

Nigeria. We will also discuss public administratias a discipline. You
are expected to study this unit very well becaupeoger understanding
of the unit will give you a proper footing and ausd foundation to

grasp the rudiments of public administration.

2.0 OBJECTIVES

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

o trace the evolution of public administration in Big

) explain the influence of colonial masters as wedl ather
influences on the practice of public administratiomNigeria

o compare the modern public administration with thadowgial

administration in Nigeria.
3.0 MAIN CONTENT

3.1 Reasons for Studying Public Administration

a. Public administration helps student learn tlasid concepts,
principles and theories of public administration.

b. It helps explain the purposes, functions, aodtiouation of
government bureaucracy.

C. It provides knowledge of public organisatiomsl dhe context in

which and the methods by which they operate.
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C. It promotes a superior understanding of govemtmand its
relationship with the society it governs and thoaldes us learn
more about how our country is governed.

d. It is useful as training for citizenship and foeparing citizens
for an active participation in the process of derabc
governance.

e. It makes us learn how to promote the publieredt more
effectively.

f. It promotes among the people an awarenesseoiimportance of
the administrative activities in their lives.

g. It is useful to make public policies, which anere responsive to
public needs.

h. It is an applied discipline, provides knowledgeich is helpful to

the policy makers and to those who implement pegici

I It prepares student for employment in the gowent services
and make them aware of the opportunities and aigle of the
public service and thus, it is useful as a selisgrinvestment.

J. It will enlighten you on what the governmentedpor expected to
do thereby arming you with a parameter to assespéiforming
government and the non performers.

K. You will understand the policy needs, its asay formulation,
implementation and evaluation.

l. It will help you understand the constraint obvgrnment in
executing certain policies and why some policiescead and
why other policies fail.

m. You will understand who the public administratand the role
they play in the society.

n. You will understand the minds and doings of eyoment as to
budgetary allocations; “who gets what and why”.

0. You will understand clearly how and why you aspublic
administrator should be more proactive, effecting afficient.

p. You will get to know the relevance of publionadistration in the
society in general.

g. You will get to know the government parastatatsnistries,

departments, their functions, their characteristics

3.2 Challenges to the Study of Public Administratin

There are some challenges and constraints confgonipublic
administration in Nigeria and some other developiogntries. These
challenges may not be present in the developedtgesras they might
have outgrown them in terms of development and raocké technology.
Some of these constraints are discussed below:

1. Lack of knowledge as to the real status of ipuddministration.
2. The scope of public administration is wide.
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3. Inaccessibility of the practicing public adnsinators by the
public administration students.

4. Poor funding for research on the subject.

5 Few universities offering the course.

4.0 CONCLUSION

We can authoritatively say that public administiathas emerged and
has come to stay as a discipline. Unlike before,ciburse is now being
studied in several universities all over the counirhe profession is
practiced in all governmental institutions in théaree tiers of

government and their parastatals.

We noted also that the issue of separating publiristration as an art
or a science poses some difficulties as we havesrobd in our
discussions above. Public administration has trafescience and art
fused together. Still it will be quite wrong to wig¢he science element of
public administration as pure science.

5.0 SUMMARY

It is hoped that our discussion above has throwmenlight into the
debate as to whether public administration shoelddgarded as an art
or a science or as both. These discussions hasenled the fatigue and
the confusion shrouded in the search for the rdahtity of public
administration. It has equally contributed to adretinderstanding of the
subject matter, their roles and expectations iotipidy the business of
government for the overall development of the matio

6.0 TUTOR-MARKED ASSIGNMENT
What are the challenges to the study of public adstration?
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UNIT5 ECOLOGY OF PUBLIC ADMINISTRATION
CONTENTS

1.0 Introduction
2.0 Objectives
3.0 Main Content
3.1 Ecology of Public Administration
3.2 The Environment of Public Adminisioa
3.3 The Environmental Factors that have InflueanePublic
Administration in Nigeria
3.4 Factors that Influence Public Administratio Nigeria
4.0 Conclusion
5.0 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Reading

1.0 INTRODUCTION

In this unit which is basically ecology and its lugnce in public

administration, we shall make concerted effort xplain in details the
relevance of ecology to the study of public adntraison. Though it can
be argued that ecology will fit in better in scienitelds but the study
will throw more light and bring to the fore how éagy is just not an
interaction between individuals and their environtebut also as
interactions between entire populations and theeasse. It means the
influences of all natural, historical, politicalc@omic, socio cultural,
religious factors and other significant nationapesiences that in one
way or the other influenced the growth and develepimof public

administration in Nigeria.

2.0 OBJECTIVES

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

) explain the meaning of ecology as it relates to lipub
administration
. describe ecology in relation to the basic typesintéractions

found between individuals in ecological communitaasd how
these interactions may influence a community owvee t
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3.0 MAIN CONTENT

3.1 Ecology of Public Administration

The Oxford dictionary defines ecology as that bhanf science that
studies the distribution and abundance of livingamisms, and the
interactions between organisms and their environm@&he general
definition of ecology is the relationship that @givetween plant and
living organisms to each other and to their envinent. Human ecology
examines humans and their interactions with thetural environments.

To public administration, it means an umbrella tefion a variety of
projects that involve the origin, importance andpact of public
administration to the environment in which it ogem In effect, it
means the influence of all natural, historical,ifocdl, economic, socio-
cultural, religious factors and other major natioeaperiences that
influenced the growth and development of public suilstration of any
nation.

Ecology of public administration is concerned whtbw the differences
in social, cultural and environmental factor couwpleith historical

experiences affect the way in which public admmaisbn is conducted
and also how administrative actions affect theetgdn which it plays a
part. There is a general consensus that the vetyrejapurpose,
activities, structure and behaviour of public adstnation is determined
or modified by the social, cultural, economic, poél, legal, historical
and technological factors in the environment.

Ecology of public administration further means hoyublic

administration relates with itself internally asllas how it relates with
its external environment in terms of politics, sbcculture, economy,
and technology, legal and so on. In order wordélipiadministration
does not exist in vacuum but rather exists withisoaio-cultural and
political environment.

Consequently, Richardson and Baldwin (1976) coliates that public
administrator perceives the problems to be resolikd alternative
possibilities within which choices can be made, thsources to be
employed, the support and oppositions to policras$ programmes, the
client to be served or regulated, the market forgesh establishes the
cost of goods and services, interest groups tieat@ncerned about what
the public administrator does, the private and igubktitutions all form
the environment of public administration. It is kit this environment
that the consequences of public administratiori@abe judged ‘right’ or
‘wrong’ ... (Ezeani, 2006:52).
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Furthermore, MacRae and Pitt (1980) state that ctifeural norms and

values of society limit the activities of publicficfals, and the methods
which they can adopt to pursue their goals’. Ireetfthough the formal

structure of public administration of different edes may be the same
but their informal and behavioural patterns posseessiderable

diversities that are conditioned by its environment

Finally and so therefore, public administrators wtoensure that
environmental factors are taken into account whaking decisions and
‘that environmental transformations which are odogr by themselves
may be modified” (Riggs, 1980). The environment denstantly
changing and exerting influences of various typeshe organisation.
Some of these influences are beneficial while samedetrimental. It is
the duty of the senior administrators to take athgm of the beneficial
factors while counteracting the harmful ones, atiead for the good of
the society.

3.2 The Environment of Public Administration

a. The resources needed by public administratiensar diffuse and
dispersed that there is a serious problem of coatdin. The spatial
division of labour in the system is designed tophmlit but it creates its
own problems of coordination.

b. Associated with this diffuseness of resourcethés diffuseness of
roles necessary for public administration. Unlikegoravate economic
enterprise where there is a single minded focusow@& project, the
objectives of even the ministries cannot be prégciskefined and,
therefore, neither can the roles necessary to guesimthem be
precisely defined.

c. Public administration takes place in the fulrgl of the public eye. It
IS in a sense everyone’s business, and what is, sonee people outside
the civil service take this business seriously. yThee ever ready to
proffer suggestions on how to perform better, i foa more action, to

criticise and identify weaknesses and failures, smdnake political

capital out of such failures. Thus, public admiagirs are under
constant public pressure; their attention is digidend they are
distracted. Under such conditions efficiency swfeBut this is a

necessary sacrifice for the values of freedom aenhatracy. It is

unthinkable that public administration should besezret affair of the
civil servants (Nnoli, 2003).

d. It operates in an intense and pervasive pdliat@osphere. This is

natural since public administration is part andcphrof the political
process. Although politicians in government tenélisorb much of the
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political pressures on government, enough stitefd through to the
public administration to significantly affect itsonk. For example,
public administrators cannot take account of orlg technical and
professional factors in their work. They must imtgg them with
political considerations that are often unpredidabn a day-to—day
basis. Political considerations may cause an imgligbroject to be
embarked upon against all technical and profeskirslom. Yet, at
the same time the government expects the admitust@use resources
judiciously and to apply professional expertis¢hi@ solution of national
problems.

e. There is a widespread expectation of benefitsmfrpublic
administration at little or no cost to the citizélrhis is particularly the
case in the ex—colonial countries of Africa andaAsihere there is a
strong heritage of government involvement in margffave functions.
A consequence of this great expectation is thaptipilace is not eager
to calculate or make allowances for the cost ofviginog these
amenities. Thus, public administrators must walk tight rope of
satisfying these popular demands with little or nesources at their
disposal.

3.3 The Environmental Factors that have Influenceon
Public Administration in Nigeria

These factors are not peculiar to the third wotkites which include
Nigeria environment alone as there are also foundther developing
countries. Some of these are discussed below:

Social factor

In this situation, the loyalty to family, friendgcal, state, and ethnic
groups take precedence over loyalty to the nati®his makes
supervision and control difficult to implement.bteeds corruption and
mediocrity as merit is not the yardstick for appiant to public office
or the award of contracts.

The public service is also viewed as a facelesdgyeot as ‘national

cake’ which should be sliced and eaten by those avbdortunate to get
close to it. The bigger your slice, the smarter yoa viewed by the
society. The same society regards those who hase toethe corridors
of power but have nothing to show for it as vergligh. They are
scorned and despised even by their own families.r€blult is looting of
the public treasury by public officers, politiciariee military, et cetera.
This has impoverished the country and made the spanency

International to rate Nigeria as one of the mostug nations in the
world despite the acclaimed fight against corruptioNigeria.
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3.4 Factors that Influence Public Administration n Nigeria

As we mentioned earlier, public administration mgluenced by the
factors that operate within the environment. Sorhehe factors that
affect public administration in Nigeria include;lanialism, political,
socio-cultural, economic, legal, etc.

1. Influence of colonialism

Prior to the advent of the British rule, there wagxistence some form
of fragmented administration in the colonies befible amalgamation of
the Northern and Southern Protectorates of the topun 1914. The

salient features of the evolution of the Nigeridlpuadministration as
listed by Maduabum (2006:14) are enumerated below:

a. From 1866 to 1874 the central administration lfagos, Gold
Coast, Gambia and Sierra Leone was transferredraetéwn,
Sierra Leone.

b. From 1874 to 1886, Lagos and Colony was adnairast from

Gold Coast.

In 1886 Moloney was appointed Governor of Lagos

In 1889, the Niger Coast Protectorate was niergéh the

territories of the Royal Niger Company.

e. On 1st January, 1900, the protectorate of ®omithNigeria was
created along with that of Northern Nigeria.

f. In 1906, Lagos Colony was merged with Southigeria.

g. In 1914, Lagos Colony plus Southern Protectovedre merged
with Northern Protectorate to form an amalgamateditory
called Nigeria. Thereafter, a Governor General rhngar
Fredrick Lugard was appointed for the amalgamatéddny. He
was assisted by exclusively appointed all EuropEaacutive
Council members.

oo

Nigeria inherited a rigid centralised administratistructure that was
designed to serve the interest of the colonial emastt was tailored to
guarantee law and order, and to collect taxes amek.f Theirs was
mainly materialistic acquisition and not developtr&tministration or
assimilation as was done by their francophone @patts.
Adamolekun (2000:33) rightly puts it thus, ‘Britisgimlonial rule was an
administocracy, a dictatorship, and an authoritariaystem of
government’.

In the area of personnel, the upper and middle Ideveere pre-
dominantly occupied by the ‘whites’ while the nasvwere confines to
the menial jobs irrespective of their educationatkground or skills.
The people were highly demoralised and this madaynud them to
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leave the public service. Those that remained werny passive and
alienated with their jobs which they see as ‘thétevman’s job’. This is
partly attributed to the fact that the whites taalk the benefits that
accrued from the job even when they did not wornkifpleaving the
natives who are the rightful owners as servants amdokers. This
trend continued even after independence.

More so, that even today, many Nigerians still rdgae public service
as ‘white man’s job'.

This is a significant legacy left for Nigerians their colonial masters.
The foregoing has a lot of implications on the depment of public
administration in Nigeria, some of which are asofeb:

a. Native administration system contrasted shasjitly the imposed
indirect rule system and complex structure of goaace.

b. The creation of a weak, repressive, and norimegic state were
strategy by the colonial rulers to further defrainel natives.

C. The public sector was imposed on the peopl¢hi®maintenance

of law and order. Rules and regulations were toliserved. This
was quite novel to the people who were used to theal ways

and cultural values. The public administration iigétia became
obsessed with these rules and ensured its comeliaucfailed to

take into consideration the fact that the rulesenanly to be used
as guide to an end.

d. The development of indigenous elites and timairginalisation in
the internal production and exchange system hacegative
impact on the psyche of the indigenous elites &edsbciety in
general.

e. The hierarchical organisation of offices inmsrof control and
supervision contrasts with the predominantly forirtraditional
authority and its power structure.

f. The looting of the resources of Nigeria, dis@mement of
relevant and comprehensive education, the failudate useful
and democratic institutions, and the failure tddunfrastructure
that would facilitate mobility and contract amongsbple were a
huge set back to the development of Nigeria.

g. In area of personnel, the ‘whites’ were theesmicupants of the
upper and the middle echelon of the public admiaisn,
leaving the menial and lower cadre for the natimespective of
their academic qualifications and skills. This hadnegative
influence on the psyche of the natives who feltgmalised and
highly demotivated. As a result, majority of theopke regard the
public service as a ‘white man’s job’.
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2. Influence of the ‘Nigerianisation’ policy

Before the First World War, the colonialists avald@&ppointing

Nigerians to positions of authority based on radiatrimination but by
the end of the First World War, the structure afnadstration had been
sufficiently established.

The Second World War gave a great boost to theefiagisation’ of the
public service. During this period, Nigerians atgth for more

appointments in the senior cadres which were hithdgnied them. As a
way of compensating Nigerians for supporting Bntan their war

campaign, the Foot Commission of Inquiry was esghbt in 1948, to
ascertain the possibility of indigenising or ‘Nigarising’ the civil

service. The report of this commission paved way fihe

‘indigenisation’ or rather ‘Nigerianisation’ of thpublic service. This
policy later spread to the Eastern and Westerronsgof the country.
The Northern regions were later to tow the samd. plne later

introduced nepotism and ethnicity into their adsiirative system.

3. The political influence

The political environment consists of the attitudasd actions of
political and government leaders and legislatotsiclv affect all kinds

of organisations and individuals. The policies gwditical class made
affect virtually every aspect of life so do the ispentation of such
policies by the public administrators. Nigeria gairindependence from
British colonial rule on 1st October, 1960 and sinten she had
experienced both democratic and military adminigirs. Twenty two

years out of the fifty three years of independehege been under
democratic government, while the rest had been rutidee military

administration.

Nigeria operates a federal system of governmerit thitee tiers system
of governance; Federal government, the state antbtdal governments.
The act of governance is as stipulated in the @atish of the Federal
Republic of Nigeria.

4. Economic influence

Public administration of a country is influenced Blye economic
policies of the government in power for instance privatisation and
commercialisation policy of the Federal governmemhich has
influenced the prices of goods and weakened thehgsing power of
the currency.
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Nigeria operates a mixed economy whereby governmergsts in
certain enterprises owned by the state such as PHNZié¢rian Ports
Authority (NPA), etc. These are known as statutooyporations or
parastatals. The workers who work in these corporatare known as
public servants. The corporations are managedplikete organisations
except that the management and board members pointgal by the
government.

5. Socio-Cultural Influence

The socio-cultural environment also influences finactice of public
administration in Nigeria.

By socio-cultural environment we mean the desirespectations,
attitudes, degrees of intelligence and educatiefiefs and customs of
the people in a given group or society.

4.0 CONCLUSION

Public administrators operate in a complex envirenin They affect,
and to some extent, influence the environment irckvthey operate. In
playing advisory roles to the political class antsoain policy

implementation they must consider the internal aedternal

environment. Many governments are making seriof@tsfto establish
an environment that is beneficial to the societigelan government is
towing similar line.

5.0 SUMMARY

From the discussion on the ecology of public adstiation we have
seen the influence of environmental factors asigacts on the practice
of public administration in Nigeria. Ecology in gidbadministration
context is concerned with the differences in soclltural and
environmental factors and how environmental factangl historical
experiences affect the way in which administraioonducted. It also
deals with how administrative actions affect theisty in which it plays
a part. We also observed that development stratesyiel approaches
must take into cognisance the very nature of thaesp involved,
drawing at the same time from its human and mateesources to
achieve social change in the society.

6.0 TUTOR-MARKED ASSIGNMENT
1. What is ecology of public administration?
2. What are the environmental factors that hafleaence on public

administration in Nigeria?
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1.0 INTRODUCTION

The specific issues that will be examined in thist unclude the
definition of administration, administrative pripes, administrative
theories, and how organisation functions. In thmst,utherefore, the
meaning of administration and organisation willdxamined in details.

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

explain administration in details
explain organisation in details
discuss the history of administration
discuss administrative theories.
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3.0 MAIN CONTENT

3.1 Meaning of Organisation

Organisation is a social unit or human groupingbeeately constructed
to pursue specific goals. It has three goals whichy be either
intermeshed or independent ends in themselves, Ipangeowth,
stability and interaction. To achieve integratiow @rganisational goals,
the organisation designs a formal structure thest f the desired job
relationship between people, who provide for therall coordination of
efforts. Examples of organisation are corporatioasnies, schools,
mosques, hospitals, churches, prisons and so on.

3.2 Definition of Administration

Administration is a universal concept and is alsb umiversal
importance. According to Simon (1950), it is saw@ tommence
immediately two people agree to co-operate to umkera task, for
instance, to move a stone which none of them cawenatone. Also
Nwosu (1985:3), noted that administration is in@ieé in any given
situation where a piece of work has to be done,thrsdpiece of work
requires the effort of more than one person to mgdigh it. We are
involved in administrative behaviour when we co+epe with other
people to accomplish such objectives as erectomranunity town hall,
constructing and managing schools, churches, aspitvehicles,
assembly plants.

Thus, Onuoha (1999) explains further that admiaigin exists
whenever people cooperate to achieve the goal®ef groups, and
such achievements require planning, organisatiommneand,
cooperation and control. It involves the mobilisati deployment and
direction of human and material resources to atthi@ specified
objectives. When viewed from this perspective,arly administration
Is rightly considered a very old and global phenoame which exists,
even in the most basic human group.

We may therefore define administration as a capagitoordinate and
execute many and often conflicting social demands single organism
so perfectly that they should all operate as a \(Rayol, 1949).
Increasingly, those definitions and explanatiomspag others, point to
the fact that administration is both public and/ate.

Administration has a long history which dates baxkhe beginning of
the history of mankind, with research revealing adsirative tasks and
practices since recorded history. Researches darrmait by

archaeologists and translators have revealed thatydpack to the time
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of ancient Egyptian dynasties, the ancient Chirtespire, the ancient
Greek city — states and Roman Empire, there is ddninevidence of
impressive analysis with contemporary administeatiasks, merely by
way of illustration, also the early Christian Churalso played a
remarkable role in the emergence of administragineetices. A Chinese
administrative expert writing in 500 BC remarkeditth

Whoever pursues a business in this world must heaveystem. A
business which has attained success without amydtes not exist.
From ministers and generals down to the hundredsaidfsmen, every
one of them has a system. Now, if we govern theirengy a large state
without a system, we are not even less intelligeah a common craft
man (Adebayo, 2004).

In our modern societies, various groups of peomenfall walks of life
are woven together in a complicated process taesaeltthe objectives of
the organisation. In both public and private esshibhents, large
numbers of employees have to be supervised, caietin and
controlled. Thousands of workers have to be brouglgether and
distributed for work among the various departmeotswhich the
various organisations are composed.

Workers are graded in different levels of authoritpm directors and
managers at the top to messengers and labordre hottom. Everyone
has to be assigned his specific function and thdribmtion of each
must be towards the objectives of the whole.

3.3 Basic Characteristics of Administration
Administrative practice is based on some knownattaristics namely:

Hierarchy: Organisation forms a chain of superiors rangirgnf the
highest ranking to the lowest—ranking manager.

Unity of command: Employees receive orders from one superior.
Chain of command: Organisations are divided into various but
functional sections, units, departments, etc.

Span of Control: Employees are given authority and responsibihit
commensurate with their offices, which should neifwore or less.

3.4 How Organisations Function

(@) Goals: Organisations are social units which puspeific goals
and this goals provide orientation by depictingutuife state of
affairs which the organisation strive to achieve

(b) Human activity: Organisational behaviour resultonir the
interplay of human elements in a group relate tcheather in
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pursuit of the reason for coming together and thmate or
environment created in the process.

(c) Interest group pressure: Organisations are instntaise created
to serve one or more specific goals.

(d)  Environmental influence: Systems theories have exaded that
organisations are constructed by their environments

3.5 Administrative Theories

Administrative theories are postulated to estabhshv resources of
organisations can best be managed. Administratperoaches are
broadly divided into administrative management, ebwicratic
management and human relations.

This theory was first formulated by Henry Fayol,datater Luther

Gulick and Lyndall Urwick. The theory concentrates attempts to
develop principles of administration which can Ippleed everywhere.
According to them, any administrative principle erdeveloped, should
logically work in any kind of administrative insttion. Gulick and

Urwick gave the discipline of public administratjothe acronym
POSDCORD which means - planning, organising, stgffidirecting,

coordinating, reporting, and budgeting. According Gulick and

Urwick, POSDCORD constitutes the key duties andcfions of any

administrator in an organisation. The acronym isiccsed of having

over—simplified the work of an administrator. Oreithown part, still

under administrative management theory, James mnEy and Allan

C. Reilay formulated the four principles of orgaiesn which are: the
coordinative principle; the scalar principle (hmetgcal structure);
functional principle (division of labour); and theaff/line principle

(Onuaha, 1999).

Bureaucratic theory

Bureaucratic theory was one of the earliest theooieorganisation. It
was formulated by Max Weber, who is fondly referteds the father of
bureaucracy and bureaucratic theory. According &b#&Y, bureaucracy
Is hierarchical, and promotion based on profess$iamarit and skill.
Bureaucracy is characterised by career servicechwhelies on and
adopts rules and regulations for its operations.

The career professionals are guided by impersaiationship among
them, and between them and their clientele. Webemnterested in
learning how bureaucracy functions, why it funciahe way it does,
and its possible effect on the whole society. Magbéf’s thesis is that
to understand organisation one needs to understendrocedures and
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activities of the bureaucracy, since bureaucracyesyimeaning to
organisation.

Human relations theory

Human relations theory is another method of stuglyenmganisations.

The theory is reputed as being a reaction agaiestop as machine
concept of the scientific management school. Thendwu relations

theory of organisation examines the informal wortoup at the

assembly, that is, the line level. It tries to findt what makes these
groups of workers work or refuse to work. The tlyeres to establish
what relationship exists between motivation and galtisfaction, and
how these affect efficiency and productivity in trganisation.

The formulation of the theory began with the eoof Elton Mayo in

1927. The study focused on relationship betweerkererand managers,
and among workers themselves. The development ef ttleory

continued with the efforts of Abraham H. Maslow, what is today
known as Maslow’s hierarchy of human needs. Masjmvceived

human desire to be based first on psychologicalsedich provide the
foundation for the next greatest need, which isusgc These are
followed by love or belongings, self esteem, andalfy self

actualisation. According to him, all these humaredse collectively

determine productivity in any organisation.

4.0 CONCLUSION

We have explained that public administration is evegnmental
administration or machinery for implementing pulpalicy. Some basic
texts of renowned authorities are used as soutrdabé exercise. These
sources coupled with ideas of celebrated adminiggraheorists have
made our discussions much clearer.

5.0 SUMMARY

In this unit, we have examined the meaning of adstration, meaning
of organisation, definition of administration, ahdsic characteristic of
administration, how organisation function, admirasve theories. We
learnt that public administration is the machinasywell as the internal
process through which the government performsauistions.

6.0 TUTOR-MARKED ASSIGNMENT

1. What is Administration? Discuss the historyadministration.
2. Discuss three different approaches to the stidydministration.
3 Explain four basic principles of administratio
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1.0 INTRODUCTION

In this unit, we shall be looking at the evolutioihpublic administration

and the factors that influenced the growth of pulaldministration in

Nigeria. We will also discuss public administratias a discipline. You
are expected to study this unit very well becaupeoger understanding

of the unit will give you a proper footing and ausd foundation to
grasp the rudiments of public administration.

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

) discuss public administration as an academic diseip
. compare public administration as a science or asran

3.0 MAIN CONTENT

3.1 Public Administration as an Academic Disciplie

Public administration as a course of study emer@ea result of the
deficiencies observed by Woodrow Wilson (1887)he apparatus for

performing the numerous tasks of government.

Woodrow highlighted the importance of studying théministrative
institution of government.

He opined that the task of public administratiors\vita straighten the
paths of government, to make its business lessusmbss like, to
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strengthen and purify its organisations, and towarats duties with
dutifulness’.

Other scholars developed interest in the studyubilip administration

and their writings further awakened general intetiesthe subject.

However, despite the huge awareness generatedebg gtholars, the
subject lacks a universally accepted definition.ild/Bome argue that it
should be treated as a separate subject that sistand on its own,
other insist that it should be treated as a brarfigiolitical science.

Public administration can be viewed as those d@siinvolved in
carrying out the programmes and policies of goveminirrespective of
the system of the government in power. Whether muineal,
totalitarian, socialist, parliamentary or congressi, presidential, all
countries of the world require a machinery to i ieffect the policies
of the government at all levels, that machinenyublic administration.

As a discipline or body of knowledge, public admtration is geared
towards the understanding of governmental admatistn. It is
concerned towards the accomplishment of governimgsinesses.

As an academic discipline, it is mostly interestadthe structures,
finances, materials and personnel and how it camdre proactive.

However, there have been confusions and debatestls real status of
public administration.

While some state that it should be regarded asqgbapblitical science,
some say should stand alone. There are some that saa science;
some opined that it is an art. Yet some classifsitoth a science and
an art. Let us examine the subject under these fieespectives.

3.2 Public Administration as a Science

Some scholars and practitioners of public admiaigtn are of the
opinion that public administration should be regalrés a science. This
group contends along with Dahl (1978) that pubdeanistration has a
universal validity independent not only of morabgoolitical ends, but
of the frequently nonconformist personality of timelividual and the
social and cultural setting too.

Other supporters of public administration as arsmeargue that public
administration is a body of knowledge, which inwaedv systematic
thinking and research. The human activities in piggtions are guarded
by principles and theories for the purpose of teartand impacting
sound knowledge to the practitioners. This groupibaites public
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administration as a body of knowledge, whose maimcern is to study
and learn the purposes of government for the perpdseaching and
assisting practitioners through scientific enquion solution to
challenges encountered by public administrators.

Other notable scholars like Willoughby, Taylor, BayGullick and
Urwik, etc. also defended the scientific side oblpriadministration by
their principles of administration. Pfiffner agreésat specialists in
public administration have achieved a considerdblgree of uniformity
in the manner of approach to the solution of pnotdewhich is
characteristics of science.

From the foregoing, public administration is a ace since it has a well
systematised body of knowledge. It is an applie@nse because it
utilises the basic principles of sciences. It isialy a social science
since it deals with human beings. However, we haveote that public
administration is not a pure science like physatemistry and biology
which is subjected to a laboratory scientific expent.

3.3 Public Administration as an Art

Many schools of thought who see the action pathefadministration
recognises public administration as an art. WeliStetionary defines
art as ‘skill acquired by experience, study or obston, the conscious
use of such skill’. Art is an acquired skill useddioing things.

According to Okigbo et al (2000) those who positatthpublic
administration is an art has the following argursettt buttress their
assertion:

a. That public administration deals with human avebur which
can not lend itself to the uniformity of natureyman it be easily
analysed in the way that physical objects can.

b. The administrative behaviour is not always clatgby rational.

C. That no concept of public administration canshedied as an
absolute constant, that is, something not affecteyd
circumstances of time place and environmental facto

d. That since the various factors that influereedpplication of the
policy cannot be measured, public administrationaasubject
becomes flexible.

e. That laws also lack universality e.g. admiaisbn policy
changes from country to country due to differencegpolitical
system in various countries.

f. That most principles of public administratiomuaciated by
eminent scholars like Willoughby has received sexiohallenges
by public administrators who criticised the prirleg as being
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logically inconsistent (for instance, principles oéntralisation
and decentralisation).

4.0 CONCLUSION

We can authoritatively say that public administiathas emerged and
has come to stay as a discipline. Unlike before,ciburse is now being
studied in several universities all over the counirhe profession is
practiced in all governmental institutions in théree tiers of

government and their parastatals.

We noted also that the issue of separating pubiiistration as an art
or a science poses some difficulties as we havesrebd in our
discussions above. Public administration has trafescience and art
fused together. Still it will be quite wrong to wid¢he science element of
public administration as pure science.

5.0 SUMMARY

It is hoped that our discussion above has throwmenlight into the
debate as to whether public administration shoelddgarded as an art
or a science or as both. These discussions hasenled the fatigue and
the confusion shrouded in the search for the rdahtity of public
administration. It has equally contributed to adretinderstanding of the
subject matter, their roles and expectations iotipiy the business of
government for the overall development of the matio

6.0 TUTOR-MARKED ASSIGNMENT

1. Why do we perceive public administration asiarsce?

2. Why do we also perceive public administratisraa art?

3 What are the challenges to the study of pudiministration?
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1.0 INTRODUCTION

Public administration is a distinct field of adnstration, which is very
important for the success of any government. Thsuparity arises out
of the fact that public administration is an actpart of government, the
means by which the purposes and goals of governiaentrealised.
Specific issues to be covered here are: absorpiiothe work of
government, meeting the challenges of governmentivites,
implementation of government decisions, detachinfy pmlitical
activities from administrative work, negotiation,onciliation and
arbitration and communication.

2.0 OBJECTIVES

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

. explain how public administration absorbs the botkwork of
government that covers various aspects of the tsotie
o discuss the importance of public administrationmeeting the

challenges of continuous growth in size and complewf
government activities.

3.0 MAIN CONTENT

3.1 Importance of Public Administration

a. Implementation of governmental policies

So many processes are involved in the making amdemmentation of
government policies that apart from the problenhigh level expertise

there is the problem of an intricate division obdar that must be
solved.
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There is the need for a clerk to file the leite

Others to gather information.

Still others to ensure that the conditions ofkvare agreeable to
the civil servants.

4. Some to post letters, keep documents, write onanaa, gather
statistics, negotiate with individuals and grouwgrsd so on and so
forth.

Wwn e

It is not efficient for one individual to performany of these functions
at the same time. Experience has shown that moneraduced or
achieved under conditions of a division of labdwart under conditions
where no such division of labour exists. Therefdtee demands of
increased productivity, performance or achievenrequire a complex
division of labour in which many more people aredived than those in
government.

b. Welfare services to the people

Government activities have not only grown in siteey have also
grown in complexity. And such a complexity demaddgerent kinds of
expertise for various activities. Therefore, evdn individuals in
government have the time and energy to carry duthelr functions
they will not have among themselves alone the rsacgexpertise to go
round their specialised activities. Thus, they ndedvariety of experts
found in the public administration such as:

) Teachers for managing educational institutions angacting
knowledge into students and pupil in such instiosi
. Doctors whose responsibilities are to save livesoufh

preventive and curative measures using the equismanthe
hospitals and clinics established by the government

. Industrialists for sustaining the industries estiad.

) Accountants, whose task is to keep proper recofdeancial
dealings of governments in addition to working etrategies of
generating revenue for financing the activitiegovernment.

. Engineers that invent, operate and maintain equigsnand
machines procured to serve various purposes idegartments
of government.

. Soldiers whose responsibility is to maintain botlernal and
external security, etc.

Members of government do not know everything; ahdytdo not

necessarily know more than everybody in their owgaaof expertise.
They need the help of experts and better minds.
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C. Management of the economy

One of the identified importance of public admirasion is its ability to
absorb the work of governments. There is noticeatdeease in the
activities of government all over the world. Thesatwith:

1. Foreign governments at the same time as thest roversee
internal and external trade.
2. The industrial and agricultural growth of theuntry; this

involves embarking on measures that will createoadacive
environment for both foreign and local investors.

3. The health of the population by establishingcsgists 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 afmary,
secondary, and tertiary as well as Universitieosgthe nation,
most significant is also the servicing of theseiingons.

5. Provision of power: governments across the dvdirhve a
demanding task of power generation which is the Wire of all
the economic and social activities.

6. Defense: the task of ensuring both internal extérnal security
remains one of the topmost activities of governmeeturity
challenges have increased over the years.

7. Management of finance: aware of the vast neétse public and
the lean resources always at the disposal of gowents,
governments have the responsibilities of employe&ftective
measures for management of state resources.

8. Encouragement of development in science andntdogy:
governments embark on measures aimed at encoursgagific
and technological innovations.

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

d. Serving public interests

For a government to protect persons and propergynagviolence, to
collect taxes, and control traffic and health hdgarit must make
regulations. In order to settle disputes betweetigsa it must conciliate
and negotiate. In order to arrive at a just denisichen faced with
conflicting demands from opposing interests andctions in the
community, a government must be continually engaigetialancing.
This balancing involves consultations, negotiatiamd compromise.
Then, of course, there is the equally importanigaition on the part of a
government to provide services.

44



From the foregoing, one can see certain uses aocegs from the
bedrock of the responsibilities of a government.edéh include
regulating, conciliating, balancing, compromiseq aervice—providing.

Regulatory functions involve the making of ruledamegulations and
the issuing of policy directives. For the rationahd effective
performance of these roles there must be priornitay and gathering
of information and data. It will also be necesstryhold consultations
with representatives of sectional groups and tmmeite conflicting
interests and points of view. All these tasks rest public
administration. It is after these essential pretanies have been carried
out that rules and regulations, and directivessaged by government.

e. Role as a change agent (technological change dan
communication)

In public service, administrative officials perfoarconsiderable portion
of their task through communication which couldeitbe in oral or in

written forms. One of the hallmarks of an admiritdr is to develop the
habit of communication by discussion — telephorseuision, meetings
and conferences, interviews with members of thdip@and clients of

the department. A good deal is achieved throughe-fmeface

discussion.

In spite of the obvious advantages of oral commatioa and personal
contact, it is inevitable that senior officials leato communicate
frequently through the written word. They have tatevminutes in files,
prepare memoranda and draft speeches for theif ekeéxutives — the
president, governor, ministers, state commissigonansl chairmen of
statutory bodies and agencies.

Minutes are views, opinions, advice, informationr directives
expressed in writing during the course of day—tg—waark in the office.
They are usually enclosed in paper jackets knowifiles. Each file
bears a reference number by which it is easilytiied. For the purpose
of tidy arrangement and easy reference, eachditbevoted to a single
specific subject.

The decision to prepare the memorandum in a depattmay originate
directly from the minister/commissioners who are political heads of
departments or the permanent secretary. A mattgrhange been subject
of consideration in the department and on which rtheister and his
officials have exchanged minutes in the file, eactie expressing his
own views as a result of the data and informatissembled on the
issue. Matters may reach a stage at which the tains convinced that
it is necessary to consult, inform or seek appraMakhe executive
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council. At this stage, the minister will direcstpermanent secretary to
prepare a memo.

Alternatively, the process may be the reverse. Jémnanent secretary
and his subordinates may have been examining acudart issue
through the exchange of minutes in the file. A pomay be reached at
which an important issue of policy calls for detaration and as he may
prepare a memo.

Public officials in the civil service, in the unrggties, local government
service, statutory corporations, etc. very oftemehi@ write speeches for
their chief executives. The chief executive maythe president of the
nation, the governor of a state, the vice chancalfoa university, a

minister of state, a state commissioner or therofen of a statutory
corporation or any governmental agency.

4.0 CONCLUSION

It has been ascertained that public administratsothe hub through
which social, political and economic developmerketaplace within a
state. Indications are apt that through profes$igma administrative
duties lean more towards national interest thanviddal interest.
Textbooks are the main source for the exerciseasideom various
scholars have been employed.

5.0 SUMMARY

This unit dealt with the importance of public admsiration in details.
An important role of public administration is sustag government’s
work that is by implementing government policiesnt® of the areas
highlighted in this unit include; implementation @overnmental

policies, role as a change agent, serving publerasts, welfare services
to the people and management of the economy.

6.0 TUTOR-MARKED ASSIGNMENT
State and explain the importance of public admiaisin.
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1.0 INTRODUCTION

Public administration has evolved over time, it pésyed a key role in
the organisation of the structures of governmemt i usefulness to
other disciplines cannot be overemphasised. This attempts to
identify the critical areas that are the concerrpualblic administration.
These include; organisation of countries’ structwfe government,
promotion of efficiency in the running of the var® structures of
government, public administration and politics, timeerdisciplinary
nature, and its environment.

2.0 OBJECTIVES

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

. describe the organisation of public administraiystems

) discuss the concept of efficiency with respect tabli
administration

o examine public administration as an interdisciplnéield of
study.

3.0 MAIN CONTENT
3.1 Scope of Public Administration
a. Interdisciplinary

From public administration as management, the plise moved to
what may be considered the present state of thaplilee — the new
public administration — 1970 to the present whichpbasised that
public administration should be studied along vatiience and society.
The new public administration reflects the new nes¢ in the
relationship between knowledge and power, bureaycrand
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democracy, technology and management and technolagy
bureaucracy. Also the period is witnessing intaiigighary programmes
in science, technology and public policy. Emphdsas shifted away
from the traditional concern for efficiency, effeeiness, budgeting and
administrative techniques to a new public admiatgin much aware of
normative theory, philosophy and activism; thus tiesv questions it
raises are on ethics, the development of the iddali members in the
organisation, the relation of the client with therdaucracy, and the
broad problem of urban growth, technology and wviote (Nicholas,
1986)

In sum therefore, political science and managenast the major
influences on the present stage of developmentibliggadministration.
The present stage pays extra attention to areagyahisation theory and
information science, emphasising areas like thie stacal government,
executive management, administrative law, and ladls¢é questions
which seek to explain what the public interesnhisiémocracy and under
a highly bureaucratic set up that is confronted Hogh technology.
Accordingly, core areas of the present state obthdy are:

. environment of public administration (ecology)

. guantitative methods, public budgeting and finantianagement
o personnel administration

) public policy environment.

b. Organisation

The study of public administration grew out of aerass that the
machinery of government especially the executiveanbhn, its

institutions and its procedures has to be organisede most efficient
way. Thus, in the study of public administrationpligy and

administration go hand in hand.

Policy is concerned with decisions as to what tp itldays down the
broad objectives of what is to be done. It is coned with the most
efficient way of implementing policy decided by thelicy makers. At
the same time administration is also concerned wsinving and
assisting the policy—making process.

Policy is concerned with ends while administratienconcerned with
means. But very often means do influence ends.

C. Efficiency

It is sometimes assumed that public administrasanere conveyor belt
which mechanically executes the instructions passetdby the policy—
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makers. This view may have been likely more esfigcia the early
days when the tasks of government were few and ntlaehinery
required was simple.

As late as the mid—nineteenth century, Andrew JackBresident of the
United States, asserted that the tasks of governmere sufficiently

simple that any person of intelligence could perfothem without

preparation or training. Even in modern times wttenresponsibility of
government for social and economic development dsssimed great
magnitude and demands exacting standards of eftigjehe impression
still persists that the functions of public admiraton are not to be
taken too seriously.

This erroneous impression is particularly true ofirttries like Nigeria
which, for the most part of their political existen had been under
foreign guidance, the generality of the public rega work in the
public service as hard work in the service of fgnedverlords.

Public administration therefore grew out of awassnethat the
machinery of government was inadequate and sometitogally
unsuitable to perform the functions of modernigjogernment.

Notable among the policy makers who were quick tdice the
deficiencies in the government administration ddittday and to urge
the need to improve the system was Woodrow Wilsoa887, when he
was the Professor of Political Science at Yalehm SA, he stressed
the importance of studying the administrative tusitons of
government. Woodrow Wilson stressed that the ta$k poblic
administration was to:

strengthen the paths of government
make its business less un—business—like
strengthen and purify its organisation

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 Europe, hagght to
emphasise the importance of the concept of effagian the functions
and processes of governmental administration (Agei2004).

4.0 CONCLUSION
Attention has been drawn on the scope of publiciadimation where

diverse areas have been identified with the condgiferent views of
seasoned administrators and academics in the akealdeen explored;
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this provides the major source of information faoir discussion on the
subject matter.

5.0 SUMMARY

We have discussed in this unit, the organisatiopubic administration,
efficiency, the interdisciplinary of public admiftrigtion so that the
students would understand what we mean by the sobdppublic

administration in details.

6.0 TUTOR-MARKED ASSIGNMENT

Explain what you understand by the scope of puadiministration in
detalils.
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INTRODUCTION

Public administration performs a variety of funasovhich complement

the
will

activities of the various branches of governmehis unit therefore
discuss the various functions performed by l[puladministration.

Among the roles highlighted in the unit are:

2.0

ensure continuity of government activities

provision of employment opportunities for the @tz
identification and management of available resairce
provision of social welfare services to the masses.

OBJECTIVES

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

describe how public administration sustains the ummgent

government in power

explain how public administration provides employrne
opportunities

state the position of public administration in tldentification and

management of state resources

list the responsibilities of public administratiam the provision of

social welfare services to the populace.
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3.0 MAIN CONTENT

3.1 Functions Performed by Public Administration n any
Political System

Ensure continuity of government activities

The most fundamental and important function of mubdministration
is to ensure the continuity of government actigiti€his involves certain
measures:

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

Maintaining the ruling class in control of statenmss.
These primary and fundamental functions guidethkiofunctions.
They include:

Advising the government on how best to implememgpammes: On

the basis of its long tradition and experiencekandling resources and
its store of data on every aspect of life of astygipublic administration

IS in a very good position to advise the government possible

alternative courses of actions and their implicadidor the government
and society.

Public administration also performs the functionrdbrming the public

at large about government programs and what pregsdseing made to
realise them. The goal here is to avoid any canfletween the people
and the government arising from the people’s ignoeaof what the

government is doing, as well as to help generappat and goodwill

for the government. The ministry of information ey performs this

function.

A complementary function of public administratiathat of informing

the government about the attitudes of the peopmleluding various

groups in the society, towards government polieied programs. Such
information is often necessary to enable the gowemt to order or
reorder its priorities. The various field agencie$ government

ministries and departments often provide it.

3.2 Provision of Employment Opportunities for the Citizens

An important function of public administration ifet provision of
employment for the population. This function candoée crucial in the
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ex—colonial societies of Asia and Africa where government is often
the largest employer of labor. Most, if not all, tbbse thus employed
work within the public administration. Such emplogmh opportunities
include:

national and regional ministries like educationaltte science and
technology, finance, information, sports, defensafernal affairs,
interior, agriculture, industry, etc.

Public enterprises, such as agro-allied industripstrochemical

companies, power generating companies, transponpanies, mining

industries, communication companies, etc. Governragancies which
include financial regulatory agencies, import arxpat promotion

bodies, anti graft, agencies, human rights bods, Educational and
health institutions at the primary, secondary agwiary levels, Local

government departments, etc. In this way the emwilice is a source of
the means of livelihood, in the form of wages aralaiges, for

thousands, if not millions, of the population.

3.3 Identification and Management of Available Resurces

Another function of public administration is that identifying all the

resources available to the government from with# territory, and
managing these resources adequately. It is the rigoent's

bureaucracy that is responsible for conductingupesvising surveys to
assess the existence of:

. various minerals within the country

. the unused agricultural potential of the nation

. resource endowment with respect to the organisatiomdustrial
enterprises

) the availability of the various categories of labfmrce

. the various resources that can be procured froermeit sources,

as well as the prices for their procurement.

The government bureaucracy not only identifiestladise resources, it
also organises the most profitable and useful wayriaging them into
productive activity to the benefit of the rulingask in particular and the
population in general.

Such resource management has as its goal the tasksaring that
government programs are tailored to the resourceslable to the
government, and to eliminate all waste in harngstiese resources to
the relevant government programmes.
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3.4 Provision of Social Amenities to the Masses

Public administration is also very crucial in theganisation and
provision of social welfare services to the pogalat

It is responsible in many countries for ensuringistant and
adequate supply of water, electricity, health Gard educational
facilities.

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

The dredging of rivers, the building of port faids, irrigation
facilities, the organisation of famine relief whee&cessary.
Sanitation, drainage facilities, the control of #om and other
natural disasters.

The payment of pension and other labour benefits.

In some countries it organises the provision of dmoy, day care
facilities for pre—school children and public trpogation.

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

Other functions include:

4.0

The planning of the nation’s economic life in bdtle short term
and the long term.

Taking care of the finances of the society, esjlgdiae balance—
of—payment function or the foreign exchange task.

It must gather and store all possible informationevery aspect
of national life and preserve important documentsfiiture use
and scrutiny.

The practical details and the equitable and faie a$ the

instrument of justice, as well as law and ordee also the
responsibility of public administration. Public auhistration

must ensure that the courts function smoothly arel r@ot

overloaded, that the prisons are not congestedromhumanly,

and that the law enforcement agencies do not htanily.

In addition, the civil service must co ordinate tAk multifarious
activities of its various departments and agentwesnsure that
they are not working at cross—purposes.

CONCLUSION

Public administration is seen here as a veritadié for social, political
and economic development of a state. Some impaataais are then put
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in perspective for discussion so as to ascertarietbel to which public
administration functions. Public administration f@stinued to play a
critical role in sustaining the government in powand providing
essential public goods to the citizenry. While eliéint countries have
different public administration, the basic funcsonof public
administration are performed by all states.

5.0 SUMMARY

In summary, this unit has highlighted the variousdtions performed
by public administration in any given society. Adtlgh not exhausted,
we have looked at the following functions: ensurentmuity of

government activities; provision of social amemiti®® the masses,
identification and management of available resajrq@ovision of
employment opportunities for the citizens

6.0 TUTOR-MARKED ASSIGNMENT

State and explain the functions of public admiaisbn in details.
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UNIT 1 PRIVATE AND PUBLIC ADMINISTRATION:
DIFFERENCES AND SIMILARITIES
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1.0 INTRODUCTION

Public administration is a broad discipline thatexs a variety of issues
which touches on maximising the use of scarce ressuto satisfy
human needs. The various issues that will be examin this unit
include; the distinction between public administat and private
administration, similarities between public andspte administrations.

This unit treats Public and Private Administratiaith emphasis on
their differences and similarities. To help us ustind this unit better
we will examine public and private organisationbeit settings,
features, goals, etc. It is when we have understb@ background
information about these organisations that we ballin a better position
to appreciate their administration and performance.

58



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

. state the differences between private and pubiniistration
o identify the similarities between private and pabl
administration.

3.0 MAIN CONTENT
3.1 Meaning of Private Administration

Private administration or organisation can be afias all activities that
are concerned with profit making by minimising coproductions and
maximising profit. Sometimes, it may perform dualles, that is, profit
orientation and services rendering e.g communioatidustries.

Private administration is concerned with the atiggi of private
organisations and institutions that are not owigatly or principally by
the government. Whatever management decision arypohplemented
in private organisations, belong in the realm a¥gde organisation or
administration. Private administration recruits ithpersonnel in a
private manner. Their training and development &a&ninternal or
external depending on the organisations and thereadf services
rendered.

3.2 Meaning of Public Administration

Public administration has no generally acceptedhdiein. The scope of
the subject is so great and so debatable thateasser to explain than
define. But for the purpose of this study we potiat public
administration is a field of study (a discipline)daan occupation.

From the academic perspective, public administnatian be viewed as
"A programme that prepares individuals to servemamagers in the
executive arm of local, state, and federal goventraad that focuses on
the systematic study of executive organisation mwathiagement.” This
includes instruction in the roles, development, andciples of public
administration. Public administration studies thmplementation of
government policies and prepares civil servantsthis work. As a
“field of inquiry with a diverse scope" its fundamal goal is to advance
management and policies so that government cartiduneffectively
and efficiently.

Public administration is concerned with the orgatiis of government
policies and programmes as well as the behaviougamfernment
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officials in the execution of these policies. Pabéidministrators are
regarded as public servants working in public orgmions and
parastatals at all levels of government.

Public administration could be regarded as botlarand science of
managing government affairs, enforcing laws andilling public
policies. It is an art because it concerns the tm@cmanagement of
men and materials for public interest. It is a sceein so far as it
concerns the knowledge of the ways and methods efificient
fulfillment of public policy. It could however ndie regarded as pure
science as its activities could not be subjectegraxtical laboratory
tests as in physics, chemistry and biology.

3.3  Comparison of Public and Private Organisation

Public administration could be seen as a decisiakimg venture. It's
the formulation and implementation of the governtakngoals,
objectives, aims, targets and aspiration. Publioiagstration is also, the
planning, assessment, appraising performance bgrgment executive
and supervisors. It is therefore action part of gowernment. Public
administration can at times be referred to as pubinagement or the
two worlds used interchangeably with other concdigts government
administration and public sector administration.isitconcerned with
how a country’s administration is organised and hbwunctions. In
Nigeria, there are three levels of public admiistm, which are:

I federal government administration
. state government administration
iii. local government administration.

3.4 Features of Public Organisation

The features and processes of administration arehnthe same for
every organisation. The features of public orgamsa assist the
organisation effectiveness towards the realisatdnits goals and
objectives so do that of the private organisation.

These features are as follows:

1. It acts as a vital link between the governmamd the people.
Information is passed from the government to theegament. In
this way, public administration helps in linkingettwo segments.

2. Public administration allows public servants ¢ontinuity, in the
policies of successive governments despite pdliticstability
that has characterised the governments of Afritaies.
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3. Public servants/administrators should not tpket in partisan
politics, so as not to endanger the party in gavemt that comes
to power. On the other hand, the political partgtthomes to
power could victimise the public servants, if orlyey are
involved in politics.

4. The appointment, discipline, dismissal and pmtom of
civil/public servants rest with a separate bodyechthe public
service commission.

5. Public/civil servants must be impartial. Thigans that public
administrators must not be influenced by partyifeg, thus, and
to ensure t his, they have been tarred from pp#disig in
politics. This does not mean however that, theynoamwote in
elections. For instance, if a public/civil servantends to take
part in politics by standing for election, he hasrésign from
service before contesting for any political post.

6. The principle of anonymity. The detailed workf @he
administration is done by the public/civil servani®iey do not
receive any blame or credit while discharging tlehities. It is
however, the ministers of various ministries thatrdceive the
credit or blame. Thus, while the minster defenas Against any
mistake, he does not mention the name of any publc
servant.

7. Neutrality of public administration. In all theolicies of
government, they must be seen protecting the imaig¢he
governments, without antagonising the activities ufe
governments and their organs.

8. Organisational  structure. All  public organisags or
administration must possess internal structure timaty be
hierarchical structure also contains chain of comuainity of
control, etc. for the smooth running of the orgatie.

9. Public organisation provides essentially s&wito the people
although; it may be engaged in profit orientatias, established
in the government public corporations and parastata

10.  Public organisation or administration is eksaled through the
Act of Parliament, with constitutional provision tifeir services
to the three tiers of government.

It should be noted that all these features andacienistics of public
administration can be applied to private adminigira But the principal
aim and objective of establishing private orgamiset is profit
maximisation also there are no central bodies éoruitment of their
staff.
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3.5

Differences between Public and Private Adminisations

In order to clearly discuss and understand theestibpatter of public
administration and the basic issues involved initits important to

identify the differences between public administratand business or
private administration. Thus, public and privatenadstrations differ

concretely in a number of respects.

1.

62

The goals that both are expected to serve arerdiff. Since
their activities are guided by the nature of thgsals the nature
and organisational framework of these activities bound to
differ. Clearly the maximisation of profit is theverriding goals
of private administration. All efforts must be chated 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 ternssnot as
clear—cut and single minded. Profit, social welfamational
prestige and political advantage are all to be rptshed
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 godlse public
administrator must be more cautious and take lis&stihhan his
private counterpart. He must be more diplomatic lasd single—
minded than the private administrator. He must diaite more,
negotiate more and consult more than in privateimigtration
before arriving at a decision.

Related to this difference in goals is the até#hce in the
assessment of the performance of these two adnaitigsts. In
much of the work of public administration, it isffdult, if not
impossible, to quantify the output or evaluate @@y the
activities of the administrators. For example, st difficult to
guantify the performance of those engaged in dipkxn
activities, and the implementation of educationad ahealth
service programs. The situation is quite differenth private
administration. Here, all inputs and outputs arelwated in
monetary terms, particularly their relationshighe profit or loss
of the enterprise. This inability to compare perfance lies at
the heart of the incomparability of public and it
administrations.

There is also a difference between the two Sypsf
administrations with respect to the span of ae#isitvith which
they deal. The activity of the private enterpris®mne of a narrow
focus, of the concentration of attention and resesiion one line
of activity. Such activities are usually econormmacharacter, and
concern only one specialised or specific aspeetohomic life.



Public administration concerns itself with at onsecial,
economic, cultural and political activities. The su#ant
diffuseness of attention adversely affects not dhly time that
can be devoted to an in—depth examination of th®ws aspects
of the implementation of public programs, it alsortpers a clear
definition of the programs themselves.

Unlike administrators in private administratiaivil servants are
accountable to the public for every aspect of thdfiicial
activities. They are subjected by the public toetadled scrutiny
of their use of resources and the nature of pedoge of their
jobs. They face scrutiny by the press, legislattagpayers, the
traditional surveillance of the courts, and by iatt groups and
political parties. Although private administrataee influenced
by their public contacts, are subject to governmeglulations
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 t@thmic gaze.
The demands for public consultation and particgratin the
activities of public administration are growing #ie time due to
the increase in the number of pressure groups gedc#s that
demand attention and the right to be consultedl thlese
demands impose constraints on the public admitistia terms
of his/her originality, initiative and use of distion in the
exercise of his/her judgment. They also slow dowengrocess of
public administration because of the time involved these
consultations. Caution becomes an important vaRigk taking
is banished. And flexibility or adaptability is @idult to attain.

Both administrations differ in their structwedecision—making.
In private administration the ultimate decision—imgkgroup is
very small, limited to the board of directors oétanterprise. In
addition, members of this group have a direct paband

concrete stake in the output of the business. Timessmallness
of size enables decisions to be directed strictlhe output, and
for a result—oriented decision to be emphasised.

The ultimate decision—making group in the publiadstration,

the cabinet, is much larger than in the privatetsedt is,

therefore, more unwieldy as a machinery for quiakioa.

Furthermore, its members are not personal ownetheopublic

enterprise and, therefore, can be more easilyadtstd from the
objectives of their decision—process.

The structure for the implementation of decisioin public

administration is much more decentralised than nivage

administration. It consists of the various minissriof 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 decentraliseds. This need
for coordination is much less compelling in private
administration where centralisation prevails. Thus, public

administration, the lateral organisation of acit®st around
functions is an important aspect of the overallcure of the
system. In private administration this lateral ovigation is

absent. All these functions are performed withire and the
same structure. This centralised arrangement eagesrunity of
command, greater flexibility in the allocation a#spurces and
faster adaptation to changing conditions.

In public administration, officials are emplalyantil retirement,
are promoted largely by seniority, and remuneratiedtandards
rates within fixed pay scales and promotion grad®sch

conditions of service sometimes do not bear mulgtioaship to

performance since no matter how inefficient thecadf turns out
to be he is already in a particular grade and aamghon until

retirement. In other words, he enjoys job secuBty.contrast, in
private administration an official can be relievedl his job

anytime his performance is deemed inadequate. @laysand
fringe benefits are usually high but job securgyabsent. The
consequence of this difference is that the priwabeinistrator is
under greater pressure to keep his job than thesgwant. He
is, therefore, likely to be more highly motivatdthm the latter.
Thus, public administration is much slower and mioefficient

than private administration because of its poorkwabits and
ethics.

The hiring and firing of workers in private aihistration is swift

and merciless. In public administration, it is slewd humane.
Consequently, private administration can move fagte the

organisation of its activities than public admirasibn. It can
quickly add or drop staff, as it deems necessargciaeve its
objectives. Public administration does not enjois tkind of

flexibility.

Discipline is much harsher in private than irublxc

administration. This is essentially because thevapei sector
thrives on the exploitation of man by man. Profakes

precedence over human values. Although the comgitad work

are usually better than in the public they are mumhbre

exploitative, considering what the worker produteselation to

what he gets as wages and social security. Thus,ptiblic

administrator is under much less pressure fronettierprise than
his private counterpart. He/she is, therefore, nretaxed with

his/her work, and more likely to develop a positimen—

mercenary attitude to his/her work. Public servmdtivates

feelings of patriotism that are vital for the oMesuccess of the
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society. The public servant develops a sense dicpgation in
the history of his people in a very direct way. Shpositive
attitude is an asset to public administration tisatdenied to
private administration (Nnoli, 2003).

Similarities between Public and Private Orgarsations or
Administration

There exist some similarities or comparisons betwaeblic and private
organisations or administration in term of condiioof service and
other operations of these organisations.

1.

Both organisations are guided by government&ular, gazette,
bulletins, constitution, etc. and not necessarytrobnBut the
government regulations enable both organisationshdaee a
healthy environment.

Both organisations have conditions of service térms of
employment, recruitment, promotion, salary, disog| pension
and other welfare incentives offered by these dsgdions to
their employees, individual and collectively.

Both organisations or establishments provida®es essentials
services like banking services, petroleum and aippdies,
telephone services and educational services.

Both organisations provide satisfaction to phélic in respect to
their various activities; programmes and products.

Both organisations source for personnel indbeur market, that
Is, there is always qualification before recruitmemo these
organisations.

Both organisations are always established basegkrtain goals,
aspirations, objectives and aims. That is, no dsgdion can be
established without solid reasons and things teeaeh either for
profit, services, or both.

Both organisation, have the ability to estdblimanagement-
labour relations and settlement of conflict thatynagise in the
course of such relationship.

Both organisations source their capital, mooeyund used in
establishing these organisations from the peopleubfic (either
Internally or externally).

Both organisations have internal structurerghaisation, that is,
there is always hierarchical mode of operation, irchaf
command, division of labour, professionalism, éthese are so
because different people perform different works.
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4.0 CONCLUSION

From the discussion above, on the comparison ofiuand private
organisation, we can say that administration whglthe organisation
and direction of human and material resources @xibbth public and
private organisations. Public administration asiedrout in government
owned organisations within the three levels of goweent (federal, state
and local) and with the intension to provide e services and not for
profit making, that private administration is cadiout in private or
jointly owned organisations with the intentions poovide essential
services and are profit-oriented. However, bothanrgations have
conditions of services for their personnel in commnaarket. They both
have similar internal structure of organisationtisia the public with
various services, activities, programmes and prsduguided by
government circular, constitutions, source for tapor fund from the
people, etc.

5.0 SUMMARY

We have learnt in this unit that Public administratis administration

as it is practiced in the three tiers of governmaamd its agencies while
private administration is that which is practicedthe private sector
either by an individual or jointly owned businessentures. We also
examined their distinguishing factors as well as#hfactors they had in
common. Their formation, objectives, goals andrsgstare features that
should be borne in mind. Also it should be bornenind that where one
Is service oriented the other is profit oriented doth of them are

guided by these goals.

6.0 TUTOR-MARKED ASSIGNMENT

1. Distinguish between public and private admraisbn.
2. Mention the similarities between public and vate
administrations.
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1.0 INTRODUCTION

This unit will highlight the symbiotic relationshippetween public
administration and politics and the importance bkirt working
harmoniously for the common good. This unit is verieresting and
you will benefit very well if you will pay close @&ntion to all the issues
discussed therein.

2.0 OBJECTIVES

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

. discuss in detail the relationship between polittssd public
administration

) differentiate between administrators and politisian

. discuss in detailed the functions of the two todbeiety

. outline importance of a harmonious relationship ween

administration and politics.
3.0 MAIN CONTENT
3.1 Relationship between Public Administration andPolitics
The relationship between politics and public adstmition has always
been a case for debate especially at the formateaas of public
administration. In those days, public administmatioad a confused

status. Some argued that it should not stand dahshould be lumped
together with political science.
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Even in the political science department, it waated with scorn. Some
were of the view that it should be grouped with agament science but
there also it could not find its bearing as it veagllowed up by many
management courses. Finally, it found its bearithgmvit was accepted
as public administration and to stand on its owh @@ated as such.

The relationship between politics and public adstmation can be
viewed from two sides of a coin. There are somdesaters who feel
that there is no distinctive relationships betwgmiitics and public
administration as both are inter-connected. Thepearthat the name
public administration itself embraces both politensd administration.
Administrators sometimes make political decisionstle course of
executing their duties. For instance when the ip@its formulates
policies, the administrators while implementing sepolicies has to
weigh and consider conflicting demands and interestd tries to
balance and synthesise them all for the growthdewklopment of the

polity.

The other school of thought that sees politics jumolic administration
as different, contend that in all democracies,biticians who are the
executives are vested with the authority of pofimynulation. They set
the broad lines of the policies to be pursued whie public

administrators merely implement these policies aligpose current
governmental businesses as directed by the poblidiaas who are their
boss. They execute routine tasks and assignmerashieve the goals
and objectives of the government in power, while goliticians apart
from formulating policies dictate the pace of gmaerce.

3.2 Dichotomy between Politics and Public Adminisation

The pioneer scholars and writers on public adnriaigin notably
Woodrow Wilson (1887) stressed that administraties outside the
proper sphere of politics and that administrativeeggion are quite
different from political questions. He further m@med that though
politicians set the task to be performed by the iathtnators, they
should not usurp its offices.

This assertion was corroborated by John Pfiffne®38) as he
maintained that politics must be controlled andficed to its proper
domain which is determination, crystallisation aselclaration of the
will of the state while administration should cordiitself with the role
of seeing to the implementation of this will ondehas been clearly
defined by the political class. In other words,ifi@fns should stick to
their role of policy determination and stop medglin the affairs of the
administrators as they apply their technical experin executing these
political wills of the executives.
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Frank Goodnow (1914) also corroborated their assednd made a
clear distinction between politics and administmati His was the
classification of politics as the ‘expression oé till of the state’ and
administration as ‘the execution of that will’.i¢tinteresting to note that
one of their contemporaries, Willoughby (1920), dat dwell in trying
to separate the two but went further to state #duhhinistration is the
‘fourth arm’ of government along with the legisleguthe executive and
the judiciary (Adebayo, 1992:68).

Dichotomy between public administration and poditand the status of
public administration may be viewed by the cladsmadel theory as
postulated by Taylor (1911). Taylor laid emphasistite efficiency and
productivity in organisations which can be achievied applying
scientific method to guide division of labour, tesgyn each worker to a
specific task which will be accompanied by a goamward for
accomplishment, thereby increasing productivity afficiency. This
Scientific method believes that there is one besy w0 achieve a set
objective.

They also opined that once this objective is definbe management
(administrators) should be given full responsipiland autonomy to
achieve the objective in the most efficient wayapplying the scientific
method to the stated objective or problem.

The study of politics and public administration h&teown that their
roles are complementary in nature. Whereas poliéfers to the process
by which policies of the state or organisations@resen and allocated,
administration deals with the process by which ¢hgmlicies are
implemented and executed.

In other words, politics are more concerned withatvtavailable
resources, right and duties are allocated and tonwland when,
administration deals with how wealth, resourceghts and duties are
distributed to those concerned. Most of the fumdiof politicians and
administrators are clearly discernable while sonme difficult to
distinguish. For instance, the creation of moralgovernment areas is
political while its implementation is administragivThe chairman of a
local government area may be a politician but isdieorced from the
administration of the local government. The ledigles also exhibit
administrative behaviour. Politics and administratiare attributes of
both the legislature and the executive branch efgbvernment. In the
earlier phase, public administration and politios garded as the same
study but later on distinction between them begaamerge. While no
clear cut formula may be possible in certain aréasyill suffice to
assign politics and politicians to the role of defg the broad objectives
of administration and manipulation of political pew while
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administration and administrators be confined ® ribles of provision
of data, suggestions and criticisms for the formoibaof policies and
the execution or implementation of the policy oitdge made.

3.3 Challenges of Politics and Administration Dichtomy

Political neutrality of the public administratoligilates that the public
administrators must be politically neutral. Theyoshkl put their
politicking in their pockets and not meddle withetlaffairs of the
politicians. In other words, they should not plagrtsan politics but
instead are expected to show allegiance to antigadlparty in power.

However, the major challenge to issue of dichotomhypolitics and
administration as well as political neutrality catoethe fore as a result
of the following factors:

a. There is no clear cut distinction between juslit and
administration in some instances. An example isugwepation of
policy making power by the administrators. Accogdito Wu
(1978:341), this may be due to increased need ffmiexncy or
increase in the complexity of their duties or pssienalisation
and specialisation of the specialists; administetdave
increasingly gained political power.

b. Added to the above is the demand by the palititass, social
critics and the society in general to make pubtimmistration
more responsive. This means that the public adtra@s
should show active participation and be more respento the
needs, yearnings and aspirations of the generdicputhen they
do this they have added to social equity to thesital objective
of the political class. A potential commitment tocgl equity
means their meddling in politics and policy makiagd this
inevitably means that they are not politically malt

C. The public administrators these days are keeniylived in both
the policy-making and policy implementation of tipeople
directly involved. The administrators play an aetrole in policy
making. According to Appleby (1949), there is nelsuhing as
policy making being separate from policy executibie. opines
that public administration is policy making andat of political
process. Richard (1975:648) shares the same viewthimn
According to him, Administrators are involved inegy step of
the political process from the technical readjusttse of
previously enacted policies, to the creation angl@mentation
process for a completely new and innovative apgro@c an
immediate problem.
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In the same vein Gross (1964), punctured Goodnagsgrtion of policy
and administration dichotomy and argued that pohtgking and its
execution are inseparably intertwined. He arguasphrposes are given
meaning and content by the people who cooperataritying them out.
Purposes, he says, emanate from an entire organigatinteractions
with its environment. Chapman (1959:275) summarigethus, that
‘policy’ is nothing more than the political actiyiof the civil servant.

From the foregoing, we can deduce that it is bengmncreasingly
difficult to separate policy-making by political tacs from policy
implementations by the administrators.

4.0 CONCLUSION

There are two contending groups to note here; aonapgargues that
there are dichotomy between the politicians andattrainistrators while
the other group is insisting that there is no sdithotomy. The true
position, as obtains in most developing countriesglose interaction
between politics and administration rather thanhaiomy. This is
evidenced by the following reasons:

o Senior public administrators, by virtue of theirnétions as
advisers to the politicians on policy matters, @ten involved in
policy making.

. Public servants are sometimes prejudiced and tpersonal
opinions do affect their official assignments.

. Politicians sometimes delegate their duties to aemublic
administrators especially on matters with policyiitations.

) Even policy implementation itself has policy imglions.

5.0 SUMMARY
In this unit we examined the relationship betweahlis administration
and politics. The challenges they face were alsoudised. It is hoped

that you have acquired a lot of knowledge regardmsg topic that will
enable you discuss it intelligently at any level.

6.0 TUTOR-MARKED ASSIGNMENT

Explain in details what you understand by dichotdoeyween politics
and public administration.
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1.0 INTRODUCTION

This unit teaches you the different approachesutdip administration.
The bulk of the literature on public administratideals mainly with
approaches. One sees public administration as tedsemanagement,
each perspective has a different set of valueseroffdistinctive
organisational approaches for these values, anti eaosiders the
individual citizen in different ways. Realisticallpublic administration
indeed consists of varying mix of these branché®es& approaches to
public administration are discussed in this unit.

2.0 OBJECTIVE
At the end of this unit, you should be able to:
o discuss the approaches to public administratiadetails

3.0 MAIN CONTENT

3.1 Political Approach to Public Administration

Some scholars claim that politics is central todhganisation of public
bureaucracies. The political approach to public iagtration was
perhaps most forcefully stated by Sayre. Public iathtnation is
ultimately a problem in political theory; the fumdantal problem in a
democracy is responsibility to popular control; ttesponsibility and
responsiveness of the administrative agencies. aBgracies of the
elected officials (the chief executives, the legfistis) are of central
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importance in a government-based organisation, lwkgcincreasingly
on the exercise of discretionary power by the agsnaf administration.

Public administration was anything but devoid ofitms. Once public

administration is considered a political endeavoemphasis is

invariably placed on a different set of values tttamse promoted by the
managerial approach. Efficiency in particular beesnmighly suspect,
because it has little to do with the bigger questiof government. The
political approach to public administration stressie values of
representativeness, official responsiveness, aoduatability through

elected officials to the citizenry.

These are viewed crucial to constitutional democrand public
administration. One can find many examples of gowvental reforms
aimed at maximising the political values of repreagveness,
responsiveness, and accountability within publicedstration.

Public administration organised around the politicaalues of
representativeness, responsiveness, and accougtal@hds to be
different from the managerial approach to orgamsatRather than
emphasising clear lines of functional specialisgtibierarchy, unity
neutral administrative competence, the politicgbrapch stresses the
extent and advantages of political pluralism withipublic
administration.

Under the political approach, the structure of pulddministration

becomes politicised, with different groups contihuaseeking

representation. Over lapping missions and progrannbecome

common as the administrative structure comes tembte a political

party platform that promises something to almoseérgone without

establishing clear priorities for resolving confli@mong them. Agency
becomes adversary of agency and the resolutioordfict is shifted to

the legislature, the office of the chief executiaed the courts.

Moreover, the number of government agencies temdgaw over time,

partly in response to the political demands of oiged interests for
representation. This approach to administrativeamigation has been
widely denounced as making government unmanageabk]y and

inefficient, but as Seidman argues, it persistsabse administrative
organisation is frequently viewed as a politicaésfion with stress on
political values.

The political approach to public administration slaet depersonalise
the individual as does the managerial approacterathidentifies the

individual’s interests as being identical to thaseothers considered to
be within the same group or category. For exanfplejers growing the
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same crops or located in the same state geopblgidadivisions are
considered alike despite individual differences agithem. The same is
true in many areas of public administration thaé angaged in
implementing public policies. This tendency fitg holitical culture.

The political approaches often base its decisionghe opinions of the
public, interest groups and the media. Electionslip opinion surveys,

and news coverage are among the political appreamite techniques
for gaining the relevant information. Consequenig proper approach
to serving the public interest through administnatis not necessarily a
guestion for resolution by experts or science. Battine public or

organised segments of it ought to have a largeinoteetermining what

is in the collective interest. Indeed, public adistiration under political

approach reflects public choice and interests.

3.2 The Behavioural Approach to Public Administraton

This approach focuses on the internal dynamics invitthe

administrative organisational behaviour of indiatluand overall

internal environment. In the behavioural approatitere is strong
concern with procedures for collecting and utilgsohata, such as, social
survey questionnaire and developing knowledgeishatrifiable.

3.3 The Formal Structural Approach to Public
Administration

This approach identifies the formal structure of veggomental

administration as a significant feature that cduolun the focus of study.
When applied to the study of public administratidinjs essentially

descriptive, which can be extended to include caompa and

prescription. For example, the differences and lanties between the
formal structures of governmental administrationtwo states can be
compared. Some scholars who are also interestpdestription might

discuss what constitutes a good structural arraegem

3.4 The System Approach to Public Administration

This approach looks at the entire organisation.ofgiog to the systems
theorists, a system is made up of interdependens,pahich interact

with the environment by importing inputs while exiag outputs in

order to maintain a permanent state of equilibrivihen applied to
public administration, it represents inputs frora #mvironment in form
of citizens’ demand for the provision of goods aservices. The
administration of these demands in a conversiooga®is delivered as
outputs, such as, orderliness of the society, dyaartd quality of goods
and services, policies, decisions, programmes,ept®j etc. These
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outcomes are further looped through feedback withensame cyclical
process

3.5 The Bureaucratic Approach to Public Administraion

This approach is concerned with the applicationtlud Weberian
concept of bureaucracy in the context of governnerinistration.
Weber argues that ideal hierarchical authoritycssation of function,
specified sphere of competence, operation on thses baf rules and
impersonality. He contends further that the mosl@lieal and important,
as any organisation that is characterised by @sifes will function both
rationally and efficiently. As a theoretical framenk, the bureaucratic
model has made a great contribution to the studpadh public and
private organisations.

4.0 CONCLUSION

In this unit, you have learnt that the bulk of titerature on public
administration deals mainly with five approachesaclt of these
approaches - political, bureaucraticsystem, formal structural,
behaviouralemphasises different values and procedural andtstal
arrangements for the operation of public adminigtra Each views the
individual citizen in a remarkably different waynda each adopts a
different perspective on how to develop knowledfieese approaches
are embedded in our political culture.

5.0 SUMMARY

In this unit, you have learnt about five differeaggproaches to public
administration in any given political system. Thddifical, bureaucratic
system, formal structural, behavioural approaches to public
administration are highlighted and discussed ajtten

6.0 TUTOR-MARKED ASSIGNMENT

State and explain the different approaches of pudiministration in
details.
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1.0 INTRODUCTION

There are two major sub-groupings of classical @ggn, they are: the
scientific management founded by Frederick W. Tiaglud bureaucracy
formulated by Max Weber. The scientific managenwibed by Louis
Brandeis was perceived as a way to achieve gredfieiency in the
management of public business.

The best known proponent of the scientific managgmeovement is
Frederick Winslow Taylor. He is generally acknovged as the father
of scientific management, according to Koordiz al (1983:37) in

Ezeani (2006:102).

Probably no other person has had a greater impathieodevelopment
of management. His experiences as an apprentmaneon labourer, a
foreman, a master mechanic, and then the chiefneapgiof a steel
company gave Taylor ample opportunity to know astfihand the
problems and attitudes of workers, and the gregiodpnities for
improving the quality of management.

The objective of scientific management was to discothe basic
principles of motion involved in the performanceptfysical tasks and
then to determine the ‘one best way’' of performamy task. A major
contributor to this approach was Frederick Winsloaylor, who saw
scientific management as a mental revolution inciWwha scientific
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approach could be brought to bear not only on tedopmance of
physical tasks but also on all social problems.

In 1911, Frederick W. Taylor published his famousrkvtitled the
“Principles of Scientific Management.” This bookdhthree goals, the
goals include the following:

I To demonstrate the great losses by the Unitate$ of America
as a result of the daily inefficiencies practicegdtb people.

. To suggest that the solution to this problesy in employing
people of ability and in the practice of systemat@nagement.

lii.  To prove that systematic management was baseddefinite
rules, laws and principles.

According to Taylor, scientific management is notedficiency device,
nor does it belong to any group of efficiency degic Scientific
management is no new scheme for rewarding mens mo bonus
system, no piecework system, no premium systemagient; it is no
new method of figuring cost, it is not one of thaigus elements by
which people refer to it.

It is not time study, nor man study; scientific ragament does exist
and cannot exist until there has been a completgahesvolution on
the part of the workmen working under it, as toirttduties toward
themselves and toward their employers, and a cdepfaental
revolution in the outlook for employer, toward theluties toward
themselves, and toward their workmen. In additiantil this great
mental change takes place, scientific managemes# ot exist.

2.0 OBJECTIVES

At the end of this unit, you should able to:

o explain the components of scientific management
) describe the aims and impact of scientific manageéme
) state the criticisms and relevance of scientifioagement.

3.0 MAIN CONTENT
3.1 Scientific Management Theory

This theory was propounded by Frederick Taylor. Keg tenet of
scientific management is that human beings arenatljio the machine;
thus, the workers should be made as efficient a&sntfachine they
operated in order to achieve optimum productivitg afficiency. But
human beings as adjunct of the machine can ongppéed to the lower
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echelon of the organisation. The weakness of tblenique lies in the
fact that human beings are not machine, and ddbecbme activated
like machines. Workers are human beings with valigish require that
they be differently treated in an organisation.

Scientific management theory views productivityttees major goal of an
organisation. This school of management thougbktrangly influenced
by the rational systems of theoretical thinkingedearick Winslow
Taylor applied scientific methods to develop actairaeasurements to
determine what constitutes a day’'s work for eaclerajon by
establishment of standards through studying thégdind the best way
of doing it in the shortest time required.

3.2 Taylor's Concept of Management

Taylor views management as a process of gettimgshdone by people
operating independently or in groups. According@eorge in Sapru
(2008:95) Taylor's approach to the management probk direct and
simple.

Define the problem, analyse the work situation linita facets, apply
measuring devices to all facets capable of beingsomed, experiment
by holding all aspects of the job constant excey which would be
varied, development of guide or principle of mamaget from the
observations and study, and finally, prove thediliof the principle by
subsequent application.

Taylor's main thesis is that prosperity to the sbcican come only
through the joint endeavour of the management ambur in the
application of scientific methods. He calls for rarevolution on the
part of both management and labour so that theytintigoperate in the
spirit of work harmony with a view to improving theespective lots—
attaining high wages for labour and increased dufpuow costs for
managements.

Frederick Winslow Taylor observed that managemsntdglecting its
functions and pushing the burden of methods andubwin labour. He
suggested that management must do the work of ipignorganising,
controlling, determining methods and the like fdrieh it is best suited.

3.3 Principles of Scientific Management

Taylor observes that what the employees want frbeir temployers
beyond anything else is high wages; and what emgpsoywant from
their employees most of all is low labour cost chrmafacturing. The
existence or absence of these two elements forenlsebt index to either
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good or bad management. Taylor laid down four ugoey principles
of scientific management as follows:

The development of true science:According to Taylor, the
development of true science consists of a delibegathering together
of mass traditional knowledge by the managemeimmgusotion study,
time study, recoding it, tabulating it, reducingiit most cases to rules,
laws, and in many cases, to mathematical formuhaghvare applied to
the work of the employees. The principle, therefoemtails the
establishment of a large daily task, -classifiederaftscientific
investigation as the amount to be done by a seitaglected and trained
person under optimum conditions.

The result of the development of a time science@miog to Taylor is
iImmense increase in output by both the employertlam@mployee.

The scientific selection and progressive developmenof the
workmen: Taylor avers that the deliberate selection oféehwloyees is
the second of the great duties that devolved omtaragement under
scientific management. The managememist take a great deal of
trouble in selecting the employees in order to endhat employee
possessed the physical and intellectual qualitesessary to achieve
output.

Taylor stated that it is the responsibility of thhanagement to develop
the workers by training them to enable them perftetter, and then
pay them higher wages than ever before.

The scientific selection and progressive develogméman employee is
the second of the great duties that devolve onmbheagement under
scientific management.

The Bringing together of the Science and the scidfitally selected
and trained men: This principle calls for mentakvolution on the part
of the workers and management. According to Tayetect and train
your employees to the maximum. Unless there is somevho will
make the men and the science come together, thegtay apart. He
noted that the greatest resistance to scientificagament comes from
the side of management. The workers, he noted gliregro cooperate
in learning to do a good job for a higher pay.

A uniform division of work and responsibility between management
and workers: This is the last principle of scientific managemnetere,
the management and workers should share equalnm&bpily — with
each sector performing the work for which it is tbesited. With this
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intimate cooperation, the opportunities for discadd conflict are
almost eliminated since the exercise of this aity@ not arbitrary.

Thus, under scientific management, science woubdbce the rule-of
thumb, harmony would replace discord, cooperatioould/ replace
individualism, maximum output would replace res&d output, and
each man would be developed to his greatest affigiand prosperity.

In his quest for a science of management, Tayl@ctaliered or
implemented a series of innovations pertaining He tmachinery of
production, the organisational environment, andpbeple who use the
machines. Some of these developments include teniion of

mechanical devices, the development of cost acoauriechniques,
machine room layout and design, purchase and stw#nhods, tool
standardisation and room reorganisation, and mnemadassification

systems.

3.4 Components of Scientific Management

Taylor's scientific management comprises mainlyeghicomponents,
these are:

(i) time and motion studies
(i)  wages incentive system
(i)  functional organisation.

Time and motion studies

Taylor attributed more than half of the problemiméfficiency to the
management’s ignorance of the proper time requogrerform a task.

Accordingly, a primary task for scientific managemés to establish
appropriate standards based on scientific invesiige of tasks
performed using optimal methods rather than singileervations of
actual performance in the workplace. The primao} td analysis in this
investigation is time—and—-motion studies. The gangirocedures
employed in time—and-motion studies is to break rdophysical
activities into their component parts, specify dpimal routine for the
performance of each component part, and discowemibst efficient
method for recombining the parts with the more clexpask. For
Taylor, the following steps are involved in the éirand—motion studies:

I The worker is provided with the best implements

. The task is divided into elementary units.
ii. Useless movements are discarded.
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\2 The analyst watches a skilled employee perftrentask with the
help of a stopwatch.

V. The elementary movements of the task are gubupex proper
sequence to maximise overall efficient task pertoroe.
Vi. The proper method of task performance is r@edrand the time

required to perform the task is determined.

vii.  An allowance to the extent of 20 to 27 percgimould be added to
the actual working time to allow for unavoidabldays.

viii.  Allowances should be made for the time kda a new employee
to learn the job.

IX. Allowance should be made for rest required #omworker to
recover from body fatigue.

The intent of time-and-motion study is to establghndards for the
performance of a task, accounting for the capaspged, and durability
of the worker. Thus, standards established areetcadcepted only
conditionally. Those standards are not to be alteteless a new
method of performing the task is discovered. Thisequired to prevent
arbitrary changes in standards as productivitysases.

In his famous studies at the Bethlehem Steel Catpor, Taylor found
that a group of 75 men were loading an average é& 1ons of pig iron
per man per day. On the other hand, a Dutch labaaked Schmidt,
selected by Taylor, increased his output to 47 #s teer day for the
three years of the study by following detailed nastions to handling of
pig iron. Men were selected one at a time and eéchto handle pig iron
at the rate of 47 % tons per day and, in retuke bchmidt, they
received a 60 percent increase in wages. Taylow éttention to the
need for the scientific selection of the workers.

Wages incentive system

As stated earlier, Taylor’'s incentive system isdoben the established
standards of work performance through time—and-enattudies. Under
this, the worker is assigned a defined task witlaitexl instructions and
a specified time allowed for performing the taskhéi this has been
accomplished, the worker is to be paid extraorginarages for

performing the task within the allotted time andlinary wages if the
time allotment is exceeded.

Taylor was against the method of award for day werikcework, and

task work with a bonus or differential pieceworke ldlso objected to
gain-sharing plans, such as those suggested by d@nd Halsey. In
Taylor’s views, factors such as special incentivegher wages, shorter
working hours, better working conditions, and indual reward far

overshadow the importance of the specific methoplgiment.
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Fredrick Winslow Taylor based incentives on pritanslards of work
performance with each worker rewarded on an ind&idbasis and
performance linked reward. Thus, under Taylor'sito/e system, like
other pay plans, success is rewarded by higher svaged failure is
penalised by financial loss.

3.5 Aims of Scientific Management

Frederick Winslow Taylor enunciated the followingna/objectives of
scientific management. They are as follows:

Vi.

Vil.

viii.
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Gauge industrial tendencies and the marketrderto regularise
operations in a manner which will conserve the stnent,
sustain the enterprise as an employing agency, asslire
continuous operation and employment.

Assure the employee not only continuous opegatand
employment by correct gauging of the market, bsb & assure
a continuous earning opportunity while on the plyog planned
and balanced operations.

Earn through a waste-saving management andcessing
technique, a larger income from a given expenditfréuman
and material energies, which shall be shared tlrangreased
wages and profits by workers and management.

Make possible a higher standard of living hessaof increased
income to workers.

Assure a happier home and social life to wakénrough
removal, by increase of income, of many of the glisaable and
worrying factors in the total situation.

Assure healthful as well as individually andcwlly agreeable
conditions of work.

Assure the highest opportunity for individuedpacity through
scientific ways of work analysis and of selectidmaining,
assignment, transfer and promotion of workers.

Assure by training and instructional forenséup the opportunity
for workers to develop new and higher capacities, @igibility
for promotion to higher positions.

Develop self-confidence and self-respect amangkers through
opportunity afforded for understanding of one’s owwork
specifically, and of plans and methods of work gaite

Develop self-expression and self-realisation oagn worker
through the simulative influence of an atmosphereesearch
and valuation, through understanding of plans aethods, and
through the freedom of horizontal as well as vatticontacts
afforded by functional organisation.



Xi. Build character through the proper conducivofk.

xii.  Promote justice through the elimination o$climination in wage

rate and elsewhere.

xiii.  Eliminate factors of the environment, whiake irritating, and the
causes of frictions, and to promote common undedstg,
tolerance and the spirit of teamwork.

3.6 Impact of Scientific Management

The scientific management has made the followirgrific impacts or
contributions to both management and administration

I It has led to professionalisation of managemé&wizu rightly
observed that the present practice in the modedusiny of
having a specialised and trained managerial caadeits origin
in Taylor's view.

. It led to reduction in wastage of human andtenal resources
utility of efforts.

iii. Scientific management contributed to greaspecialisation of
activities, with proper design of jobs, specificatiof methods,
and set time and motions studies and establishofestandards
of job performance. All these have contributed he private
sectors.

V. Through scientific management, managers anochiradtrators
became aware of the importance of compensation ahdr
incentives to workers in ensuring increased pradigt

V. Scientific management brought about scients$election of
workers to ensure that only the right caliber afffsis selected. It
also led to inception of efforts at formal trainin§ workers in
organisations.

Vi. The scientific management has greatly infllezhdoth theory
and practice of public administration.

Scientific management elevated management by pthisgstem and
design. It is important to note that the values amahods of scientific
management were in tune with the movement for ne$osf government
and civil service such as centralisation of autigpand accountability,
introduction of business methods to public admiaigitn and the
consequent acceptance of efficiency as a primaay @ocadministration;
establishment of merit systems; freeing public adstiation from
partisan politics, etc.

3.7 Relevance of Scientific Management

While Taylor's work is subjected to a lot of crism, it should be
recognised that he wrote at a time of industriabwgh and the
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emergence of complex organisations with new forimechnology. His
main concern was with the efficiency of both woskand management.

Taylor believed his scientific management techrsquauld improve
management—worker relations, and contribute to awgal industrial
efficiency and productivity.

Drucker claims that Frederick Winslow Taylor maypye a more useful
prophet for our times than we yet recognise ... Tiaylgreatest impact
may still be ahead.... The underdeveloped and dewvgjamuntries are
now reaching the stage where they need Taylor atidntsfic
management. But the need to study Taylor anew ppty &im may be
greatest in the developed countries (Sapru, 200810

Drucker argued that the central theme of Taylor'srkwwas not

inefficiency but the need to substitute industmadrfare by industrial

harmony. Taylor sought to do this through highegesafrom increased
output; and removal of physical strain from doingrkvthe wrong way;

development of the workers and the opportunitythem to undertake
tasks they were capable of doing; and eliminatiothe boss by the duty
of management to help the workers.

Taylor, in developing scientific management, madeaormous
contributions to the understanding and prescriptmrthe management
of organisations. Yet he is probably better chamsd as a synthesizer
than an innovator. In dealing with industrial unyescientific
management promoted and called for a new look ofmbaious and
whole—hearted cooperation in place of the old tengd¢oward rugged
individualism.

Further, scientific management, with its emphasisesearch, planning,
use of standards, and cooperation, encouraged mieag to take
decisions based on the laws of the situation idstéandividual guess
and intuition.

The scientific management movement spread far lzkylom borders of
the United States, and gained wide recognition émn@any, England,
France, Sweden and other European countries. Isi&@usmediately
after the revolution of 1917, Lenin referred to thaylor system, as a
combination of subtle brutality of bourgeois exftion and a number
of its greatest scientific management. He and Kyo$ponsored a state—
led scientific management movement aimed at prargotiabour
discipline and higher productivity.
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3.8 Criticisms of Scientific Management

Scientific management has been criticised on theviong grounds:

I. It lays much emphasis on economy, efficiency araderial welfare to
the neglect of the emotional and psychological seddhe workers.

ii. Scientific management dehumanises employeegotisidered the
organisation as a machine and the human beingsimgork the
organisation as parts of the machine. Workers weeant to do the
work at a standardised rate. If they produced betlogv standardised
rate, they were thrown out.

lii. It encourages authoritarian leadership. Thi®ecause the traditional
approach to public administration and managementioich scientific
management is based does not tolerate compositareanaking.

Iv. Scientific management recommends specialisatidnch it assumes
as the best way of getting things done. Yet, sfisateon may be boring
because of its repetitiveness and monotony.

v. There is no one best way to carry out functiaiated to values. For
instance, what is the one best way to eliminateupdion in Nigeria? Or
what is the one best way to be president of Ni@eria

vi. Scientific management wrongly assumes thatviddials first look
for their own best interests before those of theugr The Hawthorne
experiment shows that workers realise that theydessadvantaged and
helpless unless they exist as a group.

vii. The scientific management techniques have lssserely criticised
by the Marxists as mere efficient tools to explaiiour.

4.0 CONCLUSION

The above discussion showed that, the views andegds generated by
scientific management, though new and radical at time, are widely
applied in today; they are accepted as standardadoagerial practice.

This acceptance is itself indicative of the totéleet of scientific

management. The principles of Taylor's scientifipp@ach to

management appear to be very relevant today. Mamaylor’s ideas

are accepted by present—-day managers. We carsestillexamples of
management practices based on the philosophy addas. Taylor gave
a major impetus to the development of modern managethinking.

Although, the Marxists criticised scientific managgnt based on the
substantial increase in the profits of the entegwiwhere Taylor's
experiments were carried out was not matched byesponding
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increase in the wages of the workers. Still Tagorscientific
management approach is relevant and accepted today.

5.0 SUMMARY

The unit has thrown light on the scientific theafymanagement. The
concept and principles of management are considaledgside the
component of scientific management. The aims, ingaontributions,
relevance and criticisms of scientific managemeatenwalso highlighted
and discussed.

6.0 TUTOR-MARKED ASSIGNMENT

1. Discuss the components of scientific management
2. State and explain the aims of scientific managH.
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1.0 INTRODUCTION

Herbert Simon propounded the classical theory gaoisation. Other
contributors of early 20th century are administtatpractitioners and
theorists such as Henri Fayol, Luther Gulick, Lyhddrwick, J. D.
Mooney and A. C. Reiley. They were the French anmheAcan
specialists in different fields who searched foeal administrative
structure. These early writers are known to belonipe classical school
of thought in organisation theory.

The classical administrative theory grew out of &b bureaucratic
theory and Taylor’'s scientific management approddtough classical
theory can be traced to Taylor’s concern for fumredl foremanship and
planning cells, it is sometimes considered as amnsion of Max
Weber’s bureaucratic theory.

In this unit therefore, you will be conversant witbme basic themes of
classical theories, the main features of classiteory, Fayol's
definition of management and its elements, Faylaigteen principles
and then proceed to discuss the evaluation of Faig#as, criticism of
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classical theory and the significance of the ctadsapproach to the
study of the public administration.

2.0 OBJECTIVES

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

. discuss the basic themes of classical theory

. identify the main features of classical theory

o state the contributions of Henri Fayol to managedrsardies

. explain the significance of the classical appra@acbrganisation.

3.0 MAIN CONTENT
3.1 Classical Theory of Organisation

The classical theory of organisation is also knoa# the structural
theory. The most important concern of the classitedory is the

formulation of certain universal principles of onggation. It deals
primarily with formal organisational structure. ThHeeory assumes that
there are certain fundamental principles on whitlo@anisation can be
established to achieve a specific objective. Theéchwaords of this

approach are efficiency and economy, as it coneeitreat these
principles, if fully adopted, can lead to maximunmganisational

efficiency and economy. The structuralists weresfthiconcerned with

discovering the true basis on which work can beiddy in an

organisation and devising proper methods of briggibout the effective
organisational coordination.

3.2 Basic Theme of Classical Theory
The basic themes of classical theories includddth@wing:

I There are a set of basic principles to everanisation. These
principles are immutable laws to manage an orgaaisa

. The requisite personnel or workers have tofeon to this
preconceived plan.

iii.  The four basic principles of classical theaaye impersonality,
division of work, hierarchy and efficiency.

\2 Organisational tasks can be defined basedheset principles,
and effective methods can be devised for betterdooation,
delegation and control of personnel.

V. Classical theory advocated the use of auth@#tya system of
controlling personnel.
Vi. The aim of this theory is the maximum orgah@aal economy,

efficiency and productivity.
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vii.  The theorists had a dogmatic faith in thamdings and found
them as the only one best way.

3.3 The Main Features of Classical Theory

The classical theory of organisation is generabgarded as being
covered by the standard works of Henri Fayol, Gulicwick, Mooney

and Reiley. Their interest was chiefly concernedthwiformal

organisational structure and the basic managemedegs. They all
believed in the existence of certain universal austriative principles.
They also believed that the application of sucm@ples could make
organisations function more efficiently. The manyints about
administrative organisations, which the early adstiative theorists
agreed on, were in use quite for sometimes betweeSecond World
War.

The classical theory of organisation is also knoas the “Formal
Organisation Theory,” “Principles of AdministrationTheory”,
“Structural Theory”, and the “Administrative Managent Theory”. The
main features of the classical theory are brieflied as follows

I The classical theory emphasises the anatomy fafnal
organisation. It views administration as a formatuctural
arrangement by which work is divided, arranged emardinated
for a definite purpose. The personnel, who areditinto the
structure, are treated as mere cogs in the orgamaamachine.
The organisation chart is regarded as the basid fop
monitoring and controlling the entire administratprocess.

il Classical writers hold the generic view of ddrstration, Henri
Fayol and Lyndall Urwick, for instance, are of tbpinion that
the distinction between public and private admraitsbn does not
exist. Henri Fayol opined, “We are no longer confea with
several administrative sciences, but with one whoen be
applied equally well to public and private affais.other words,
in the opinion of classical writers, administratios
administration wherever it is found and whateverdkof work it
undertakes. Therefore, public and private orgaioisat share
common administrative principles and processes dhe
distinction between them tend to minimise.

iii. The classical writers believe that administva is governed by
certain principles, which are said to be of unigéapplicability
of all forms of organisation in all types of enviroents. Because
of this belief, all the classical administrativestiists engaged
themselves in evolving principles of management.licku
advocated a set of 10 principles of organisationlevbrwick
propounded eight principles of organisation. Later (Urwick)
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developed 29 principles by integrating the variqusciples
developed by other classical writers.

The classical writers believed that these commaraimg principles of
administration could guide administrators in cegti effective
organisation and improving administrative practiden organisation
built on these principles could achieve efficieaeyl economy. It is also
their belief that these principles could be builtoi a framework from
which a general theory of administration would egeer

V.

Vi.

ProONPE

The classical theory views public adminisivatas a nonpolitical,
technical, organisation designed to implement pulplolicies
with efficiency and economy. To the classical wetesuch as
Gulick, efficiency is not only the axiom number anethe value
scale of administration, but also the ultimate good all

administrative activity. The objective of admingion is to
achieve the maximum results with the least exparaiof people
and materials.

The classical writers upheld the distinctionween the line and
staff activities. Line activities are concernedhwibe fulfilments

of the primary purpose of the organisation, whike tstaff

activities are concerned with the provision of saksed advice
and assistance to the line agencies. Thus, in thssical

organisation theory, staff members are typicallffedentiated

from line members by their advisory capacity tcelipersonnel.
The line people have considered the decision magersrder

givers. For classical theorists, this distinctiogtvizeen line and
staff people is fundamental.

According to classical thinkers, people aretiwaded to work by
cash rewards such as increase in pay, and fringefileand the
threat of punishment. They believed that more @hsmonetary
rewards could keep people happy. The classicalyhmanifests
four features:

Impersonality
Division of work
Hierarchy, and
Efficiency.
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Further, it is marked by the following six philogogal characteristics:

I It is atomistic in the sense that it sees tidividual in isolation
from fellow men.

. It is mechanistic because it does not expldia dynamics of
organisation behaviour.

iii. It is static because it has a formal declapadtern of relationship
established by law.

V. It is voluntary because it rests upon the vetbelief that the
individuals are immune from the control either b groups or
by the social factors.

V. It is rationalistic because tasks are perfornadording to
methods determined by the principles of scientifsork
performance.

Vi. It does not take any note of non-economic imives.

3.4  Contributions of Henri Fayol

As earlier stated, Henri Fayol is called the fatbérthe management
process or the functional management theory. Aseadh engineer, he
first published his experiences in the book “Gehenad Industrial
Management” in 1916. The book arrived in Englanty avhen it was
first translated to English in 1929. He tried tgoegach organisations
through their general principles without making iatidction between
industrial and public service organisations. Acaogd to him,
management and administration are two sides ofdhee coin and need
not be distinguished. Fayol’'s theory of te&lar chain, which is the
synonym for hierarchy, is a kind of photographtw framework. Fayol
used these principles to explain the organisatibehbviour. He did not
consider these principles as immutable or one wagt but maintained
that the principle is the light house fixing theakiags, which can only
serve those who already know the way to the payoFdivided the
industrial activities into six groups.

These are as follows:

I The technical activities, which include prodoot manufacture
and adaptation.
. The commercial activities, which include buginselling and

exchange.

iii. The financial activities that is, search fand optimum use of
capital.

V. The security activities, which include protiect of property and
persons.

V. The accounting activities, which include statihg, balance

sheet, costs, statistics, etc.
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Vi. The managerial activities, which include plam) organisation,
command coordination, control, etc.

Fayol also explained the five elements of admiatgin as follows:

I Forecasting: this involves forecasting a plahis indicates the
need for administration to plan for future, lookead, and adapt
plans for the prospective situations. He calledoriévious or
purveyance.

. Organising: this involves drawing the struaurof the
organisation in such manner that would facilitde performance
of basic activities in an optimal manner.

iii. ~ Commanding: this involves instilling sense discipline in the
subordinates through knowledge of the task andtanhsontact.

Iv. Coordinating: this involves building, harmoinig and uniting all
efforts and activities.

Henri Fayol’s definition of management and its elerants
Henri Fayol was the first to put forward a classialysis of the nature
of managerial activity, based on his own experiepicdoing the job in

the mining and metallurgical combined industry.

He defines management in terms of the followinge fkey functional
elements:

1. Planning: It is the act of forecasting future and drawingthp
plan of action.
2. Organising: It refers to structuring the human resources of the

undertaking into jobs, departments and so on tdlenthem to
put the plans into action. It also involves the wematerial
resources.

3. Commanding: It consists of setting the human resources into
activity toward the organisation’s objective. Ths what we
today call leading.

4. Coordinating: It involves unifying and harmonising all activities
and efforts. It permeates the other four basictions.
5. Controlling: It means, ensuring that everything occurs in

conformity with established rule and expressed canun It
serves to make certain that all operations are gaaiag
according to plan to accomplish the goals.

These five managerial activities are treated byoFag universal. In his

opinion, these activities have to be performed bgnagers of both
public and private organisation. Fayol’s five funo&l elements have
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provided a system of concepts with which manageay olarify their
thinking about what it is they have to do.

According to Fayol, a successful manager must pgsseadership
gualities, knowledge of the business and his warkand the ability to
instill sense of mission. A manager having thesaiiegs can obtain the
best performance from his work force. Knowledge rdcessary
administrative powers and functions that have tgpedormed would
empower the manager to organise and run any ukdeyta

To Fayol, good administration is a process, whihlistinct from the
particular management task at hand. To put it gifidy, Fayol treated
administration as a universal process, which iskygapplicable to both
public and private organisations.

In Fayol's theory, the organisation chart graphycekepicts the essence
of the organisation. According to him, such chaftananagerial staff

show each man’s immediate superior and subordirzetesre a kind of

framework of the organisation at a given moment.

Fayol’s fourteen principles

Vi.

Vil.

viii.

Division of work: It refers to specialisation of work or labour in
both managerial and non-managerial jobs. Divisidnlafour
allows individuals to build up skills and increasgrganisation
productivity.

Authority and responsibility: These refer to the right of a
manager to give commands and require conformitythimse
commands. Responsibility must go with authority amadist
match authority.

Discipline: It implies that employees obey orders of
management, if it provides good leadership.

Unity of command: This specifies that each employee should
receive orders from only one superior. It elimisat®nflicting
lines of command.

Unity of direction: This denotes that people engaged in a group
of activities must have the same objectives inaa pl
Subordination of individual interest to generd interest: This
implies that the interest of one employee or a grofuemployees
must be subordinated to the overall interest obtiganisation.

Fair remuneration for effort: This principle states that since
payment is an important motivator, it should be atter for
manager’s constant attention.

Centralisation or decentralisation: This principle states that
centralisation or decentralisation of an organisatishould
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depend on the condition of the business and thityjoa culture
of its staff.

iIX. Scalar chain: This refers to the line of authority, from superior
subordinate, running from the top to the bottom anh
organisation. This principle is necessary for unitylirection.

X. Order: This principle state that both material order aodia
order are necessary for the proper and efficienkiwg of the
organisation.

Xi. Equity: It states that all employees should be treated with
fairness, kindness and justice.

xii. ~ Stability of tenure: Stability of tenure among personnel is
necessary for the successful running of the unkiega

xiii.  Initiative: All personnel in an organisation must be allowed to

show their initiative in some way. This represemtgreat source
of strength for business, although it requires thanager to
sacrifice some personal vanity.

xiv.  Esprit de corps: This is essential for management to foster the
morale of its employees. Henri Fayol used thesacjpies to
explain organisational behaviour. He did not badiehat the
principles of organisation and administration wemanutable
laws. They may, at best, serve as guidelines fonagers in
performing their duties.

These principles have to be flexible and adaptablarying situations
because management deals with people in a wideetyarof
circumstances. The process of applying them woeldanore of an art
than a science. Fayol raised general managemdime tevel of science.
Unlike Taylor, he was not focused on the shop fldut found
mismanagement or lack of clear principles of manag# as the reason
for low efficiency and productivity. He defined nagement in terms of
the functions of planning, organising, commandingordinating and
controlling. There are two noticeable points in él&y which is
different from the “one best way” theorists.

First, he never insisted that this list of prineglis the final one. He
believed that principles can be added and subttaateording to the
requirement of the organisation. Fayol observedt thevery

administrative rule or advice strengthens the hunpamt of an

organisation or facilitates its working and has misicce among the
principles for so long as experience proves it & vioorthy of this

important position.

Secondly, unlike his contemporaries, Fayol is mgiirabout the use of
the term “principles”. He opined that, “for preface | shall adopt the
term principles while disassociating it from anygeastion of rigidity,
for there is nothing rigid or absolute in managetradfairs, it is all the
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guestion of proportion.” Seldom do we have to agpb/same principle
twice in identical conditions; allowance must bedeafor different
changing conditions to allow for flexibility in ppounding principles,
which have made functional management a universafiplicable
theory.

This has also made Fayol a more acceptable thaaristanagement
practices in contrasts to the classical theori#s. least his two

principles, initiative and thesprit de corps have an important place
even in the modern organisation theory based umythwlogy and

behavioural sciences. His suggestion for the stalmf tenure has also
been the launcher for career services in contashe ‘hire and fire’

system prevalent in his time.

3.5 Criticisms of Classical Theory

The classical approach to public administratiofulsof contradictions
for which it has come under severe criticism. I lieen criticised on
many grounds. The following are some of the mayjdrcsms brought
against it:

Classical principles are synonymous with proverbs

Herbert Simon, a distinguished behavioural admiaiste theorist, is
one of the critics of the principles of adminisivat developed by the
classical administrative thinkers from simple obaéibns. He observed
the classical theory that they are little more theasverbs in disguise. (A
proverb is a popular saying, embodying some famitiath based on
common sense or practical experience. For exartiplek before you

leap,” but on the other hand, “he who hesitatésss).

Simon argued that, “like proverbs, the principlels aaministration

appear in pairs. For almost every principle one tiad an equally

plausible and acceptable contradictory principledt us consider the
principle of unity of command as an example. Unity command

implies that each person in an organisation shoegeive orders from
one boss to avoid confusion. However, this prireif@ incompatible

with the principles of specialisation. The prineiplof specialisation lead
to a situation in which their formal superiors atsoeive directives from
the specialists in the headquarters. The resdlaas chain of command,
which violates the principle of unity of command. d similar fashion,

Taylor’'s ‘function of foremanship’ also violates ityn of command

principle. These contradictions reveal the unrealit the principle of

unity of command.
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Simon revealed that other principles of adminigirat are also
contradictory. Some of the classical theorists adgthat organisations
could improve supervision and productivity, if thkgpt a low span of
control. In the same way, he argued that orgaoisstivould improve
their performance, if they minimised the number lajers in the
hierarchy; thus, reducing communication problens euiting down on
red tape. Thus, the principle of narrow span oft@nmplying a tall
hierarchy comes into conflict with the principle afinimising the
number of supervisory levels of implying flat hiexy.

According to classical theorists, specialisaticadie to efficiency of the
organisation. However, the principle of special@afails to inform the
executive of exactly how to specialise so as toryute efficiency. They
also failed to state whether functional specialisais better than area of
specialisation or vice versa.

For all the reasons stated above, the adminis¢rgtnnciples promoted
by the classical theorist cannot claim the statugropirically tested
scientific principles. They have little scientifi@alidity. They can, at
best, be regarded as administrative homilies coatyparto folklore or
folk wisdom. Considerable doubt also exists ashtrtrelationship to
actual behaviour in real administrative situatiofer this reason, it is
said that the so-called principles of administrat&re of no use as
practical guides to the administrator. Therefoieyd has characterised
the classical administrative theory as narrow amel that lacks realism.
Furthermore, there is no unanimity among the atassiheorists as
regards the principles of administration. Thus,dbetention of classical
administrative theorists that public administratiad already developed
as a science with universally valid and generafipli@able principles
was largely discredited by Simon'’s attack againstdlassical approach.

Classical theory ignores the human factor and infamal groups

The classical theory of Gulick and Urwick ignorduk tinterplay of

individual personality and the influence of infolmgroups in the

functioning of an organisation. It ignored problesimming from

human interactions in organisations. It did noegidequate attention to
the social and psychological factors relating tanhao behaviour in

organisations. It ignored virtually, all feature$ arganisational life

beyond the formal structure. It ignored the indiatemployee and his
needs. Mayo’s human relations approach has revehéeduman, the
interpersonal, and the informal factors are of @lu@dministrative

consequence thus, Mayo's theory supplied a cowectio the

mechanistic approach of Gulick and Urwick
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Classical theory treats organisations as closed sgms

The classical theory treats an organisation as asedl system,
completely unconnected with and not influenced by external
environment. In fact, organisations actually engiaigeconstant contact
with their environment. An organisation and its ieonment influence
each other. The environment of public or governmagencies is
complex and the connection between them and thedeutvorld are
highly significant. Government agencies, for examplave to deal with
legislative committees, interest groups, the prelss, court system,
individual citizens and others. The influence ofsthomplex external
environment on the decision making process of pugencies is highly
significant. Therefore, it is said that organisasioare considered
cybernetic in their behaviour with regard to théeemal environment.

Over simplification of human motivation

The classical approach has over simplified humativatton to work.
The classical theorists, in their naivety, believétat people are
motivated only by cash rewards and threats of puménts have been
guestioned by the human relationists and behaJisura’hey have
argued that group pressures, social incentivesiraatf work, and the
attitude of each employee towards it are also gmitant as pay and
fringe benefits.

Other criticisms

The classical theory is accused of a pro manageltviasf because it
attached much importance to the efficiency andtgrgaroductivity of

the organisation. It is also said that in todayargé, complex
organisations, the distinction between line andf $tave lost much of
their clarity and significance because superiorestibate relationships
are becoming less authoritarian and more advisory.

3.6 Significance of the Classical Approach

Despite its limitations, the classical approach &admpact on the study
and practice of public administration, especiallythe USA. Federal
Government and many state governments in the USérmed their

administrative studies. These reforms were basegela on classical
tenets.

This theory played a notable role in rationalisiagiministrative

structures and even stimulating production. Thuse traditional

emphasis in public administration stressed in blo¢gory and practices a
rationalised view of administration.
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The classical approach has some value even todayngOto its
influence, such management techniques as reporiiogpunting and
budgeting have come to be used in public admiristra Gulick’s
POSDCORB formula serves even today as a handy cleckf the
functions of managers both in public and priva@s.

Administration of many governments is even at pmesgructured in

accord with the classical principles. Some techesquf personnel
administration such as formal job described andtiposclassification

are cut from the classical mould. Therefore, tlessital administrative
theorists were errant, but important. Even todayes of their ideas and
concepts are relevant.

The idea that administration was a separate actand was worthy of
intellectual investigation was first propoundedtbg classical writers.

The classical approach formulated a set of concep@dministration

that evolved a terminology, which has provided aebfor subsequent
research in the field of administration. The liitas of the classical
theory stimulated further research in organisatidmehaviour, thus,

becoming an important milestone in the developn@nbrganisation

theories such as human relations, behavioural aadlspsychological

theories. In fact, the classical theory is regaraedhe foundation of the
20th century administrative thought.

40 CONCLUSION

In this unit, you have learnt that classical thebag played a notable
role in rationalising administrative structures asll as stimulating
production. The classical approach has some valee ®day. Owing to
its influence, such management techniques as regpetccounting, and
budgeting have come to be used in public admitistraWe can also
see that Gulick's POSDCORB formula serves todag laandy checklist
in public and private sectors. There is no doult #gdministration of
many governments today or at present is structureatcord with the
classical principles. Even today, some of the cdatsleas and concepts
are still relevant in our organisation.

5.0 SUMMARY

The unit has thrown light on the classical theofyomganisation. The
basic themes of classical theories are consideaty avith the main
features of the classical theory. The contributiohdHenri Fayol, his
definitions of management and its elements, Faybdsprinciples of
management, the significance, and the criticismdaxfsical theory were
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also highlighted and discussed. In the next unotl will be taken
through the human relations theory or school.

6.0 TUTOR-MARKED ASSIGNMENT
What are the Henri Fayol’s 14 principles of managet®
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1.0 INTRODUCTION

The human relations approach is an attempt to ivgpome of the
defects inherent in the classical management approghis approach
emerged from the result of the Hawthorne studidschvwas conducted
by Elton Mayo and his fellow researchers from Hadvdniversity. The
proponents of this school argue that since managemeolves getting
things done with and through people, the study ahagement should
be centered on interpersonal relations. The scholathis school have a
heavy orientation to social psychology. They begvthat if the
management of an organisation showed concern foployees,
increased productivity would result.

The main concern of the human relations approadheasstudy of an
individual as a socio-psychological being and winadtivates the
individual. In this school, there are scholars Mdypemphasis on human
relations and why the manager should develop tlietekunderstand
and practice. The human relations school arguetl ahganisations
could be improved by making it less formal and kermpitting more
subordinate participation in decision-making. Elddayo is regarded as
the founder of the human relations movement. Somehe major
contributors to this group include Robert K. Mertaxrgyris, Likert,
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Alex Balevas, McGregor, and Keith Davis, etc. Iisthnit, you shall be
made aware of the relevance of human relationgyheo

2.0 OBJECTIVES

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

. discuss the different stages of the Hawthorne exmaits or
studies

. explain the basic principles of the human relatibreory

. state the differences between the Taylor's sciemifanagement
and Mayo’s theory

o discuss the differences between the human relatioesy and
the classical theory

. identify and explain the significance of the humealations
theory.

3.0 MAIN CONTENT
3.1 Human Relations Theory

Human relations theory is another method of stuglyanganisations.

The theory is reputed as being a reaction agaiestop as machine
concept of the scientific management school. Thendwu relations

theory of organisation examines the informal wortoup at the

assembly, that is, the line level. It tries to fiadt what makes these
groups of workers work or refuse to work. The tlyeies to establish
what relationship exists between motivation and galtisfaction, and
how these affect efficiency and productivity in trganisation.

The formulation of the theory began with the efoof Elton Mayo in
1927. The study focused on relationship betweerkererand managers,
and among workers themselves. The development ef ttieory
continued with the efforts of Abraham H. Maslow, what is today
known as Maslow’s hierarchy of human needs. Masjmevceived
human desire to be based first on psychologicalsedich provide the
foundation for the next greatest need, which isusgc These are
followed by love or belonginess, self esteem, amdally self
actualisation. According to him, all these humaredse collectively
determine productivity in any organisation.

The rise of human relations school may be attribute the scathing
criticism of the mechanical and structuralists having neglected the
psychological and sociological aspects of orgaiisatElton Mayo,

who spearheaded this humanistic challenge to tesiclists, called his
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approach a clinical one. He focused upon the sagidl psychological
aspect of an organisation in his Hawthorne exparime

3.1.1 The Hawthorne Experiments/Studies

The Hawthorne experiments were conducted at thetaed£lectric
Company of the Bell Telephone Company at Hawthorea Chicago.
Elton Mayo, with his two other colleagues of therkémd Business
School, F. J. Roethlisberger and William J. Dickims conducted
experiments which became the basis of all humarsstidies across the
world. The relevant experiments for the students piblic
administration are as follows:

3.1.2 The Great lllumination Experiment

The famous earlier experiment ran from 1924 to 192% purpose of
this experiment was to study the effects of illuation that is, lighting
on workers’ efficiency and productivity. Two teawfsworkers took part
in these tests — the experimental group and thé&atad group. Each
group consisted of six women.

The researchers had assumed that an increasemnétion would lead
to greater production per worker. As the amountlighting was
increased for the experimental group, efficiencyd goroductivity
improved. However, to the surprise of the reseasshthe workers
turned out even more when the lighting was redudedfact, the
workers did not stop working until the room becasnedark that vision
was actually impaired. The productivity of the gotied group working
under a constant illumination also increased.

The research scientists were baffled by the sedyarmgpmalous results
of this experiment. From a scientific managememsective, this was
puzzling indeed. Eventually, the researchers caledluthat to some
extent, the workers were responding actually to ékperiment itself
rather than to the levels of illumination. This pbenenon gave rise to
what is called the Hawthorne effect - the theorgt tworkers perform
more efficiently because special attention is beiegoted to them.

3.1.3 Relay Assembly Test Room Experiment

In 1927, the Harvard Industrial Research team thoeby Elton Mayo
took over the Hawthorne experiments, which had pced unexpected
results in employee performance. Mayo and his aglies undertook
the Relay Assembly Test Room Experiment at thetplés objective
was to determine the effect of changing work coodg on the
efficiency and output of the workers as a groupe Tésearchers also
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wanted to examine the role of fatigue and monotamy group
productivity. In this experiment, the researchesgregated a group of’
six women who were assembling telephone relaysptanced them in a
test room. For two years the researchers studiedredbponse of the
women to various changes in their working conddioAs many as 10
changes such as shorter hours, varied rest pawesesshments and a
number of incentives where the team spent a gesdtaf time with the
work group discussing the changes before they watrento effect.

Output increased each time a change was madewlet) the women

reverted to their original working conditions wigh48-hour week, no

refreshments, no rest pauses, and no other inesnutput rose again—
indeed to the highest ever recorded at Hawthorne.

Another significant result was a decline in abseista of 80 percent.
Either under pleasant or unpleasant working coonktithe response of
the women in terms of productions moved in only dimection — up.

This fact startled Mayo’s research team. One can@tudrawn from this
experiment was that production did not vary in direlation to working

conditions. The conclusion eventually drawn froms thmportant

experiment was that attention and recognition id ehitself tends to

generate a positive response. According to thidystattention centered
on employees raised morale and hence also produdtiespective of
what particular form that attention took. In othamords, people
responded more favourably to attention than theytaliphysical factors
or to other material inducements.

In this experiment, the women had gained enormouslywork
satisfaction by the feeling that they were parttioé team by the
communication between the researchers and worksexyone in the
group felt more valued and responsible for herqretnce and that of
the group as a whole. This sense of cohesivenassafiesteem was
more important to performance than any number gravements in the
working environment.

Another important conclusion of this investigatiaras that worker—
management conflict was the result of the basictiemal attitudes of
the workers rather than the objective difficultiasthe work situation
such as insufficient task specialisation or inadégwages. According
to Mayo, workers were ruled by the logic of sentpewhereas
managers were activated by the logic of cost artiefcy. Thus,
without understanding and compromise, conflict wavitable.
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3.1.4 Bank Writing Observation Room Experiment

In 1931, the Harvard researchers began their mgsbrtant experiment
in the famous bank writing room at the plant. Thepese of this

experiment was to determine the effect of a pieste—pay system on
group productivity. For the purpose of this expemnt the researchers
and the management put a small group of men engagedking parts

of telephone switches on a piece-rate system arsdredd their

activities. Under this system, the management &lyicexpected the

workers to earn higher incomes by turning out mmugput. However,

most illogically, the men did not produce as matgces of work as

they could, even though they were being paid iroatance with their

output. They had developed a work culture of theam. They had

become a cohesive and compact group with their codes, rules and
norms. Among these rules were prohibitions agaiogtg too much or

too little work. They informally established a stand level for daily

output and decided not to exceed that fair ranger@duction. Contrary

to the researchers and management’s expectatioasgoéat jump in

productivity, the output of the men remained theasas before.

In this experiment, the male workers’ reaction e twage incentive
plan of the management was not at all like thatadional economic
men. Instead, they rationalised that plan as aemgit by the
management to eventually cut some jobs or to rediacge rates.

Though the company assured the workers that suolgsttwould not
happen, employees remained unconvinced. Taylor'sensfic
management could not explain the irrational behaviof the
employees. In this experiment, the employees wetiakiour was very
much influenced by group norms, group pressure aw@ptance, and
the concomitant security. One conclusion from hipegiment is that
people do not work simply to make money. It alsodend clear that
economic incentives and material rewards would néeeas powerful
as social norms and social controls in increasnoglyrctivity.

3.1.5 Major Findings of the Hawthorne Studies

The following are the major findings and generdisa of the
Hawthorne studies:

I The output or the amount of work of a workent determined
by his physical capacity but by his social capacity

. Non-economic rewards and sanctions signifigardffect the
worker’s behaviour.

iii. A worker often does not act or react to masmgnt as an
individual but as a member of groups.
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\2 Communication, participation, and leadershigypa central role
in worker’s behaviour.

Taken as a whole, the relations between workerstlagid supervisors
and among the workers have significant influenaeshe behaviour of
the workers. The significance of the Hawthorne stigation focused on
discovering the informal organisation, which it ndeit, exists in all
organisations. It confirmed Mayo’s earlier view tthehat he calls the
‘rabble hypothesis’ about human behaviour (thateiach individual
pursues his own rational self-interest) was faldayo emphasised that
management must develop a new concept of authamiyfoster a new
social order based on the individual’s cooperaditigude.

3.2 Interview with Workers

Following the seemingly anomalous results of thewtdarne
experiments the Harvard team conducted extensteeview with large
numbers of workers to inquire into conditions ine tiplant. The
researchers were interested in employees’ attitadesit their jobs.
They found themselves hearing about workers’ dreéimeg home lives,
and other topics, which at first seemed extranedusough these
interviews, the researchers understood that peopkste an impressive
variety of interest, backgrounds, and concerns dokvsituations with
them, the interview also programme revealed thatwtlorkers derive
meaning and motivation from the social situatiang/ork groups.

They can have marked effects on the attitudes asttbviours of
organisation members. These interviews broughtgtat the existence
and functioning of the informal organisation witthet formal

organisation. Mayo’s generalisation is that workssaction depends to
a large extent on the informal social pattern efwork.

The Hawthorne experiments discovered the psychodbgariables that
affect workers and revealed the impact of the mifrorganisation on
behaviour of employees in organisations. Theseedfualso revealed the
inadequacy of Taylor's scientific management andpuived his

philosophy of self—interest.

3.3 The Basic Principles of Human Relations Theory

The human relations movement was inspired in lgpget by the
Hawthorne studies with which Mayo’'s name is foreVieked. The
confluence of Mayo’s philosophy and the findingswairious studies
formed the human relations movement. This moveradubcated more
humanism, dignity and democracy in the work pladée basic
principles of human relations theory may be disedsss follows:
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Workers are essentially social beings. They tmfist be
understood as people if they are to be understeamtganisation
members. Their attitudes and effectiveness are itoned by
social demands from both inside and outside thé \ptamt.

Work is a group activity. The work groups erde a standard
level of productivity upon all members throughatsn codes and
norm. Mayo said that human collaboration in worls lzdways
depended upon the evolution of a non-logical samale, which
regulates between persons and their attitudesacaonther. The
small informal groups are found to be exceedingiyificant in
the functioning of organisations. They affect ongation
members’ perceptions and serves as medium of comations.
Small informal group propagate norms — expectechenrs —
about such matters as how groups deal with onénanand with
superiors, which types of formally prescribed awsiowill be
resisted by employees, and how much will actuadiybrformed.
Social rewards and sanctions are the strongetivators on the
job. The workers in the Hawthorne plant respondedtie
respect, recognition, affection, sense of belonging security
and the appeals to group loyalty provided by thiglow
workers. These social and psychological factorevieand to be
more powerful as motivators than the managemenesyof
economic incentive and material rewards. Thus, acoromic
factors played an important role in determining kewvs’ morale
and motivation. They are more important than thespal
conditions under which the workers operate. Theabielrs of
workers cannot be separated from their feelingssamtiments.

The general hypothesis, which main emphasis is wmam relations
theory, is that, motivation to work, productivignd quality of work are
all related to the nature of the social relationsoag the workers and
between the workers and their boss.

\2

Mayo and his colleagues found that formal cinee by no means
described the totality of an actual, functioningamisation. The
formal organisation is always supplemented by aforimal
organisation, a pattern of social relations thapsrup outside of
— and sometimes in conflict with - those prescribby
organisation charts or management. In fact, Mayoisst
important discovery was the existence of informagamisation
within  each formal organisation. Mayo explained ttha
management could only succeed in leading an orgammnss
employees if the workers, in their informal groupscepted that
leadership without reservation. Organisations leeefore, social
as well as technical entities.
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V. The human relations theory emphasised theggaative style of
management or supervision and democratic system
administration. The Hawthorne experiments madelaarcthat
effectiveness and productivity of the workers wilcrease if
there is effective communication between the mamage and
the workers, and if the management is willing téowal the
workers participate in decision making. This typemanagement
requires every change in the work schedule and ldhbae
preceded by manager’s close consultation withrfarinal work
groups and their informal leaders.

The experiments also revealed that workers wilbdter if allowed to
manage their own affairs without being told whatdo. While the
participative type of supervision wins the workergceptance of
organisational objectives, the democratic system administration
would alienate the workers. The participative typke supervision
coupled with democratic system of administrationulgolead to the
highest level of workers’ effectiveness and thailtast productivity.

The human relations approach is built on socio-pshgical findings,
theories and applications, which call attentionthie fact that work
environment cannot function in terms of technidéicency, profit and
wages. Workers are very much influenced by frieqmshwith

colleagues, group pressures and standards, amsbtied environment.
Thus, the essence of human relations approach wlasus on the
organisation as a social system.

3.4 Frederick W. Taylor Vs Elton Mayo

Elton Mayo’'s human relations theory is frequentlyegented as

somewhat opposite to that of Taylor’'s scientificnr@gement. There are

certainly some basic differences between the twpragches. The
differences include the following:

I In Taylor's philosophy, productivity depends amp physical
factors and monetary incentives, whereas in Mayléory, the
informal work group norms could affect productivitya positive
way.

. Taylor looked at workers as self-centeredamail economic men.
In contrast, Mayo looked at them as social beings members
of small informal work groups.

iii.  They also differed as regards the sourcescaiflict between
management and workers. Taylor traced the causesudh
conflict to the objective difficulties in the workituation while
Mayo thought that such conflict was the result bé tbasic
emotional attitudes of the workers.
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From the preceding discussion, one should not cdecthat Mayo was
against Taylor's scientific management theory. Mayas really not
against Taylorism. What he did was that he debunkagdor’'s rigid
application of scientific management.

In a sense, however, Mayo’s human relations themrg Taylor's
scientific management are allied. Both believed thendly cooperation
between workers and management would eliminatdynalircauses of
conflict, dispute and disagreement between themwdyver, they
suggested different methods to achieve cooperatidrharmony.

Taylor felt that high wages would generally suffioeelicit employee’s
cooperation and compliance. Mayo on the contranggests such
devices as participative style of supervision fritv@ behavioural side of
administration. He always insisted that the una@eding of human
factors such as workers morale was important toshisgem. In these
aspects, Taylor's philosophy is related to that M&yo’s human
relations. Both were motivated to improve the piokity of the

American industry in the early twentieth century.

3.5 The Human Relations Theory Vs the Classical Hory

The human relations theory is called the neo-atasdheory because
just as the classical theory, it also accepts ieffiy, economy, and
productivity as the legitimate values of organizati However, to

achieve these values, the human relations appmediels on techniques
that are quite different from those of the cladségproach. The human
relation theorists seek to maximise the valuesfiiency, economy,

and productivity by eliminating the dysfunctionsusad by over
specialisation, alienating hierarchical arrangemerand general
dehumanisation of the classical approach.

Thus, the classical and human relations theories aike in their
objectives but they differ in the methods and tégies adopted to
accomplish those objectives. The human relatioe®rth also differs
from the classical theory in the following respects

I The classical theory emphasises the formalrosgéion structure
consisting of jobs and job descriptions as spdliroorganisation
charts and manuals. In contrast, the human rektibaory is
concerned with the informal organisation, that tise life or
individual workers and workgroup within the orgaatien.

. The, classical theory takes the atomistic viefuman and views
workers as various cogs in a machine. On the contiftae human
relations theory considers workers essentially @sas beings
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who have the tendency to form the informal groupshie work
situation.

iii. In determining workers’ motivation, economiewards and
physical conditions of work are regarded by thasilzal theorists
as important factors. Contrastingly, the social€psjogical,
factors and sanctions are considered by the hueiatianists as
important motivators to work.

V. The classical theory emphasises the autha@itarstyle of
supervision, while the human relations theory laygphasis on
democratic and participative style of supervisidhe preceding
discussion clearly shows that the classical andamnelations
approaches have taken two different views of oggmns. If the
classical theory viewed organisations as formalicstires, the
human relations approach emphasised informal oglgtivithin
organisations. Neither of the two approaches is Ihaght,
although each is patrtially right. In reality, arganisation is both
a formal structure and informal relations. Thespeats of an
organisation are not contradictory but allied teheather. It is
good to recognise that informal organisations exisill formal
organisations and are not necessarily harmful ey facilitate
teamwork and collaboration. Therefore, it wouldiféhe interest
of management to develop harmony between the irdbswocial
systems and the formal organisation by dealingceffely with
the dynamics of informal groups and sentimentshiefworkers.

3.6  Criticisms of Human Relations Theory

Although human relations theory is an improvemergrahe classical
theory, it is also not free from errors and defed&myo’s human
relations theory has been subjected to certaincisnts. These are
highlighted below.

I The human relations theorists were accusecdewigopreoccupied
with increase in material wealth through greatexdpctivity as
the classical theorists. Mayo and his colleaguésehaassumed
that happy employees would be productive workers.

. Mayo’'s Hawthorne studies, from which the humeslations
theory developed, have been attacked on the proegdulopted,
the analysis of the findings and the conclusionawdr For
instance, Mayo’s assumption that there is a nattwahmunity
between workers and management has yet to be proved

In fact, the conflicts between the employers anglegees are real,
based on real class differences. One of the fraqadacks leveled
against Mayo’s philosophy is that he failed to agpate the value of
competition and conflict in assuring the freedonvofkers. It is said of
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Mayo that he had a tendency to draw conclusions ttiee data
supported. In addition, it is said that Mayo haitethto demonstrate any
commonality of interest between workers and managpem

Vi.

3.7

Like the scientific management, the humanatieins theory is
also one sided. If Taylor and his colleagues fodusm

organisations without people, Mayo and his teamestarchers
concentrated on people without organisations. Thaman

relations theorists looked at organisation membeitwir

motivation, satisfaction, and so on but neglected rather
ignored) the roles of formal structure, technologryd conflict in
influencing the behaviour of workers. Thus, Maytisory lacks
capacity to explain the multifaceted organisatidmethaviour and
relationships.

The human relationists have overdrawn the ginge contrast
between the formal and informal organisations aailed to

synthesise these two aspects of organisation irarendnious
way. This is an important defect of Mayo’s theory muman

relations.

The Hawthorne experiments of 1927 to 1932, ootetl by
Mayo and his colleagues, covered the behavioumafllsgroups
only and did not deal with the entire organisatiohhe

observations made by them about the behaviour efsthnall

experimental groups in the Hawthorne plant may betvalid

when applied to the entire organisation, and iteal@®ur may be
at variance with the behaviours of the small infaFngroups
within it. They lacked a theory that could expldime set of
observations they had made about workers’ motinatio

The Mayo’s group thought that the benevolenfesxecutives
towards employees coupled with improved commurocatiwith

the work groups would raise productivity and malke workers
happy. The critics found this emphasis superfiara irrelevant
to the needs of the workers. The researchers asaght that
labour unions were driving management and workeyarta
increasing conflicts, and preventing effective camiation.

However, the critics pointed out that union, intfgrotected the
employees against executive power.

Significance of Human Relations Theory

The Hawthorne studies and Elton Mayo’s philosophyehtremendous
impact on both management and academics.

In the first place, despite their defects amahithtions, the
Hawthorne experiments were significant in stimuigtan interest
in the human factors. In the words of Stephen bR, from a
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historical perspective, the Hawthorne studies begamew
direction — recognition that human beings are a piern and
influential input into organisational performanddée Hawthorne
conclusions led to a new emphasis on human beisgkes
contributors to the organisational efficiency, progvity, and
goal attainment.

According to Carol Kennedy, Mayo’s contribution toanagement

thinking was seminal. It revealed the importancehard bottom-line

terms, of human emotions, reactions, and respecth® business of
managing others. The Hawthorne studies constitiltedirst systematic

research to expose the human factor in work sdnatand their impact
led to a fuller realisation and understanding aihlan beings as workers
in organisations.

. Central to the understanding of the human dacivas the
discovery of the informal group as an outlet far Hspirations of
the worker. The informal groups could be encourdagedreater
productivity by being led to do it themselves thgbunterest and
respect on the part of their managers. These gratgp$ound to
be exceedingly significant in the functioning ofanisations.

In the words of F. A. Nigro and L. G. Nigro, thewmthorne studies...
established the informal group as a major explanatif behaviour in
organisation and extended the conceptual horizdn®rganisation
theory to include a huge range of social psychekgvariables. The
human relations raised the status of informal wgmdup equal to that of
formal organisation as an administrative and mamalgeoncern.
Obviously, human relations promoted a particulasion of human
nature in organisational settings; it urged cooj@naover competition
and interdependence over individualism. In fact, Hawthorne studies
allowed Mayo and the others to test social thedhas stressed values
as the bases of human social action.

iii. Mayo’'s Hawthorne studies pioneered the whaencept of
proper management—worker communication. He empdthdise
importance of an adequate communicating systentjcpkar
upwards from workers to management. It is a newa idecause
of the respect for the individual it required betnebosses and
workers. Mayo explained that management could sabceed in
leading an organisation’s employees if the workerstheir
informal groups, accepted it as authority and leag&hout
reservation.

Mayo’s key concept of management-worker commurocaiaid the
foundation for the work of later management thiskeand writers such
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as Peter and Waterman and the 1950s school oflegisits headed by
Chris Arguris, Frederick Hertzberg and Abraham Masl|These writers
and social psychologists like Douglas M.C. Gregord Rensis Likert
belong to the humanist school of administration.

The above-mentioned writers accepted wholly the drumelations

component in administration but carried it stilither, arguing for a
more humanitarian approach to the whole adminisggtroblem. The

humanistic theory has given importance to the dgmkent of human
personalities in the organisation. The writersha school covered such
areas of research as work—group behaviour, neadfagdibn, job

satisfaction, motivation, leadership, and so on.eylhhave used
psychological and sociological concepts and rebeanc analysing

organisations. Among psychologists, the studiestcbwd the future
emphasis from fatigue to group processes.

iv. Lastly, the human relations approach to orgatios theory has made
some valuable contributions to administrative thdwas well. It literally
created the humanist school of administrative thougfinally
convincing the field that social leadership skills managers were at
least as important as technical knowledge. The rme&ministrator
needed to strive toward social consolidation witirkers.

According to Nesta Gallas and Laurence J. O. Tabrgin their human
relations approach, attention to the social psymplof bureaucratic
life, its discovery of the informal organisatioris idevelopment of a
more complex and realistic model for human naturé i#ss innovative
approach to organisational design, this school hatists improved
markedly on the ideas of its predecessor.

Although, the human relations heyday (1930s to $P%@as over, the
research and theory building continue today on nafnjye issues first
raised in the Hawthorne studies in the late twerdied the early thirties.
The human relations approach has great impactligiton business
administration, and later on public administratibndeed, it is regarded
as a major development in the American administeathrough the
period 1900-1939. This approach marked a majoirtgrpoint in the

history of administrative theory and practice.

4.0 CONCLUSION

The human relations theory of organisation rejedisrmal
institutionalisation and considers the informal -day-day functioning
of the structure as more revealing than the mesharstudy of structure
and principles of organisation. However, it mustshaed that these two
approaches are not mutually exclusive but ratheplstmment each other.
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There cannot be informal organisation without arfakone, from where
the former can operate. Informal organisation sel&evident fact and a
functional necessity, which no formal structure campletely choose
to ignore.

The formal organisation theory gives only a paréad incomplete
picture of organisational dynamics. The completetye of an
organisation emerges only when the formal theosuplemented with
the informal theory. Undue emphasis on one wiltlléa distorted view
of organisational reality and undermining of theautages of both.

5.0 SUMMARY

The unit has thrown light on the human relatiorently of organisation.
The Hawthorne experiments is considered along wilie basic

principles of human relations theory, interview wworkers, Taylor's

scientific management and Mayo’s human relationson were

discussed. The human relations theory and theicésbeory were also
evaluated. The criticisms and the significancewhhn relations theory
of organisation were highlighted and discussed.

6.0 TUTOR-MARKED ASSIGNMENT
State and explain the basic principles of humaatieis theory.
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1.0 INTRODUCTION

Public administration has evolved and developed awee, this has
been possible because of relentless investigatiosissues bothering
on the improvement of the discipline. Major methoflsnquiry into the
discipline that will be discussed here are hisarimethod, descriptive
method, experimental method, survey method andstasly method.

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

explain historical method
examine descriptive method
describe experimental method
discuss survey method
analyse case study method.

3.0 MAIN CONTENT
3.1 Historical Method of Inquiry in Public Administration

Historical sources may be classified into two majategories, namely,
documents and relics. Documents are usually writtbareas relics are
generally archaeological or geological remains suash tools and
utensils. Relics are not written. For instancesttet written by President
Goodluck Jonathan would be a document from thedgtint of the
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information it contains but would be a relic fromet standpoint of
spelling errors or other aspects which are not panvhat Jonathan
intended to transmit. Among the various documensgaryrces are:

1. Official records, minutes of meetings, comnatteeports and
legal documents

2. Institutional records, attendance rolls, ursitgrbulletins

3. Memoirs, biographies, diaries, personal leftdrsoks on the

philosophy of a known scholar, and so on.

Historical sources can further be classified intonpry and secondary
sources:

. Primary sources are data provided by actual witnesghe
incident in question.
o Secondary sources of data come from a middleman adt®

between the original withess and the present coasum

Secondary data are subject to an inherent dangemaifcuracy.
Whenever evidence is transmitted from one individwaanother, it
tends to become distorted. Occasionally secondarmces have been so
carelessly compiled that they are in a categorymferified hearsay or
rumor. For this reason, reliable historians relynasch as possible on
primary sources, using secondary sources only pethgses to bridge
the gaps between the various pieces of primary, @daid at times the
historian may have to rely on secondary sourcesmdst bear in mind
the limitations of such data. In the event that atous gaps in the
primary source cause his over-reliance on secorgtarce, he should
refrain from attempting the study at all.

3.2 Descriptive Method

Descriptive method is concerned with the collectmindata for the
purpose of describing and interpreting existing dsbons, prevailing
practices, beliefs, attitudes and ongoing procBgscriptive inquiry is
that investigation which specifies the nature @kgi phenomena.

The specification can be simple or it can be cocapdid. The
importance of descriptive inquiry in public admingion as well as
other fields of educational endeavor clearly implieomplexity of
phenomena. The need for systematic ways of tellihgt a situation is
means that the situation is no longer simple. Ih ¢@ longer be
understood directly and without synthesis.

Descriptive inquiry gives a picture of a situationa population. Any
consideration of phenomena generally begins withllaunderstanding

121



of the phenomena. Accurate descriptions are imperddr making a
wide range of policy decisions. For example theemn department of
labour makes detailed surveys of unemployment; ethagempt to
describe unemployment in the Nigerian economy f@& purpose of
knowing what the situation is.

Such surveys provide the basis for eliciting pdssjinlicies considered
and those ultimately accepted as a result of thaiip, represent value
decisions. While the research findings may haven hesful, it cannot
be concluded that the policies were determined nttially.
Descriptive inquiry is basic for all types of resgain assessing the
situation as a prerequisite to inferences and gédisations. While
descriptive inquiry is a prerequisite for findingsavers to questions, it is
not in itself sufficiently comprehensive to provideswers.

Descriptive inquiry cannot establish cause andcefigationships. From
description the investigator cannot deduce conadlgithe cause of the
phenomena or predict what the future phenomenabeillDescriptive
inquiry using the same design done at specifiedog@erof time can,
indeed, show trends in description from which hijyeses can be
gleaned and later tested under controlled expetaheanditions.

3.3 Experimental Method

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

1. Selecting and defining the problem: The prolsleamenable to
experimentation generally should be converted anttypothesis.
This hypothesis can be verified or refuted by tlkpeeimental
data. The variables to be investigated should binete in
operational terms.

2. Reviewing the related literature: This showavhine present
research fits into the scheme of things. It survies research
previously done on the problem and evaluates whatrésearch
has and has not accomplished in solving the proldamently
under study. Thus in this review, the research Ishpoint out
very carefully the similarities and, more importgntthe
differences between that research and his curtady.sin order
to do this effectively, the researcher must do nmbes consider
the findings as they are reported.

He must examine the findings critically in light dhe research

methodology, the specific procedure employed, thmntrol, the
sampling and the measuring instruments used.
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Drawing up the experimental design: This secsbould place
primary emphasis on the question of control, raridation, and
replication and should include a clarification ofice basic
aspects of the design as the place and duratitimreafxperiment.
It is generally advisable to conduct a pilot stumbcause of the
complexity of an experiment in order to ensure ddequacy of
the design.

Defining the population: It is important to oef the population
precisely so that there can be no question abeupdipulation to
which the conclusions are to apply.

Conducting the study: It is important here hsist on close
adherence to plans, especially as they relate @ofdhbtors of
control, randomisation, and replication. The dwmtiof the
experiment should be such that the variable undessiigation is
given adequate time to promote changes that caevhkiated
and to insulate the influence of such extraneougofa as
novelty.

Assessing the outcomes: Careful consideratiost e given to
the selection of the criterion on the basis of \White results are
to be assessed, for the efficiency of the experint@pends
largely on the fairness of the criterion used.

Analysing and interpreting the results: The eassher is
concerned with the operation of the factors undeestigation.
He must be especially sensitive to the possibiht the results
of his/her study arose through the operation ofountrolled
extraneous factors. The researcher must furthaeftatesat a given
probability level the possibility that the experintal findings are
simply the results of chance. In no other areaeskarch is the
need for competence in statistical procedures esarlgl indicated
as in the analysis of experimental data as theslfasitheir valid
interpretation.

Drawing up conclusions: the conclusions of sfedy must be
based on the findings of the study. Care must kentaot to
over—generalise the results obtained. The resisibspertain only
to the conditions under which they were derivedd,asince
control may have distorted the natural situatioasecmust be
taken to restrict the conclusions to the conditiacally present
in the experiment.

Reporting the result: The study must be replonte sufficient
detail so that the reader can make an intelligghgment as to its
validity (Fisher, 1957).
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3.4 Survey Method

The survey method is interested in the accuratesassent of the
characteristics of whole populations of people.yQately, however, do

survey researchers study whole population; theynatly study samples
drawn from populations. From these samples, theareker infers the
characteristics of the defined population or urseerThe study of

sample from which inferences about population camltawn is needed
because of the difficulties of attempting to studkiole populations.

Random samples often furnish the same informatsoa eensus at much
less cost, with greater efficiency sometimes, greatcuracy.

Sample surveys attempt to determine the incidedistribution, and
interrelations among sociological and psychologwealables.

Survey research focuses on people, the vital faiciseople, and their
beliefs, opinions, attitudes, motivations and bédav

Surveys are particularly versatile and practicapeeially for the
administrator, in that they indentify present coiotis and point to
present needs. Surveys do not make the decisioricdaadministrator,
but they can provide him with information on whithh base sound
decisions.

Surveys can be conveniently classified by the failhg methods of
obtaining information: personal interview, mail gtiennaire, panel,
telephone and controlled observation. Of these,pirsonal interview
far overshadows the others as the most powerful ws®dul tool of
social scientific survey research (Osuala, 2005).

3.5 Case Study Method

Case study has a long history in social sciencearel and has been
used extensively in public administration more egby in the area of

motivation. For example both Freud and Piagnetcilpi used case
studies to develop their theories. Criticism ofithechniques damaged
the case study approach, but the increased acceptanqualitative

research and in particular, participant observat@s, as corollary,

revived the acceptability of the case study.

The case study can either be quantitative or @imig or even a
combination of both due to the constraints of aarof one or a single
unit being studied. With the restrictions that lsnfor statistical
inference, most case studies lie within the realin qoalitative

methodology. Case study is used to gain in—deptlerstanding replete
with meaning for the subject, focusing on procedbar than outcome,
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on discovery rather than confirmation. Case studystmnvolve the
collection of very extensive data to produce aneusidnding of the
entity being studied. Shallow studies will not maiey contribution to
administrative knowledge (Osuala, 2005).

4.0 CONCLUSION

This unit has outlined and discussed the variouthodas of inquires

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

method of gathering and applying the informatiomaious levels.

5.0 SUMMARY

This unit considered the following approaches fiscdssion; historical
method, descriptive method, experimental methodjesumethod, case
study method, the institutional approach, and coatpee approach. It
discussed their theoretical assumptions, usefulaedsveaknesses as a
mode of inquiry in public administration.

6.0 TUTOR-MARKED ASSIGNMENT
What are the methods of inquiry in public admiragon?
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1.0 INTRODUCTION

An understanding of the nature of civil serviceaisociety is very vital
for the study of the administrative practices oftsplace. Civil service
is the hub through which public administrative wocdkenters on.
Important areas considered for discussion herethaedefinition and
functions, principles, control of civil service,etmew civil service in
Nigeria and civil service in Nigeria, 1980 to 1988.

2.0 OBJECTIVES
At the end of this unit, you should 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 serviaeNigeria
discuss new civil service in Nigeria

examine civil service in Nigeria, 1980 to 1988
examine civil service reform under Obasanjo 1999420

126



3.0 MAIN CONTENT
3.1 Definition and Functions

Civil service is the body that normally functiong#wthe executive arm
of government comprising of men and women who dtest the

permanent staff of the departments of governmenteyT are

professional administrators. Sometimes they arergdly referred to as
public service.

Functions of the Civil Service

I Conversion of policies that have been formudaby the cabinet
into action

. Enforcement of laws enacted by the legislature

iii. Provision of expert advice on either positiver negative
implications of policies intended to be formulatgdgovernment

V. Planning, organisation and supervision

V. Advice on measures of improving the qualitylité of citizens
and making government more efficient
Vi. Ensuring continuity of government in spiteabfanges.

SELF-ASSESSMENT EXERCISE

Define and state the functions of the Civil Service
3.2  Principles of Civil Service

Civil service has some guiding principles in disgjirag its duties, these
principles include:

I Political neutrality: The first principle guidg the performance of
the public service is political neutrality. By thige mean that a
public officer does not become involved in partiganiitics. He
serves the government of the day with dedicatidn.thit
government is replaced by another one, he servesntw
government with the same degree of loyalty and cidin. He
does not allow his personal views to interfere witis
performance of his functions.

. Impartiality: Similar to political neutrality,the civil servant
serves all members of the public to the best o&hibty. He does
not favour anyone. He does not belong to any palitparty or
faction, at least, not openly.

iii.  Anonymity: In an effort to protect the neulitg and impartiality
of civil servants, they are made to operate belinad glare of
publicity. They advise their ministers and politiexecutives but
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they do not make open or partisan speeches. Thesters and
politicians make such public statements and defgngrammes.
Anonymity extends to the actual operations of tlevise.
Decisions taken are regarded as the decision .oEedrybody is
responsible for it. This is the principle of collize responsibility
which also ensures the neutrality of any particirdividual.

\Y2 Permanence: Governments come and go but tie sgrvice
remains. Public officers are not changed each tingze is a
change in government. As long as they do their wandperly
and do not commit any crime, their tenure of ofi&guaranteed.

V. Merit and achievement: Another principle of tieil service is
that recruitment into the service is based on m&his means
that certain standards and educational qualifioatiare set, and
only those who satisfy them are considered for egmpent. This
Is different from some traditional systems wher@asssucceed
their fathers automatically. In addition, underilcgervice rules,
promotions are based on merit and achievement atdon
patronage or favour by a godfather (Leo and Oyewi®)88).

SELF-ASSESSMENT EXERCISE
Mention the principles of civil service.
3.3 Control of the Civil Service

Any organisation where people operate without lawstrolling their

actions will be vulnerable to anarchy. To avoidsthan elaborate
network of rules and regulations govern the behavaj civil servants.

These are divisible into internal and external caat

The internal control the civil service includes:

o The general orders: These are the body of reguktiwhich
outline the conditions of service and responsibgitof public
officers. Closely related to this is the Finandredtructions which
prescribes the procedures for the collection ohdpey of public
funds. It is important to note that civil servamai® expected to
pass examinations on the general orders as partheif
knowledge and experience.

) Control by the ministry of establishments: This isiry deals
largely with all matters affecting the condition$ service of
public officers. Its regulations affect all othemnstries, and thus
it can guarantee uniform standard in matters swglgrading
incremental credits and so on.

o Control within the hierarchy: Each ministry is aechically
structured with the permanent secretary being theradl
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supervisor of the ministry. He can discipline thasgler him in
many ways. For minor offences, the officer may aetioned. In
more serious cases, a query may be issued and mdhkt serious
cases, a disciplinary committee may be set uph@matter may
be sent to the Public Service Commission for ingasbn and
necessary punishment.

The external control of the civil service includes:

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

. Control by parliament: The legislature authorisesds for
various ministries and departments. Thraihghpower of the
purse, it could review the performance of the ceffs to see
whether or not they have carried out governmeticigs. If a
department has failed to perform satisfactorihe budget for it
may be cut.

o Control by administrative courts: Tribunals or palitomplaints
commission. By whatever names they are called, ethas
institutions set up to ensure that public officars above board in
the performance of their duties. Citizens who teeak an officer
has not performed well can approach a tribunal @nmaints
commission for redress. Such complaints are inyattd and
recommendations made. As the public becomes moageaihe
kind of control exercise by tribunals and publicraints
commission will become more important.

. Control by the court: In case of gross abuse ateffan officer
will be handed over to the court for necessaryiplis@ary action.

SELF-ASSESSMENT EXERCISE

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

The civil service in Nigeria during the coloniabeaind the first republic
was organised along the lines of the British ceatvice with four main
classes — the administrative, the executive, @deramd manipulative
classes.

These four classes used to operate as if there weertight
compartments. It was difficult for a civil servantmove from one class
to a higher one. The administrative class was tighest and most
prestigious and people used to call them the seeiwice.
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People in this class worked closely with the pckins in advisory
capacity.

The members of the administrative class were usityegraduates with
good degrees who in addition passed the entranamieations and
interviews. The entry qualifications for the othevels were lower, so
are the salaries and benefits. These classes prodded supporting
services to the Administrative class.

SELF-ASSESSMENT EXERCISE
Examine the colonial/first republic civil serviae Nigeria.
3.5 The New Civil Service in Nigeria

The new civil service in Nigeria marked a departafethe old rigid

system to a more flexible and result oriented syst€or example,
following the Udoji Commission Report of 1974, theederal

Government of Nigeria decided to abolish the fdasses. In its place a
unified grading system was introduced. Instead afilg classes, the
jobs in the public service was graded from leved 17.

The highest positions were 17 while the lowest wereAll public
officers and jobs were fitted into this unified ®m. The merit of this
new system is that a good officer who starts hrstheeer on level 1 can
move up to any level his ability can carry him. Fhwas an
improvement over the old system under which it wapossible to
move from the Clerical to the Administrative level.

The new system enables everybody to be in the semfied structure
and merit and efficiency can carry one to the heghevels (Adebayo,
2004).

SELF-ASSESSMENT EXERCISE
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 Uit#ig, we seem to
have adopted an amalgam of the American and thigsiBrEystems.
Even though we operated a presidential system wérgonent, we had
Permanent Secretaries whose positions were inréacignised by the
constitution. Indeed, the constitution describeshttas Chief Executives
in the Ministries or Departments in addition toatllepartmental heads
in a ministry. The fusion led to some degree ofeantainty, as to what
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the relative roles were between the Minister/Comsiaiger and his
Permanent Secretary and this in turn led to cdsflicthe departments.

In some of the governments in the federation, thesxe sharp
disagreements between ministers/commissioners leid permanent
secretaries. The ministers/commissioners, on asgumbffice,

approached their task with the assumption thatesiNigeria had
embraced the presidential system of governmente there the chief
executives of the departments in every respecis la sound and
reasonable assumption. The permanent secretanet)eoother hand
were trained to operate on laid down rules and ladigms, and until
these were changed or modified, the permanenttage®went by such
regulations. Thus, the existing civil service corssion regulations
delegated to permanent secretaries certain powerappointment,
promotion and discipline up to a certain levelha tivil service.

The financial instructions and public administrativaw made the
permanent secretary the accounting officer of higigtny and the
general orders gave the permanent secretary, ab dfedepartment,
responsible over a great number of personnel nsatfer example
approval of vocation leave and matters relatingiszipline, promotion
and development of staff in the department.

SELF-ASSESSMENT EXERCISE

Examine the Nigerian civil service from 1980 to 898

3.7 Civil Service Reforms under Obasanjo 1999 to 2007
Obasanjo’s reforms centered on the following aspect

1. Anti—corruption, transparency and accountabilityor@ption
remained an intractable problem that constraineceldpment
efforts in Nigeria. On assumption of office, Chi€flusegun
Obasanjo, observed that the time—tested approachnducting
government business had degenerated to such amt ¢x&t the
public service was abandoned either due to sheeragce or for
selfish reasons (Ekpenkhio, 2003).

The president emphasised that transparency in gowert procedures
was necessary to usher in a great and dynamic egotmensure a just
and egalitarian society. The reform programme fesusen specific
measures to curb corruption, improve transpareang, accountability
in the conduct of government business.
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2. Monetisation of fringe benefits: As part of@forts to reduce the
cost of governance and ensure efficiency in resoatlocation,
the Federal government decided to monetise thgdrbenefits of
public servants. The fringe benefits to be mondtisghere
residential accommodation, furniture allowance, lituti
allowance, domestic servant allowance, motor vehildan,
medical allowance and entertainment allowance.

3. The Pension Reform Act 2004: The pension refactrcame into
existence in 2004 the main objectives of the Aatente:

a) Ensure that every pensioner who worked in eithe
public service of the federation, Federal Capitairitory
and the private sector receives his retirement fiienas
and when due

b) Assists improvident individuals by ensuringtttieey save
in order to cater for their livelihood during olgeaand

C) Establish a uniform set of rules/regulationd atandards
to the administration and payments of retirememielfies
for the public service of the federation, Federalpital
Territory and the private sector (Ezeani, 2005).

SELF-ASSESSMENT EXERCISE

Examine the civil service reform under Obasanjo192907.

4.0 CONCLUSION

We have discussed civil service in Nigeria. We akxmd how civil
service is a veritable factor for the developmdrthe country. The civil
service has witnessed various reforms from the @al-irst Republic
to the reforms during Obasanjo’s civil rule, theseaxce has been to
reposition and equip the civil service for effidieservice delivery.

5.0 SUMMARY

We have in this unit treated definition of publi@dnainistration,
functions of civil service, principles of civil sece, the control of civil
service, the colonial/first republic civil servige Nigeria, new civil
service in Nigeria, civil service in Nigeria, 1986 1988 and civil
service reform under Obasanjo1999-2007.

6.0 TUTOR-MARKED ASSIGNMENT

1. What is civil service?

2. List the principles of civil service.

3 Describe the New Civil Service in Nigeria, 1980.988.
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