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INTRODUCTION

Public administration means the institutions oflpubureaucracy within
a state. That is, the organizational structureclvform the basis of public
decision-making and implementation. In other wottls, arrangements
by which public services are delivered. At the heaf public
administration in modem state is the civil servizg it also includes all
of the public bodies at regional, local, militapgramilitary levels. Public
Administration (upper case) on the other hand ia@demic discipline,
which is the study of public administration by meaof institutional
description, policy analysis and evaluation, andergovernmental
relations analysis. The main thrust of Public Adistiation is the
development of a public sector organization thedifferent from the
intellectual leaning of private sector organizatitheory and market
principle.

In addition, managing human resources effectively hecome vital to
organization of the twenty-first century. The heggied level of global
competitiveness has alerted all organizations & fttt that all their
resources must be utilized well than ever befodethat much more could
be gained from a better handling of the persomhademics and human
resources or personnel management professionadsidhentified several
human resources activities that are critical fogamizational survival.
Survival of an organisation is enhanced by theitgbib effectively
manage human resources in order to attract, metiatd retain
employees. Human resources activities need to therpeed effectively,
but also the human resources or personnel departthany organization
need to play several roles and have a broader aeged range of
competencies in order to bring this about. Thusséteel management
is the use of several activities to ensure thatdruresources are managed
effectively for the benefit of the individual, sety and the organization.
The term personnel administration encompasses thasagerial actions
concerned with the acquisition and utilization abdur services by any
organization. Personnel management, like the manegeof any other
resources, forms an element of all managerial i¢tivecause, by
definition, all managers achieve their objectivgbganizing, directing
and controlling the activities of other people ulughose of their
subordinates in a hierarchy of roles. All manageust ensure therefore
that the personnel needed are both procured frenetstour market and
used effectively in the services of the organizegio

Acquisition and utilization of labour may be brokelown into the

particular tasks of recruiting, selecting, deplayirusing, assessing,
developing and rewarding the labour services nacgse achieving the
goals of the organization and its management.
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It is based on this premise that this course natesh POL722;
Funamentals of Public Administration is being dréft

COURSE DESCRIPTION

This course is designed to give students an inkdepderstanding of the
fundamentals of public administration. The cournseusses the nature of
public administration, the theories of public adistration, the
administrative organization and decision makinditioe and efficiency
in public administration and personnel managemedtdevelopment.

COURSE AIM AND OBJECTIVES

The general aim of this course is to provide adapth analysis of the
fundamentals of public administration.

The specific objectives of the course are to:

a) Inspire learners on the nature of public adminiirg
b) Educate learners on the theories of public admatish,
C) Inculcate in learners the rudiments of administetrganisation

and decision making,

d) Ensure learner understands the nexus betweencpditid public
administration, and

e) Enlighten learners on personnel management andaogewent.

WORKING THROUGH THE COURSE

To complete the course, you are required to reagdtiidy units and other
related materials. You will also need to undertpiactical exercises for
which you need a pen, a note-book, and other nadgehat will be listed
in this guide. The exercises are to aid you in ustdading the concepts
being presented. At the end of each unit, you keéllrequired to submit
written assignment for assessment purposes.

At the end of the course, you will be expected tibana final examination.
THE COURSE MATERIAL

In all of the courses, you will find the major coomgnts thus:
1) Course Guide

2) Study Units

3) Textbooks

4) Assignments
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STUDY UNITS
There are 20 study units in this course. They are:

Modulel Public Administration

Unit 1 Nature of Public Administration
Unit 2 Scope of Public Administration
Unit 3 Ecology of Public Administration
Unit 4 Public & Private Administration

Module2 Theoriesof Public Administration

Unit 1 Scientific Theory

Unit 2 Human Relations Theory
Unit 3 Motivation Theory

Unit 4 New Public Administration

Module3 Adminigtrative Organisation & Decison Making

Unit 1 Administrative Organisation

Unit 2 Organisation Theory

Unit 3 Decision Making in Administration
Unit 4 Policy Making in Administration

Module4  Politics & Efficiency in Public Administration

Unit 1 Politics in Administyration

Unit 2 Interplay of Politics in Administration
Unit 3 Information Technology (IT)

Unit 4 Application of IT to Public Administration

Module5 Personnel Management & Development

Unit 1 Personnel Administration

Unit 2 Accountability in Administration
Unit 3 Corruption in Administration

Unit 4 Changes in Government Structure

As you can observe, the course begins with thebasid expands into a
more elaborate, complex and detailed form. All yeed to do is to follow
the instructions as provided in each unit. In addjt some self-
assessment exercises have been provided with whbictcan test your
progress with the text and determine if your stigdfulfilling the stated
objectives.

Vi
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TEXTBOOKS AND REFERENCES

At the end of each unit, you will find a list oflegant reference materials
which you may yourself wish to consult as the naeskes, even though |
have made efforts to provide you with the most intgot information you
need to pass this course. However, | would enceuyag, as a fourth-
year student to cultivate the habit of consultingreany relevant materials
as you are able to within the time available to.ylouparticular, be sure
to consult whatever material you are advised tsatilbefore attempting
any exercise.

COURSE OVERVIEW PRESENTATION SCHEME

There are 20 units in this course. You are to sperdweek on each unit.
One of the advantages of Open and Distance Leaffibd) is that you
can read and work through the designed course ialatat your own
pace, and at your own convenience. The course i@ateplaces the
lecturer that stands before you physically in tlessroom.

All the units have similar features. Each unit lnsgwvith the introduction
and ends with reference/suggestions for furthedinegs.

Units Title of Work Week Assignment
Activity (End-of-
Unit)
Course Guide
Module 1 | Public Administration
Unit 1 Nature of Public Week 1 Assignment
Administration 1
Unit 2 Scope of Pblic Administration Week 2 Assitgnt
1
Unit 3 Ecology of Pblic Week 3 Assignment
Administratior 1
Unit 4 Public & Private Week 4 Assignment
Administration 1
Module 2| Theories of PublicAdministration
Unit 1 Scientific Theory Week 5 Assignment
1
Unit 2 Human Relations theory Week 6
Unit 3 Motivation theory Week 7 ?SSlgnment
Unit 4 New public Administration
Week 8 Assignment
1

Vi
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Module 3| Administrative Organisation & Decison Making
Unit 1 Administrative Organisation| Week 9 Assigmmne
1
Unit 2 Organization Theory Week 10|  Assignment
1
Unit 3 Decision Making in Week 11 | Assignment
Administration 1
Unit 4 Policy Making in Week 12 | Assignment
Administration 1
Module 4 | Politics & Efficiency in Public Administration
Unit 1 Politics in Administration Week 13| Assignnte
1
Unit 2 Interplay of Politics inWeek 14 | Assignment
Administratior 1
Unit 3 Information Technology (IT)| Week 15| Assigant
1
Unit 4 Application of IT to Public Week 16 | Assignment
Administration 1
Module 5| Personned Management &
Development
Unit 1 &2 | Personnel Administration &Week 17 | Assignmnt
Accountability in
Administratior
Units 3 & | Corruption in Administration Week 18
4 &Changes in Government
Structure
Examinatior Week 1¢
Total 19 Week

WHAT YOU WILL NEED IN THE COURSE

There will be some recommended texts at the eeddi module that you
are expected to purchase. Some of these textbevaivailable to you in
libraries across the country. In addition, your pomer proficiency skill

will be useful to you in accessing internet matsritiat pertain to this
course. Itis crucial that you create time to stthihse texts diligently and

religiously.

TUTORSAND TUTORIALS

The course provides fifteen (15) hours of tutorialsupport of the course.
You will be notified of the dates and locationglvése tutorials, together
with the name and phone number of your tutor as ssgyou are allocated

viii
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a tutorial group. Your tutor will mark and commemt your assignments,
and watch you as you progress in the course. Sepdur tutor-marked
assignments promptly, and ensure you contact ymar on any difficulty

with your self-assessment exercise, tutor-markesigasient, and the
grading of an assignment. Kindly note that youreratance and
contributions to discussions as well as sampletguesare to be taken
seriously by you as they will aid your overall merhance in the course.

ASSESSMENT EXERCISES

There are two aspects to the assessment of thisedtirst is the Tutor-

Marked Assignments; second is a written examinatiomandling these

assignments, you are expected to apply the infeomaknowledge and

experience acquired during the course. The tutakeasassignments are
now being done online. Ensure that you registey@lir courses so that
you can have easy access to the online assignm¥émiis.score in the

online assignments will account for 30 per centair total coursework.

At the end of the course, you will need to sitddinal examination. This

examination will account for the other 70 per cehiour total course

mark.

TUTOR-MARKED ASSIGNMENTS (TMAYS)

Usually, there are four online tutor-marked assignta in this course.
Each assignment will be marked over ten percerg. 3dst three (that is
the highest three of the 10 marks) will be countus implies that the
total mark for the best three assignments will tiate 30% of your total

course work. You will be able to complete your paliassignments
successfully from the information and materials taored in your

references, reading and study units.

FINAL EXAMINATION AND GRADING

The final examination for POL 722 Fundamentals otblie
Administration will be of three hours duration anave a value of 70%
of the total course grade. The examination willsisnof multiple choice
and fill-in-the-gaps questions which will refleb&tpractice exercises and
tutor-marked assignments you have previously erteoed. All areas of
the course will be assessed. It is important tbatyse adequate time to
revise the entire course. You may find it usefulré@iew your tutor-
marked assignments before the examination. Thd &xamination
covers information from all aspects of the course.

HOW TO GET THE MOST FROM THIS COURSE
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1. There are 20 units in this course. You are to spmreweek in
each unit. In distance learning, the study unitplace the
university lecture. This is one of the great adagat of distance
learning; you can read and work through speciadlsighed study
materials at your own pace, and at a time and plettesuites you
best. Think of it as reading the lecture insteadisténing to the
lecturer. In the same way a lecturer might give gome reading
to do. The study units tell you when to read andctviare your
text materials or recommended books. You are pealekercises
to do at appropriate points, just as a lecturethinggve you in a
class exercise.

2. Each of the study units follows a common formate Tirst item is
an introduction to the subject matter of the uamd how a
particular unit is integrated with other units ath@ course as a
whole. Next to this is a set of learning objectivElsese objectives
let you know what you should be able to do, byttime you have
completed the unit. These learning objectives asannhto guide
your study. The moment a unit is finished, you ngesback and
check whether you have achieved the objectivahidfis made a
habit, then you will significantly improve your ameze of passing
the course.

3. The main body of the unit guides you through thepineed reading
from other sources. This will usually be eithemfrgour reference
or from a reading section.

4. The following is a practical strategy for workingrough the
course. If you run into any trouble, telephone yiomor or visit the
study centre nearest to you. Remember that yoar'suob is to
help you. When you need assistance, do not hetitatdl and ask
your tutor to provide it.

5. Read this course guide thoroughly. It is your fassignment.

6. Organise a study schedule - Design a ‘Course Oswivb guide
you through the course. Note the time you are drpeio spend
on each unit and how the assignments relate tartts.

7. Important information; e.g. details of your tutdsiand the date of
the first day of the semester is available at thdyscentre.

8. You need to gather all the information into onecplasuch as your
diary or a wall calendar. Whatever method you chdosuse, you
should decide on and write in your own dates ahddagle of work
for each unit.
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10.

11.

12.

13.

14.

15.

16.

17.

Once you have created your own study scheduleyelky#ing to
stay faithful to it.

The major reason that students fail is that theéybgaind in their
coursework. If you get into difficulties with yoschedule, please
let your tutor or course coordinator know beforesitoo late for
help.

Turn to Unit 1, and read the introduction and thgctives for the
unit.

Assemble the study materials. You will need yodenences for
the unit you are studying at any point in time.

As you work through the unit, you will know whatusoes to
consult for further information.

Visit your study centre whenever you need up-t@daiormation.

Well before the relevant online TMA due dates, twsiur study

centre for relevant information and updates. Keepind that you

will learn a lot by doing the assignment carefulijiey have been
designed to help you meet the objectives of therssowand,

therefore, will help you pass the examination.

Review the objectives for each study unit to confihat you have
achieved them. If you feel unsure about any of dbgctives,

review the study materials or consult your tutohéi’ you are
confident that you have achieved a unit’'s objestiy®u can start
on the next unit. Proceed unit by unit throughdberse and try to
space your study so that you can keep yourseltbedle.

After completing the last unit, review the coursed grepare
yourself for the final examination. Check that ylwave achieved
the unit objectives (listed at the beginning ofleaait) and the
course objectives (listed in the course guide).

Xi
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CONCLUSION

This is a theoretical as well as empirical counseé so, you will get the
best out of it if you can read wide, listen to alvas examine the scope
of the course.

SUMMARY

This Course Guide has been designed to furnistwytbuthe information
you need for a fruitful experience in the coursethle final analysis, how
much you get from it depends on how much you piat inin terms of
learning time, effort and planning.

| wish you all the best in POL 722 and in the enfirogramme!
REFERENCES FOR FURTHER READINGS

These are at the end of each unit.

ACRONYMSAND ABBREVIATIONS

ACC - Administrative Committee of Coordination
ARMTI - Agricultural and Rural Management Training
Institute

ASCON - Administrative Staff College of Nigeria

CBN - Central Bank of Nigeria

CESCR - Committee on Economic, Social and Cultgrghts
CMD - Centre for Management Development

CS - Computer Science

CS - CyberSecurity

DMS - Database management System

DSS - Decision Support System

ECA - Economic Commission for Africa

ECE - Economic Commission for Europe

ECLAC - Economic Commission for Latin America artet
Caribbean

ECOSOC - Economic and Social Council

ESCAP - Economic and Social Commission for Asia Hred
Pacific

ESCWA - Economic and Social Commission for Westesia
FAO - Food and Agricultural Organization

IBRD - International Bank for Reconstruction and
Development

ICT - Information & Communication Technology

IFAD - International Fund for Agricultural

ILO - International Labour Organization

Xii
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Organisation for EconomicCo-operation and
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Public Enterprises

Public Finance

PublicPersonnel

Planning, Organising, Staffing Directingo-
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PUMA

UN -
UNICEF -
UNCTAD -
Development
UNDP -
UNESCO -
Organization
UNIDO -
Organization
UNPF -
us -
WFP -
WHO -
WIPO -
WTO

- Public Management Committee

United Nations

United Nations Children's Fund

United Nations Conference on Trade and

United Nations Development Programme
United Nations Educational Scientific aaltural

United Nations Industrial Development
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United States

World Food Program

World Health Organization
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MODULE 1 PUBLIC ADMINISTRATION

Unit 1 Nature of Public Administration
Unit 2 Scope of Public Administration
Unit 3 Ecologyof Public Administration
Unit 4 Public & Private Administrations

UNIT 1 NATURE OF PUBLIC ADMINISTRATION
Unit Structure

1.1 Introduction

1.2  Learning Outcomes

1.3  Description of Administration

1.4  Theoretical underpinning of Public Adminisioat
1.5 Summary

1.6 References/Further Readings

1.1 Introduction

The thrust of this unit is to identify and operattise the nature of public
administration. This is to enable the learner owere some
misconceptions and ambiguities surrounding the reataf public

administration arising from the multicultural andultidisciplinary

approaches to it. You are therefore, expectedve tfie unit maximum
attention it deserves.

1.2 Learning Outcomes

At the end of this unit, students should be ahle to

o Understand the different descriptions of admintgirg
. Describe the nature of Administration, and
o Explain Public Administration.

1.3  Description of Administration

Administration is a universal practice and is alfaniversal importance
(Adebayo, 1984). It is said to commence immediately people agree
to co-operate to undertake a task which none ahthan take alone.
According to Nwosu (1985:3)

Administration is...inevitable in any given situatiovhere a piece of
work has to be done, and this piece of work reguihe effort of more
than one person to accomplish it. We are involvedadministrative

1
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behavior when we co-operate with other people tcomplish such
objectives as erecting a community town hall, catsing and managing
schools, hospitals, vehicles, assembly plants.

Thus, administration exists whenever people codaipeto achieve the
goals of their groups and such achievements reqpianning,
organization, command, co-operation and control.inkolves the
mobilization, development and direction of humad araterial resources
to attain the specified objectives. When viewedrfrthis perspective,
certainly administration is rightly considered aryweold and global
phenomenon which exists even in the most basic higraup. We may
therefore define administration as the capaciyot@rdinate and execute
many and often conflicting social demands in a Isingrganism so
perfectly that they should all operate as a unitlgdayo, 1984).
Increasingly, those definitions and explanatiomapmag others point to
the fact that administration is both public and/ate. Furthermore, there
is another sense in which the term administratiay e used. This is in
the sense whereby the term administration is useetkfer to senior
personnel in the executive branch of governmens i this sense that
the term is employed when people speak of the “Sth@giministration”,
“Babangida Administration”, “Obasanjo Administratio etc. In
whatever sense it is used, administration has @ tastory which dates
back to the beginning of the history of mankindhwiésearch revealing
administrative tasks and practices since recordgdrly. Indications are
that what we have today as modern systems of asim@tion have
emerged, in one way or the other, from the old toras and experiences
of the ancient Egyptians, Chinese, the Greeks amdaRs and much later
from the Christian Church and the German Camesab$tthe Middle
Ages.

1.4  Theoretical underpinning of Public Administration

Essentially, the theory of public administratiomws its greatest strength
and its most serious limitation from its diversityherefore, public
administration theorists are required to understantiroad range of
perspectives relevant to their theory-building tagkis implies that, there
is a tremendous richness and complexion built ftblic administration
theory. Unequivocally, there is diversity and coexty of the theoretical
enterprise in public administration theory. The lpuladministration
theorists have continued to address many traditiomacerns of public
administrationist such as the role of public orgations in the
governance process. The increased attention npaidsto the ethics of
public service along with related topics such &gemship. There is also
more positive approach of epistemologists and tbe rinterest in
psychological studies, as well as in inter-orgaiosal networks and
economic models of bureaucratic behaviour.
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To Burrell and Morgan (1979), all theories of orgation are based upon
a philosophy of science and a theory of societyatTthere are two
dimensions on which theories of organization cammivanged. One, the
assumptions about the nature of social sciencelation to ontology,
epistemology, human nature, and methodology. Amd discussion on
them could take two dimensions, which could behierrgrouped into the
subjective-objective dimension. This dimension emdrom- German
idealism, which emphasizes the subjective natuteuafan affairs to the
sociological positivism, which seeks to apply thatumal science
procedures to the collection and analysis of hubvgmaviour. Two, the
assumption about "the sociology of regulation” &utiology of radical
change". The former emphasizes the underlying dodeohesiveness of
human systems while the latter seeks explanatmmnsatlical changes in
society.

Furthermore, there is no-doubt in the fact thavaious points in the
history of public administration other disciplinésve been eager to
embrace it under their own theoretical banner. Basethis posture many
early public administration theorists and somé tsiday have argued that
public administration is distinct by its relatiomgtio the governmental
process. In contrast other theorists have arguat ttie behaviour of
individuals within organizations and the behaviafr organizations
themselves is much the same regardless of theokiachanization being
studied. But contemporary theorists accept thatipadministration is
best viewed as a profession drawing from many wffe perspectives.
This is because there is no single discipline taatcurrently provide the
range of knowledge needed by administrators irpti#ic sector than it
seems reasonable to bring coherence to programmzaigth their
professional orientation (Denhardt, 1992).

According to Heywood (2003) in order to make semsieof the various

usages of administration three contrasting theocemerged; rational-

administrative machine, conservative power bloc ehaihd source of

government theory. In discussing the rational-adstriative machine

theory, the work of Max Weber on bureaucracy cduddmade use of
whereby he sees bureaucracy as an "ideal typell@based on a system
of rational rules as opposed to either traditiorcloarisma. The set of
principles that characterized this bureaucrati@oization are;

1. Jurisdictional areas are fixed and official, andeved by laws or

rules,

2. Firmly ordered hierarchy which ensures that spetifgher ones
within a chain of command supervise lower offices,

3. Business is managed on the basis of written doctgwerd a filing
system,

4. The authority of official is impersonal and stemgirely from the
post they hold, not from personal status,
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5. Bureaucratic rules are strict enough to minimize Htope of
personal discretion, and

6. Appointment and advancement within a bureaucragyased on
professional criteria, such as training, expeisé administrative
competence.

The central feature of administration from this \&keéin perspective is its
rationality. Because it reflects the advance o¢lable, predictable and
above all efficient means of social organizatione Development of this
type of administration by Weber was closely linkedhe emergence of
capitalist economies particularly to the greatezspure for economic
efficiency and the emergency of large-scale businasits. Further

influence of democracy is noted in the developmenbureaucracy

whereby ideas such as tradition, privilege and duty weakened and
replaced with belief in open competition and men&zy. This is also
supported by the convergence thesis of Burnham7j1@8ich submits

that regardless of their ideological differencdsradustrial societies are
governed by a class of managers, technocrats atel gfficials whose

power is vested in their technical and administeaskills.

The view of public administration as a power bloenss largely from
socialist analysis particularly Marxism. Marx lirkéureaucracy to the
specific requirements of capitalism. He was conegmith the class role
played by the state bureaucracy seeing it as aanesh through which
bourgeois interests are up held and capitalistesystefended. Further
analysis by neo-Marxist such as Morgan (1983) m@dtdntion to the
capacity of senior servants to act as conservagte group that dilutes
or even blocks the radical initiatives of socialigivernment. In other
words, top civil servants are conservative becdlsg are within their
allocated sphere and consciously or unconscioulilysaof existing
economic and social elites. This is because desftite formal
requirements of political neutrality, top civil sants share the same
educational and social background as industrialigtel business
managers and are likely share their ideas, pregschod general outlook.
This conservative outlook of higher civil servargseinforced by their
ever-increasing closeness to the world of corporafstalism. This was
the consequence of state intervention in econoifé¢c énsuring an
ongoing relationship between business groups awitl sgrvants who
define national interest in terms of the long-teimerest of private
capitalism. The implication of this analysis isttifasenior civil servants
are wedded to the interests of capitalism, a matjstacle is created for
any attempt to achieve socialism thr ough congtital means.

The oversupply model on the other hand is drawm filke emergence of

rational choice motivations of bureaucrats. Ratitmeory is based on the
same assumptions about human nature as those iolassioal

4
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economics. That is, individuals are rationally ss&king creatures or
utility maximizers. The public choice theory appligais economic model
of decision-making to the public sector.

Furthermore, public service contains a powerfuemdynamic, leading
to the growth of government and expansion of pul@gponsibilities.
Therefore, the ability of appointed officials tactéte policy’ priorities to
elected politicians goes a long way towards, erpigi how state growth
has occurred under governments of very differeneoliogical
complexions, that, public service is not discipdiri®y profit motive. And
if costs exceed revenue, the taxpayer is alwaye tiwepick up the bills.
Similarly, public service is usually a monopoly dadn no way forced to
respond to market pressures. The results are thialicpsectors are
inherently wasteful and inefficient. Moreover, tezvice they provide is
invariably of poor quality and does not meet consumeeds or wishes.
This consequently led to the philosophy not onBt ghublic services are
scaled down but also that, when possible, privatdtos management
techniques should be introduced.

1.5 Summary

In conclusion, discussions on the conceptual aedr#tical framework
of public administration as well as its evolutioared out in this unit
sees public administration as a field of study asch profession. As a
field of study, it emanates from political scienead nurtured by
management. As a profession it entails activitiesrunning public
organizations such as planning, organization, isgffdirecting, co-
coordinating, reporting and budgeting, In terms tifeoretical
underpinning of public administration, three thesriwere identified,
namely; rational-administrative machine, consewmeapiower bloc model
and source of government oversupply.

Self-Assessment Exercise

1. Define public administration.
Administration is a universal practice and is atfouniversal
importance (Adebayo, 1984). It is said to commanuaediately
two people agree to co-operate to undertake avwagth none of
them can take alone. According to Nwosu (1985,;p.3)

Administration is...inevitable in any given situatiamere a piece
of work has to be done, and this piece of work ireguthe effort
of more than one person to accomplish it. We awelued in
administrative behavior when we co-operate witreoieople to
accomplish such objectives as erecting a communiin hall,
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constructing and managing schools, hospitals, {&hiassembly
plants.

2. What is the theoretical underpinning of Public
Administration?
Essentially, the theory of public administratiomas its greatest
strength and its most serious limitation from its/edsity.
Therefore, public administration theorists are gl to
understand a broad range of perspectives relegahetr theory-
building task. This implies that, there is a treohaus richness and
complexion built into public administration theory

3. What are the set of principles that characterized breaucratic

organization?

1. Jurisdictional areas are fixed and official, andeved by
laws or rules,

2. Firmly ordered hierarchy which ensures that spedbiiyher
ones within a chain of command supervise lowece#]

3. Business is managed on the basis of written doctsaemd
a filing system,

4. The authority of official is impersonal and stenmirely
from the post they hold, not from personal status,

5. Bureaucratic rules are strict enough to minimize shope
of personal discretion, and

6. Appointment and advancement within a bureaucraey ar
based on professional criteria, such as trainingegise
and administrative competence. .
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UNIT 2 SCOPE OF PUBLIC ADMINISTRATION
Unit Structure

2.1 Introduction

2.2 Learning Outcomes

2.3  Definition of Public Administration
2.4  Evolution of Public Administration
2.5 Summary

2.6 References/Further Readings

2.1 Introduction

The focus of this unit is to identify and operatibse the scope of public
administration. This is to enable the learner owere some
misconceptions and ambiguity surrounding the scage public
administration arising from the multicultural andultidisciplinary
approaches to it. You are therefore, expectedve tfie unit maximum
attention it deserves.

2.2 Learning Outcomes

At the end of this unit, students should be able to

. Understand the different definitions of public adisiration,

. Describe the evolution of public administrationgdan

. Assess the relevance of theoretical underpinning pablic
administrati

2.3 Definition of Public Administration

Public administration means the institutions oflpubureaucracy within
a state. That is, the organizational structurectvform the basis of public
decision-making and implementation. In other wottls, arrangements
by which public services are delivered. At the heaf public
administration in modem state is the civil servizg it also includes all
of the public bodies at regional, local, militapgramilitary levels. Public
Administration (upper case) on the other hand ia@demic discipline,
which is the study of public administration by meaof institutional
description, policy analysis and evaluation, andergovernmental
relations analysis. The main thrust of Public Adistiation is the
development of a public sector organization thedifferent from the
intellectual leaning of private sector organizatitheory and market
principle (Bradbury, 1996).



POL 722 FUNDAMENTALS OF PUBLICADMINISTRAN

Public Administration is a phrase that contains wavds, namely; Public
and Administration. To fully comprehend the trueamieag of the two
words therefore, it is pertinent to explain eaclthef concepts involved.

The New Webster's Dictionary (1995:807) definesvioeld public as:

. Of, or relating to or affecting all the people betwhole area of a
nation or state;

. Of, or relating to a government or being in thevier of the
community or nation;

. Of, or relating to business or community interestopposed to

private affairs; exposed to general view.

From the same dictionary, administration has beddmeld as the act or
process of administering:

. The performance of executive duties;

. The execution of public affairs as distinguishednir policy
making;

. The term of office of an administrator.

It thus implies that the meaning 'public' relategublic affairs, public
service, public servant, public figure and thateithis exposed to public
view. Similarly, the term administration is derivedm two Latin words,
"ad" and "minister" which means, 'to serve or tonage'. It denotes
something to administering a nation, or state graup of people. The
major strand in this definition is that adminisioat deals with national
service and with community interest at heart, ggospd to private affairs.
Moreover, this type of administration has to beeasable to all members
of the community. Therefore, the business of anyegument should be
open to the public it governs for scrutiny and eswi and never a closed-
door affair of those who carry it out.

A simple definition of administration perhaps isitlgiven by Chapman
(1960) as the science and art of getting thingsedosing material

resources and cooperative efforts of people. Simjl&debayo (2000)

defines administration as the organization ancctoe of people in order
to accomplish a specified end. He went furtherlab@rate: "when two

men cooperate to roll a stone that neither couldenadone, the rudiments
of administration have appeared”.

Ikelegbe (1995) on his part sees administratioa asy of conceptual
thinking for attaining predetermined goals througinoup -effort.
According to him, such concepts must have univapgplication, should
emerge with human race and will continue to be eyeal as long as
mankind survives. This definition rhymes with tigaten by Pfiffiner and
Presthus (1960:43) when they assert that admitsires "an activity or
process concerned with the means for carrying mgqoibed ends".
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From the above definitions therefore, public adstmaition is concerned
with the coordination of individual and group effoto carry out public
policy. This makes a sense when we use Adamoladeingtion that says
"public administration is used to refer to both @loéivities concerned with
the management of governmental business and thay sifi these
activities. This in other words means that pubticanistration could be
used in two broad senses, - as Practice and as|EdgeV.

As practice, it means the activities of the exe®ibranches of national,
state and local governments, independent boards@nchissions set up
by both state and national legislatures, governmengorations and other
agencies of specialized character. As a body ofwleunge, public
administration is directed towards the understamdih governmental
administration, accomplishment of the authoritapueposes of the state
and as a field of study considered as a brandtedacial science. Rhodes
(1976:77) believes that the study of public adntraiton is "the multi-
disciplinary study of the political-management eyst(structures and
processes) of public bureaucracies”. In a lessntegefinition, White
(1926) defined it as the "management of man andemadd in the
accomplishment of the purposes of the state".

The scope of public administration in modern adeancountries is
enormous and continually growing, reflecting suabtérs as population
growth and demands for the state to provide modenaore services. The
study also encompasses not only the activitiegeheies in central and
local governments but also quasi-autonomous norgovental
organizations. In addition, the subject is contiyuehanging in broad
general terms because of the different conceptbtise role of the state
held by various governments at different times, laechuse there are so
many and so frequent changes in the structurefuastions of particular
governmental agencies.

The preceding definitions may be summed up in twstirgtive
characters. First, public administration is a scegra body of knowledge
consisting of the social sciences - political scensociology, law,
economics, accounting, philosophy and psycholo@)ys Theans that as a
field of study, it is multi disciplinary. Secondjiplic administration is an
art, a practice, a professional or career preodoupaf managers in the
public sector. This explains why public administratare supposed to
acquire the relevant knowledge, skills, values baldavioural traditions
to enable them formulate policies, organize complelslic services and
to execute programmes and policies.

Generally speaking, public administration is coneer with managing

change in pursuit of publicly defined societal \eduln the definition of
public administration there are serious theoretisalies. While having

10
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common interest, theorists have ranged widely ®irthpproaches to
developing theories of public organizations. E#8orin public
administration theory include work by public adntragonist in
empirical theory, normative theory, ethical theqoyblic-choice theory,
phenomenology, critical theory, psychoanalytic tiyeand so on. In other
words, theories related to public administratioevgrout of political
science, management, psychology, sociology, anttmgy, economics
and a host of other disciplines in the social arahagement sciences
(Denhardt, 1992).

As noted earlier, public administration is viewatfedently by different
academic disciplines. This in turn gave rise tofedént theoretical
paradigm of public administration. To the politicatience, public
administration means rule by appointed officiahsthe field of sociology,

it is understood as a particular type of organaatather than as a system
of government. To the Economists, what is viewed pmaglic
organizations are characterized by the fact thaigbeinded through the
tax system, they are neither disciplined by thefiprmotive nor
responsive to market pressures.

2.4  Evolution of Public Administration

Public Administration is a field with two parengsolitical science and
management. In a more appropriate manner publigrastnation could
be said to have a parent and a foster parent.ighe mother discipline
is political science while its foster parent is ragement. However, public
Administration is a discipline of many forces witte influence of parents
and foster parents not the least of them (Henr@)19ehe importance of
this exposition is that to know where we are, wexasttimes must know
where we have been. Both political science and gemant added
important and integral components of what we noavkias the field of
public administration. To recognize that compon#émrefore is to
capitalize on them (Downs, 1982). It should alsmbted in passing that
the study of public administration at the beginnumas centered on the
refining the applied techniques and methodologigsiblic organizations
theory with emphasis on such areas as state arad ¢mwvernment,
executive management, administrative law, and publterest in a
techno-bureaucratic (big democracy) but later dgvakent provided for
such disciplines as environment of public admiaitstn (the role of
bureaucracy in a democracy), quantitative methpualslic budgeting and
financial management, organizational theory and sqmarel
administration (Denhardt, | 992).

Importantly, political science, the parent of patddministration has had

more profound effects on the field than has managenits foster parent.
This is because public administration was borrha iouse of political

11
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science and its early rearing occurred in its baoky Therefore, the
fundamentals of political science such as democrpleyalistic polity,
political participation, rule of law and due prosesnong others continue
to be held by the most independently minded ofipuAdiministrationists.
Thus, the environment of political science sharpeaed deepened the
commitment of public Administrationists to core sttutional concepts.
Consequently, if public administration had beennband bred in the
business schools there wouldn't have been the lsachef academic field
as it is today. Invariably, it could be argued thalitical science was the
one that laid the philosophic and normative fouimhatof public
administration but at the end public administratias been able to define
its identity as something apart and distinct frasthipolitical science and
management (Gaus,1950).

In other words, political science was profoundlyfliantial on the
evolution of public administration, whereas managenwas less so. But
in many ways, the impact of management on publioiagtration has
been more positive. This was partly because manageamtered into the
upbringing of public administration when the fiaelkhs beginning its
adolescence but unlike political science it was aoblood relative,
consequently, public administration, was grantedenmedependence and
breathing space to grow and develop on its owns iBot to say that the
household environment created by the field of manant for public
administration was warmth and succor. But instehdreating public
administration like an abusive parent, managemdifawa public
administration to stay in its house like an absaimded aunt who was
never quite sure of who was living in which roondamho often forgot
to serve meals.

However, management had at least three distintieinfes on public
administration. One, it forced public administratito examine more
closely what the public administration meant. Tisign regard to the
distinction between public and private administiati Though this
distinction later became difficult to define empdaily because of
development such as the role of regulatory ageramestheir relations
with industry, the expensive growth of governmeatporations and
privatization of public enterprises.

Two, it convinced many public administrationistatth whole new set of
methodologies of both political science and managemvere needed.
Initially, the existing methodologies of both pmél science and
management were adopted on selective basis, sushrasy research
method (from political science) and operational eeesh (from

management). But by and large new methods weretedloguch as
evaluation research or programme evaluation, wiickssociated with
many of the developing bundles or methodologiest thablic

12
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administration calls it own (Weiss,1972). The engiaof these
methodologies is on whether public programmes #Heeteve, efficient
and needed. They borrow techniques from the vagétisciplines and
have a clearly applied research cast. Closelye@lat evaluative research
are the continually evolving methods of finance ahddgeting
(White,1985). Added are the quantity techniquesictvibecame part of
public administration. These include probabilityediny, statistical
comparison, linear correlation and linear programgnicritical part
method: benefit cost analysis, queuing theory, ipubhoice theory,
simulation and management system among others HBA&id Comer,
1983). Three, it provided public administration twda model or how to
assess what as a field it was teaching and whyt i§hkearning how to
take one's profession seriously by putting it tigtothe long-term self-
examination and critical assessment.

2.5 Summary

In this unit effort has been made to operationahsebasic concepts that
are central to understanding administration. Thenler has been exposed
to the basic facts that there are various defingtiof the concepts as
presented by various scholars. Despite the muladilonal and
multidisciplinary approach to the concept certagy kharacteristics are
paramount.

Self-Assessment Exercise

1. Define Public Administration?

Public administration (lower case) means the iatstibs of public
bureaucracy within a state. That is, the orgarorati structure,
which form the basis of public decision-making and
implementation. In other words, the arrangementaiigh public
services are delivered. At the heart of public adstiation in
modem state is the civil service but it also inelsidll of the public
bodies at regional, local, military, paramilitagwéls.

2. What is the scope of public administration?

The scope of public administration in modern adeahcountries
is enormous and continually growing, reflecting tsdactors as
population growth and demands for the state toigeomore and
more services. The study also encompasses notlonigctivities

of agencies in central and local governments bgb @uasi-

autonomous nongovernmental organizations. In amditithe

subject is continually changing in broad generahtebecause of
the different conceptions of the role of the staddd by various
governments at different times, and because therscaamany and
so frequent changes in the structures and functdrmarticular

governmental agencies.

13
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3. Explain the evolution of public administration
Public Administration is a field with two parenfmolitical science
and management. In a more appropriate manner public
administration could be said to have a parent afubi@r parent.
That is, the mother discipline is political scienghile its foster
parent is management. However, public Administratis a
discipline of many forces with the influence of @ats and foster
parents not the least of them. The importanceisfékposition is
that to know where we are, we sometimes must knbwrevwe
have been. Both political science and managementecad
important and integral components of what we nowwkms the
field of public administration. To recognize thabngponent
therefore is to capitalize on them
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UNIT 3 ECOLOGY OF PUBLIC ADMINISTRATION
Unit Structure

3.1 Introduction

3.2  Learning Outcomes

3.3  Ecology of Administration

3.4 Summary

3.5 References/Further Readings

3.1 Introduction

The focus of this unit is to identify and operatfise the concept of
ecology of public administration. This is to enatile learner overcome
some misconceptions and ambiguity surrounding tmeept of ecology
of public administration arising from the multiaudal and
multidisciplinary approaches to it. You are therefexpected to give the
unit maximum attention it deserves.

3.2  Learning Outcomes

At the end of this unit, students should be able to

o Understand the different definitions of ecologyadiministration,
o Describe the factors of ecology administration, and
. Assess the relevance of ecology of administrationptiblic

administration
3.3 Ecology of Administration

Ecology of administration examines all the natutaktorical, socio-

cultural and religious factors, and other significaational experiences
which could have in one way or the other influented growth and
development of public administration. In the caseNmeria, the first

influence arose from British colonialism. The féwat Britain colonised
Nigeria and established British public service &inee and procedures in
the administration of the colonial territory influeed the growth and
development of public administration in Nigeria.déed, it was the
colonial public administration which managed thdooa@l territory

(Nigeria) from about 1861 to 1954 when regional eyjovwnents were
created, and made the territory to operate fedsratcture. Thus, the
public services of the then regional governmeramfl954 to 1960, and
up to 1966, were direct offshoots of the early iBhitcolonial public

service administrative structure in terms of etlocvalues, culture and
tradition, training, procedures aresbpirit de corpassociated with the
public service. Nigeria’s socio-cultural conditions the social Setting
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made up of very many ethnic and cultural groupsl, @any languages
also have affected the growth and development bfipadministration
in Nigeria. Those factors have created problems balancing
management and control in the public service. b, fthey are partly
responsible for the problem of nepotism, and trébaloften associated
with the management of the public service in Nigeri

Another influence on the public administration,sgly related to social
setting, is Nigeria's federal structure adoptedtie 1954 Lyttleton
Constitution. That constitution was largely respblesfor the regionally
oriented development of the public service admiaiste structure. The
federal structure enabled the creation of federdlragional services, and
also the regional outlook and consciousness oféneices, particularly
from 1960 to 1966.

The civil war of 1967 to 1970 was another significefluence on public
administration in Nigeria. The impact of the warswalt in all segments
of the Nigerian society: At the end of the War, thiéitary apparently had
such power and authority in the federation whiclhildanot be easily
challenged by any of the constituents of the fettraThat enabled the
military to establish what was called a result®wotéd and unified grade
structure public service for the entire country otigh the
recommendations of the 1974 Public Service Reviem@ission (Udoji
Commission). That public service reform has cormthinfluence on the
structure and procedures of public administratioNigeria till date.

Even at the level of the private sector adminigirgtthere was also the
influence of capitalist mode of production, the itast values “profit
and loss” “demand and supply”, “market forces” ewehich have
determined management at the area of private mssiagministration.
Thus, till this day, capitalist values and modepadduction still dictate
the dynamics of business organisation and prastidégeria. Also, to a
very large extent, all these considerations hafleenced the nature and
scope of public administration as it is studiedNigeria, and indeed in
the rest of the world.

3.4  Summary

In this unit effort has been made to operationahgebasic concepts that
are central to understanding administration. Thenler has been exposed
to the basic facts that there are various defingtiof the concepts as
presented by various scholars. Despite the muladilonal and
multidisciplinary approach to the concept certagty kharacteristics are
paramount.
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Self-Assessment Exercise

1. What is the ecology of administration?
Ecology of administration examines all the natufgktorical,
socio-cultural and religious factors, and othengigant national
experiences which could have in one way or theratifeienced
the growth and development of public administration

2. What is the social setting that influenced publicadhinistration
in Nigeria?
The social setting that influences public admiistm in Nigeria
is federal structure adopted in the 1954 Lyttle@onstitution.
That constitution was largely responsible for tregionally
oriented development of the public service admiaiste
structure. The federal structure enabled the aeati federal and
regional services, and also the regional outloak@nsciousness
of the services, particularly from 1960 to 1966.

3. What factors influenceprivate sector administration in
Nigeria?
At the level of the private sector administratithere was the
influence of capitalist mode of production, the italfst values
“profit and loss” “demand and supply”, “market fesf etc. which
have determined management at the area of privasendss
administration
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UNIT 4 PUBLIC & PRIVATE ADMINISTRATIONS
Unit Structure

4.1 Introduction

4.2  Learning Outcomes

4.3 Differences between Private and Public Admiatgin
4.4  Similarities between Public and private adstmation
4.5 Summary

4.6  References/Further Readings

4.1 Introduction

The focus of this unit is to identify and operatibse the concepts of
public and private administrations. This is to dadhe learner overcome
some misconceptions and ambiguity surrounding tmeepts of public
and private administration arising from the mulliatal and
multidisciplinary approaches to it. You are therefexpected to give the
unit maximum attention it deserves.

4.2 Learning Outcomes

At the end of this unit, students should be able to

. Understand the different definitions of public adisiration,
. Describe private administration, and
. Assess the relevance of theoretical underpinninguiflic and

private administration
4.3 Differences between Private and Public Administrathn

Administration usually takes place within an orgation, for example in
churches, mosques schools, universities, companied, government
departments and agencies. While some of the omgens are
recognised as public organisations, others aretifteh as private
organisations. Public organisations are those whrehconcerned with
the attainment of the aims of the government orstiage. Among such
organisations are ministries, corporations, conmgmrand parastatals.
Most of the time public sector organisations aral@dshed to provide
services to the people at no cost directly on th@mmsuch services may be
provided at subsidized cost.

The term private sector is often used as a collegbhrase to refer to
organisations which are neither state-owned noratipeg specifically to
achieve state goals. Examples of those includefaly owned or public-
guoted companies like Lever Brothers Plc; Mobil &g Plc, Texaco,
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United Bank For Africa (UBA), etc. Other such piiely owned
organisations are humanitarian groups and thosewtknas Non-
Govermental Organisations (NGOs). Administratiorthim these two
categories of organisation i.e., public and priv@iféer in a number of
important respects as discussed bellow:

(i)

(ii)

(iif)

20

The principle of “to whose benefit”; Public organisations are
expected to promote the overall public interestcagkdingly, the
public as a whole is the major beneficiary of anyblx
organisation, no matter what its functions are;,eCgntral Bank
of Nigeria (CBN), Water Corporation. With respect private
organisations, except humanitarian organisatioke the Red
Cross, Red Crescent, or Advocacy Groups such agHtiman
Rights Organisations, the major objective of pevadministration
is to maximize profit or other goals of the owng{sgroup(s). In
effect, the main beneficiary of the private orgatien is the
individual owner or private group.

Focus on service or profit: The overriding aim of most private
organisations is to make profit. Accordingly, adisiration within
such organisations is concerned with the manageaienen and
materials to attain private aims, usually the masation of profit.
This is not the case with administration in puldiganisations.
The primary purpose administration in public orgatibn is
service to the public. Even when government esthb$ agencies
which undertake commercial activities such as glBut,
telecommunication, and transportation, the majon aif such
enterprises is to provide service. Profit is acedré secondary
place.

Accountability and measure of SuccessPrivate organisations
are usually established and financed by individuatsl groups.
Administration within private organisations is amsable to the
owners and its success or efficiency is usuallysuesl in terms
of the amount of profit it makes. By contrast, palorganisations
are usually established by the acts of the parimroe orders of
the executive arm of government. The goals of tlgamisations
are expected to reflect the needs and aspiratibtiseocitizens.
Besides, public organisations are supported witllipfunds. For
these reasons, public officials who manage publgaisations
are made accountable to the public The parlianteatpress, and
even ordinary citizens have the right to inquirtithe activities
of such public officials in order to ensure that fpublic purpose
is served, and that resources are not misappregridt is to be
noted also that while efficiency can easily be mead in private
organisations by reference to profit, this is ntirs most public
organisations. Indeed, it is not possible to meathe profitability
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(iv)

(v)

4.4

of some of the services provided by public agencezause of the
nature of such services. Furthermore, in orderrtonpte public

welfare, government often undertakes unprofitablejegts or

provides services at subsidised rates.

Level of complexity: It has been suggested that public
administration is more complex than private adntiat®n. The
reason for this viewpoint is that public agenciascmmore than
private organisations need to respond to more icbinfy demands
of the public. For instance, public administratignrequired to
respond to demands for fair treatment of citizeegresentation of
different sectors of the society in addition ta@é&nt provision of
services. These demands are too many to be responods the
same time.

Organisational procedure: The process of administration in
government organisations is much slower when coetpaith the
process in private organisations. This is the mobthat people
refer to when they accuse public agencies of ‘egust’. For
instance, the processes of hiring, promoting asdiplining staff
are usually very sluggish in public agencies. Rublganisations
also respond more slowly to the wishes of the prdphe major
reason for the delays in procedure is the needgare adherence
to established rules and to protect public funds.

Similarities between Public and private admirstration

In spite of the differences between them, admiaiign in the public and
private sectors share important similarities. Adstnation in both sectors
requires effective mobilisation and use of humad @raterial resources
to achieve specified goals. Both public and priaministrators face the
challenge of regularly reviewing their goals in thentext of existing

resources.

1.

Although profit still remains the critical focus oprivate
organisations, they are also being urged to ‘teeaployees fairly
and take account of the effect of the firms’ adyivbn the
community it serves and, the environment, in whiclunctions.
For instance, oil-prospecting companies are nowderessured
to contribute more meaningfully to the developmeintheir host
communities.

Many private organisations have grown greatly aesnumerous
businesses raise their capital from the publicughothe Stock
Exchange, and the management of these firms iseirhands of
professionals who are different from the sharehsldd=or
instance, the administration of companies sucha$&JAC, Lever
Brothers, etc. is undertaken by managers who may beo
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shareholder in the companies These developmente tmmean
that administration in the private sector has gramvnomplexity
and is also sometimes marked by ‘red-tapism.’” aghépublic
sector. In recent times, governments have adoptethym
management practices that were hitherto exclusiverivate
business organization. Government adoption of pgiva
management practices is as a result of changirestiparticularly
rapid changes in technology which government bunesmy
cannot ignore. Some of these changes are also ltraibgut by
the environment under which public administratiakes place.
We may now examine those environmental influencedeu
“ecology” of administration.

4.5 Summary

In this unit effort has been made to operationahsebasic concepts that
are central to understanding administration. Thenler has been exposed
to the basic facts that there are various defingiof the concepts as
presented by various scholars. Despite the muladilonal and
multidisciplinary approach to the concept certagty kharacteristics are
paramount.

Self-Assessment Exercise

1. What is administration?
Administration usually takes place within an orgation, for
example in churches, mosques schools, universtspanies,
and government departments and agencies.

2. Differentiate between public and private administradions
a. The principle of “to whose benefit”
b Focus on service or profit
C. Accountability and measure of Success
d. Level of complexity
e Organisational procedure

3. Whatare the similarities between publicand private
administration?

a. treats employees fairly and take account oéffext of the
firms

b. raises their capital from the public throudte tStock
Exchange

C. management of private firms in the hands ofggsionals

who are different from the shareholders.
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MODULE 2 THEORIES OF PUBLIC
ADMINISTRATION

Unit 1 Scientific Theory

Unit 2 Human Relations Theory

Unit 3 Motivational Theory

Unit 4 New Public Management

UNIT 1 SCIENTIFIC THEORY
Unit Structure

1.1  Introduction

1.2 Learning Outcomes

1.3  Desciption of Scientific Management Theory
1.3.1 Evolution of Scientific Theory
1.3.2 Scientific Management’'s Philosophy

1.4 Relationship of Scientific Management to Mechaton and
Automation
1.4.1 Scientific theory and planned economies
1.4.2 The Legacy of Scientific Management
1.4.3 The negative sides of Scientific Theory
1.4.4 Organised Labour Reaction to Taylorism

1.5 References/Further Readings

1.1 Introduction

The focus of this unit is to describe the scieatifianagement theory and
trace its evolution, its philosophy and its relatwith mechanization and
automation as well its impact in planned economiasluded are its
negative sides and the reaction of organized latwitr This is to enable
the learner overcome some misconceptions and ampigurrounding
the scientific management theory arising from thelticultural and
multidisciplinary approaches to it. You are therefeexpected to give the
unit maximum attention it deserves.

1.2  Learning Outcomes
At the end of this unit, students should be able to

Descibe scientific management theory,
Narrate its evolution,

Explain its philosophy,

Its relationship with mechanization,

Its impact on planned economy, and
Its negative sides.
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1.3  Desciption of Scientific Management Theory

Scientific management is a theory of managemerit dhalyses and
synthesizes workflows, improving labor productivityScientific
Management as a modern management began in thé9tecentury.
Scientific management also is a philosophy thatgbbuo increase
productivity and makes the work easier by sciedify studying work
method and establishing standards. It is aboutdlaionships between
people and work, not a technique or an efficieneyick. Besides that,
scientific management also is based on a concdrormy for the proper
design of the job but also for the workers. ScieniManagement also is
a theory of management that analyzed and syntlteginekflows. It is a
term coined in 1910 to describe the system of itisnanagement and
came to mean any system of organization that glespélled out the
functions of individuals and groups.

Frederick Winslow Taylor (1856-1915), was one cf grarly scientific
management theorists. He is an engineer known ahéF of Scientific
management”, focused on analyzing and redesignibigs jmore
efficiently. He searched for the best way to maxerperformance. As a
result of his work, he developed several scientifamagement principles.
He believed that many workers of his time perfornbetbw their true
capacities. Taylor developed these four principles scientific
management for managers to follow. It also knowhTaylorism”:

1. Develop a science for each element of an individwabrk, which

will replace the old rule-of-thumb method.
2. Scientifically select and then train, teach, andettep the worker.

3. Heartily cooperate with the workers so as to enthwatall work is
done in accordance with the principles of the smehat has been
developed.

4. Divide work and responsibility almost equally beéme

management and workers. Management takes overosK for
which it is better fitted than the workers.

According to Taylor, Scientific management was anplete mental
revolution for both management and employees tosvHreir respective
duties and toward each other. It was a new philogand attitude toward
the use of human effort. It emphasized maximum wuigth minimum
effort through the elimination of waste and ing#itcy at the operative
level. In Taylor view, the scientific study of worklso emphasized
specialization and division of labor. Thus, thedé& an organizational
framework became more and more apparent. The ctmoépine and
staff were developed. In an effort to motivate vayg wage incentives
were developed in most scientific management progra
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Scientific management fundamentally consists ofaterbroad general
principles, a certain philosophy, which can be i&gpin many ways, and
a description of what any one man or men believebé¢othe best
mechanism for applying these general principlesughan no way be
confused with the principles themselves. Under it@nagement of
“Initiative and incentive”, practically the wholergblem is “up to the
workman”, while under scientific management fullpeshalf of the
problem is “up to the management”.

Scientific management principles can improve praiglitg and had a
substantial impact on industry. It also increadezl rhonotony of work.
Hence, scientific management is a thoughtful, o) dual approach
towards the job of management against hit or misRude of Thumb.
Taylor believed that if they were truly dependemt each other,
cooperation would naturally follow.

In summary, Taylor and other scientific managenmoheers believed
employees could be motivated by economic rewardsyiged those
rewards were related to individual performance.

1.3.1 Evolution of Scientific Theory

Taylor began the theory's development in the UnB¢ates during the
1880s and '90s within manufacturing industrieseegly steel. Its peak
of influence came in the 1910s. Taylor died in 196l by the 1920s;
scientific management was still influential but hadntered
into competition and syncretism with opposing anptementary ideas1.
Although scientific management as a distinct themrgchool of thought
was obsolete by the 1930s, most of its themes tdréngportant parts
of industrial engineering and management todaysé&lmeclude: analysis;
synthesis; logic; rationality; empiricism; work &th efficiency
and elimination of waste; standardization of bestcfices; disdain for
tradition preserved merely for its own sake or tot@ct the social
status of particular workers with particular sleéits; the transformation
of craft production into mass production; and krexige
transfer between workers and from workers into goplrocesses, and
documentation.

Taylor's own names for his approach initially irddd "shop
management” and "process management". However,erntda

management” came to national attention in 1910 wharsading
attorney Louis Brandeis (then not yet Supreme Jastice) popularized
the term. Brandeis had sought a consensus terthd@pproach with the
help of practitioners like Henry L. Gantt and FrdkGilbreth. Brandeis
then used the consensus of "scientific managem&hén he argued
before the Interstate Commerce Commission (ICQ) thaproposed
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increase in railroad rates was unnecessary desapiiacrease in labor
costs; he alleged scientific management would @reec railroad
inefficiencies. The ICC ruled against the rate éase, but also dismissed
as insufficiently substantiated that concept thleaads were necessarily
inefficient. Taylor recognized the nationally-knowtarm "scientific
management" as another good name for the consepgdopted it in the
title of his influential 1911 monograph.

The Midvale Steel Company, "one of America's gegator plate making
plants,” was the birthplace of scientific managemben1877, at age 22,
Frederick W. Taylor started as a clerk in Midvalbeit advanced to
foreman in 1880. As foreman, Taylor was "constaitipressed by the
failure of his [team members] to produce more thhout one-third of
what he deemed a good day's work." Taylor deterdhtoediscover, by
scientific methods, how long it should take merp&form each given
piece of work; and it was in the fall of 1882 thatstarted to put the first
features of scientific management into operation.

Horace Bookwalter Drury, in his 1918 woikgientific management: A
History and Criticismidentified six other leaders in the movement, mos
of whom learned of and extended scientific managerfrem Taylor's
efforts:

Henry L. Gantt (1861-1919)

Carl G. Barth (1860-1939)

Horace K. Hathaway (1878-1944)

Morris L. Cooke (1872-1960)

Sanford E. Thompson (1867-1949)

Frank B. Gilbreth (1868-1924).

ouhswLNE

Gilbreth's independent work on "motion study" isrecord as early as
1885. After meeting Taylor in 1906 and being idixoed to scientific
management, Gilbert devoted his efforts to intradgcscientific
management into factories. Gilbreth and his wifeLOlran Moller
Gilbreth (1878-1972) performed micro-motion studisgg stop-motion
cameras as well as developing the profession afsimi@l/organizational

psychology.

Harrington Emerson (1853-1931) began determiningatwhdustrial
plants' products and costs were compared to wiegt dlught to be in
1895. Emerson did not meet Taylor until Decembed0l@nd the two
never worked together. Emerson's testimony in18t0 to the Interstate
Commerce Commission brought the movement to ndtettention and
instigated serious opposition. Emerson contendedr#iroads might
save $1,000,000 a day by paying greater attentiorefficiency of
operation. By January 1911, a leading railroadrjalbegan a series of
articles denying they were inefficiently managed.
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When steps were taken to introduce scientific mamsmt at the
government-owned Rock Island Arsenal in early 19iiyas opposed
by Samuel Gompers, founder and President of theritare Federation
of Labor (an alliance of craft unions). When a sguent attempt was
made to introduce the bonus system into the goventimmWatertown
Arsenal foundry during the summer of 1911, thereritorce walked out
for a few days. Congressional investigations fodawresulting in a ban
on the use of time studies and pay premiums in @Gowent service.

Taylor's death in 1915 at age 59 left the movemetitout its original

leader. In management literature today, the tegiefsific management”
mostly refers to the work of Taylor and his dise("classical”, implying
"no longer current, but still respected for its sshvalue") in contrast to
newer, improved iterations of efficiency-seekingtinogls. Today, task-
oriented optimization of work tasks is nearly ubiqus in industry.

1.3.2 Scientific Management’s Philosophy

Flourishing in the late 19th and early 20th centsgyentific management
built on earlier pursuits of economic efficiency hil¢ it was prefigured

in the folk wisdom of thrift, it favored empiricahethods to determine
efficient procedures rather than perpetuating éstadd traditions. Thus,
it was followed by a profusion of successors in li@gp science,

including time and motion study, the Efficiency Mawmaent which was a
broader cultural echo of scientific management'paich on business
managers specifically. Fordism, operations managgmperations

research, industrial engineering, management sejenanufacturing

engineering, logistics, business process manageimesiness process
reengineering, lean manufacturing, and Six Sigmherd is a fluid

continuum linking scientific management with théefafields, and the

different approaches often display a high degrespofpatibility.

Taylor rejected the notion, which was universahis day and still held
today, that the trades, including manufacturingienresistant to analysis
and could only be performed by craft productionhmods. In the course
of his empirical studies, Taylor examined variousdk of manual labor.
For example, most bulk materials handling was mhanaia the
time; material handling equipment as we know itafpdvas mostly not
developed yet. He looked atshovelingin the unlwadof railroad
cars full of ore; lifting and carrying in the mogrof iron pigs at steel
mills; the manual inspection of bearing balls; atlers. He discovered
many concepts that were not widely accepted atithe. For example,
by observing workers, he decided that labor shmdlide rest breaks so
that the worker has time to recover from fatiguéiex physical (as in
shoveling or lifting) or mental (as in the ball pestion case). Workers
were allowed to take more rests during work, aratipctivity increased
as a result.
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Subsequent forms of scientific management werewatied by Taylor's
disciples, such as Henry Gantt; other engineers raadagers, such
as Benjamin S. Graham; and other theorists, subfeas/Neber. Taylor's
work also contrasts with other efforts, includihgs$e of Henri Fayol and
those of Frank Gilbreth, Sr. and Lillian Moller @Gieth whose views
originally shared much with Taylor's but later diyed in response to
Taylorism's inadequate handling of human relations.

Scientific management requires a high level of nganal control over
employee work practices and entails a higher @itimanagerial workers
to laborers than previous management methods. Setdil-oriented
management may cause friction between workers aarthgers. Taylor
observed that some workers were more talentedatiens, and that even
smart ones were often unmotivated. He observedtloat workers who
are forced to perform repetitive tasks tend to watrthe slowest rate that
goes unpunished. This slow rate of work has beeerobd in many
industries and many countrlesmxd has been called by various
terms. Taylor used the term "soldiering", a ternatthreflects the
way conscripts may approach following orders, abskeoved that, when
paid the same amount, workers will tend to do tm@want of work that
the slowest among them does. Taylor describesesoidias "the greatest
evil with which the working-people ... are now aiféd."

This reflects the idea that workers have a vesteest in their own well-
being, and do not benefit from working above thénael rate of work
when it will not increase their remuneration. Hertéfore proposed that
the work practice that had been developed in maskwenvironments
was crafted, intentionally or unintentionally, te tery inefficient in its
execution. He posited that time and motion studesbined with rational
analysis and synthesis could uncover one best mdéth@erforming any
particular task, and that prevailing methods weld@n equal to these
best methods. Crucially, Taylor himself prominerdisknowledged that
if each employee's compensation was linked to theirtput,
their productivity would go up. Thus, his compermatplans usually
included piece rates. In contrast, some later adsf time and motion
studies ignored this aspect and tried to get largductivity gains while
passing little or no compensation gains to the ¥avde, which
contributed to resentment against the system.

1.4 Relationship of Scientific Management to Mechamation and
Automation

Scientific management evolved in an era
when mechanization and automation were still inrtinéancy. The ideas
and methods of scientific management extended therisan system of
manufacturing in the transformation from craftwavikh humans as the
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only possible agents to mechanization and automat@though
proponents of scientific management did not predict extensive
removal of humans from the production process. €oreover labor-
displacing technologies rose with increasing medadion and
automation.

By factoring processes into discrete, unambiguongsu scientific
management laid the groundwork for automation dfghoring,
prefiguring industrial process control and numdriceontrol in the
absence of any machines that could carry it ouglofand his followers
did not foresee this at the time; in their wortkdwashumanshat would
execute the optimized processes. For example,umgthm their era the
instruction "open valve A whenever pressure gaugedgls over value
X" would be carried out by a human, the fact th&iad been reduced to
an algorithmic component paved the way for a maehinbe the agent.
However, one of the common threads between theidvemd ours is that
the agents of execution need not be "smart” towgrebeir tasks. In the
case of computers, they aret able(yet) to be "smart" (in that sense of
the word); in the case of human workers under sifiemanagement,
they were ofterablebut werenot allowed Once the time-and-motion
men had completed their studies of a particulds, the workers had very
little opportunity for further thinking, experimeng or suggestion-
making. They were forced to "play dumb" most of tirae, which
occasionally led to revolts.

The middle ground between the craft productionkifexl workers and

full automation is occupied by systems of extensherhanization and
partial automation operated by semiskilled and ileskworkers. Such
systems depend on algorithmic workflows and knogéetlansfer, which
require substantial engineering to succeed. Althotigylor's intention

for scientific management was simply to optimizerkvenethods, the
process engineering that he pioneered also tertalsltbthe skill into the

equipment and processes, removing most need frirskhe workers.

Such engineering has governed most industrial eeging since then. It
is also the essence of successful offshoring. Tmenwon theme in all
these cases is that businesses engineer theirway their need for large
concentrations of skilled workers, and the high-evagvironments that
sustain them. This creates competitive advantagéheriocal level of
individual firms, although the pressure it exertystemically

on employment and employability is an externality.

1.4.1 Scientific theory and planned economies
Scientific  management appealed to managers of pthnn

economies because central economic planning retigbe idea that the
expenses that go into economic production can éesely predicted and
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can be optimized by design. The opposite theoiletcde would
be laissez-faire thinking in which the invisiblenlgeof free markets is the
only possible "designer". In reality most economagay are somewhere
in between. Another alternative for economic plagnis workers' self-
management.

Soviet Union

In the Soviet Union, Taylorism was advocated byk&é
Gastev andhauchnaia organizatsia trud@he movement for the scientific
organisation of laboy. It found support in both Vladimir Lenin and Leon
Trotsky. Gastev continued to promote this systerfalbér management
until his arrest and execution in 1939. In the :0a0d 1930s, the Soviet
Union enthusiastically embraced Fordism and Tastori importing
American experts in both fields as well as Amerieagineering firms to
build parts of its new industrial infrastructurenel concepts of the Five
Year Plan and the centrally planned economy cdrelsed directly to the
influence of Taylorism on Soviet thinking. As sdiéic management was
believed to epitomize American efficiency, Josepéli® even claimed
that "the combination of the Russian revolutiorameep with American
efficiency is the essence of Leninism."

Sorensen was one of the consultants who broughtidareknow-how to
the USSR during this era, before the Cold War maaigh exchanges
unthinkable. As the Soviet Union developed and gmewower, both
sides, the Soviets and the Americans, chose toregmo deny the
contribution that American ideas and expertise imadle to the Soviets
because they wished to portray themselves as csa#ttheir own destiny
and not indebted to a rival, and the Americans beedhey did not wish
to acknowledge their part in creating a powerfuhaaunist rival. Anti-
communism had always enjoyed widespread populanityAmerica,
and anti-capitalism in Russia, but after World Wathey precluded any
admission by either side that technologies or idei@ht be either freely
shared or clandestinely stolen.

East Germany

By the 1950s, scientific management had grown, itsutgoals and

practices remained attractive and were also beiogtad by the German
Democratic Republic as it sought to increase eficy in its industrial

sectors. In the accompanying photograph from then@e Federal

Archives, workers discuss standards specifying baeh task should be
done and how long it should take. The workers agaged in a state-
planned instance of process improvement, but theparsuing the same
goals that were contemporaneously pursued in d@spiacieties, as in
the Toyota Production System.
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1.4.2 The Legacy of Scientific Management

Scientific management was one of the first attertgosystematically treat
management and process improvement as a scigptdldem. It may
have been the first to do so in a "bottom-up” wag tound a lineage of
successors that have many elements in common. thétadvancement
of statistical methods, quality assurance and tyuatintrol began in the
1920s and 1930s. During the 1940s and 1950s, tiedfdknowledge for
doing scientific management evolved into operations
management, operations research, and managememhetibs. In the
1980s total quality managementbecame widely popatat in the 1990s
"re-engineering” went from a simple word to a nysé. Today's Six
Sigma and lean manufacturing could be seen as g lof scientific
management, although their evolutionary distanemfthe original is so
great that the comparison might be misleading. amtigular, Shigeo
Shingo, one of the originators of the Toyota PreiducSystem, believed
that this system and Japanese management cultgengral should be
seen as a kind of scientific management.

Peter Drucker saw Frederick Taylor as the creatbknowledge
management, because the aim of scientific managemwanto produce
knowledge about how to improve work processes. Qi the typical
application of scientific management was manufaatyrTaylor himself
advocated scientific management for all sorts ofkwancluding the
management of universities and government. For plgmTaylor
believed scientific management could be extendetth® work of our
salesmen". Shortly after his death, his acolytdddas. Person began to
lecture corporate audiences on the possibility shg Taylorism for
"sales engineering”. Person was talking about whabow called sales
process engineering—engineering the processesalespeople use—
not about what we call sales engineering todays T¥as a watershed
insight in the history of corporate marketing.

Google's methods of increasing productivity angatican be seen to be
influenced by Taylorism as well. The Silicon Vall&ompany is a
forerunner in applying behavioral science to inseesknowledge worker
productivity. In classic scientific management aslwas approaches like
lean management or business process reengineeedgrs and experts
develop and define standard. Leading high-tech eores use the
concept of nudge management to increase prodycfitemployees.
More and more business leaders start to make ugesofiew scientific
management.

Today's militaries employ all of the major goalsldactics of scientific

management, if not under that name. Of the keytpoml but wage
incentives for increased output are used by moderilitary
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organizations. Wage incentives rather appear iridime of skill bonuses
for enlistments.

Scientific management has had an important inflaencsports, where
stop watches and motion studies rule the day. Tayimself enjoyed
sports, especially tennis and golf. He and a parmen a national
championship in doubles tennis. He invented impdotennis racquets
and improved golf clubs, although other playersdiko tease him for his
unorthodox designs, and they did not catch on pgeements for the
mainstream implements).

Modern human resources can be seen to have begte iscientific
management era, most notably in the writings ohkKahe M. H.
Blackford, who was also a proponent of eugenicactRres descended
from scientific management are currently used fitce$ and in medicine
(e.g. managed care) as well.

In the 21st century the tendency to overcome Tagrtors very great. The
trend is moving away from assembly line work, sinoeople are
increasingly being replaced by machines in prodacplants and sub-
processes are automated, so that human labor isecessary in these
cases. The desire for automated workflow in comgmams intended to
reduce costs and support the company at the opeaatevel.

Furthermore, it can be observed that many compamedo make
the workplace as comfortable as possible for thpleyees. This is
achieved by light flooded rooms, Feng Shui mettindke workplace or
even by creative jobs. The efficiency and creatigitthe employees is to
be promoted by a pleasant atmosphere at the wakkplgpproaches of
the Scientific Management, in which attempts ase ahade to make the
work environment pleasant, are partly recognizakele.

In the works of Gouldner and Crozier, the recognitof the plurality

of industrial forms is being discussed. In the 2dsintury, we have a
modern corporate management, where managers ae tjig available
positions in companies and are given the rightike tegal action.

The working world of the 21st century is mainly &don Total Quality
Management. This is derived from quality controh t¢ontrast to
Taylorism, by which products are produced in thersst possible time
without any form of quality control and deliveredthe end customer, the
focus in the 21st century is on quality controlf&M. In order to avoid
error rates, it is necessary to hire specialistshteck all the products
which have been manufactured before they are delivéo the end
customer. The quality controls have improved oweef and incorrect
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partial processes can be detected in time and rednfoem the production
process.

Taylorism approaches are largely prevalent in cangsawhere machines
can not perform certain activities. Certain subpsses are still to be
carried out by humans, such as the sorting ouanfatjed fruit in the final
process before the goods are packed by machinagnk out that the
quality control is ultimately to be verified by tivedividual man. Certain
activities remain similar to the approach of Taydor. There are no "zero
error programs”, employees have to be trainedlamglreduce error rates.
Through the invention of the management one manpgsitions, which
are equipped with disposition rights. The positians occupied by paid
employees and form the basis for the current, nmmderporate
management. In order to be able to perceive thesgigns, it was no
longer necessary to bring in resources such as tatapbut
instead qualifications were necessary. Writtentsgine also passed on to
employees, which mean that the leaders of an azgaon tend to fall
into the background and merely have a passiveiposit

The structure and size of a company must be disshgd. Depending on
which dispositions are predominant, the size ofabm@pany, the sector,
and the number of employees in an organization, care examine

whether approaches of Taylorism are prevalents Ibelieved to be
predominant in the automotive industry. In spiteled fact that a lot of
activities have been replaced by machines duriegpttoduction, it is

ultimately the person who can check the qualita product.

Taylorism led to a performance increase in commamd superfluous
working steps are avoided. The company benefits mfro
the productivity of the workers and this in turrorfr higher wages.
Unused productivity resources were effectively ekpt by Taylorism.

Today's work environment in the 21st century beseffrom
the humanity of  working conditions. Corporate sgpgs are
increasingly focused on the flexibility of work.exible adaptation to
demand should be possible. The qualifications ®&tnployees, the work
content as well as the work processes are detednyné¢he competition
situation on the market. The aim is to promote-de€ipline and
the motivation of employees in order to achievérttvn tasks and at the
same time to prevent monotonous work. Technicagness has led to
more humane working conditions since inhumane wgteks are done by
the machines.

Taylorism's approach is called inhuman. The in@dagage alone is not

a permanent incentive for the workers to carrytbatsame monotonous
work. Worker-friendly work structures are requird®eople no longer
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want to be perceived merely as executive organ.cohgplete separation
from manual and headwork leads to a lack of pleasuthe execution of
the work steps.

In the 21st century the rising level of educatieads to better trained
workers, but the competitive pressure also riseshe Tinterplay

of economic as well as the pressure to innovate lal$ to uncertainty
among employees. The national diseases in the @dstury have

become burn-out phenomena and depressions, ofteonjonction with

the stressand the increased performance presstire work.

1.4.3 The negative sides of Scientific Theory

Other thinkers soon offered more ideas on the rblasworkers play in
mature industrial systems. These included ideasngnovement of the
individual worker with attention to the worker'saaks, not just the needs
of the whole. James Hartness publisiéé Human Factor in Works
Managemenin 1912, while Frank Gilbreth and Lillian  Moller
Gilbreth offered their own alternatives to Taylonis The human
relations school of management evolved in the 1980somplement
rather than replace scientific management, withldresm determining
the organisation of the work process, and humaiogls helping to adapt
the workers to the new procedures. Today's effayieseeking methods,
such as lean manufacturing, include respect fokergrand fulfillment
of their needs as integral parts of the theory. K&ty slogging their way
through workdays in the business world do encountiewed
implementations of these methods that make job¢easant, but these
implementations generally lack managerial competemc matching
theory to execution. Clearly, a syncretism has weclisince Taylor's
day, although its implementation has been uneveitean management
in capable hands has produced good results for bwhagers and
workers, but in incompetent hands has damagedpeises.

With the division of labor that became commonplaseTaylorism was
implemented in manufacturing, workers lost themsgof connection to
the production of goods. Workers began to feelrdismchised with the
monotonous and unfulfilling work they were doingfactories. Before
scientific management, workers felt a sense ofepudhen completing
their good, which went away when workers only ccetgdl one part of
production. "The further 'progress' of industriavdlopment... increased
the anomic or forced division of labor," the oppesof what Taylor
thought would be the effect. Partial adoption of/l®ds principles by
management seeking to boost efficiency, while igrgoprinciples such
as fair pay and direct engagement by managers fedther tensions and
the rise of unions to represent workers needs.
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Taylor had a largely negative view of unions, aetidved they only led
to decreased productivity. Although he opposed thieim work with
scientific management led disenfranchised workeisak to unions for
support. Under scientific management, the demahesk intensified.
Workers became dissatisfied with the work environtnend became
angry. During one of Taylor's own implementatioristtee Watertown
Arsenal in Massachusetts, a strike led to an inya&son of Taylor's
methods by a U.S. House of Representatives conamiftee committee
reported in 1912, concluding that scientific mamaget did provide
some useful techniques and offered valuable orgéoial
suggestions, but that it also gave production mersag dangerously high
level of uncontrolled power. After an attitude seyvof the workers
revealed a high level of resentment and hostildwards scientific
management, the Senate banned Taylor's methdas atdenal.

Scientific management lowered worker morale anatestmted existing
conflicts between labor and management. As a coeseg, the method
inadvertently strengthened labor unions and thanmgining power in
labor disputes, thereby neutralizing most or alltteé benefit of any
productivity gains it had achieved. Thus, its nehdfit to owners and
management ended up as small or negative. It teakafforts, borrowing
some ideas from scientific management but mixirgrtlwith others, to
produce more productive formula.

Scientific management may have exacerbated griegaamong workers
about oppressive or greedy management. It certasttgngthened
developments that put workers at a disadvantage: dtosion of
employment in developed economies via both offstgpand automation.
Both were made possible by the deskilling of jolwkich was made
possible by the knowledge transfer that scientifanagement achieved.
Knowledge was transferred both to cheaper workedsfeom workers
into tools. Jobs that once would have required evafk first transformed
to semiskilled work, then unskilled. At this poithe labor had
been commoditized, and thus the competition betweerkers and
worker populations moved closer to pure than it badn, depressing
wages and job security. Jobs could be offshoredgione human's tasks
to other which could be good for the new workeryapon but was bad
for the old or they could be rendered nonexistenbugh automation
giving a human's tasks to machines. Either way netteresult from the
perspective of developed-economy workers was iz gtarted to pay
less, then disappear. The power of labor unionthémid-twentieth
century only led to a push on the part of managerteeaccelerate the
process of automation, hastening the onset of #ter Istages just
described. In a central assumption of scientifinagement, "the worker
was taken for granted as a cog in the machinerytiilaNscientific
management had made jobs unpleasant, its successdes them less
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remunerative, less secure, and finally nonexisgsita consequence
of structural unemployment.

It is often assumed that Fordism derives from Teglevork. Taylor
apparently made this assumption himself when wigithe Ford Motor
Company's Michigan plants not too long before heddbut it is likely
that the methods at Ford were evolved independeattyl that any
influence from Taylor's work was indirect at be€harles E. Sorensen, a
principal of the company during its first four ddea, disclaimed any
connection at all. There was a belief at Ford, Whiemained dominant
until Henry Ford Il took over the company in 194Bat the world's
experts were worthless, because if Ford had listeaeghem, it would
have failed to attain its great successes. Hennyl f&dt that he had
succeedeth spite of notbecause ofexperts, who had tried to stop him
in various ways disagreeing about price pointsdpetion methods, car
features, business financing, and other issuesenSen thus was
dismissive of Taylor and lumped him into the catggof useless
experts. Sorensen held the New England machine visotior Walter
Flanders in high esteem and credits him for theiefit floorplan layout
at Ford, claiming that Flanders knew nothing ai@aulor. Flanders may
have been exposed to the spirit of Taylorism elsgahand may have
been influenced by it, but he did not cite it whdaveloping his
production technique. Regardless, the Ford teamarappy did
independently invent modern mass production teclasdn the period of
1905-1915, and they themselves were not awareybarrowing from
Taylorism. Perhaps it is only possible with hindigi¢p see the zeitgeist
that indirectly connected the budding Fordism ®rist of the efficiency
movement during the decade of 1905-1915.

Criticism of  Taylor's principles of effective workanship and
the productivity of the workers continues todaytedf his theories are
described as man-contemptuous and portrayed asomnevhauled. In
practice, however, the principles of Taylor ardl dbeing pursued
by Kaizen and Six Sigma and similar methodologigsch are based on
the development of working methods and courses dbasa
systematic analysis rather than relying on tradiaad rule of thumb.

Taylorism is, according to Stephen P. Waring, otergd very
controversial, despite its popularity. It is ofi@iticized for turning the
worker into an "automaton™ or "machine”. Due tohi@iques employed
with scientific management, employees claim to havecome
overworked and were hostile to the process. Csitisicommonly came
from workers who were subjected to an acceleratetk wace, lower
standards of workmanship, lower product-qualityd damgging wages.
Workers defied being reduced to such machines, cdojelcted to the
practices of Taylorism. Many workers formed uniodemanded higher
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pay, and went on strike to be free of control issukhis ignited class
conflict, which Taylorism was initially meant to gwent. Efforts to
resolve the conflicts included methods of scientillectivism, making
agreements with unions, and the personnel managenwm@ment.

In the middle of 1960, some counter-movements toyloFesm

arose. Representatives of the so-called Human  iBedat
movement urged humanization and democratizationthef working

world. The criticism of Taylorism supports the watdral approach
of labor. Strictly speaking, Taylorism is not a estific theory. All

theories of F. W. Taylor are based on experime®is.the basis of
samples, conclusions were made, which were theargkred. There is
no representativeness of the selected sample.

Another reason for criticizing Taylor's methodsnsteed from Taylor's
belief that the scientific method included the oétions of exactly how
much time it takes a man to do a particular taskhis rate of work.
However, the opposition to this argument is thahsa calculation relies
on certain arbitrary, non-scientific decisions sashwhat constituted the
job, which men were timed, and under which condg&icAny of these
factors are subject to change, and therefore cagiupe inconsistencies.
Some dismiss so-called “scientific management"/diam
as pseudoscience.

1.4.4 Organised Labour Reaction to Taylorism

In 1911, organized labor erupted with strong oppmsito scientific
management, spreading from Samuel Gompers, foamtePresident of
the American Federal of Labor (AFL), in the US &o &round the globe.
By 1913 Vladimir Lenin wrote that the "most widetiiscussed topic
today in Europe, and to some extent in Russiahas'dystem' of the
American engineer, Frederick Taylor"; Lenin decriédas merely a
"'scientific' system of sweating" more work fronbéaers. Again in 1914,
Lenin derided Taylorism as "man's enslavement bye th
machine." However, after the Russian Revolutiomsight him to power,
Lenin wrote in 1918 that the "Russian is a bad womkho must learn to
work. The Taylor system... is a combination of teéned brutality of
bourgeois exploitation and a number of the greatssientific
achievements in the field of analysing mechanicalioms during work,
the elimination of superfluous and awkward motiahg, elaboration of
correct methods of work, the introduction of thettsystem of accounting
and control, etc. The Soviet Republic must at afite adopt all that is
valuable in the achievements of science and teolygah this field."

The early US history of labor relations with sciBatmanagement was
described by Dr Drury thusly: ...for a long timeté was thus little or no
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direct conflict between scientific management amdanized labor...
However, one of the best-known experts once spakeus with
satisfaction of the manner in which, in a certaotéry where there had
been a number of union men, the labor organizatiad, upon the
introduction of scientific management, graduallsiciegrated. From
1882 when the system was started until 1911, agerf approximately
thirty years, there was not a single strike untJeand this in spite of the
fact that it was carried on primarily in the steedlustry, which was
subject to a great many disturbances. For instand¢be general strike in
Philadelphia, one man only went out at the Tabanfpimanaged by
Taylor, while at the Baldwin Locomotiveshops acrake street two
thousand struck.

Serious opposition may be said to have been begliilil, immediately

after certain testimony presented before the Itdtrs Commerce

Commission by Harrington Emerson revealed to thentry the strong

movement setting towards scientific managementoNak labor leaders,

wide-awake as to what might happen in the futueejded that the new
movement was a menace to their organization, aodcs inaugurated an
attack... centered about the installation of sdienmanagement in

the government arsenal at Watertown.

It intensifies the modern tendency toward spea#in of the work and
the task displaces skilled workers and weakenbdhgaining strength of
the workers through specialization of the task #ueddestruction of craft
skill which leads to over-production and the inseaf unemployment.
It looks upon the worker as a mere instrument ofipction and reduces
him to a semi-automatic attachment to the machinea and tends to
undermine the worker's health, shortens his pesfoddustrial activity
and earning power, and brings on premature old age.

Owing to application of "scientific management"gart in government
arsenals, and a strike by the union molders agaome of its features as
they were introduced in the foundry at the Watertdwsenal, "scientific
management" received much publicity. The House eprBsentatives
appointed a committee, consisting of William B. ¥@ih, William C.
Redfield and John Q. Tilson to investigate the eysias it had been
applied in the Watertown Arsenal. In its repor€mngress this committee
sustained Labor's contention that the system fomdgaormally high
speed upon workmen, that its disciplinary featusese arbitrary and
harsh, and that the use of a stop-watch and thegatyof a bonus were
injurious to the worker's manhood and welfare. Aaceeding session
of Congress, a measure was passed which prohtheedrther use of the
stop-watch and the payment of a premium or bonusvddkmen in
government establishments.
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The Watertown Arsenal in Massachusetts providegxample of the
application and repeal of the Taylor system in Wakplace, due to
worker opposition. In the early 1901, neglect ie Watertown shops
included overcrowding, dim-lighting, lack of tocdsd equipment, and
guestionable management strategies in the eyée ofdrkers. Frederick
W. Taylor and Carl G. Barth visited Watertown in rApl909 and

reported on their observations at the shops. Twoeiclusion was to apply
the Taylor system of management to the shops tdugm better results.
Efforts to install the Taylor system began in J&869. Over the years of
time study and trying to improve the efficiency wbrkers, criticisms

began to evolve. Workers complained of having tmpete with one
another, feeling strained and resentful, and fgedixcessively tired after
work. There is, however, no evidence that the timmaforced were
unreasonable. In June 1913, employees of the VdatertArsenal

petitioned to abolish the practice of scientific ragement there. A
number of magazine writers inquiring into the effeof scientific

management found that the "conditions in shopssiigated contrasted
favorably with those in other plants".

1.5 Summary

In this unit, attempt has been made to describensic management
theory. In addition, isues surrounding its evolntidts philosophy and
legacy were treated. Also relationship of scienthanagement theory
to mechanization and automation and its impact lanrmed economies
were discussed. Added was discussion on the negsittes of scientific
management theory and the reaction of organizeautato it.

Self-Assessment Exercise

1. What is scientific theory?
Scientific management is a theory of managemeritdhalyses
and synthesizes workflows, improving labor produitti

2. Discuss the four principles of Taylorism?

a. Develop a science for each element of an individwebrk,
which will replace the old rule-of-thumb method.

b. Scientifically select and then train, teach, andeltep the
worker.

C. Heartily cooperate with the workers so as to enthaeall
work is done in accordance with the principles loé t
science that has been developed.

d. Divide work and responsibility almost equally beéme
management and workers. Management takes oveoekl w
for which it is better fitted than the workers.
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3. Describe the evolution of scientific management tioey.
Taylor began the theory's development in the Urtedes during
the 1880s and '90s within manufacturing industriespecially
steel. Its peak of influence came in the 1910sldradied in 1915
and by the 1920s; scientific management was sfiliential but
had entered into competition and syncretism withpaging or
complementary ideas
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UNIT 2 HUMAN RELATIONS THEORY
Unit Structure

2.1 Introduction

2.2 Learning Outcomes

2.3  Description of Human Relations Theory

2.4  Evolution of Human Relations Theory

2.5  Criticism of Elto Mayo’s involvement in Hum&elations
2.6  Summary

2.7 References/Further Readings

2.1 Introduction

The focus of this unit is to describe the humaatrehs theory and trace
its evolution, its philosophy and its criticism$i3 is to enable the learner
overcome some misconceptions and ambiguity suriagnihe human
relations theory arising from the multicultural amaultidisciplinary
approaches to it. You are therefore, expectedve tfie unit maximum
attention it deserves.

2.2  Learning Outcomes

At the end of this unit, students should be able to

. Descibe human relatios theory,
. Narrate its evolution, and
. Discuss its criticism.

2.3  Description of Human Relations Theory

Human Relations Theory is a management theoryuded in the
Behavioral School founded by Elton Mayo followiniget conclusions
obtained in several studies performed in severaltiNAmerican
companies.

From these studies stands out one, accomplishageetl924 and 1932,
in a factory of the Western Electric Company in Hawne (near
Chicago), place which came to give the name tosthdy: Hawthorne
Experiments. The initial goal of these experimavas to determine how
the changes in the payment and work conditionsunfithation,
temperature, rest times, work accidents, fatigeesqnnel rotation, etc.)
influence people and their work productivity. Fbat is performed the
subdivision of a rewinding workshop in two parte: ane are made
changes in the schedules, brightness level, rasstietc., while the other
is kept as control group.
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Such as expected, the suppositions that produyciindreased with the
improvement of the work conditions were confirmed these

experiments. The great surprise occurred whemthestigators observed
that productivity also increased when the work dooas were

deteriorated.

It was, so, concluded that the human relationstaa@dvork environment
that results from there and the creation of bomdsrey the workers who
felt observed by an administration worried withitlveell being are much

more important for the increase of productivity th&mple physical

conditions and work materials. It was, so, giveread to the assumption
of “economic men” in which based the Classic Schgwing place to the
assumption of “social men”.

Human Relations Theory base principle that men hsa@al needs
desires rewarding relationships in the work plaug answers more to the
peer pressure then to the superiors’ authority adrdinistrative control
forms its main contribution for management. ItsrT here that emerges
a new type of management more concerned in knowhegworkers
individual and group needs and seek for efficieacyl productivity
through leadership, motivation and communication. te other hand,
it's also from the Human Relations Theory that egeerthe informal
organization concept.

Human relations theory refers to the researchersrganizational
development who study the behaviour of people ougs, in particular
workplace groups and other related concepts idgisuch as industrial
and organizational psychology. It originated in Q93 Hawthorene
studies, which examined the effects of social rehs motivation and
employee satisfaction on factory productivity. Tim@vement viewed
workers in terms of their psychology and fit withnegpanies, rather than
as interchangeable parts, and it resulted in thation of the discipline
of human relations management. This theory is wedhion the
following;
1. The power of natural groups, in which social aspetke
precedence over functional organizational strusture
2. The need for reciprocal communication, in which ammication
is two way, from worker to chief executive, as waslvice versa.
3. The development of high quality leadership to comivate goals
and to ensure effective and coherent decision rgakin

It has become a concern of many companies to inepttoe job-oriented
interpersonal skills of employees. The teaching tloése skills to
employees is referred to as "soft skills" traini@pmpanies need their
employees to be able to successfully communicatd aeonvey
information, to be able to interpret others' emudido be open to others'
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feelings, and to be able to solve conflicts andvarat resolutions. By
acquiring these skills, the employees, those inagament positions, and
the customer can maintain more compatible relatiqss

The human relations management theory is a ressdhbaief that people
desire to be part of a supportive team that fatdg development and
growth. Therefore, if employees receive speciakrdibn and are
encouraged to participate, they perceive their vesrkignificant and they
are motivated to be more productive, resultingightguality work. The
following human relations management theory babesame evident
during human relatios studies;

1. Individual attention and recognition aligns withethhuman
relations theory,

2. Many theorists supported the motivational theony a

3. Studies supported the importance of human relatiobsisiness.

2.4  Evolution of Human Relations Theory

The human relations theory is a reaction againstsgm as machine"
concept of Taylor and his scientific managemenbmelt conceives
administration and management a humanistic rath@n tmechanistic
conception of the scientific managers.

A close look at the scientific management theormtyses workers as
machines, not social beings with certain psychalagneeds. This short
sightedness and incompleteness were what drewttietian of some
observers to the need to design a more humanesampiefriendly theory.

The most outstanding among the architects of HurRalations

movement were George Elton Mayo and Frit J. Rdsghdjer. A leading
classicist, Lillian M. Gibreth in 1914, wrote onktbe earliest treaties on
industrial psychology. Using the techniques of lark and others,
George Elton Mayo, a psychologist and Fritz J. Ridegrger, sociologist,
both professors of Industrial Research at the Hdr@aduate School of
Business Administration, undertook some significaxpperiment in the
field of individual psychology between 1927 and 293

The Western Electric Company, through the coopamnadf the National
Academy of Sciences, arranged to have Mayo analssisciates carry out
major study in its Hawthorne works in Chicago. Aligh Western
Electric Company was considered to be a progressivgpany, since it
provided man, material benefits such as pensionspénd recreational
facilities, it had noted great deal of work dissfction. Efficiency
experts has attempted to reduce tension amongnipdogees and to
increase production by using methods of changingkwg hours,
spacing rest periods, changing environment conditisimplifying and
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reducing work methods, and so forth. However, #wilt had not been
conclusively positive (Ashiru, 2001).

Using industrial Psychology set forth by Taylor, ydaand Roethlisberg
started the Hawthorn experiments. Initially, thesswmed that each
worker was an isolated unit, in essence, a "humachme" whose action
and performance could be measured and factors gjoges worker's low
productivity were wrong physical environment, suabl inadequate
heating, excessive humidity, bad lighting, too mnofse, fatigue caused
by the incorrect proportions and timing of workipes and rest periods,
wasted motions, resulting in lost times in doing thork; inadequate
wage incentives caused by the method of determitiiagncentive and
other physical factors inherent in individual amslphysical environment.
As they made progress in the experiment, thesangsers found that
their basic assumptions were not producing reduitforeseen and
uncontrolled factors were interacting with the coléd environmental
factors.

There were psychological factors that turned oubéoof far greater

importance than physical working conditions, hoofrsvork and wages.

Thus, everything had not been controlled in theeexpent; the human
mind was free to do as it pleased. Mayo and assascfallowed up their

experiments and investigated the myriads of inféignaupings, informal

relationships, social cliques, patterns of commation, and patterns of
informal leadership. From these investigationswats established that
various group were operating in the work environméurthermore,

these groups have evolved their own set of normsodes of conduct.
Most times, groups' norms were in conflict with ragement aims. In

fact, many new factors were discovered and ideatifby Mayo and

associates. About the same time Mayo and assoeiaiesmaking these
discoveries other developments related to humartioelmovement were
emerging in industrial organization among them warstrong trend

toward Unionization and a high level of conflictthheen labour and

management (Ashiru, 2001). While supervision in 1820s, could be
described as primarily authoritarian, during th&0a$ there was a new
trend toward "being nice to people”, with resultékgep them happy”

philosophy. This trend was merged into Human Retelilovement. This

later approach was first as ineffective as the @rmlevertheless, it can
rightly be concluded that the findings of the Hawvtie studies have
helped in bringing about a dramatic change in memsmnt and

administrative studies.

The Human Relations function with its origin firmigoted in the field of

personnel administration was to attract strong tregaesponses from
practicing administrators and managers in the reidd|1940s.
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The results of Professor Elton Mayo's Hawthornedistiproved that the
factor most influencing productivity is relationpbi The researchers
realized productivity increased due to relationshemd being part of a
supportive group where each employee's work haginéfisant effect on
the team output. As a side result, the researcimdicsed that the increased
attention the workers received by the researchecieased motivation
and productivity, which resulted in what is the Hlagrne Effect.

After the Hawthorne experiments, Abraham Maslow dbduglas
McGregor revealed how the motivational theory tiet® theories of
human relations. Maslow suggested five basic ndptigsiological,
safety, love, esteem and self-actualization) wesévating factors when
viewing an employee's work values, because the @mplis motivated
to ensure the most important of these individualdseare met. McGregor
supported motivation beliefs by realizing that eoygles contribute more
to the organization if they feel responsible anidied.

The result of the studies regarding human relatiotise workplace show
that people want to have a sense of belongingigndisance while being

treated with value and respect. Treat an employderaspect and value,
and their individual productivity and quality inases to support the
organizational team.

2.5  Criticism of Elto Mayo’s involvement in HumanRelations

Mayo's work is considered by various academicsetéhle counterpoint
of Taylorism and scientific ~ management. Taylorism,founded
by Frederick W. Taylor, sought tpply science to the management of
employees in the workplace in order to gain ecocafficiency through
labour productivity. Elton Mayo's work has been @lydattributed to the
discovery of the 'social person’, allowing for werk to be seen as
individuals rather than merely robots designed tokwor unethical and
unrealistic productivity expectations. However,sththeory has been
contested, as Mayo's purported role in the humlatioas movement has
been questioned. Nonetheless, although Taylorisemated to justify
scientific management as a holistic philosophyheatthan a set of
principles, the human relations movement workedlferto the notion
of scientific management. Its aim was to addressttial welfare needs
of workers and therefore elicit their co-operatama workforce.

The widely perceived view of human relations isdse be one that
completely contradicts the traditional views of Taism. Whilst
scientific management tries to apply science to wwrkforce, the
accepted definition of human relations suggestsrttemagement should
treat workers as individuals, with individual needs doing so,
employees are supposed to gain an identity, dtahilithin their job
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and job satisfaction, which in turn make them mailéng to co-operate
and contribute their efforts towards accomplishimganisational goals.
The human relations movement supported the prinsh@rganizations
to be attributed to natural human groupings, conioation
and leadership. However, theonventional depiction of the human
relations school of management, rising out of tkhea of scientific
management is argued to be a rhetorical distodi@vents.

Firstly, it has been argued that Elton Mayo's dctake in the human
relations movement is controversial and althougts lagtributed to be the
founder of this movement, some academics belieaettie concept of
human relations was used well before the Hawthonwestigations,

which sparked the human relations movement. BradeNyland (2011)
suggest that many academics preceded Mayo in fdegtia concept
similar to that of the human relations movementnegeing as far to
suggest that the output and information collectgdthe Hawthorne
investigations was identified well before Mayo baylor. In addition,

Wren and Greenwood (1998) argue that Taylor madeoitant

contributions to what inspires human motivation,emvthough his
ultimate findings were somewhat different from theman relations
movement.

Another name which has been attributed to preiegisgtuman relations
ideas is that of Henry S. Dennison. ne time predid# the Taylor
Society has been linked to both Taylorist princGples well human
relation ideals thus creating a nexus between Tayho and human
relation thought. Dennison demonstrated an actastern both with the
rationale and character of workers, and with thetrob and management
undertaken by managers of the business enterprise.

In order to assess the validity of human relatesma benchmark for rights
within the workplace, the contribution of Taylorisim comparison to
human relations must be established. Taylorism awientific

management entailed to be a "complete mental régaluand as Taylor
explained, Taylorism sought to encourage manageds la@bourers to
"take their eyes off of the division of the surpasthe important matter,
and together turn their attention toward increasthg size of the
surplus.” This notion of management appealed to eimployer as it
addressed organisational problems, inefficiencnesadverse employer-
employee relations. Scientific management aimedide science and
qualitative data in the selection of employees taulitate the use of
employee databases and performance reviews. Fssigntific

management aimed to reduce inefficiency througtlysig the time and
motions in work tasks. The object of time studieswo determine how
fast a job should and could be done. Second, Taygrorted to introduce
specific quantitative goals to individual employeesorder to provide
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challenging time restraints and thus increasingdpctvity. Most
importantly, Taylor sought to increase productivityough organization
of behaviour.

The theoretical goals of human relations were fierint fromthose of
Taylorism. In essence, both view points sought &kerthe workplace a
more efficient and worker-friendly place. Althoughme more specific
goals and outcomes of each movement were diffeesatth, broadly
speaking, aimed to advance the workplace and caeadberent group of
individuals, while still maintaining a hierarchicgystem with managers
in control. The notion of Taylorism was supporteeimprovement in
pay and conditions in workplaces under the provisa workers were
paid in accordance to their output. However, humedations claimed to
eliminate such calls entirely suggesting radicad amaybe even
unrealistic ideas.

2.6 Summary

In this unit, attempt has been made to describednumations theory. In
addition, isues surrounding its evolution, its pedphy and criticisms
were treated.

Self-Assessment Exercise

1. Describe human relations theory
Human Relations Theory is a management theorydec in the
Behavioral School founded by Elton Mayo followindnet
conclusions obtained in several studies performesgveral North
American companies.

2. What are the premises of human relations theory?

a. The power of natural groups, in which social aspéake
precedence over functional organizational strusture

b. The need for reciprocal communication, in which
communication is two ways, from worker to chief
executive, as well as vice versa.

C. The development of high quality leadership to
communicate goals and to ensure effective and
coherent decision making.

3. Describe the evolution of humanrelation theory
The human relations theory is a reaction againgrsgn as
machine" concept of Taylor and his scientific maaragnt theory.
It conceives administration and management a hwstianather
than mechanistic conception of the scientific mansg
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UNIT 3 MOTIVATIONAL THEORY
Unit Structure

3.1 Introduction

3.2  Learning Outcomes

3.3  Description of Behavioural Science Theory

3.4  Contributions of Maslow to Behavioural Sciefiteory
3.5 Philosophy of Behavioural Science Theory

3.6  Motivation theories

3.7 Summary

3.8 References/Further Readings

3.1 Introduction

The focus of this unit is to describe the motivaéibscience theory and
trace its evolution and philosophy. This is to dadbe learner overcome
some misconceptions and ambiguity surrounding thetivational
science theory arising from the multicultural andiltdisciplinary
approaches to it. You are therefore, expectedve tfie unit maximum
attention it deserves.

3.2  Learning Outcomes

At the end of this unit, students should be able to

o Descibe motivational science theory,
o Narrate its evolution, and
o Discuss its philosopy

3.3  Description of Behavioural Science Theory

Behavioural sciences explore the cognitive processe
within organisms and the behavioural interactioesMeen organisms in
the natural world. It involves the systematic assyand investigation
of human and animal behavior through the studyhefgast, controlled
and naturalistic  observation of the present, andsciplined
scientific experimentation and modeling. It attesnpto accomplish
legitimate, objective conclusions through rigoroissmulations and
observation. Examples of behavioral sciences
include psychology, psychobiology, anthropology, d angnitive
science. Generally, behavioral science deals pilynaith human action
and often seeks to generalize about human behawvibrelates to society.
The term behavioural science is often confused i termsocial
sciences.Though these two broad areas are interrelated sindy
systematic processes of behaviour, they diffeheirtlevel of scientific
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analysis of various dimensions of behaviour. Betwanal science abstract
empirical data to investigate the decision process&l communication
strategies within and between organisms in a segsiem. This involves
fields like psychology, social neuroscience ethglognd cognitive
science. In contrast, social sciences provide aepéive framework to
study the processes of a social system through atspaf social
organization on structural adjustment of the ingdiinal and of groups.
They typically include fields like sociology, ecanixs, public
health, anthropology, demography and political rscge

Many subfields of these disciplines cross the baued between
behavioral and social  sciences. For  example, paliti
psychology and behavioral economics use behaviouspproaches,
despite the predominant focus on systemic andutistnal factors in the
broaderfields of political science and economics.

This theory of administration is tailored towardrde®ping a medium of
research and practice which utilizes psychologycicdogy, and

anthropology as bases for describing administrabvyemanagement
principles. It emphasizes individual and group lvéta, motivation and
leadership in an organization.

3.4  Contributions of Maslow to Behavioural Scienc&heory

The behavioural science movement, started in 1848,it was centered
at understanding individual and their interpersaeédtions. This theory
owes its origin to the works of renowned psychaaghbraham Maslow,
who developed what he called the "Hierarchy of ¢8e@he crux of this
theory is the contentions that needs are arrangacierarchical order.

The lowest level needs are the physiological aedhighest level is the

self-actualization needs. These needs are classifitne following order:

1. The physiological needs which include food, drirdhelter,
clothing, relief from pain etc.;

2. Safety or security needs which connotes freedomm fthreat,
intimidation and harassment;

3. Belonging, love and affection needs. This is thesdhdor
friendship, affiliation, interacting and love;

4. Ego or esteem needs. This is the desire for sedkss or
appreciation from others; and

5. Self-actualization needs. This is the need to lfutfineself by

maximizing the use of abilities, skills and potaitti
What can be deduced from Maslow's contention iaig@imption that a

person attempts to satisfy basic needs (food,eshedt.) before directing
behaviour towards satisfying upper-level needs. récial point in
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Maslow's thinking is that a satisfied need ceasemotivate. When a
person decides that she/he is earning enough pasofdributing to the
organization, money loses its ability to motivakais theory is anchored
on the belief that people have a desire for graaviti development. This
contention may be to the affirmative for some erppés, but not exact
for others.

The inherent problem with Maslow's hierarchy waattit was not
subjected to scientific tests by its propounderkil®Maslow recognizes
that man is never completely satisfied on any heweel, he contends that
decreasing percentage of satisfaction are encathéer lower-level need
is replaced in predominance by a higher-level Meslow recommended
a hypothetical example for an average citizen veh@5 percent satisfied
in his basic physiological needs, 70 percent in d@surity needs, 50
percent in his social needs, 40 percent in theesgéfiem category and 10
percent in his self-actualization needs. The ingplan of the high degree
of need deficiency in the self-actualization nerd asteem categories is
that; managers should focus attention on stratetyiesorrect these
deficiencies.

This logic assumes that attempts to satisfy theBeidncies have a higher
probability of succeeding than directing attentiorthe already fulfilled
lower-order needs. In addition, the highly defitiareds are a potential
danger for managers. An unsatisfied need can dausteation, conflict
and stress in an organisation. For example, aeskiecretary in an
organisation who is given a clerical responsibilibstead of more
appealing Secretarial assignment may feel beingivizp of satisfying
self actualization need. This type of denial in finéillment of need can
lead to frustration that may eventually amountdorperformance.

3.5 Philosophy of Behavioural Science Theory

Behavioral science theories have greater poteribalenhance the
effectiveness of practice than is currently reaizdany have called for
development of strategies to overcome currentdrarto the use of theory
in different fields. Such strategies should expgécéhe potential of
commonly taught behavioral science theories tolifats practice and
assist practitioners in using such theories. This presents one of such
strategies: a set of principles for practice, dagivirom multiple
behavioral science theories and having many dimegtications for
practice.

Behavioral science theories provide much guidandeentifying steps
in the behavior change process, in understandinter-inand

intraindividual variation in the change process andeveloping support
activities, such as guided practice, that fac#itptogression from one
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step to the next. Some of the many implications gractice of this
principle are as follows:

1. Expect individual differences in readiness to cleng
2. Emphasize gradual change;
3. Develop program elements specific to each stefpenbehavior

change process;

4. Teach the psychological and behavioral skills nemgs for
successful performance;

5. Use direct experience (e.g. guided practice; rdkyipg) to
activate performance and strengthen attitude-behavi
consistency;

6. Teach goal setting to enable participants to st thwn pace for
change; and

7. Teach self-monitoring skills so participants camrtttheir own
progress.

Psychological factors, notably beliefs and valueuence how people
behave. A key contribution of behavioral scienaeotfes to practice is
the specification of beliefs and values relevaniriderstanding or trying
to change behaviors. An important corollary to skeond principle is to
know the conceptual and practical differences betweeliefs and values.
Beliefs involve consequential or probabilistic tiimg about the

relationships between objects or events. For examiptlividuals make

attributions about the causes of specific evelsy thave expectations
about the likelihood of certain outcomes. Valueseraluative judgments
about outcomes or events. Individuals may perceients as good or
bad, as desirable or undesirable. These constmbish constitute the
cognitive and affective components of attitudese dne principal

explanatory variables of many behavioral scieneetiles.

In the Theory of Planned Behavior (Ajzen and Fishp&980; Ajzen,

1985), for example, the attitudinal component igedrined by beliefs
that a behavior leads to certain outcomes, anduatraé judgments
regarding the outcomes. Understanding the reldtipasetween beliefs
and values, as well as their relationships withalvedral variables, is key
to understanding some of the important differertoetsveen behavioral
science theories. Moreover, it is easier to dev@amgrams to change
relevant beliefs and values when one is clear erdistinctions between
them. Implications for practice of this principteclude;

a. Develop program components that target beliefs asgterceived
personal risk, self-efficacy, response efficacy pacteived social
norms,

b. Develop program components that target values, asigerceived
personal benefits, perceived costs and perceivedlgelevance,

C. Instilling new beliefs or values is but one of sl strategies;

programs may aim to modify existing beliefs or espuor they
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may aim to enhance the salience and perceived amtev of
existing beliefs or values, and

d. Recognize that multiple beliefs and values gengeralterlie each
belief and value of primary interest; develop pergrelements to
modify these underlying beliefs and values.

The more beneficial or rewarding an experience,ntioee likely it is to

be repeated; the more punishing or unpleasant pariexce, the less
likely it is to be repeated. The positive or negatiaspect of any
experience, whether psychological or behaviorayligectively defined.
Thus, application of the third principle requireagitioners to determine
whether seemingly rewarding experiences are perdeag such by their
constituents.

Conducting theory-informed practice often requimgasuring such
factors, and designing evaluations that will detaemwhether programs
are effective in changing them. Practitioners tfueee need to utilize
research and evaluation methods to correctly applyavioral science
theory in practical situations. If, for example,peactitioner wants to
assess the existing levels of self-efficacy angaase-efficacy in a target
population, research methods are needed to obwliable, valid
assessments of these concepts. Similarly, if aranogs intended to
change social norms regarding use, a researchndissigeeded that will
determine whether any change in norms has occamddvhether such
change can be attributed to the program. In brésearch and evaluation
methods are critical tools for linking theory andhgtice. The general
implications of Principles for practice are;

I. Knowledge of the empirical literature underlyingtreeory is a
useful foundation for determining whether and hdwoaretical
concepts are relevant to specific practice sitaatio

il. To apply theory in needs assessments, forraaivaluations for
program
planning and other practice activities, reskeanethods should be
used to define, operationalize and measure thedhea concepts
of interest,

I. To determine whether programs affect change in the
psychological, and

. Social and other theory-based determinants of hehaesearch
designs are needed that eliminate rival explanataond provide
evidence of a cause-effect relationship.

Conclusion and implications Hochbaum et al. (199%2ate that
practitioners who doubt the usefulness of thedseesically question the
existence of a link between the abstract formutettithat are theories and
the realities of practice. Explicating principles practice is a means of
demonstrating such a link, of demonstrating thdirapons of theory for
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education. Most importantly, the principles mayilfete synthesis of
theoretical knowledge, and, thus, application ofirgegrated body of
knowledge rather than selection and applicatiosiofle theories. It is
widely acknowledged that no single theory is adégdar developing

effective behavior change strategies. Practitioneesd a framework for
applying multiple theories. To the extent that thpanciples for practice
are valid summaries of the behavioral tenets ofttleeries from which

they are derived, they may constitute such a fraonewApplying the

principles in the framework does present certaiallehges. First, as
previously noted, the principles do not supplant teed to study
behavioral science theories. Because the princiglaseralize across
theories, they do not specify in sufficient dethe theoretical constructs
which practitioners could apply.

For example, the second principle describes thedatween beliefs and
behavior.

One would need knowledge of the Belief Model (Jana Becker, 1984),
the Theory of Planned Behavior (Ajzen, 1985) ankepttheories to
determine what specific beliefs to address in oo or to determine
how to measure beliefs in a program evaluationofecpractitioners
must determine which principles to apply in a giyeactical situation.
Application of the first principle assumes, for exale, that practitioners
know where members of their target group are aardsgthe phases of
behavior change and what behavioral skills mightlifate progress to
the next phase. Similarly, practice situations vesth regard to the
viability of using direct involvement as a changeategy or using
normative influence factors to achieve behaviongeaA third challenge
is that resources are needed to collect informapertinent to the
application of the principles. For example, applmwa of the second
principle requires information about participantsirrent beliefs and
values; application of the third principle requir@sformation on
participants' perceptions of rewards and incentigad application of the
sixth principle requires information on social gpomembers whom
participants hold in high regard. Practitioners maag focus groups, small
group surveys or other brief measures to obtaih siformation. In sum,
the challenges of applying the principles arerik the principles with the
set of theories one finds relevant to practiceemeine which principles
one can apply in a given practice situation andiiobthe information
necessary to take advantage of the relevant pteighe notion that
behavioral science and other disciplines can infeducation practice
does not exclude or discount the equally importalg of experience in
informing practical decisions. Experience engendemswledge of the
people, knowledge of the problem, and knowledgh®fsocial system in
which the problem occurs. Experience engenderst, tfamiliarity,
cultural sensitivity and political awareness—alkestial to successful
intervention.
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3.6 Motivation theories

Motivational theories are split into two groupspascess and content
theories. Content theories endeavor to name angizenthe factors
which motivate people to perform better and mofeiehtly while
process theories concentrate how different types of personal traits
interfere and impact the human behavidontent theories are highly
related with extrinsic rewards, thingsthat areccete like bonuses and
will help improve employees' physiologicaircumstances whereas
process theories are concerned with intrinsic rdgyasuch as
recognition and respect, which will help boost epgpk’s confidence
inthe work place and improve job satisfaction.

A famous content theory would be Maslow's Hierarohieeds and
famous process theory would be the equity theory.

Theories of motivation provide a theoretical ba$s reward

management though some of the best-known onessmaerged from
the psychology discipline. Perhaps the first anst keaown of these
comes from the work of Abraham MasloMaslow's Hierarchy of
Needs describes a pyramid comprising a seriesyefdadrom at the
base the most fundamental physiological needs asi¢bod, water,
shelter and sex, rising to the apex where selfatisation needs
included morality and creativity. Maslow saw thdeeels of needs
being fulfilled one at a time in sequence from datto top.

Employment and the resources it generates aresdlassler 'safety
needs' (level 2yhile the workplacemay alsocortribute to a sernse of
'‘belonging’ (level 3) and recognition at work can sdtisfy the need for
‘sif-egeend (levd 4).

Frederick Herzberg's motivator-hygiene theory, tfipsiblished in

1959, argues that an employee's job satisfactiattissatisfaction is
influenced by two distinctsets of factors and adlst satisfaction and
dissatisfaction were not at opposite ends of timeeseontinuum but
instead needed to be measured separately. Theetw@fsfactors are
motivator factors and hygiene factors. AccordingHerzberg, real
motivation comes from the work itself, from compigttasks, while the
role of reward is to prevent dissatisfaction agsin

Expectancy theory is the theory which posits that select our
behaviour basedon the desirability of expectedames of the action.

It was most prominentlyused in a work context bgtdf Vroomwho
sought to establish theslationship between performance, motivation
and ability and expressed it as amultiplicative-emvhere performance
equals motivation x ability. There are alot ofaattions for this kind of
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approach, particularly for employers who cantatijeir motivation

effort and anticipate a definable mathematicarndtarthem. As this is a
cognitive process theory it relies on the way elypds perceive
rewards These three theories plus variants of teve been used in
countless research studies and continue to infdrenpractice of

reward management up to the present day.

Positive Reinforcement (Theory) occurs when a dbir event or
stimulus is presented as a consequence of a behadthe chance that
this behavior willmanifest in similar environmeritecreases. Three
positive reinforcers in organizations include marsxcial recognition
and feedback-dowever, as several studies show, reinforcemertsnee
to be honest, not phony. It needs tobe genutuethermore, social
recognition combined with money offers oneof theakest forms of
reinforcement. But when you combine those two vatdback, you
get the strongest effect

3.7 Summary

In this unit, attempt has been made to describawbetiral science theory.
In addition, isues surrounding its evolution andqsophy were treated.

SELF-ASSESSMENT EXERCISE

1. Descibe behavioural science theory?
Behavioural  sciences explore the cognitive  proesse
within organisms and the behavioural interactionstween
organisms in the natural world. It involves theteysatic analysis
and investigation of human and animal behaviorughothe study
of the past, controlled and naturalistic obserratbthe present,
and disciplined scientific experimentation and niiodge

2. Mention and describe the Hierarchy of Needs of Abraam
Maslow
a. The physiological needs which include food, dristkelter,
clothing, relief from pain etc.;

b. Safety or security needs which connotes freedorm fro
threat, intimidation and harassment;

C. Belonging, love and affection needs. This is thedhéor
friendship, affiliation, interacting and love;

d. Ego or esteem needs. This is the desire for stdkasor
appreciation from others; and

e. Self-actualization needs. This is the need tolfuwheself

by maximizing the use of abilities, skills and putals.
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3. What are the implications of behavioural science?

a. Expect individual differences in readiness to cleng
b. Emphasize gradual change;
C. Develop program elements specific to each stephén t

behavior change process;

d. Teach the psychological and behavioral skills nesgsfor
successful performance;

e. Use direct experience (e.g., guided practice;plalging) to
activate performance and strengthen attitude-behavi
consistency;

f. Teach goal setting to enable participants to seit thwn
pace for change; and
g. Teach self-monitoring skills so participants camarthheir

Oown progress.
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UNIT 4 NEW PUBLIC MANAGEMENT
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4.7  Summary

4.8 References/Further Readings

4.1 Introduction

The focus of this unit is to describe the New Rublanagement and trace
its history, theory and cricism. This is to enatile learner overcome
some misconceptions and ambiguity surrounding thew NPublic
Management arising from the multicultural and nadidciplinary
approaches to it. You are therefore, expectedve tfie unit maximum
attention it deserves.

4.2  Learning Outcomes
At the end of this unit, students should be able to

Descibe New Public Management,
Narrate its history,

Discuss its principles, and

Explain its theory.

4.3 Description of New Public Management

New Public Management(NPM) is an approach to running public
service organizations that is used in governmemt puoblic service
institutions and agencies, at both sub-national matibnal levels. The
term was first introduced by academics in the UK akustralia to
describe approaches that were developed during986s as part of an
effort to make the public service more "businegsli&nd to improve its
efficiency by using private sector management nmodAk with the
private sector, which focuses on "customer seryis®M reforms often
focused on the "...centrality of citizens who wéhe recipient of the
services or customers to the public sector.” NBfMrmers experimented
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with using decentralized service delivery modedsgive local agencies
more freedom in how they delivered programs orisesv In some cases,
NPM reforms that used e-government consolidatetbgram or service
to a central location to reduce costs. Some goventsitried using quasi-
market structures, so that the public sector whalk to compete against
the private sector notably in the UK, in healthec&ey themes in NPM
are;

1. financial control,

2 value for money,

3. increasing efficiency,

4, identifying and setting targets,

5 continuance monitoring of performance, and

6 handing over power to the senior manageregatutives.

Performance was assessed with audits, benchmarkgenfiormance
evaluations. Some NPM reforms used private secimpanies to deliver
what were formerlypublic services. NPM advocates in some countries
worked to remove collective agreements in favoundividual rewards
packages at senior levels combined with short teontracts and
introduce private sector-style corporate governanoeluding using
a Board of Directors approach to strategic guidarfoe public
organizations. While NPM approaches have beenins@@ny countries
around the world, NPM is particularly associatedthwihe most
industrialized OECD nations such as the United Korg, Australia and
the United States of America. NPM advocates foecugang approaches
from the private sector—the corporate or businesddwwhich can be
successfully applied in the public sector and inpuhblic
administration context. NPM approaches have beed ts reform the
public sector, its policies and its programs. NPdWacates claim that it
is a more efficient and effective means of attagriime same outcome.

In NPM, citizens are viewed as "customers" and ipubérvants are
viewed as public managers. NPM tries to realigrrétegtionship between
public service managers and their political supsrity making a parallel
relationship between the two. Under NPM, public agers have
incentive-based motivation such as pay-for-perforcea and clear
performance targets are often set, which are a=desby

using performance evaluations. As well, manageenitNPM paradigm
may have greater discretion and freedom as to Hwy go about
achieving the goals set for them. This NPM apprdaatontrasted with
the traditional public administration model, in whi institutional

decision-making, policy-making and public serviaiery is guided by
regulations, legislation and administrative procedu
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NPM reforms use approaches such as disaggregatastomer
satisfaction initiatives, customer service efforts, applying

an entrepreneurial spirit to public service, artdbieucing innovations.
The NPM system allows the expert manager to hayreater discretion.
Public Managers under the New Public Managementmes can provide
a range of choices from which customers can chaoskiding the right
to opt out of the service delivery system completel

New Public Management draws practices from thegpeigector and uses
them in the public sector of management. NPM refouse market forces
to hold the public sector accountable and thefsatisn of preferences

as the measures of accountability. In order fos gystem to proceed,
certain conditions, such as the existence of coitigpgt must exist and

information about choices must be available. Refothat promise to

reinvent government by way of focusing on resultsl acustomer

satisfaction as opposed to administrative and ipalipprocesses fail to

account for legislative self-interest. Institutiorther than federal

government, the changes being trumpeted as reiovenwbuld not even

be announced, except perhaps on hallway bulletndso

4.4  Comparisons between New Public Management andew
Public Administration

New Public Management is often mistakingly compaiedlew Public
Administration. The ‘New Public Administration’ mement was one
established in the USA duringpe late 1960s and early 1970s. Though
there may be some common features, the centraletheoh the two
movements are different. The main thrust of the Ne&wblic
Administration movement was to bring academic publiministration
into line with a radical egalitarian agenda thatswafluential in US
university campuses. By contrast the emphasis ef Nlew Public
Management movement a decade or so later was fimahagerial in the
sense that it stressed the difference that managewmoeld and should
make the quality and efficiency of public servicksdocuses on public
service production functions and operational isstmgrasted with the
focus on public accountability, ‘model employer’hjia service values,
‘due process,” and what happens inside public orgéions in
conventional public administration. That meant Newblic Management
doctrines tended to be opposed to egalitarian ideazanaging without
managers, juridical doctrines of rigidly rule-bouadministration and
doctrines of self-government by public-service pasionals like teachers
and doctors.
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The table below gives a side-by-side comparisah@two systems core
aspects/characteristics

New Public Management New Public Administration
Hands on approa Hierarchy and rule
Explicit standards Apolitical, non-partisan civil service

Emphasis on output control | Internal regulations
Disconnection of units Equality (Equity?)
Importance of thqrivate sectc | Importance of public sect
Improve timing Stability

Greater usage of mon
Source: Hood 1991 and Hood and Jackson 1991

4.5 History of New Public Management

The first practices of New Public Management emergethe United

Kingdom under the leadership of Prime Minister Magj Thatcher.
Thatcher played the functional role of “policy egreneur” and the
official role of prime minister. Thatcher drove dggs in public
management policy in such areas as organizatioetiads, civil service,
labor relations, expenditure planning, financial nagement, audit,
evaluation, and procurement. Thatcher's succedsbn Major, kept
public management policy on the agenda of the QGuatee

government, leading to the implementation of thetN&eps Initiative.

Major also launched the programs of the Citizensr&h Initiative,

Competing for Quality, Resource Accountiagd Budgeting, and the
Private Finance Initiative.

A term was coined in the late 1980s to denote a (@ewenewed) focus
on the importance of management and ‘productiomeeging’ in public
service delivery, which often linked to doctrindssoonomic rationalism
(Hood 1989, Pollitt 1993). During this timeframebic management
became an active area of policy-making in numemth&r countries,
notably in New Zealand, Australia, and Sweden. Ae tsame
time, Organisation for Economic Co-operation and
Development (OECD) establi shed its Public Managegn@@mmittee
and Secretariat (PUMA), conferring to public mamagat the status
normally accorded more conventional domains ofgyolin the 1990s,
public management was a major item on Presidentdlis agenda.
Early policy actions of the Clinton administratiamcluded launching
the National Partnership and signing into law tlew&@nment
Performance and Results Act. Currently there ave ifelications that
public management issues will vanish from governadgrolicy agendas.
A recent study showed that in Italy, municipal dices are aware of a
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public administration now being oriented toward rmyblic management
where they are assessed according to the resejtptbduce.

The term New Public Management (NPM) expressesdbe that the
cumulative flow of policy decisions over the pastenty years has
amounted to a substantstiift in the governance and management of the
“state sector” in the United Kingdom, New
Zealand, Australia, Scandinavia, and North Americ# benign
interpretation is that these decisions have beggfensible, if imperfect,
response to policy problems. Those problems as agetheir solutions
were formulated within the policy-making proces$fieTagenda-setting
process has been heavily influenced by electorahzidments to improve
macro- economic performance and to contain growthe public sector,
as well as by a growing perception of public buceacies as being
inefficient. The alternative-generation process hlasen heavily
influenced by ideas coming from economics and fr@arious quarters
within the field of management.

Although the origins of NPM came from Westernizedurmtries it
expanded to a variety of other countries in theO¥9®8efore the 1990s,
NPM was largely associated to an idea utilized byetbped countries
that are particularly Anglo-Saxon. However, the A9%ave seen
countries in Africa, Asia and other countries loukiinto using this
method. In Africa, downsizing and decrease of teses have been widely
introduced. These autonomous agencies within thdigoeectors have
been established in these areas. Performance cimirabecame a
common policy in crisis states worldwide. Contragtiout of this
magnitude can be used to do things such as wastagement, cleaning,
laundry, catering and road maintenance.

NPM was accepted as the "gold standard for adméiige reform”in the
1990s. The idea for using this method for governmeiorm was that if
the government guided private-sector principlesemgsed rather than
rigid hierarchical bureaucracy, it would work maoe&iciently. NPM
promotes a shift from bureaucratic administratian dusiness-like
professional management. NPM was cited as theigoligdr management
ills in various organizational context and policgkmg in education and
health care reforms

45.1 The Principles of New Public Management
The basic principles of NPM are can best be desdrishen split into

seven different aspects elaborated by ChristoptuedHn 1991. Hood
also invented the term NPM itself. They are théofeing:
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Management

Because of its belief in the importance and stiengtt privatizing
government, it is critical to have an emphasis ocanagement by
engaging in hands-on methods. This theory alloaddes the freedom to
manage freely and open up discretion.

Performance standards

It's important to maintain explicit standards aneasures of performance
in a workforce. Using this method promotes claafion of goals/intent,
targets, and indicators for progression.

Output controls

The third point acknowledges the shift from the asaput controls and
bureaucratic procedures to rules relying on ougjouitrols measured by
guantitive performance indicators. This aspect iregu using
performance-based assessments when looking to uscésavork to
private companies/groups.

Decentralization

NPM advocates often shifted from a unified managensgstem to a
decentralized system in which managers gain fléiband are not
limited to agency restrictions.

Competition

This characteristic focuses on how NPM can prorsotapetition in the
public sector which could in turn lower cost, elraie debate and
possibly achieve a higher quality of progress/wtrkough the term
contacts. Competition can also be found when theemonent offers
contracts to the private sectors and the contsagtvien in terms of the
ability to deliver the service effectively, qualibf the goods provided,
hence this will increase competition because theeroprivate sector
which did not get the contract will make stridesirtgorove the quality
and ability thereby facilitating competition.

Private-sector management

This aspect focuses on the necessity to estabhsmt-term labor
contracts, develop corporate plans or business splgerformance
agreements and mission statements. It also focosesstablishing a
workplace in which public employees or contractare aware of the
goals and intention that agencies are trying tolrea

Cost reduction

The most effective one which has led to its aso@ntglobal popularity
focuses on keeping cost low and efficiency highinQomore with

less moreover cost reduction stimulates efficiemas is one way which
makes it different from the traditional approachh@inagement.
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4.5.2 Theoretical Basis New Public Management

The theoretical basis of New Public Management rie=t the
characteristics of New Public Management (NPM) giwes a cursory
overview of the development of the behavioral-adstiative sciences
and their relation to NPM. A descriptive model dfetbehavioral-
administrative sciences is developed that pitsetliméernally consistent
scientific worldviews that are incommensurabledcteother. From this,
the theoretical origins of NPM can be traced toagety of theoretical
perspectives. Although the special mix of charasties of NPM is new,
it does not represent a paradigm change. Indeisdmprobable that there
will ever be one paradigm for the behavioral-adstrative sciences; and
without an accepted paradigm, a paradigm changetisally possible.

The conventional wisdom holds that NPM has itsinggn public-choice
theory and managerialism (Aucoin, 1990:115; Dunsit895:21-29;
Lueder, 1996: 93; Naschold et al., 1995:1-8; Retthd996 :245;
Schedler, 1995:155). Does this formula fit, and itisexhaustive?
Moreover, is NPM really new? Finally, does NPM es@nt a paradigm
change, as some writers claim (Aucoin, 1995: 3;ir&or1994: 2;
Kamensky, 1996: 250; OECD, 1995: 8, 25; Osborne &aebler,
1993:321; Reinermann, 1995: 6)? To answer thesgiqus, describe the
development of administrative thought in the UtBe home of public-
choice theory and managerialism, focus on the beSause it dominates
theoretical developments in the behavioral-admmaliste sciences,
owing in part to the sheer size of its academial@sthment, its diversity,
and the richness of its approaches. On the presumibiat the attempts
of practitioners, consultants, and scientists igef@rm administrative
organizations and delivery systems are influencedhkir disciplinary
socialization and training, this survey will examiwhether theoretical
concepts other than public choice and manageriatiane influenced
NPM.

In the Progressive movement, the New York Bureau Manicipal
Research was a key player. Influenced by Fredéray)or’s scientific
management, the New York Bureau believed thatieffiy was the best
solution to the problem of corruption and incompet These
progressive reformers imported techniques and estutfom scientific
management (e.g., on efficient street paving armvsremoval). They
were the first to use performance indicators tochemark the efficiency
of public organizations, one purpose of which waglentify corruption
(Schachter, 1989). In the 1920s, some practitioaedsacademics created
the science of public administration on the fundafals of the
progressive reform successes—particularly the prassition of loyal
bureaucrats, honest politicians, and the politahsHaistration
dichotomy. These reformers—the new scientists of blipu

69



POL 722 FUNDAMENTALS OF PUBLICADMINISTRAN

administration—built a theory of organization ttiaey supplemented

with the concept of management. These principlegwe

The principle of division of work and specializatio

The principle of homogeneity.

The principle of unity of command.

The principle of hierarchy with respect to the deliion of

authority.

The principle of accountability.

The principle of span of control.

g. The staff principle (Gulick, 1937; Urwick, 1937;ddney, 1937;
Graicunas, 1937).

oo

0}

4.6  Criticisms of New Public Management

There are blurred lines between policy making amiding services in
the New Public Management system. Questions hage kmsed about
the potential politicization of the public servieeghen executives are hired
on contract under pay-for-performance systems. & heg concerns that
public managers may move away from trying to megtens' needs.
NPM brings to question integrity and compliance whaealing with
incentives for public managers. Questions such asagers being more
or less faithful arise. The public interest is igkrand could undermine
the trust in government. Accountability can be@ibsue.

Although NPM had a dramatic impact in the 1990snmanaging and
policymaking, many scholars believe that NPM hagsprime. Scholars
like Frank Dunleavy believe New Public Managemeniphasing out
because of disconnect with “customers” and thedtitutions. Scholars
cite the Digital Era and the new importance of texthgy that kills the

necessity of NPM. In countries that are less inthiszed, the NPM

concept is still growing and spreading. This tréwag much to do with a
country's ability or inability to get their publgector in tune with the
Digital Era. New Public Management was createdh@Rublic Sector to
create change based on: disaggregation, competéod incentives.
Using incentives to produce the maximum servicesifan organization
is largely stalled in many countries and being reee because of
increased complexity.

In Post-NPM, many countries explored digital eravregnance (DE®G
Dunleavy believes this new way of governance shdudd heavily
centered upon information and technology. Technolagll help re-
integrate with digitalization changes. Digital EBavernance provides a
unique opportunity for self- sustainability howeyvénere are various
factors that will determine whether or not DEG daa implemented
successfully. When countries have proper technolbgdM simply can't
compete very well with DEG. DEG does an excelleit pf making
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services more accurate, prompt and remove moselmand conflicts.
DEG also can improve the service quality and previmtal access to
outsourcers.

4.7  Summary

In this unit, attempt has been made to describe Riellic Management.
In addition, isues surrounding its history, prineg theory and cricisms
were treated.

Self-Assessment Exercise

1. What are the key themes in New Public Management?
financial control,

value for money,

increasing efficiency,

identifying and setting targets,

continuance monitoring of performance, and

handing over power to the senior manageregaetutives.

XN EE

2. What are the approaches to New Public Management?

NPM reforms use approaches such as disaggregatistomer
satisfaction initiatives, customer  service effortsapplying
an entrepreneurial  spiritto public service, artdoducing
innovations. The NPM system allows the expert manég have
a greater discretion. Public Managers under the NRublic
Management reforms can provide a range of choiwas fvhich
customers can choose, including the right to opiobthe service
delivery system completely.

3. Explain the evolution of New Public Management
The first practices of New Public Management emergethe
United Kingdom under the leadership of Prime Mimislargaret
Thatcher. Thatcher played the functional role ofoliy
entrepreneur” and the official role of prime miarstThatcher
drove changes in public management policy in sudas as
organizational methods, civil service, labor reas, expenditure
planning, financial management, audit, evaluatioand
procurement. Thatcher's successor, John Major, kepilic
management policy on the agenda of the Conservative
government, leading to the implementation of thextNsteps
Initiative. Major also launched the programs of tGéizens
Charter Initiative, Competing for Quality, Resourecounting
and Budgeting, and the Private Finance Initiative.
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MODULE 3 ADMINISTRATIVE ORGANISATION &
DECISION MAKING

Unit 1 Organisation

Unit 2 Organisation Theory

Unit 3 Decision making in Administration
Unit 4 Policy Making in Administration

UNIT 1 ORGANISATION
Unit Structure

1.1 Introduction

1.2 Learning Outcomes

1.3  Description of Organisation
1.4  Types of Organisations

1.5 Characteristics of Organisation
1.6 Summary

1.7 References/Further Readings

1.1 Introduction

The thrust of this unit is to identify and 73rgaatipn73e the concept of
73rganization, types of organisations, charactesisbf organization,

theories of organization, leadership, its skillsd astyles as well as
leadership theories. This is to enable the learmegrcome some
misconceptions and ambiguity surrounding the conoé@3rganization

arising from the multicultural and multidiscipliaapproaches to it. You
are therefore, expected to give the unit maximuenébn it deserves.

1.2 Learning Outcomes
At the end of this unit, students should be able to

. Understand the different descriptions of organsgti
. Describe the different types of organization,
. Explain the characteristics of organization,

1.3  Description of Organisation

Organisation is defined in many ways and '‘eachdin tries to reflect
a particular perspective which scholars adopt abogdnisations, one of
such definitions views organisations as “a high§tianalized and
impersonal integration of a large number of spetmlcooperating to
achieve some announced specific objective” Anotthefinition sees
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organisation as a system of consciously co-ordthpgrsonal activities
or forces of two or more persons. Yet another vifines organisation
as a continuing system of differentiated and canateéd human activities
utilizing, transferring, and welding together a dfie set of human
material, capital, land natural resources into @uws problem solving
whole, whose function is to satisfy particular hunmeeds in interaction
with other systems of human activities and resauioeits particular
environment.

Sociology can be defined as the science of th@utisns of modernity;
specific institutions serve a function, akin to thdividual organs of a
coherent body. In the social and political scienaesgeneral, an
organisation may be more loosely understood apl#med, coordinated
and purposeful action of human beings working tgtocollective action
to reach a common goal or construct a tangibleymbdrhis action is
usually framed by formal membership and form (insibnal rules).
Sociology distinguishes the term organisation ipkanned formal and
unplanned informal (i.e., spontaneously formedpargations. Sociology
analyses organisations in the first line from astitational perspective.
In this sense, organisation is an enduring arraegef elements. These
elements and their actions are determined by sdethat a certain task
can be fulfilled through a system of coordinatedsion of labour.

Economic approaches to organisations also takditgon of labour as
a starting point. The division of labour allows fdeconomies
of) specialisation. Increasing specialisation nsitates coordination.
From an economic point of view, markets and orggioas are
alternative coordination mechanisms for the exeoudif transactions.

An organisation is defined by the elements thapareof it (who belongs
to the organisation and who does not?), its comoatioin (which

elements communicate and how do they communicaits?autonomy
(which changes are executed autonomously by thanwation or its
elements?), and its rules of action compared tsideitevents (what
causes an organisation to act as a collective gctor

By coordinated and planned cooperation of the eisn¢he organisation
is able to solve tasks that lie beyond the alslivé the single elements.
The price paid by the elements is the limitation tbé degrees of
freedom of the elements. Advantages of organisataoze enhancement
(more of the same), addition (combination of defar features) and
extension. Disadvantages can be inertness (throagtrdination) and

loss of interaction.

An organization is an entity comprising multiplegple, such as
an institution or an association, that has a paergurpose. The word is
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derived from the Greek womganon which means "organ”. There are
a variety of legal types of organisations,
including corporations, governments, non-governient

organisations, political organisations, internagilborganisations, armed
forces, charities, not-for-profit corporations, tp@rships, cooperatives,
and educational institutions. A hybrid organisati®a body that operates
in both the public sector and the private sectmusianeously, fulfilling
public duties and developing commercial marketvaas. A voluntary
associationis an organisation consisting of vaard. Such
organisations may be able to operate without [Eatalities, depending
on jurisdiction, including informal clubs. Organiissms may also operate
secretly or illegally in the case ofsecret soeggticriminal
organisations and resistance movements.

Committees or juries

These consist of a group of peers who decide awapgperhaps by
voting. The difference between a jury and a conwmeits that the
members of the committee are usually assignedrforpe or lead further
actions after the group comes to a decision, wisemaambers of a jury
come to a decision. Incommon law countries, legales render
decisions of guilt, liability and quantify damag@sijes are also used in
athletic contests, book awards and similar acésitiSometimes a
selection committee functions like a jury. In thédile Ages, juries in
continental Europe were used to determine the l|asording to
consensus among local notables.

Committees are often the most reliable way to make
decisions. Condorcet's jury theorem proved thadhef average member
votes better than a roll of dice, then adding muoembers increases the
number of majorities that can come to a correat Ybowever correctness

is defined). The problem is that if the average inem is
subsequentlyorsethan a roll of dice, the committee's decisionswgro
worse, not better; therefore, staffing is crudrdrliamentary procedure,
such as Robert's Rules of Order, helps prevent ¢ttems from engaging

in lengthy discussions without reaching decisions.

Ecologies

This organisational structure promotes internal getition. Inefficient
components of the organisation starve, while effecobnes get more
work. Everybody is paid for what they actually dmd so runs a tiny
business that has to show a profit, or they aeel fi€ompanies who utilise
this organisation type reflect a rather one-sidedvvof what goes on
in ecology. It is also the case that a natural estesn has a natural border
- ecoregions do not, in general, compete with oragteer in any way, but
are very autonomous.
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Matrix organisation

This organisational type assigns each worker twssé&® in two different
hierarchies. One hierarchy is "functional” and assuhat each type of
expert in the organisation is well-trained, and suead by a boss who is
super-expert in the same field. The other direagdexecutive” and tries
to get projects completed using the experts. Pioj@ight be organised
by products, regions, customer types, or some aittfeemes.

As an example, a company might have an individugh voverall
responsibility for products X and Y, and anothatiwdual with overall
responsibility for engineering, quality control, cet Therefore,
subordinates responsible for quality control ofjgco X will have two
reporting lines.

Pyramids or hierarchical

A hierarchy exemplifies an arrangement with a lead®o leads other
individual members of the organisation. This aremgnt is often
associated with basis that there are enough imagieal pyramid, if there
are not enough stone blocks to hold up the highesogravity would
irrevocably bring down the monumental structure, &te can imagine
that if the leader does not have the support ofhi®rdinates, the entire
structure will collapse. Hierarchies were satirigehe Peter
Principle (1969), a book that introducéderarchiologyand the saying
that "in a hierarchy every employee tends to rigehis level of
incompetence."”

1.4  Types of Organisations

An organisation that is established as a means dohieving
defined objectives has been referred to as a foronganisation. Its
design specifies how goals are subdivided andateftein subdivisions
of the organisation. Divisions, departments, sestigositions, jobs, and
tasks make up this work structure. Thus, the form@anisation is
expected to behave impersonally in regard to klatips with clients or
with its members. According to Weber's definitienjry and subsequent
advancement is by merit or seniority. Each emplag®eives a salary
and enjoys a degree of tenure that safeguards tum the arbitrary
influence of superiors or of powerful clients. Tiigher his position in
the hierarchy, the greater his presumed expertiadjudicating problems
that may arise in the course of the work carriedadblower levels of the
organisation. It is this bureaucratic structuret fioams the basis for the
appointment of heads or chiefs of administrativedéusions in the
organisation and endows them with the authoritypchied to their
position.
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Informal organisations

In contrast to the appointed head or chief of amiattrative unit, a
leader emerges within the context of thiormal organisation that
underlies the formal structure. The informal orgation expresses the
personal objectives and goals of the individual inership. Their
objectives and goals may or may not coincide wlibse of the formal
organisation. The informal organisation represemtsextension of the
social structures that generally characterise huif@ar the spontaneous
emergence of groups and organisations as endsnmsgives.

In prehistoric times, man was preoccupied with pessonal security,
maintenance, protection, and survival. Now man dpenmajor portion
of his waking hours working for organisations. Heed to identify with

a community that provides security, protection, mtenance, and a
feeling of belonging continues unchanged from piehic times. This

need is met by the informal organisation and itemgant or unofficial

leaders.

Leaders emerge from within the structure of thernmial organisation.
Their personal qualities, the demands of the sdnabr a combination
of these and other factors attract followers whoegt their leadership
within one or several overlay structures. Inste&dthe authority of
position held by an appointed head or chief, thergent leader wields
influence or power. Influence is the ability of@erpon to gain cooperation
from others by means of persuasion or control ogemards. Power is a
stronger form of influence because it reflects im@e's ability to enforce
action through the control of a means of punishment

1.5 Characteristics of Organisation

The various definitions help to identify some conmaharacteristic of
organisations.

Organisations are purposeful, complex human coli¢ies;

They are characterised by secondary (or impersoglakjonships;
They have specialised and limited goals;

They are characterised by sustained co-operatiatgr

They are integrated within a larger social system;

They provide services and products to their envirent;

They are dependent on exchanges with their envieoittm

NogarwdpE

In relation to public organisations, they draw theisources (taxes and
legitimacy) from the polity and are mediated by thstitutions of the

state. If we carefully examine these charactesstlwey jointly reproduce
what may be referred to as working universal pples of organisations.
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They are three in number.

) There must be division of labour;
. There must be identification of the services ofdbéhority;
o There must be the establishment of relationships.

These characteristics and the working principles iguarded manner
summarize the content of the theories which exptaganisations. The
theories attempt to explain what things make omgtions tick, how

organisations behave, and what accounts for diftese among them.
Four of the theories are outstanding: bureaucrttenry, scientific

management, administrative management and hunmetiore theory. -A

brief account of each of the theories will be st at this stage.

1.6 Summary

In this unit effort has been made to operationahsebasic concepts that
are central to understanding organisation, its dypharacteristics and
theories. Included is leadrship, leadership skidigjes and theories.
Despite the multidimentional and multidisciplinagpproach to the
concept certain key characteristics are paramount.

Self-Assessment Exercise

1. What is an organisation?
Organisation is defined in many ways and 'eachndefn tries to
reflect a particular perspective which scholars padabout
organisations, one of such definitions / views argation as “a
highly rationalized and impersonal integration dhege number
of specialists cooperating to achieve some annauspecific
objective”

2. Explain committees or juries
These consist of a group of peers who decide asupgperhaps
by voting. The difference between a jury and a catesis that
the members of the committee are usually assign@erform or
lead further actions after the group comes to asaet whereas
members of a jury come to a decision. In commondauntries,
legal juries render decisions of guilt, liabilitynch quantify
damages; juries are also used in athletic contestk awards and
similar activities. Sometimes a selection commifteections like
a jury. In the Middle Ages, juries in continentalrBpe were used
to determine the law according to consensus anumaj hotables.

3. List the common characteristics of organisations.
a. Organisations are  purposeful, complex human
collectivities;

b. They are characterised by secondary (or impersonal)
relationships;
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They have specialised and limited goals;

They are characterised by sustained co-operatigtgr
They are integrated within a larger social system;
They provide services and products to theuiremment;
They are dependent on exchanges with their@mwient;

@~0ooo0
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UNIT 2 ORGANISATION THEORY
Unit Structure

2.1 Introduction
2.2  Learning Outcomes
2.3  Conceptual Clarifications
2.4  Leadership
2.5 Leadership Skills
2.6  Personal qualities of a leader:
2.7  Theories of leadership
2.7.1 Trait Theory
2.7.2 Behavioural Theory
2.7.3 Situational Theory
2.8 Summary
2.10 References/Further Readings

2.1 Introduction

The thrust of this unit is to identify and operattise organization theory,
its types, its characteristics; leadership, itdlsland styles as well as
leadership theories. This is to enable the learmegrcome some
misconceptions and ambiguity surrounding the conoémrganisation

arising from the multicultural and multidiscipliaapproaches to it. You
are therefore, expected to give the unit maximuenébn it deserves.

2.2 Learning Outcomes
At the end of this unit, students should be able to

Describe the different types of organization theory
Explain the characteristics of leadership,

Describe leadershipskills

Discuss theories of leadership

2.3  Conceptual Clarifications

In the social sciences, organisations are the bbfemalysis for a number
of disciplines, such as sociology, economics, political
science, psychology, management and organisati@mshmunication.
The broader analysis of organisations is commordyerred to
as organisational structure, organisational studirganisational
behaviour, or organisation analysis. A number dfedent perspectives
exist, some of which are compatible:
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1. From a functional perspective, the focus is on remtities like
businesses or state authorities are used.

2. From an institutional perspective, an organisat®omiewed as a
purposeful structure within a social context.

3. From a process-related perspective, an organisaiorewed as

an entity is being (re-)organised, and the focusois the
organisation as a set of tasks or actions.

Among the theories that are or have been influbat&

Activity theoryis the major theoretical influencacknowledged by
de Clodomir Santos de Morais in the developmenOrgfanisation
Workshop method. Actor—network theory, an appro@chocial theory
and research, originating in the field of scientadi®s, which treats
objects as part of social networks. Complexity tigeand organisations,
the use of complexity theory in the field of stgite management and
organisational studies. Contingency theory, a adssehavioural theory
that claims that there is no best way to organizerporation, to lead a
company, or to make decisions. Critical managerselies, a loose but
extensive grouping of theoretically informed critgg of management,
business, and organisation, grounded originally ancritical
theory perspective. Economic sociology, studied libe social effects
and the social causes of various economic phenamEngerprise
architecture, the conceptual model that defines ¢balescence of
organisational structure and organisational behavidéarbage Can
Model, describes a model which disconnects prohlesokitions and
decision makers from each other. Principal-agewiblpm, concerns the
difficulties in motivating one party (the "agent'o act in the best
interests of another (the principal) rather thahigior her own interests.
Scientific management (mainly following Frederick Waylor), a theory
of management that analyses and synthesises wwekflo Social
entrepreneurship, the process of pursuing innoganlutions to social
problems. Transaction cost theory, the idea thapleebegin to organise
their production in firms when the transaction co$tcoordinating
production through the market exchange, given ifeggeinformation, is
greater than within the firm.

2.4  Leadership

The term leadership has many meanings dependitigegrerson defining
it. Some see it as referring to outstanding pelg@mwhile to other it
has no overtones of greatness; people are leagease the organization
defines their job in that way. Despite this we ctifi examine some
definitions. According to Appleby (1961) leaderskimply refers to "the
ability of management to induce subordinate to wadward
organizational goals with confidence and zeal". d&ar (1962) argues
that when we talk of leadership, we are talkingnaiking common men
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into uncommon men. To him leadership "is the Igtiof a man's vision
to higher sights, the raising of man's performaocehigher standard, the
building of a man's personality beyond its nornralthtions”. Generally,
therefore leadership occurs whenever one persdmemfes another to
work toward some predetermined goal, willingly ardhusiastically. It
is also important to note that leadership plays @omrole in the
motivation of employees and in the direction of finen.

A leader in a formal, hierarchical organisation,onmis appointed to a
managerial position, has the right to command aridree obedience by
virtue of the authority of his position. Howevee mmust possess adequate
personal attributes to match his authority, becaastority is only
potentially available to him. In the absence offisignt personal
competence, a manager may be confronted by an entdepder who
can challenge his role in the organisation and gediti to that of a
figurehead. However, only authority of position liae backing of formal
sanctions. It follows that whoever wields persandluence and power
can legitimise this only by gaining a formal pasitiin the hierarchy, with
commensurate authority.

2.5 Leadership Skills

Research by Robert Kats classified three leaderskiifs which are
essential to effective leadership. These skillslude technical,
human/social and conceptual skills.

a) Technical skill - This refers to the abilities required from adea
that relates to the knowledge of the job i.e. gbildo use tools,
procedures and techniques in a specialized ares.sKitl is more
important at a lower level to enable supervisod@erating staff
to correct deviations from the production process.

b) Human/Social skill - This is the leader's ability to work with and
understand and motivate people as individuals augrThis skill
is required at all levels of management in an aegdion.

C) Conceptual skill - Although this skill is required at all levels of
management, but it is more required at the top gemant. It
refers to mental ability to co- ordinate and int#gs all of an
organization's activities especially long-term gland decisions
affecting the organization.

2.6  Personal qualities of a leader

1) Honesty and Integrity - He must be honest in degalith his
subordinates and customers.

2) Persuasiveness - This is the ability to persuadehninvolves a
sense of understanding of the point of view, therast, and the
conditions of those to be persuaded. It is a psogeswhich a
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source affects change in targets attitudes by aghgrigeir beliefs
relevant to that attitude (Organ and Hamner, 1982:1

3) Fairness - A leader should be fair in dealing w#ople. E.g. first
come, first serve, no nepotism etc.

4) Inquisitiveness - A leader should be inquisitivel @ew things and
ideas should always interest him.

5) Spirit of competition - He must always welcome cetipn and
should make effective use of his personal and legsimesources
to succeed and survive in a volatile and competigémvironment.

Leadership style is the pattern of behaviour thatgerson exhibits over
time in leadership situations. That is, situati@amsnvhich he/she most
influence other people. There are different leduprstyles as discussed
below. This is divided into three?

I. Autocratic (authoritarian):  This style requires complete
obedience on the part of the subordinates andethdel restricts
the subordinate’s ability to contribute their idetas decision-
making. He leads by using reward and punishmentesygo
influence his subordinates.

il. Democratic (permissive): This type of leader engages the
employees in deciding how the work is to be done faow the
problems are to be surmounted/tackled. This ispmgicipative
kind of leader. The employees here can contrithgg bwn ideas
in the process of decision-making.

iii. Laissez Fair/free rain leader (do-nothing):A laissez faire leader
takes little interest in how his employees do therk but leaves
them to carry on with their jobs however they seerhis type of
leader exercises little control over their acsi@nd may appear
uninterested in their activities.

2.7  Theories of leadership
There are three major approaches to the studyadelship namely:
2.7.1 Trait Theory

This theory got its origin from the 'great man'dheof leadership, which
contended that leaders are born not made. Theyttnetds that leaders
are born with certain personality traits. Those wbllow this theory
believe that by studying the personalities and femknds of great
leaders, they can be able to develop a combinefitraits that made these
people outstanding leaders. So, they attempt tatiigethe traits of
character and personality that make a leader. Ttrags they assure
distinction between leaders and non-leaders.
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The following traits characterize a leader:

a) Intelligent - Various set of studies have discodetieat leaders
tend to be more intelligent than their subordinatkisough they
may not be more intelligent when compare with mensbef
another group.

b) Self-confidence - This is the ability of the leaderappear self-
confident.

C) Initiation - A person who does not initiate visionideas cannot
be called a leader.

In other studies, it was discovered that leaderd te be brighter, better
adjusted psychologically, display better judgmeat #han non-leaders.

2.7.2 Behavioural Theory

This theory focuses on what leaders do on the gtieer than on what
traits or characteristics they possess. The cergrgument among
behavioural theorists is that since behaviour cachanged, leaders can
be 'made’ or trained rather than "born'.

2.8.3 Situational Theory

There is no one best way to leadership. Situatitim@bry is gaining
ground and is more accepted today than the thedisesissed above.
According to Dale (1978), this theory is saying tthdeadership is
specific to the particular situation under inveatign”. Thus, the choice
of a leader will depend on the problem facing theug and the character
of the group itself.

2.8 Summary

In this unit effort has been made to operationahsebasic concepts that
are central to understanding organisation, its dymharacteristics and
theories. Included is leadrship, leadership skidigjes and theories.
Despite the multidimentional and multidisciplinagpproach to the
concept certain key characteristics are paramount.

Self-Assessment Exercise

1. What are thevarious perspectives on organisation?

a. From a functional perspective, the focus is on lemiities
like businesses or state authorities are used.

b. From an institutional perspective, an organisaitoriewed
as a purposeful structure within a social context.

C. From a process-related perspective, an organisason

viewed as an entity is being (re-)organised, aeddbus is
on the organisation as a set of tasks or actions.
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2. Discuss the personal qualities of a leader

a. Honesty and Integrity - He must be honest in dgaiith
his subordinates and customers.

b. Persuasiveness - This is the ability to persuadehwh
involves a sense of understanding of the point@ivythe
interest, and the conditions of those to be peestiald is a
process in which a source affects change in tagggtsdes
by changing their beliefs relevant to that attit¢@egan and
Hamner, 1982:149).

C. Fairness - A leader should be fair in dealing vpdople.
E.g. first come, first serve, no nepotism etc.

d. Inquisitiveness - A leader should be inquisitived arew
things and ideas should always interest him.

e. Spirit of competition - He must always welcome

competition and should make effective use of hisqeal
and business resources to succeed and surviveadlatide
and competitive environment.

3. Explain leadership styles

a. Autocratic (authoritarian): This style requires complete
obedience on the part of the subordinates andehael
restricts the subordinate’s ability to contributeit ideas to
decision-making. He leads by using reward and [umént
system to influence his subordinates.

b. Democratic (permissive):This type of leader engages the
employees in deciding how the work is to be dor laow
the problems are to be surmounted/tackled. Thithés
participative kind of leader. The employees here ca
contribute their own ideas in the process of denisi
making.

C. Laissez Fair/free rain leader (do-nothing):A laissez faire
leader takes little interest in how his employeestlaeir
work but leaves them to carry on with their jobsvewer
they see fit. This type of leader exercises litdentrol over
their actions and may appear uninterested in Huivities.
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UNIT 3 DECISION MAKING IN ADMINISTRATION
Unit Structure

3.1 Introduction

3.2  Learning Outcomes

3.3 Decision Making

3.4  Decision Making Theories
3.4.1 Rational actor models
3.4.2 Incremental models
3.4.3 Mixed scanning
3.4.4 Bureaucratic organization models
3.4.5 Belief system models

3.5 Summary

3.6  References/Further Reading

3.1 Introduction

The making of decisions, and specifically of busdtd decisions, is
clearly central to any administrative activitieiolicy making. Although
policy-making also relates to the acts of initiatiand implementation,
the making of decisions and reaching of conclusisnsually seen as its
key feature. However, it may be difficult to establ how and why
decisions are made. Decisions are undoubtedly imadi&erent ways by
individuals and by groups, within small bodies awnathin large
organizations, and within democratic and authadatastructures.

The focus of this unit is to identify and operatibise the concept decision
making and its theoretical bases. This is to endid@dearner overcome
some misconceptions and ambiguity surrounding ¢émeept of decision

making arising from the multicultural and multidigicnary approaches

to it. You are therefore, expected to give the amitximum attention it

deserves.

3.2 Learning Outcomes
At the end of this unit, students should be able to

. Understand the different definitions of decisionking, and
. Discuss the theories of decision making.

3.3 Decision Making
Decision making is regarded as the cognitive procesulting in the
selection of a belief or a course of action amoagerl alternative

possibilities. Every decision-making process presgu@ final choice,
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which may or may not prompt action. Decision-makismghe process of
identifying and choosing alternatives based orvitees, preferences and
beliefs of the decision makers.

Decision-making can be regarded as a problem-splvactivity
terminated by a solution deemed to be optimalt ¢east satisfactory. It
is therefore a process which can be more or léssed or irrational and
can be based on explicit or tacit knowledge ancefselTacit knowledge
can be obtained by experience or reflection, fatance. It might be
something that you are not able to put in wordsp@sosed to explicit
knowledge. Tacit knowledge is often used to fik thaps in complex
decision -making processes. Usually both of thgges of knowledge,
tacit and explicit, are used in decision-makingcess together. Explicit
knowledge is less likely to result in major decrsdhan tacit knowledge,
which means that the decision-making process uysuadlies on
knowledge acquired through experience.

Human performance has been the subject of actseareh from several
perspectives: Psychological: examining individuacidions in the
context of a set of needs, preferences and vaheesntlividual has or
seeks. Cognitive: the decision-making process teghas a continuous
process integrated in the interaction with the emrment. Normative: the
analysis of individual decisions concerned with tbgic of decision-
making, or communicative rationality, and the inaat choice it leads to.
A major part of decision-making involves the anaysf a finite set of
alternatives described in terms of evaluative g&telhen the task might
be to rank these alternatives in terms of how etitra they are to the
decision-maker(s) when all the criteria are congdesimultaneously.
Another task might be to find the best alternativeto determine the
relative total priority of each alternative (forstance, if alternatives
represent projects competing for funds) when a# triteria are
considered simultaneously. Solving such problems ths focus
of multiple-criteria decision analysis (MCDA). Therea of decision-
making, although very old, has attracted the isteoé many researchers
and practitioners and is still highly debated asr¢hare many MCDA
methods which may yield very different results witlieey are applied on
exactly the same data. This leads to the formuiatica decision-making
paradox.

Logical decision-making is an important part of &tience-based
professions, where specialists apply their knowdeidga given area to
make informed decisions. For example, medical datisaking often
involves a diagnosis and the selection of appropridreatment.
But naturalistic decision-making research shows thasituations with
higher time pressure, higher stakes, or increasdugaities, experts may
use intuitive decision-making rather than struaduspproaches. They
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may follow a recognition primed decision that fikeir experience and
arrive at a course of action without weighing al&gives.

The decision-maker's environment can play a pédtterdecision-making
process. For example, environmental complexity isfaator that
influences cognitive function. A complex environrh&nan environment
with a large number of different possible statesctvltome and go over
time. Studies done at the University of Coloradeehahown that more
complex environments correlate with higher cogeitiunction, which
means that a decision can be influenced by theitoceOne experiment
measured complexity in a room by the number of kmlbjects and
appliances present; a simple room had less of thuegs. Cognitive
function was greatly affected by the higher measafrenvironmental
complexity making it easier to think about the attan and make a better
decision.

3.4  Decision MakingTheories

This body of theories is concerned with how decisisakers go about
choosing the alterative(s) for achieving definedlgoThere are two polar
theories of decision making. This polarity is refed in “the debate
between writers who analyse decision making byresiee to rational
models and writers who portray decision making as a
incremental process”. Somehow, the point of cohto@bveen the two
theoretical poles is established by reference tiorral theories as the
ideal which could only have been intended to besgiptive, while
incremental theories are paraded as descriptiv@wfdecisions makers
act in the real world. As polar views of the sanhemmenon, rational
and incremental theories harbour other theoretippfoaches to decision
making which attempt to overcome the unrealisnhefdeal type rational
model as well as the ‘incompleteness’ of incremeapproaches. We
shall examine the two polar theories in some de&dw. In addition, we
shall highlight the contributions of the middle widngories especially in
overcoming the deficiencies of rational and incratak theories of
decision making.

Nevertheless, a number of general theories of ideemaking have been
advanced. The most important of these are thewaollp: rational actor
models; incremental models; bureaucratic orgamnatiodels and belief
system models.

3.4.1 Rational actor models
Decision-making models that emphasize human rditgndnave

generally been constructed on the basis of econtimeiries that have
themselves been derived from utilitarianism. Sulgas provide the basis
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for public-choice theories, developed by thinkersisas Anthony Downs
(1957), and enthusiastically taken up by the NeghRiAt the heart of
such theories lies the notion of so-called ‘ecormomian’, a model of
human nature that stresses the self-interesteduipucs material
satisfaction, calculated in terms of utility. IngHight, decisions can be
seen to be reached using the following procedures:

o The nature of the problem is identified.

. An objective or goal is selected on the basis ofoetering of
individual preferences.

o The available means of achieving this objective ewaluated in
terms of their effectiveness, reliability, costslao on, and

. A decision is made through the selection of thermmenost likely

to secure the desired end.

This type of process assumes that clear-cut obgsctexist, and that
human beings are able to pursue them in a ratashtonsistent manner.
For this to utility must be homogeneous: it musiplbssible to compare
the amount of action (pleasure or happiness) #t action would bring
with that which results from any other action. THest example of such
an approach to decision is found in the use of-besefit analysis in the
making of business decisions.

The rational actor model is attractive, in partdugse it reflects how most
people believe decisions should be made. Certgioltjicians and others
are inclined to portray their actions as both gwéntated and the
product of thought and deliberation. When examimedre closely,
however, rational action may not appear to be &qodarly convincing
model of decision making. First place, the modeh@re easily applied
to individuals, who may have and or set of prefeesn than it is to
groups, within which there are likely to be of dasting objectives.
Organizations may therefore be said to make rdtidaeisions only if
they are highly centralized and possess a striohcand structure.

A second problem is that, in practice, decisiores @aten made on the
basis of inadequate and sometimes inaccurate iatoom and the
benefits of such actions may in any case not bepeoable. Is it possible,
for instance, to know the ‘costs’ of raising taxeish those of reducing
healthcare provision? Such difficulty encouragedhbég Simon (1983)
to develop the notion of ‘bounded rational acknalgles that, as it is
impossible to analyse and select all possible mactEcision-making is
essentially an act of compromising between differsalued and
imprecisely calculated outcomes. Simon described frocess as
rational. The final drawback of rational actor misdie that they ignore
the perception: that is, the degree to which astiare shaped by belief
and assumed about reality, rather than by realgglfi Little or no
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importance is thus attractive to the values analagcal leanings of
decision-makers

Herbert Simon is closely associated with articaltine rational model
of decision-making beginning with his work titled d#inistrative

Behaviour (1945). A decision-maker operating acigydio the rational,
comprehensive model would follow the under listeacpdure in arriving
at a rational choice:

o The decision maker defines his goals rather cleanky sets the
levels of achievement of those goals that wouldsfsethim.

. The various alternatives that might achieve thelggasuld be
canvassed.

. The consequences that would follow from the sedactf each
alternative would be investigated.

o Each alternative and its attendant consequencesldwba
compared with the other alternatives.

. The decision maker would choose that alternativielvhchieves

his goals at the least cost.

From the foregoing, it is clear that rational desrismaking involves the
selection of alternatives which will maximize thection maker's
values, the selection being made following a cotm@nsive analysis of
alternatives and their consequences.

The rational-comprehensive model raises a numbergoificant issues

for the analysis of decision making. The genergression is that the
model does not accurately describe the realityecfsion making. In the
first place, it is hardly the case that decisiorkera are faced with any
concrete, clearly defined problems. Defining a pgobcan, indeed, be a
problem for the decision maker. People do not d$mutto solve

problems; rather solutions search for problemsg@dom). It is, perhaps,
more to the point to argue, as Lindblom (1959,49:88) did, that people
act in the absence of clearly defined goals antitiright, in fact, be

counterproductive, so to do.

A second basis of criticism of the rational modelover the issue of
values. The question is often raised as to whosesare used as a basis
for making decisions. There are two issues herst; & decision situation
is a situation of value conflict rather than vateasensus and “conflicting
values, do not permit comparison or weighing.” Setothere is the
problem of the decision-maker confusing his perswatues with the
larger organisational value. There is, of courdes larger issue of
separating facts from values, a problem that camé®e fore in a means-
end model such as the rational model of decisiokimga The rational
model stipulates the prior specification of meah®aching ends, but the
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means a decision maker chooses for achieving sgpe@hds (goals) are
hardly devoid of values.

A significant criticism of the rational comprehersimodel is that the
ability of human beings to process information wrenlimited than what
the mode prescribes. In practice, decision makarsly proceed in a
logical, comprehensive and purposive manner piesdriby the theory. It
is humanly impossible for decision makers to caasva#f possible
alternatives, be informed about the consequencegach of these
alternatives and choose the one best option famnatg organisationally
specified goals. Considerations of sunk costs, thainvestments in
existing programmes and policies may preclude #revassing of some
alternatives by the decision maker. There aretherovords, significant
limitations to human rationality which-are reflegtén administrative
behaviour.

Rational-comprehensive theory is presented as ealisgg¢gd view of
decision making in organisations. But as March &icthon have
indicated, actual decisions are made under comditiof bounded
rationality, a condition which involves the decisimaker choosing an
alternative intended not to maximise his valuestbute satisfactory or
good enough. A significant implication of the copteof bounded
rationality is that decision makers use the mosiveaient and least
expensive information, not necessarily the infororathat will result in
the maximum amount of knowledge about the outcorakernatives,
values and probabilities involved in the decisidrut differently,
decision-makers rarely maximise goal attainmentthair decisions.
Rather, they sacrifice, that is, they tend to es@ulecision alternatives
against standards that set minimally acceptableldeaf attainment on
each objective rather than maximum standards. Bglosog, decision-
makers are able to overcome the rigorous demangpissed by the ideal
rational-comprehensive model.

Does the rational-comprehensive theory describemine decisions are
made in the real world? Obviously, not as we natadier, decision
making rarely proceeds in the manner prescribethéyheory. There is
a paradox, however. This is that because ratigniglitaken as a virtue,
decision-makers talk and behave as though theyooonfo the dictates
of the rational-comprehensive theory in the deaisithey make. They, in
other words, imply that the rational comprehenshaory is descriptive
of how they act. This observation, notwithstandimgs safe to conclude
that rational comprehensive theory is a presciptheory which points
in the direction of how perfect decisions can belea
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3.4.2 Incremental models

Incrementalism is usually portrayed as the pririgttarnative to rational
decision making. David Braybrooke and Charles Liodb(1963) termed
this ‘disjointed incrementalism, neatly summed ypLindblom (1959)

as the ‘theory of muddling through’. This positibolds that, in practice,
decisions are made on the basis of inadequatematoyn and low levels
of understanding this discourages decision-makens fpursuing bold
and innovative courses of Policy-making is theref@ continuous,
exploratory process: lacking over goals and clegeads, policy-makers
tend to operate within an existing framework, atiligstheir position in

the light of feedback in the form of intention abdlue impact of earlier
decisions. Indeed, incrementalism may sustainegfyadbf avoidance or
evasion, policy-makers being inclined to move avilom problems,

rather than trying to solve them.

Lindblom’s case for incrementalism is normativenas| as descriptive.
Its intention is to pr oviding a more accurate ast®f how decisions are
made in the world; he argued that this approach hé&s the merit of
allowing for flexible the expression of divergenéws. In this sense, it
has a distinctly anti character and well suiteddbbcymaking in pluralist
democracies: through at least implies responsiwerasl flexibility,
consultation and compromise. However, the model aB® been
criticized as profoundly conservative that it jtie8 a bias against
innovation and in favour of inertia. Policy makevgho embrace
incrementalism are more likely to be concerned wéi-to-day problems
than with indulging in long term visionary thinkingheir energy is
channeled into keeping the ship on course, noefkeating on where that
course is leading.

The incremental model was offered by Charles Lionbas a reaction to
“the literatures of decision-making, policy formiien, planning, and
public administration” which formalize the ratior@mprehensive model
leaving public administrators who handle complexisiens in the
position of practicing what few preach Lindblom wé&®wever, very
critical of the assumptions of the rational comredive model and in its
place he developed the notion of incrementalisraraapproach to how
decisions are actually made and a model for hovisaers Should be
made.

Lindblom indicted the rational comprehensive magfedecision making
on account of its failure to adapt to:

I. Man'’s limited problem-solving capacities;

. Inadequacy of information;

iii. The costliness of analysis;

iv.  Failures in constructing a satisfactory evaluathethod,;
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V. The closeness of observed relationships betwe¢mfacvalue in
policy-making;
vi.  The openness of the system of variables with whicbntends;

vii.  The analyst's need for strategic sequencesafytical moves; and
viii.  The diverse forms in which policy problemsaally arise.

What Lindblom proposed as an alternative to themat comprehensive
model was the method he described as successiitedicomparisons.
Lindblom drew a contrast between the method of esgige limited
comparisons which he referred to as the branch odedind the rational
comprehensive method which he called the root neketAacording to
Lindblom, the root method which has been fo rmadlias the best way of
arriving at decisions “is in fact not workable faomplex policy
questions”, which is why most administrators use tmethod of
successive limited comparisons.

Incrementalism approaches decision making as aeceais/e activity. It
is assumed that new decisions are variations of gesisions; that
decisions makers accept existing decisions adisatigs and legitimate,
and only make small incremental, marginal adjustsx@ntheir current
behaviour. By so doing, decision makers hardly épotto canvass
formidable numbers of far reaching-changes, neitiherthey spend
inordinate time defining their goals, and that teenparisons they make
between the current state of affairs and the sadfilistments to be made
in current behaviour are within manageable proposgi Decisions are, in
other words, made “step-by-step” and by small degjre

Incrementalism is offered as both a descriptive @egcriptive theory of
decision making. Lindblom claims that the methodwécessive limited
comparisons is descriptive of “how most administirsttdo in fact
approach complex questions” in the real world usiderdably for reasons
of limited knowledge, time and money to fashionytdifferent decisions.
These limitations make it impossible to meet tigemus conditionalities
of the rational comprehensive model. Significardly,Thomas Dye notes,
“completely rational” policy may turn-out to be &fficient” (despite the
contradiction in terms) of the time and cost of@leping a rational policy
are excessive. In addition, decision makers arelfuimof ‘sunk costs’ in
existing programmes which preclude their abandoekigting decisions
for radically new ones. Finally, the method of sssive limited
comparisons is politically more expedient becatse/olves incremental
changes in existing decisions rather than the foneshial redistribution
of social values As Dye has concluded, incremesrtalis important in
reducing conflict, maintaining stability, and preseg the political
system itself.
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The prescriptive import of the incremental appro&lthat it helps to
avoid the calamity of embarking on fundamental gesnwhile leaving
sufficient room for the decision maker to testwisdom of the course of
action he had chosen. It is also argued that inentatism is a natural
approach because it is consistent with the natticdeecision makers as
human beings who rarely act to maximise their \vglwého are hardly in
search of the ‘one best way’ but who would rathercbntent with what
works. In short, incrementalism is presented aseaguiptive model of
how decision makers ought to act because it isatienal thing to do.

There is much in incrementalism to support its dpsge claims. Yet,
guestions arise especially over some of the assonspinherent in the
model. The conservative slant of the incrementg@ir@gch has been a
source of critical review of the model. It is ardudor example, that
incrementalism is better suited as a descriptivdehof decision making
under conditions of social stability and continyibut many decision
situations are hardly stable. For many societtagjlgy is a questionable
proposition. To, therefore, insist that incremestal is the preferred
method for making decisions is to consign theseeies to continuing
instability as new decisions continue to be basegrecedents that are
themselves in need of overhaul It is in this regdwat incrementalism
comes across, in the words of Yehezkel Dror “as idevlogical
reinforcement of the pro-inertia and anti-innovatforces”. Incremental
decisions tend to reflect the values and prefeen€elominant interests
in society while neglecting the interests of theentlass.

A further difficulty is that incrementalism shed#lé light on those
political decisions that are radical, even revoloéry, in character. For
instance, Stalins' decision to launch the USSRrstHive Year Plan in
1928, Castro 5 decision to seize power in Cuba9891 and even
Thatcher’s decision to ‘roll back the state’ in tH& in the 1995, can
hardly be described as incremental adjustmentsView of such
difficulties, Amitai Etzioni (1967) proposed theed of ‘mixed scanning’,
which attempts to bridge the gap between “the mati@pproach and
incrementalism. Mixed scanning allows for decisioaking being
carried out in two distinct phases. First, decisioskers broadly evaluate,
or scan, all the available policy options in terofigheir effectiveness in
meeting pre- existing objectives. Then, a narrosvet more incremental
approach is adopted as the details of a selectey pption are reviewed.
In this way, for example, a broad decision to autljz spending must be
accompanied by a series of more narrowly focuseisidas relating to
the specific areas or programmes that may be affect
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3.4.3 Mixed scanning

Rational comprehensive model and incrementalisne teeen presented
as polar views on decision behaviour. Although ib#ories would like

to make descriptive and prescriptive claims, ifaisly obvious that the

strength of the rational model lies in its prestvi import. While the

incremental approach is essentially descriptives @qually obvious that
the rational model suffers from ‘unrealism’ whiléet incremental

approach is incomplete in its neglect of fundamlesitaisions.

Mixed scanning was offered by sociologist AmitaziBhi (1967) as a
prescriptive model which attempts to overcome ih@tations of the

rational and incremental models by building on #teength of both.
Mixed scanning takes into account both fundameatal incremental
decisions by providing for “high-order, fundamentablicy-making

processes which set basic directions and...increrhpriaesses which
prepare for fundamental decisions and work thenaftat they have been
reached”. Etzioni attempted to drive home the affic of the mixed

scanning strategy by using the following illustoati

Assuming we are about to set up a worldwide weaihservation system
using weather satellites. The rationalistic apphoaeould seek an
exhaustive survey of weather conditions by usingeras capable of
detailed observations and by scheduling reviewk@gntire sky as often
as possible. This would yield an avalanche of tgtabstly to analyze
and likely to overwhelm our action capacities (e.geeding” cloud

formations that could develop into hurricanes andprain to arid areas).
Incrementalism would focus on those areas in wisichilar patterns

developed in the recent past and, perhaps, on ahéasby regions; it
would thus ignore all formations which might deseattention if they

arose in unexpected areas.

A mixed-scanning strategy would include elementsath approaches by
employing two cameras: a broad-angle camera thatdaeover all parts
of the sky but not in great detail and a secondvameh would zero in on
those areas revealed by the first camera to requiraore in-depth
examination. While mixed-scanning might miss areawhich, only a
detailed camera could reveal trouble, it is |dsslyi than incrementalism
to miss obvious trouble spots in unfamiliar areas.

Etzioni provides the linkage between fundamentadl amcremental
decisions. According to him, fundamental decisise$ the tone and
direction within which incremental decisions aredma Significantly,
mixed scanning permits the consideration of fund#aledecisions
through the use of the wide-angled lenses withbat dbsession with
detail and comprehensiveness as the radical medehadds. Incremental
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decisions follow from fundamental decisions by piéting the detailed
analysis of specific options through the use ofzihem lens.

By so doing, Etzioni (1967) reasons that, eachheftivo elements in
mixed scanning helps to reduce the effects of #réqular shortcomings
of other; incrementalism reduces the unrealistieats of rationalism by
limiting the details required in fundamental deams, and contextuating
rationalism helps to overcome the conservativet&imcrementalism
by exploring longer-run alterative.

The mixed scanning model is a pointer to the faat tecisions come in
varying magnitude thus necessitating the needitberecomprehensive
or incremental considerations. There are, howexeclear specifications
as to the criteria for delimiting the boundary beén fundamental and
incremental decisions. It has, for example, begoex that the weight we
assign to decisions is contextually defined sugggsin effect, that what
is fundamental rational in one context may be ime&etal in another.

3.4.4 Bureaucratic organization models

Both rational actor and incremental models are reé&sly black box
theories of decision-making; neither pays attentmthe impact that the
structure of the policymaking process has on ttslti@g decisions.
Bureaucratic or organizational models, on the ofiagd, try to get inside
the black box by highlighting the degree to whidglogess influences
product. This approach was pioneered by Grahansdxli(1971) in his
examination of US and USSR decision-making duriregG@uban Missile
Crisis of 1962.Two contrasting, but related, modsiserged from this
study. The first, usually called the organizatioraiocess model,
highlights the impact on decisions of the valussuaptions and regular
patterns of behaviour that are found in any largawoization. Rather than
corresponding to rational analysis and objectiva@wation, decisions are
seen to reflect the entrenched culture of the gowent department or
agency that makes them. The second theory, theagratic politics’
model, emphasizes the impact on decisions of bairgpibetween
personnel and agencies each pursuing differenepeat interests. This
approach dismisses the idea of the state as a itionoited around a
single view or a single interest, and suggestsdbaisions arise from an
arena of contest in which the balance of advantagenstantly shifting.

Although these models undoubtedly draw attentiommjportant aspects
of decision-making, they also have their drawbabik¢he first place, the
organizational process model allows little scopepfditical leadership to
be imposed from above. It would be foolish, forraypte, to suggest that
all decisions are shaped by organizational pressamd perceptions, for
this would be to ignore the personal role playedFby). Roosevelt in
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initiating the New Deal, nor Hitler’s influence @ermany’s decision to
invade Poland. Second; it is simplistic to suggest,the bureaucratic
politics model does, that political actors simpbichviews that are based
on their own position and on the interests of thganizations in which

they work. Although the aphorism ‘where you stamghehds on where
you sit’ may often be applicable, personal sympsthand individual

goals cannot be altogether discounted. Finally.explain decisions

entirely in terms of black-box considerations iddibto give any weight

to the external pressures that emanate from thaderoeconomic,

political and ideological context.

3.4.5 Belief system models

Models of decision making that place emphasizénendle of beliefs and
ideologies highlight the degree to which behaviatructured by
perception. When people see and understand to mtexvhat their
concepts and values all them, or encourage thesedand understand.
This tendency is particularly entrenched becausenost cases, it is
largely unconscious. Although decision makers meliele that they are
being rational, rigorous and strictly impartialathsocial and political
values may act as a powerful filter, defining foem what is thinkable,
what is possible, and what is desirable. Certdrimation and particular
options are therefore not appreciated or even dersil, while other
pieces of information and other courses of acteature prominently in
the calculus of decision-making. Indeed, KennethulBiog (1956)
underlined the vital importance of process by ppogbut that, without a
mechanism to filter information, decision makersuldo simply be
overwhelmed by the sheer volume of data confrortiegn.

However, there are different views about the orand nature of this filter
process. Robert Jervis (1968), for instance, ditg@nton to evidence of
consistence perception on the part of decision -emsakn international
affairs, this stemmed largely from ethnocentrisnime Tinclination of
Anthony Eden and UK government to view General Hass a second
Hitler during the 1956 crisis, and the tendencyth&f USA in 1959 to
regard Fidel Castro a Marxist revolutionary, mayes@mples of this
phenomenon. Irving Janis (1972), On the other hsugijested that many
decisions in the field of international relatiormaitd be explained in terms
of what he called ‘groupthink’. This is the phenorae in which
psychological and professional pressures conspientourage a group
of decision-makers to adopt a unified and cohgvesition, with contrary
or inconvenient views being squeezed out of comata®.

An attempt to combine different approaches to decimaking that

account of the impact of belief systems has beetieny Paul Sabatier
which his principal concern was to explain how pglchanges occur. In
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particular he drew attention to the role of ‘polisybsystems’: that is,
collections of people in some way contribute tduehcing policy in a
particular area. A policy may include not only moeking groups of
politicians, civil servants and interest groupst lalso researchers,
academics and journalists concerned with which tadraaintained that,
within these subsystems, ‘advocacy coalitions’ emercomprise
collections of individuals who share broadly simikeliefs and values.
These beliefs nevertheless operate on three ditfdexels; deep core
beliefs (fundamental moral or philosophical prineg), near-core beliefs
(policy preferences) and secondary beliefs (viel@uaimplementation
or application).

The importance of such beliefs is that they prowideat-Sabatier called
the glue politics, binding people together on tlasi® of shared values
and preferences. However, while core beliefs aghlpiresistant to
change, a greater measure of disagreement andifiggxis usually found
at the near-core and secondary levels. Using frarewSabatier
proposed that policy change could be understoddrge terms of the
shifting balance of forces within a policy subsystén particular through
the dominance of one advocacy coalition over othEnss process may
nevertheless be seen to be rational insofar astelebighin a belief
system, and rivalry between belief systems, promggelicy-orientated
learning.

In the hands of Marxists and feminists, howevechsdeas can be used
to draw a very different conclusion (Hann, 1995parkists have argued
that the core beliefs within any policy subsystem,indeed amongst
policymakers and opinion formers at large, arecstmed by ruling-class
ideology and so favour the interests of dominargnemic interests.
Feminists, on their part, may argue that a prep@me of men amongst
policy-makers ensures that the ‘glue’ of politisprovided by patriarchal
ideas and values. This results in policy biasesttblp to sustain a system
of male power.

3.5 Summary

In this unit, attempt has been made to discussdheus definitions of
decision making. In addition, the following thearief decision making
were extensively perused; rational comprehensiveremental, mixed
scanning, bureaucratic organization and beliefesgyst

Self-Assessment Exercise

1. What is decisionmaking?
Decision making is regarded as the cognitive p®cesulting in
the selection of a belief or a course of action @gnseveral
alternative possibilities. Every decision-makinggess produces
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a final choice, which may or may not prompt acti@ecision-
making is the process of identifying and choositigraatives
based on the values, preferences and beliefs ofd#wugsion
makers.

2. What are the procedures for rational theory?

a. The nature of the problem is identified.

b. An objective or goal is selected on the basis obering
of individual preferences.

C. The available means of achieving this objective are
evaluated in terms of their effectiveness, relighilcosts
and so on, and

d. A decision is made through the selection of themsemnost
likely to secure the desired end.

3. What are the indictments of rational theory by Lindblom?

a. Man'’s limited problem-solving capacities;

b Inadequacy of information;

C. The costliness of analysis;

d. Failures in constructing a satisfactory evaluathethod;

e The closeness of observed relationships betwednafat
value in policy-making;
The openness of the system of variables with which

—

contends;

g. The analyst’'s need for strategic sequences of acally
moves; and

h. The diverse forms in which policy problems actualfise.
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4.1 Introduction

The making of policies is central to any administeaactivities in policy
making. Policy-making also relates to the acts oitiation and
implementation, the making of decisions and reagloihconclusions is
usually seen as its key feature. However, it magiffecult to establish
how and why policies are made. Policies are undmliptmade in
different ways by individuals and by groups, witlemall bodies and
within large organizations, and within democraticd aauthoritarian
structures.

The focus of this unit is to identify and operattise the concept policy
making and its theoretical bases. This is to endid#dearner overcome
some misconceptions and ambiguity surrounding treept of policy

making arising from the multicultural and multidigicnary approaches
to it. You are therefore, expected to give the umitximum attention it
deserves.

4.2  Learning Outcomes
At the end of this unit, students should be able to

o Understand the different definitions of policy madgi and
. Discuss the theories of policy making.

4.3 Concept of public policy

What is public policy? Or what makes policy publid®dw are policy

decisions made? What are the implications of potlegisions for the
distribution of power in a society? These questipmvide a broad cover
for other issues pertaining to the nature and gseE® of policy making.
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These broad questions are central to the concepoldfcs with “who
gets what” since ultimately the process of poliagking is the process by
which “values are authoritatively allocated” withansociety. We shall
seek to illustrate the problems of public policy king with specific
allusions to the case histories of the policy psscén developing
countries.

Human conduct is generally governed by what is siones loosely
referred to as ‘policy’. In this broad sense, eves would seem to have
one policy or another regulating one’s behavioumaction. Thus, it is
conceivable to talk of private policies, policiekiah help to regulate the
conduct of people in their private domains. Priyadkcies are, however,
restricted in terms of scope and expected impae decision of an
individual ‘not to eat breakfast’ could be regardesia private policy
intended to regulate the nutritional behaviour ledttindividual. This
behaviour is private to the extent that there ardemands made on other
people to conform to such behaviour by denying thleenpleasure and
delight of a delicious breakfast.

But what makes a policy ‘public’? What, in other nd®, distinguishes
public policy from, say, private policy? There aseveral ways of
characterizing public policy. Hogwood and Gunn @PBave attempted
a scheme for categorizing the variety of diffeneays in which the word
‘policy’ is used. Many definitions of public policgbound "and it may
simply be futile trying to discover which is cortewr proper. However,
at a broad level, public policy will refer to thelationship of a
government unit to its environment Thomas Dye, $naefined public
policy as “whatever governments choose to do ortootlo.” Other
definitions associate public policy with purposibehaviour. In this
regard, public policy is viewed as “a purposive rseuof action followed
by an actor or set of actors in dealing with a pgobor matter of a
concern.

What makes policies distinctively ‘public’ is thiiey are “developed by
governmental bodies and officials.” The special rabter of public
policies stems from the fact that they are fornedaby what David
Easton has called the “authorities”, that is, thpsesons who “engage in
the daily affairs of a political system”, are “rggozed by most members
of the system as having responsibility for thesettensl and take
decisions that are “accepted as binding most otithe by most of the
members so long as they act within the limits efrtinoles.

Following Anderson, it is possible to isolate sokey elements which

distinguish public policy from other types of padis. These elements are
as follows:
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o Public policy is purposive or goal-oriented acticather than
random or chance behaviour.

o Public policy consists of courses or patterns ofioac by
governmental officials

o Public policy is what governments actually do, mdiat they
intend to do or say they are going to do.

o Public policy involves some form of overt governrheawtion to

affect a particular problem; it also involves a idem by
government officials not to take action, to do mogh on some
matter on which governmental involvement is sought.

o Public policy is based on law and is authoritativeother words,
public policy has an authoritative, potentially aflg coercive
quality that the policies of private organisatialzsnot have.

Public policy is directed towards a purpose, @ goal-oriented action. It
is not a random or chance behavior. Public policgsdnot just happen.
‘Public policy consists of courses or patterns afan by governmental
officials. It is not their separate individual orscrete decisions. For
instance, a policy will include not-only the deoisito make a law about
environment, but also subsequent decision reldtirtge enforcement of
that environmental law.

Public policy is what governments actually do irgukating trade,
controlling inflation, drugs, and promoting headiid public housing etc.
Public policy is not what governments intend toad®ay they are going
to do. Public policy may be positive or negative.gegovernment may
decide to do something or may decide to do nothingut a particular
matter. Public policy is based on law; thereforejsi authoritative.
Accordingly, it must be obeyed. Failure to obey k& on that policy
will attract sanctions like imprisonment or fine.

The study of "public, policy has developed to heagous sections which
include: public policy analysis, theories of thelipp process, policy
development and implementation; to these may bedigiogramme
development and implementation. So far as it ieoked in practice, the
commonest practitioners of bureaucratic methoddofiaistration, and
the greatest formulators and implementers of pyiglies are members
of the public service of any public organizatiomeTpublic service is the
next and final consideration of this work.

The public service represents the employees of rgovent. They are
those responsible for the functioning of governmémtough the
implementation of government policies. Such poficiaclude welfare
services rendered to the citizens. The public send therefore made up
of workers in government ministries, parastatald agencies. Workers
in the Ministry of Education, Central Bank-of Niger etc. are all
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members of the public service. Within the publicvee, we have the
civil service, which constitute the inner core,tbe heart of the public
service.

From the period of Nigerian independence in 198967, there were five
public services (the Federal Public Service, thaipwservice of Eastern
Region, Northern Region, Mid-Western Region and t&f@sRegion). At

the end of the Nigerian civil war in 1970 a PubService Review
Commission (the Udoji Commission) was set up to @gnother things,
harmonise the structure and organisation of thdigpabrvice of Nigeria.

In 1974 the Udoji Commission came out with a recandation for

results oriented and unified structure of publicviee for the whole

country. This implies that recruitment/appointmenpromotion,

remuneration, retirement, discipline dismissal beeaggoverned by the
same conditions all over the country.

In 1988, there was another review, the PhillipsilC8ervice Review
Panel (The Nigerian Federal Civil Service in thelrBDs and beyond)
which according to the government was aimed aasthiaing the public
service along the lines of the presidential systégovernment, with the
purpose of making the public service responsivethe Structural
Adjustment Programme. One of the recommendatiorniseofeview was
that heads of ministries be called Directors Gdriastead of Permanent
Secretaries. The review also recommended spedciahzia the ministry
where the officer found himself. The appointment tbé Directors
General became political and the Directors Gerveeat required to retire
with the president who appointed them.

The latest review of the civil service was undestaky the Allison Ayida
Panel on Civil Service Reform which submitted gpart in July, 1995.
The panel examined the 1988 reform and suggesteddahing changes.
Based on the panel’'s recommendation, the Provisidoang Council,
PRC, directed that the post of director-generalikhoevert back to the
status of permanent secretary and accounting officéhe ministry.

The relevance or importance and centrality of thiglip service to public

administration cannot be over-emphasised. It ispihiglic service that

ensures the continuity of government, acts as @iastcand protector of
the public interest and public treasury againd&gion by the ruling class.
The public service, particularly their civil sergids supposed to be
politically neutral, and should faithfully serveyapolitical master. They

enjoy security of tenure of office and anonymitytire performance of
their duties.
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4.4  Politics and Policy

The foregoing preliminary comments immediately ssgjgsome form of
relationship between politics and public policy el¢oncern of politics is
with what David Easton (1965) refers to as “thehaitative allocation
of Values". Easton’s definition of politics is venystructive because it
points to the critical elements in the linkage batw politics and public
policy. First, is the issue of values. Values aeethings that people desire
and pursue with a fair amount of intensity. Valaes not only many, but
they vary with individuals. What is at issue hesgethe scarcity of
resources relative to the many and varied valuexiofiduals. Allocation
therefore becomes an imperative function of pditlmecause of the
obvious lag between societal resources and the raadyconflicting
claims that people make. It bears emphasizingtigaallocation function
is reserved exclusively for what is called an atithipthe reason being
that were allocation to be left free for all, sagiwill, in all probability,
return to the anarchy of the state of nature.

The etymology of authority should not delay us héres only sufficient
to note that it is authority which legitimizes thelitical process by which
values are allocated. Significantly, authoritiesopgerly so called, are
responsible for resolving the conflict of interestsich necessarily arises
out of the competing demands which people makerelisea paradoxical
aspect to politics which is evident from this dission, namely, that the
political process is at once a conflict generating a conflict resolution
process. As authorities seek to allocate valuesy thake judgmental
decisions which are favourable to some and unfalearto others. The
cumulative decisions which authorities make aretwleagenerally refer
to as public policies. This is another way of sgyihat public policy is
the output of the political process of value allima

The linkage between politics and public policy ddololy now be fairly
obvious. Public policy is what authorities do whbery are seized with
the political process of sharing societal resouraesong competing
values.

4.4.1 The policy cycle

Policy making is a complex activity involving a pah of action,
extending over time and involving many decisions.pdlicy is not
synonymous with a single decision as a course wdrgdt is useful to
conceive of policy making as a processual activityolving a series of
distinct stages which constitute what we here refexs the policy cycle.

All policies originate from demands or claims mag®n public officials
by other actors, private or official, in the paldi system for action or
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inaction on some perceived problems. A demand isequest that
government should do something about a problemlidpblicies are
designed, almost invariably, to satisfy or meet deenands or claims
made on public officials.

All policies involve decision making by public affals that authorize or
give direction and content to public policy actiom®ecision-making
involves the choice of an alternative from a sergdscompeting
alternatives. Some decisions which affect publidicgoactions are
fundamental while others are largely routine are@lmade by officials in
the day-to-day application of public policy.

An important aspect of the policy cycle is the fainexpression or

articulation of public policy by public officialshtough statements and
speeches they make indicating the intentions aats @ government and
what will be done to realize them. Policy-staterseate, of course,
sometimes ambiguous. Sometimes public Officialspumce on aspects
of policy as a means of ‘testing the turf or gaugithe public mood

concerning actions that government intends toat®ti

The policy cycle comes to maturity with policy outp, that is, the
‘tangible manifestations of public policies, thents actually done in
pursuance of policy decisions and statements. fitldy ©f public policy

as policy output clearly demonstrates the wide that exists between
policy pronouncements and the actual acts of gowem. Policy

outcomes complete the policy cycle. Policy outcomm® the

consequences for society, intended or unintendhed,fiow from action

or inaction by government. Concern with policy auwmes directs our
attention to the impact of public policies, nameflhether policies meet
the original goals which led to their enactment.

The policy cycle corresponds to what in conventiasage is referred to
as the policy process. The policy process is chanaed by distinct
stages which include; Agenda Setting, Formulatiohdoption,
implementation and Evaluation. The policy agendééslist of subjects
or problems to which governmental officials, andogle outside of
government closely associated with those offici@se paying some
serious attention at any given time. Agenda settafgrs to the stage in
the policy process when officials attempt to nartbeznumber of subjects
which come to their attention to the set which \aittually become the
focus of their attention. The policy formulatiomge is the stage at which
the alternatives for dealing with a public problamne developed. This is
the stage at which a set of alternatives for gawemmtal action is seriously
considered by governmental officials. The policyiibn stage is the
stage when an authoritative choice among spedieanatives is made
by governmental officials. At the implementatiomge, administrators
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carry out policies that have been adopted by forpwitical office-
holders. Finally, during the evaluation stage af ffolicy process, the
concern is with the estimation, assessment, or aggair of policy,
including its content, implementation, and effects.

The linkage among the stages in the policy proaessd appear obvious.
After all, problems must receive the attention ofigy makers who then
must contemplate the list of potential alternatives policy choices
which are, in turn, legitimated through an adopjwacedure. As policy
makers contemplate the outcome of the decisionsrtiake in terms of
their impact on the relevant publics, new problenay be generated, and
the cycle goes on.

Significantly, for each stage in the policy procebere are distinct sets
of actors whose relevance is determined, largslythb resources which
they command. Actors in the policy process couldppeximate or
auxiliary, visible or hidden. With respect to agarsktting, for example,
elected officials and their appointees are dominantors, while
alternatives, proposals and solutions are generddegely within
communities of specialists. There is equally aneagrent that
bureaucrats are dominant at the implementationestagthe policy
process.

What make the contribution of these actors sigaificare the resources
which each command. Elected officials and theiroaiees command a
set of institutional as well as organisational teses with which they
dominate the public’s attention. Through these erurs resources, these
officials are well positioned to set the policy aga. Professional staffers
as well as academic researchers and consultantsheomther hand,
dominate the alternative specification stage byking their reservoir of
special skills and knowledge. The dominance af service bureaucrats
at the implementation stage of the policy processsolargely to their
acknowledged experience and power of administratiseretion.

The idea of a policy process gives the impressiansequential, orderly
process of policy making. This is rarely so. Foareple, the impression
that: demands are claims made on the politicabsydty individuals and
groups in the environment of the political systeeglacts the view that
government through its own deliberate actions gaséis and generates
demands which form the basis of policy decisionshatWcannot be
controverted, however, is that the process of potiaking involves quite
a significant number of actors, some proximateghrauxiliary. As a
result of the multitude of actors in the policy gess, the question of who
makes policy remains problematic. While it is acedpthat individuals,
societal groups and government institutions ancheigs are key actors
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in policy making, the specific mode of their impact the policy process
has been a matter for theoretical disputation.

4.4.2 Theories of the policy process

The linkage between the study of politics and tiuelys of public policy
comes into bold relief when we examine the thecaétpproaches that
have been adapted to the analysis of the policyingakrocess. A
preliminary point of observation is that none okdh theories was
developed for the study of public policy, “yet eaffers a separate way
of thinking about policy and even suggests sonike@fgeneral causes and
consequences of public policy. A more significaoinp, however, is the
intended role of theory in policy analysis. Firgteories of the policy
process are intended as descriptive models forrataa®ling the causes
and consequences of governmental action. Secaegk theories are also
intendedly prescriptive, that is, they are normaspecifications of what
and how policies ought to be.

Finally, there is a need to distinguish betweemties of policy-making
and theories of decision making. This distinctismecessary in view of
the conceptual confusion that comes from overlappisage of the
words; ‘policy’ and ‘decision’. Decision makingascomponent of policy
making. While decision making involves the choi€amalternative from
a series of competing alternatives, policy makipgidally involves a
pattern of action; extending over time and invalvimany decisions,
some routine, some not so routine. Theories ofst@timaking are
concerned with how choices among competing alteegmtare made
while theories of policy making help to clarify asonplify our thinking
and suggest possible explanations for public policy

From the foregoing distinction between decision imgkand policy
making, we can make a further categorization otlhleeries of the policy
process based on the level of analysis of polickinga We thus make a
distinction between macro and micro theories ofgghkcy process. At
the micro level of analysis; the concern is witlplexning the behaviour
of individuals and groups engaged in the empiracdivities involved in
decision making Macro theorizing, on the other haisd based on
analytical frameworks which are, in the main, systeand are concerned
with the bigger and more fundamental questionstingato vested
interests and the distribution of economic andtali power within a
society.

The role of theory in political analysis is to gidieection to inquiry in the

study of policy making theories provide needed glings for focusing
our effort in weaving through the mass of datahim field. According to
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Thomas Dye, theoretical models of policy analysis aseful because
they:
. Simplify and clarify our thinking about politics dmpublic policy;

. Identify important aspects of policy problems;

. Help us to communicate with each other by focusingessential
features of political life;

o Direct our efforts to understand public policy kbetby suggesting
what is important and what is unimportant; and

o Suggest explanations for public policy and predits
consequences.

4.5 Problems of policy formulation and implementabn

A compelling inference from the foregoing discussis the divergence
between theory and practice in choice making aerdctinsequences of
this divergence for governmental actions on the bmed and the
difference that public policies make, on the oth&ere public policies to
flow from the prescriptions of rational theoriesy xample, it can be
expected that government will make a whole lotiffedence in the life

of people.

The popular impression however, are those publiicips do not work.
In general, people point to the failure of publiglipies to meet their
elementary needs and they blame government fore thegsses. The
verdicts which people return on their governmemtsonsequence of their
negative experiences with public policies raisésesrquestions about the
legitimacy of government and, hence, of its autigoio make binding
decisions. The difference between political systerosld very well
depend on the capacity of governments to make gpblicies which will
work.

What, then, is the nature of the policy-making psxand what factors
account for the success or failure of governmentsmiaking and
implementing policy choices? We shall seek answethese questions
drawing on the experiences of the so-called dewdppations in policy
formulation and implementation.

Those who have sought to analyze why developingmsfrequently fall
short of their goals speak in terms of a peculiailre-prone policy
process.” According to economist Albert O. Hirscimmihe fundamental
problem of developing nations lies in the inabilfytheir policy-makers
to make decisions that will induce development dwe certain
psychological and social structural inadequacies thhibit them from
bringing to bear the needed amount of knowledge aomdmitment to
make proper judgments about the allocation of nes®u
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Hirschman argues that it is fashionable for devielppountries to opt for
comprehensive or fundamental solutions to poliagbfms. The choice
that these countries make, according to Hirschm@ampounds the failure
of policy for two reasons. First, developing coiedrhardly possess
governments with the policy-making apparatus adeqtmthe task of
producing a comprehensive programme. Second, rtadequacy is met
with the introduction of policy ‘solutions -fromls&ewhere,’ usually from
advanced developed economies, solutions which arélyhsuitable to
local problems. The adoption of foreign solutiangurn, undermines the
capacity of local intellectual resources to aciawal problems, deepens
the underdevelopment of local talents and deprittesm of the
opportunity to master the problems on their owmger

The evidence for the failure-prone thesis providgdhe critical aspects
of the policy formulation and implementation pra@es A key activity in
policy formulation is goal setting. Policy makensdeveloping countries
engage in the elaborate exercise of goal settingrégting structures for
planning. As policymakers make a fetish of plannasy a basis for
development, it would appear that the more theyn#d, the less
development is achieved. Far from not trying, peheakers in
developing countries are, indeed, guilty of trying much to plan and set
goals and targets for national development. To wloatve attribute the
lag between the expectations and realisations dicypmakers in
developing countries?

The failure prone policy process thesis arguesgbhaty-makers in the
developing nations are guilty of setting unreatisgjoals. The thesis
argues further that the policy formulation procesgenders expectations
among the people which can hardly be matched byapacities of the
system. Goals are unrealistic because they ai@ sety comprehensive
levels, because decision makers lack reliable médion on which to
base their calculations and sometimes, because ptssibility of
expressing alternative policy options is eitherpepsed or non-existent.

The propensity for policy failure is pronouncedtla¢ implementation
stage of the policy process in developing countridge possibility of
carrying through with policy programmes and implet®y policy
choices is circumscribed by administrative, ecomorand political
constraints.

Administrative constraints include, among otheflg tack of trained
experts to administer the complex programmes argje@s which
comprehensive goals and plans demand and the wegatisequences of
the conflict of roles between elected politicalicgfholders and appointed
officials in the civil service bureaucracy.
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Public policies also fail in developing countrieschuse of lack of funds
to pay for the many projects and programmes tiedh&se policies.
Governments of developing countries are unablénante their projects
and programmes on account of the indebtednesgiofctbuntries and the
reluctance of international financial institutiotessustain the profligacy
and indiscipline which led to the indebtednessthm first place. Funds
from donor agencies are equally unavailable becaisthe severe
conditionalities attached to these funds which tgieg nations are
unable or unwilling to fulfill. In addition, the pacity of developing
nations to source funds internally is severely thui

Political considerations severely constrain  sudaésspolicy
implementation in developing countries. Many ofstaeountries belong
to the category of what Gunnar Mydal (1990) refdrte as “soft states.”
These states suffer from severe/acute social iipdiise such as
corruption, arbitrary enforcement of the law, lax oonexistent
enforcement of the law and abuse of power. Thetbo|zaies are without
prejudice to regime types and the standards of lina these states. A
major source of these social pathologies couldobatéd in the attempt
to enforce an amazing array of official restriccend regulations that
amount to an open invitation to bribery and payofise economics of
many of these countries are choked to death bymenable regulations
administered by innumerable persons.

Perhaps the social indiscipline alluded to abovellccchave been
moderated but for the comparatively underdevelopgdte of
countervailing powers in developing countries. thes words, there are
few checks on unrestrained and ‘abused power amairchnt executive
and its representatives.

The ‘failure-prone’ thesis is a frightening chasation of the empirical
world of policy-makers in developing countries. Tihmplications of this
thesis are doubly frightening especially in theerable judgment that
these countries are doomed to policy failures. Sucbnclusion is, in our
view, both uncharitable and defeatist. It is unithhte because it denies
altruism to policy makers in developing countrikess defeatist because
it signals a fatality by unwittingly denying the gsibility of efficacious
public policies in these countries.

In what follows, we shall account for the limitedpdanatory power of the
failure-prone thesis in terms of the neglect of dhalysis of the context
of social action which defines the possibilitiesl dimitations of policy-
making. What are the peculiarities of the policywiesnment in the
developing countries of the world and in what wdgshese peculiarities
affect the discharge of the policy-making functiorthese countries?
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In emphasizing the criticality of the context fbetanalysis of the efficacy
of public policies, we shall, following Claude AK&981), impress the

theoretical point that human beings (including ppimakers) are largely

products of their environment; that they do not iact vacuum, that

whatever it is they do, they do so always in respdo the necessities of
the situation in which they find themselves; ttre €énvironment, in other
words, shapes their values, preferences, attitadeédehaviour.

What, then, are the necessities of the conditiamden which policy-
makers operate in developing countries? This questalls for the
stipulation of the objective realities which conftgolicy-makers as they
seek to make policy choices.

A critical factor which conditions policy behaviour the developing
countries is economic dependence. Economic deperdsra feature of
post-colonial societies because the colonial mastever really left their
colonies, the fact of political independence ndtaianding. In the
Nigerian case, for example, the successor politg-eid not tight the
colonial system to change it but merely to inhetit The logic of
colonialism did not allow the Nigerian policy clagsbe anything more
than marginal economically being weak economicaliis class relied on
politics and mass mobilisation to come to powergddless of the long
period of ascension to power, the policy class resnaeak economically
partly because of the dependent structure of therited economy. As a
result of their weak material base the policy class#inues to use political
power for the accumulation of wealth.

But how is political power acquired? What, in otheords, is the nature
of politics or the form of struggle or competitict® control the

commanding heights of the state where the mairsigrs about public
policy are made and enforced? Political competivbriNigeria is very

intense largely because of the pervasiveness & gtaver. The state is
everywhere and its might appears boundless. Coofrgdtate power

assures the total dominance of the holders whilethérs remain losers.
The state subserves the interests of those whootdantuns by rules of

the dominant class and is, by implication, incapaiflmediating political

competition, as speculated in liberal politicaldhe

The linkage between the economy and policy behavisu very
instructive. A dependent economy coheres with aedeent state.
Together they breed a category of policymakers areamaterially weak
and who crave political power in order to amassltea

The implication of this linkage is that public poés are made on the basis

of political considerations. Major economic poliia Nigeria are replete
with economic irrationalities and have, therefdseen limited in their
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developmental impacts. Political considerationsegowthe utilization of
manpower so much so that critical positions whexkcp decisions are
taken about the commanding heights of the economiilled with those
who are politically safe, but who may have limitmad/or inappropriate
technical knowhow.

The political imperative of public policy decisions nowhere
demonstrated as in the expanding economic rolehef state. State
economic expansionism has been rationalized ouistitt grounds. But
it would appear that as the state’s role in thenenoty expands, so also
does the opportunities for appropriation by thoke wontrol state power.
Policy-makers have simply written themselves itte policy-decisions
they formulate and implement. State economic expanisas led, not
unexpectedly, to irrational and inefficient bure@eoies and parastatals
whose burden, especially with dwindling revenues bacome unduly
heavy on the socio-economy.

4.6 The challenge of public policy making

What are the possibilities of a success-prone ppliocesses in countries
with track records of policy failures? The subsigtisolutions to the
policy problems of developing countries have be®ortson success. It
may very well be a case of too many easy solutityisg around. It is,
for example, logical to blame government for polfejiures. After all,
government is assumed to have all the power tcatiboand create values.
Following upon this logic, we are inclined to wamthange the personnel
of government as though that in all that countsstituting successful
policies.

A lot of times, too, we blame our policy-makers falicy failures. This
is also a logical thing to do. We psychologised pineblem of policy
failures by perceiving it as something arising fribra defective character
of our policy matters that we judge as incapablenaking the correct
choices.

But we may very well be dead wrong. Our focus omegoment as the
root of policy failures may be misplaced by bringione government
down and installing or supporting a new one mayhame improved on
policy fortunes. Ake’ s argument is premised onubkeful distinction he
made between the ruling class and government stiggems effect, that
the ruling class is in power (always) while the gmument is only in
office: The import of Ake’s penetrating analysistist we concentrate
too much energy in reforming governments and g&tutions believing
that therein lies the key to a success-prone ppliogess and in so doing,
we leave virtually untouched our inherited depen@@onomic structure
and its corresponding state structure.
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Given the nature of the policy environment in depailg countries as
sketched in the foregoing, what would amount taitsmhs to successful
policy making are, indeed, no more than guidepdats.a start, it does
not appear that we could get anywhere near stipgléfie conditions for
up turning the failure prone policy process of thesuntries without
addressing the problems of the political contexpafcymaking.

Public policies can be made to reflect the intsre$the vast majority of
the people in developing countries if politics inese countries is
democratized. A crucial aspect of this processhes accommodation
rather than the repression of the political expoes®f dissent. The
capacity of the ruling class in developing natie@smobilize the vast
majority of their people around national purposesl golicies is

contingent on this accommodation. That, the rulthass has not been
sufficiently sensitive to this necessity is priniamesponsible for the
continuing failure of policy decisions in these nuies.

Democracy engenders effective policy formulation anplementation

in at least two ways. First, the institutions oivgmment would be able
to assume their constitutional role in the policyaking process.

Significantly, democratic rule is expected to erdgrthe participation of
the people in the policy making process througledliractions and
indirectly through their representatives.

Second, policy implementation can also be expettedome under
popular control. An absurd legacy of military rutedeveloping nations
is the almost total appropriation of power by thditary political
authorities and the civil service bureaucracy. Thdpability and
scandalous philistinism of the civil service bureraey in the decadence
of military rule deserves more attention than it latherto received.
Suffice it to say that during the period of militaule, soldier-politicians
and their civil service cohorts virtually ran awajth the government.
The promise of civil democratic rule in that goveent and its associated
agencies and processes would be subjected to twiostal scrutiny
especially through the legislative oversight of éxecutive branch.

4.7  Summary

In this unit, attempt has been made to discussela¢ionships between
institutional settings and administration. In aghdit the concepts of
government and policy were discussed as well asypoycle, theories of
policy process and problems and challenges of puddlicy making in

developing countries.

118



POL 722 FUNDAMENTALS OF PUBLICADMINISTRAN

Self-Assessment Exercise

1.

What are the elements of public policy?

a. Public policy is purposive or goal-oriented actimther
than random or chance behaviour.

b. Public policy consists of courses or patterns dioacby
governmental officials

C. Public policy is what governments actually do, mdtat
they intend to do or say they are going to do.

d. Public policy involves some form of overt governmen

action to affect a particular problem; it also ilwes a
decision by government officials not to take actitmdo
nothing, on some matter on which governmental
involvement is sought.

What is the relationship betweer politics and pubk policy?
The linkage between the study of politics and tiuelys of public
policy comes into bold relief when we examine theoretical
approaches that have been adapted to the anafydie @olicy
making process. A preliminary point of observaiti®that none of
these theories was developed for the study of pydalicy, “yet
each offers a separate way of thinking about podog even
suggests some of the general causes and consegusnoeblic
policy. A more significant point, however, is theanded role of
theory in policy analysis. First, theories of thaipy process are
intended as descriptive models for understandiegctiuses and
consequences of governmental action. Second, thesees are
also intendedly prescriptive, that is, they are nmative
specifications of what and how policies ought to be

How are the roles of theory in political analys?
a. Simplify and clarify our thinking about politics drpublic

policy;

b. Identify important aspects of policy problems;

C. Help us to communicate with each other by focusing
essential features of political life;

d. Direct our efforts to understand public policy ketby
suggesting what is important and what is unimpaytamd

e. Suggest explanations for public policy and predist
consequences.
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MODULE 4 POLITICS AND EFFICIENCY IN PUBLIC
ADMINISTRATION

Unit 1 Politics in Administration

Unit 2 Inter play of Political Institutions and Adnistration

Unit 3 Information Technology

Unit 4 Application of Information Technology to Hith

Administration

UNIT 1 POLITICS IN ADMINISTRATION
Unit Structure

1.1  Introduction

1.2 Learning Outcomes

1.3 Relationships between Administration and Ruliti
1.4  Debate on Administration/Politics Dichotomy
1.5 Summary

1.7 References/Further Readings

1.1 Introduction

The focus of this unit is to identify and disculse telationships between
administration and politics as well as the varialsbates on the
relationships. This is to enable the learner ouv@esome misconceptions
and ambiguity surrounding the relationships betwaeéministration and
politics arising from the multicultural and multdiplinary approaches to
it. You are therefore, expected to give the uniximnaim attention it
deserves.

1.2  Learning Outcomes
At the end of this unit, students should be able to

. Discuss the relationships between administratiahganiitics, and
o Understand the trends in the debates on admindgstrand politics,

1.3 Relationships between Administration and Polits

The relationship between politics and administratgoften viewed from
two perspectives. One viewpoint sees the relatipreshdichotomous; the
other perspective argues that both areas are weatlyldistinct but
interconnected. Perhaps the most notable exporfetiteodichotomy
thesis was Woodrow Wilson. In an article writteriBB7, he argued that:
“The policy of government will have no taint of miildom about it. It
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will not be the creation of permanent officials lmitstatesmen whose
responsibility to public opinion will be direct amdevitable”. Wilson’s
position has been reiterated by other scholars siscloodnow and
White.

According to White, whose book is reputed to befits¢ devoted entirely
to public administration, the general thrust of fieéd of administration
maintains that:

. Politics should not intrude on administration;

o Management lends itself to scientific study;

. Public administration is capable of becoming a @alfree science
in its own right;

. The mission of administration is economy and efficly.

However, there are other scholars who hold the sipp@iewpoint and
have argued that there is no rigid distinction tesw politics and
administration. One of the exponents of this positiAppleby has
remarked that, “public administration is policy nrak Public

administration is one of the numbers of basic jpalitprocesses by which
people achieve and control government”.

Since the beginning of the debate, some scholas ¢pane on to suggest
that public administration is more part of “managetscience” than

political science. Those scholars present stroegrétical reasons for
choosing management with emphasis on organisatieory as the

paradigm of public administration. Examples of dal®who advanced
this viewpoint are Henderson, Marchand, Simon, Bmaimson.

1.4  Debate on Administration/Politics Dichotomy

The entire trend of thought contained in the debate
administration/politics dichotomy has been well gmeted by
categorising the viewpoints into four competinggudgms which began
about 1900. The shifts began from about 1900 with'tfirst phase of
school of thought ending at about 1926, during Widate the dichotomy
between politics and administration was upheld.

The second paradigm 1927-1937 was the “high noamtbbdoxy” and
prestige of public administration which was mark®sdthe thoughts of
Henri Fayol and Frederick Taylor. This was the higbint of the
“administrative management” school. The debatdiattime insisted on
the existence of certain scientific principle ofradistration which could
be discovered, and administrators would be expertiseir work if they
learnt how to apply those principles. It was at #tage that POSDCORB
was introduced and popularised. This period wasv&d closely by a
third school of thought which produced scholare liderbert Simon,
Robert Dahl and Dwight Waldo. These scholars arghatl it was not
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feasible to develop a universal principle of adstiration. For instance,
Herbert Simon argued that instead of principle dinhanistration, there
should be a more human process of decision-making.

The third school of thought coincided With the babaral period in
political science, 1950-1970, when public admiistm focused on what
became comparative and development administra#arather name for
this approach was cross-cultural public administreAccording to Fred
Riggs, one of the prominent authors at the time,aim of comparative
administration was to use that field to strengtpeblic administration
theory.

Close to the same period as comparative public rmdtration, another
paradigm evolved, 1956-1970, which shifted attentidoward

“management science” or administrative science.s Tégpproach of
looking at public administration offered techniqued times highly
sophisticated, requiring expertise and speciabpatAt this time, it was
argued that instead of being part of political sce public administration
should remain in the area of "management scienbe. tliinking was
entertained that “administration was administrdtiamether in public,

business or institutional administration. Emphaisisthe study was
“organisational theory,” bureaucracy, whether pulbir private.

From public administration as management, the plis@ moved to what
may be considered the present state of the diseipthe new public
administration from 1970 to present which emphasitieat public

administration should be studied along with sciesmo@ society. The new
public administration reflects the new interestiing relationship between
knowledge and power, bureaucracy and democracyhnodmgy and

management, and technology and bureaucracy. Als®, period is

witnessing interdisciplinary programmes in scienteghnology and
public policy. Emphasis has shifted away from tlaglitional concern for
efficiency, effectiveness, budgeting and administeatechniques to a
new public administration much aware of normativeory, philosophy

and activism; thus, the new questions it raises @ameethics, the
development of the individual members in the orgamithe relation of
the client to the bureaucracy, and the broad proldé urban growth,

technology and violence.

In sum, therefore, political science and managenaet the major
influences on the present stage of developmentibligpadministration.
The present stage pays extra attention to areagahisation theory and
information science, emphasizing areas like theestacal government,
executive management, administrative law, anchaé questions which
seek to explain what the public interest is in anderacy and under a
highly bureaucratic set up that is confronted lghtiechnology.
Accordingly, core areas of the present state obthdy are:
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o Environment of public administration (ecology);

. Quantitative  methods, public budgeting and financia
management;

o Personnel administration

. Public policy

Details of the several phases of the developmepublic administration

among other things show that administration takéscep in an

organisation and also when administration takesepla a very large and
complex organisation, bureaucracy necessarily comiepractice.

1.5 Summary

In this unit, attempt has been made to discussela¢ionships between
administration and politics. In addition, the deblay various scholars on
administration and politics dichotomy were discasse

Self-Assessment Exercise

1. What is the relationship between administration andpolitics?
The relationship between politics and administratis often
viewed from two perspectives. One viewpoint seesahationship
as dichotomous; the other perspective argues ththt dreas are
not clearly distinct but interconnected.

2. What are the generalthrust of the field of administation?

a. Politics should not intrude on administration;

b. Management lends itself to scientific study;

C. Public administration is capable of becoming a ealfree
science in its own right;

d. The mission of administration is economy and efficly.

3. What are the core areas of administration?

a. Environment of public administration (ecology);

b. Quantitative methods, public budgeting and financia
management;

C. Personnel administration
d. Public policy
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UNIT 2 INTER PLAY OF POLITICAL INSTITUTIONS
AND ADMINISTRATION

Unit Structure

2.1  Introduction

2.2  Learning Outcomes

2.3  Relationships between Administration and Ruiti
2.4  Debate on Administration/Politics Dichotomy

2.4.1 Legitimating Political Institutions
2.4.2 Political Institutions as Forms of Socialn@nation

2.5 Summary
2.6  References/Further Readings

2.1 Introduction

The focus of this unit is to identify and operatibse the concepts of
administration and political institutions. This is enable the learner
overcome some misconceptions and ambiguity suriogritie concept
of administration and political institutions arigifrom the multicultural

and multidisciplinary approaches to it. Includedtl® legal basis of
political institutions, political institutions asfms of social domination,
gender as a means of legitimating social instihgjorelationship of
Administration to political institutions and conkraf behavior in politics

and administration. You are therefore, expectegivte the unit maximum

attention it deserves. It should be noted thatdiseussion in this unit
draws extensively from experience of France asia o&se study.

2.2  Learning Outcomes

At the end of this unit, students should be able to

o Understand the different definitions of administratand political
institutions,

. Describe the legal basis of political institutions,

. Discuss how gender serves as a means of legislabfigcal
institution, and

o Explain how behavior is control in politics and adistration.

2.3 Administration

Simply defined, administration is the organizatiand direction of
persons in order to accomplish a specified enchdperthe simplest and
shortest definition of administration is the oneiathsays; "when two
men cooperate to roll a stone that neither couldenaone the rudiments
of administration have appeared" (Thompson, et19h80). Generally,
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administration refers to the organization and manant of man and
materials to achieve the goal of any collectivitypeople. Administration
must exist in any organisation set-up for a defipagbose or objective.
Whether you think of the Church, the army, a souvialfare agency, a
university, an industrial or business concern orparely social
organisation, there has to be administration becaash one consists of
human beings brought together in a hierarchicaupetaking use of
tools, equipment, human and material resources, #ile quest to attain
the objective for which the organisation is estti®id. Thus, the Bishop
in the Church, the field Marshal in the army, theewchancellor in the
University, the managing director or chairman ofradustrial or business
enterprise, each has under him a hierarchy of slifmtes, each with
functions and responsibilities assigned for theoagdishment of the
objective or purpose of the organization. This psscrequires planning,
organization, command, coordination and control.oAthese constitute
administration (Adebayo, 1994; Murray, 1974).

2.4  Political Institutions

While studying institutions as a key aspect ofgbeial sciences, analysis
of the institutions must directly be involved ineegising political power
(the government, parliament, the presidency, etbirh long failed to
make it onto the research agenda. This lack ofe@stecan largely be
explained by the division of research topics betwksgal studies and
political science. Political science set itself feom law by addressing
topics that were not pre-empted by legal specsa(istectoral behaviour,
political parties, etc.) leaving the latter to thnopoly on studying
institutions. The renewal of studies in comparapwedtics in the 1970s
and 1980s and later the spread of the neo-institalist trend in France
in the 1990s, had little effect on this state d&iaé. At most, political
institutions were included as explanatory varialaeanalyses of public
policy, international relations, or social movensenihey did not,
however, gain the status of a subject in and aheves among social
science researchers and this field of inquiry tfeeeeremained a science
of constitutional texts.

However, constitutional texts can in no way fullycempass the reality
of political institutions. Parliament, for examplar exceeds the functions
and rank conferred upon it by the 1958 Constitutidhile today it only
has a secondary position in the circuit of politiecisions, it nonetheless
remains crucial for anyone interested in politissagrofession and, more
broadly, in political representation. First, singaiblic funding for
political parties was indexed on the legislativecébn results, it has been
a major trophy in party competition. Second, @l a necessary gateway
for Ministers as well as a key locus for professiation where actors
can build up indigenous capital on the ground.
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It is therefore possible to produce knowledge alpmlitical institutions

that goes beyond that afforded by the legal scen8énce the early
1990s, certain researchers in political scienceshawsued this goal.
While they could not be called a school as sucty tto nonetheless all
openly subscribe to the approach that Jacques Veagand Bernard
Lacroix formally defined in a pioneering book eletitLe Président de la
Républiqueconsidered a seminal work in this field of inquimyFrance.

In terms of hypotheses, key issues, and ways afliaiimg research, their
approach differed from the English-language stutiesag conducted at
the same time under the banner of neo-institutismallt was first and
foremost characterised by its empirical naturesBoiciology of political

institutions rejected disciplinary boundaries, c$iog instead to use
investigative  protocols combining sociological, tbrgcal, and

anthropological methods (archival research, etheqmgc observation,
interviews, prosopography). The researchers intopresll refused to

subscribe to any one theoretical trend, showinigasitation in combining
perspectives often considered mutually exclusivéherother side of the
Atlantic (for example, rational choice, symbolictdractionism, and
genetic structuralism).

However, this empirical stance did not mean thatytleschewed
theoretical ambitions. Quite the contrary, the elativere a central
component in how they construed their subject. Kéwe research issue
they addressed in their studies was the way in poltical institutions
can objectify the social order. Put differentlyeithprimary aim was to
fully embed political institutions in the social vid. French researchers
are less interested in institutions than in proegess institutionalisation
and their aim tends to understand the links betwiese processes and
the social order. In doing so, they can be saidetgursuing an avenue
opened up by Max Weber, according to whom dominatiwhen
exercised over a large number of individuals iasdihg fashion, requires
political and administrative apparatuses tasketl miaintaining belief in
its legitimacy.

Broadly speaking, two main lines of research cawmlibenguished from

this perspective. The first is macro-sociologicadl @ims to understand
the processes through which political instituticae invested with

socially shared beliefs that legitimate the wayitfmall power is exercised
in contemporary democracies. The second is morersaciological and

examines the conditions under which relations ofmidation are

reproduced or transformed within institutions. Thescond line of

research sheds complementary light on the firstdeitonstructs the
relations of domination that tends to be objecédaby the legitimation

of institutions.
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The power that institutions exercise over individua a key issue in this
field of inquiry. For a long time, this question svaddressed in two
mutually exclusive ways: on the one hand, the lideEmile Durkheim
and Michel Foucault, to name the most renowned,wsHo that
institutions had the power to discipline bodies amdds; on the other,
people such as Erving Goffman and Anthony Giddemplasised
individual actors’ margin of freedom and their #hilto play with, and
even subvert, institutional rules. However, as dasglLagroye and
Michel Offerlé have noted, studies devoted to malitinstitutions are
strikingly different from their predecessors insthegard. Insofar as they
pay careful attention to the heterogeneous natfireelationships to
institutions, they immediately reject this binarpocce. Rather than
judging the degree of constraint exercised oveoracby objectivated
bodies of rules and beliefs, they strive to shoantarious ways in which
actors engage with these rules and beliefs.

2.4.1 Legitimating Political Institutions

Of course, contemporary democracies are not ongedban beliefs.
Political regimes are held together in various wayghorities that have
the right to use physical violence have monopolgrdthat violence, but,
additionally, the interdependent relations linkiingse who govern and
those who are governed are based on a range ofamyet and
interpersonal obligations. Nonetheless, short ohalestrating that the
layperson’s relationship to political institutiors only ever indifferent,
submissive, and/or self-interested, the relativelyust nature of regimes
cannot be fully understood without analysing tHerange of beliefs that
legitimate how political power is exercised and tthacrease the
likelihood of people being willing to abide by decisions. This research
hypothesis raises at least two questions. Whatefisellegitimate
democratic political institutions? And how are tHeyged, that is to say
by whom and through what processes?

Answers to these questions were first providedhie wake of Max
Weber’'s work. According to Weber, the contemporstgte is modern
insofar as it is based on rational legal dominatighich in turn rests on
a belief in the legality of enacted rules and tigatrof those elevated to
authority under such rules to issue commands. woilp on from this,
some researchers have underscored the key roldhthdaw plays in
contemporary democracies: as the official languafeénstitutions, it
lends them legitimacy through the weight of its @argonal, general form;
as a doctrine relating to how public authorities arganised, it tends to
mask the arbitrary aspect to power by disemboditinigp other words,
these studies shed light on the creation of a tislad is fundamental to
the legitimation of democratic political institutis, namely the belief that
they are neutral. This serves as a veritable fndnth, as James G. March
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and Johan P. Olsen explain, long prevented thiginsfic analysis. More
specifically, by retracing the genesis of Republiceonstitutional
doctrine, looking at how it became autonomous frotitical power, or
examining how it is used in the government of inégional institutions,
such research sheds novel light on the socio-mifeal conditions of
political legitimation without slipping into sociodjy of conspiracy. Due
to both their professional ethos and the spedéibf the legal field, legal
specialists are in fact the first to subscribe hie justifications they
produce. As for political leaders, the legal fortimay of their positions
constrains their actions just as much as it legites them.

Article 5 of the 1958 Constitution, as we knowi,tifiss the exceptional
powers of the President of the Republic given die ofarbitre (with its
dual meaning of both arbitrators, in the legal senand umpire).
However, as a consequence of this legal definaidhe presidential role,
those who take it on then find themselves distaricad party support,
which can place them in somewhat of a double bihdmit comes to re-
election. In February 2016, for example, when arjalist from radio
station France Inter asked President Francois kiadlavhether he was
“still left-wing”, he responded spontaneously, aa prisoner of the legal
definition of his role, “I'm the President of theepublic...| represent all
French people” drawing sarcasm and caustic commiata many
editorialists and left-wing voters.

The fact remains that while these studies haveiderably enriched our
knowledge of rational legal domination, researchttm legitimation of
political institutions cannot stop there. Firstting in Weber's work
allows us to think that this is the only kind ofndimation that subsists
today, despite evolutionist readings of the différ®rms of domination
he describes iEconomy and SocietAs Weber explains, they are only
ideal-types, which are neither successive nor eskatu Studies analysing
charismatic phenomena in the most bureaucratisgdssof law have
clearly demonstrated this and it is particularlyetiof the Fifth Republic.
As Brigitte Gaiti has shown, its legitimation wassf and foremost
predicated on General de Gaulle as a figure armisdiprophetic” Bayeux
speech. His charisma was routinised in such a \wdg alace the future
of the regime in the balance and was a key isspelitical competition
during the early years of the Fifth Republic, whigd a lasting impact
on the presidential role. The case of French palitinstitutions, while
emblematic, is far from being exceptional. As otsterdies have shown,
the construction of European institutions also owwsch to the
charismatic communities that formed around Jean ridband Pierre
Henry Teitgen.

Second, certain observations relativise how importhe law is in
legitimating contemporary political institutionsir$t, voter abstention,
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radicalisation, and civil disobedience all indicateat a substantial
number of citizens do not necessarily subscribethis level of
justification. It is also likely that many people¢luding those with high-
level qualifications, do not have the necessargll&gowledge to think
of political institutions in legal terms. Furtherrep while the legal
framework of political life has developed consid#yeover the last thirty
years, certain positions of power remain bound riegame that is almost
entirely exempt from the law. The Prime Ministedamore broadly, the
government, offer a case in point as their scopaabivity is largely
undetermined by law. For all these reasons, andvtmd remaining
confined to legal discourse about political ingtdns — which actually
contributes to rational legal domination — researsthave also examined
the hypothesis that the legitimacy of democratstiintions is based on
their capacity to be identified with certain sociarms.

2.4.2 Political Institutions as Forms of Social Dmination

Political institutions, as we know, are particuadlitist. On this point,
the statistics are incontrovertible: the higher tmuks in the hierarchy of
political institutions, the stronger the social over-selectbits staff. For
a long time, however, this specificity was explaiity exogenous factors
such as the aristocratic nature of recruitment gaaces — elections,
nomination, coopting and the fact that the senggotifical competence
was unevenly distributed within society. It is omlth the development
of studies on the “profession” of elected officehd on the political
profession in general that these explanations weapplemented with
endogenous factors, specific to the institutiorsntkelves. These new
studiesdemonstrated empirically that institutions are ooty defined
legally, they are also socially constructed.

First, holding political office means taking on ttade of elected official
and this comes with certain social expectationgséhmay sometimes be
weak or unclear in relatively recent institutiorrstioose little known to
the public. However, within the most establishestitntions, such as the
Presidency, these expectations serve as presasptietermining the
behaviour of those post-holders. For example, 8stiparty mayors
proved unable to subvert the mayoral office as tray originally hoped.
Quite the contrary, in fact: the various interagtian which they were
caught up as councillors (with tiReéfet the administration, the voters)
progressively socialised them to the norms of thae as “notables”.

Second, whatever the expectations weighing on thes rof elected
officials, advancing irConseils municipayxParliament, etc. requires a
certain political know-how, linked particularly tpublic speaking —
eloguence, repartee, humour — that are not evestiykaited throughout
society. It is therefore not enough to be electearder to become a fully
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legitimate member of parliament, something thatfite¢ working-class
parliamentarians discovered at their expense, @dalh the Poujadist
tradesmen who joined thessemblée nationala 1956 and the first
elected officials from the Front National party. ¥ther in the ranks of
the Assemblée nationateelf or in the press, these socially atypical
parliamentarians faced stigmatising social judgmethiat discredited
them as representatives.

What is true for class is also true for gender.eaAdy as 1988, Mariette
Sineau showed that political institutions, whiledhetically universal,
were in reality gendered and gendering. In otherda/othey forced
female elected officials to imitate the virile belwur of their male
counterparts. In this regard, while the parity iawoduced in June 2000
offers an unprecedented way of promoting womenoailitips, it has not
necessarily made the task any easier for the womaening to pursue a
career in the field. Elected due to their sex, thegetheless still have to
conform to the masculine norms of the role in ordeavoidsymbolic
sanctions. Political institutions are therefore nadt mirrors reflecting
existing social inequalities: they also contributeiady to the unequal
distribution of power in society between classegges, and races.

2.5 Gender as a means of Legitimating Political Btitutions

Studies on women in politics do not, however, symgbnfirm that the
universal is masculine here as it is elsewheresufug an avenue opened
up by historian Joan W. Scott, they also show ‘thahder is a primary
way of signifying relationships of power”. In otherords, it can be
analysed as a political language that not only tesednierarchy and
structure in the social world, but also makes tbiipal organisation of
society’s objective by naturalising it. Elsa Dotdivork on plantocratic
regimes is a prime example. She shows that, as#ridafior race”, gender
served to justify the domination of a minority eWliites” over a minority
of “blacks”. However, these political uses of gendee far from
remaining confined to obsolete regimes in faraveayls.

Of course, in the relatively closed circles of podél activism in
contemporary democracies, there is little scopecfaming a gendered
political identity. Gender is nonetheless extremphesent in public
commentary of political life and particularly inymalistic portraits
where specific features of this language makeriiqdarly “efficient” in

a field as differentiated and conflictual as po$itiAbove and beyond the
fact it relates to the “nature” of things, i.e.th@ things considered most
self-evident and indisputable, it is also univdysghared. In other words,
unlike legal language, it can be understood byyerex including people
who have little political awareness. Consequerntlygan contribute to
mobilising public opinion around political views @rparty loyalty.
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However, it also serves to naturalise hierarchietdtionships between
positions of power that are not framed objectivghthe rule of law.

This is the case, for example, where the PresiBanté Minister
relationship is concerned. It is largely undeterulity law, in terms of
both the boundaries of competence of each rolerenkierarchy between
the two. Significantly, the press talks about tRegsident/Prime Minister
couple” and their “divorce” when certain heads ogrnment leave the
role. Similarly, when, in 2005, the President méde Minister of the
Interior (who was the leader of the majority at thee) second in the
order of precedence instead of the Prime Minidtes unprecedented
configuration within the executive was describeddménage a trois
The rhetoric used to frame these situations isthez neither legal nor
even political but domestic. Above all, in this dmrage, the Prime
Minister is positioned on the side of the domin#edinine gender to the
extent, in fact, that it can create gender trodbtehose who take on the
role.

In the Fifth Republic, the Prime Minister is thader of the government
but not of the executive. Periods of cohabitatisiie, since 1962, the
leader of the government has always played theotsary” role and even
more so when appointed during the president’s téris.striking to note
that, in the press, political actors who acceps thie tend to be framed in
feminine terms. In other words, the qualities dwxlito them are those
usually associated with women in politics (listepibeing discreet, being
likable, etc.) and journalists’ attention focusesan unusual degree on
their families, bodies, and clothes. These feminitkentity markers
attached to political leaders can be analysedvesyaof naturalising their
subordinate position in the hierarchy of executigewer, while
symbolically preserving the gendered order of thaad world.

Having underlined the role of law and legal spesialin producing the
beliefs that legitimate how political power is ongged, current research
now highlights the role played by gender and jolist& In this regard,
the rise in work on gender in communication andimsetlidies — whether
in information and communication technologies goatitical science has
contributed to furthering knowledge about the leggtion of political
institutions. From this perspective, that legitimoat appears less
grounded in reason (legal, economic, etc.) thanature. To use Mary
Douglas’s terms, because they are linked by anatogyaturalised
elementary classifications, such as the male/fendiéde, political
institutions “are part of the order of the univeasel so are ready to stand
as the grounds of argument” . What remains to lskerstood is how, on
a concrete level, they contribute to founding theia order.
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2.6  Relationships of administration to Political hstitutions

This particular stance can be explained in two waye first stems from
the specificity of political institutions. They angart of a relatively
autonomous universe of practices, which is alsaatttarised by its
extremely competitive nature. As evidenced by they wresidential
candidates include constitutional reforms in theanifestos — and even
more so by the way elected Presidents tend to ergohe reforms —
defining political institutions is one of the majtophies in political
competition, alongside gaining power. Moreover,this universe of
institutional practices, there is no formal sosation when it comes to
actors’ behaviouand, to some extent, the recruitment of the peapie
work in political institutions escapes the conwblthose who run them.
Given the reality of the field, trying to understiarthe variable
relationships between political institutions andittactors was therefore
more a necessity than an epistemological breaktivélpast. The second
reason lies with researcheligido sciendi As Bernard Lacroix and
Jacques Lagroye explain in their introductionPtésident de la
République the original aim here was to break away from the
presuppositions inherent to legal analysis andquéarly with any reified
view of the research object at hand. In this cantemile Durkheim’s call
to broach social facts as “things” seemed less ofiarity that Max
Weber’s call to understand actors’ motivations.

This stance was first expressed conceptually tHroadefinitions of the

notion of “role”. In a key interview with the joushPolitix, published

under the somewhat telling title “We are not sutgdcto our roles”,

Jacques Lagroye defined a “role” as a “set of behas linked to an

institutional position which enable that positiandxist, which make it
perceptible to others”. At first glance, this défon might seem vague.
However, this is far from being a limitation; oretbontrary, it is precisely
where its value lies: as well as encouraging usotk as closely as
possible at practices and collective representatmminstitutions, this

definition offers a way of ‘escaping the futile ¢@st between
approaches framed in terms of how roles are leamphasising a certain
“institutional logic”, and interactionist analysighich, on the contrary,
tends to present roles as behaviour resulting ysdfe the partners’

expectations’.

On a methodological level, this stance mainly tiaes! into qualitative
approaches. More often than not, it generated etaphic style
monographs studying “the dynamic encounter betwedmat is
objectivated and how people engage with that” @ase-by-case basis.
However, with the recent rise of legislative stsdieFrance, quantitative
methods are now also being used to create typaadiearliamentarians’
behaviour and the different ways in which they perf the role of
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representative. However, whatever the protocolsl asel whatever the
institutions studied, these studies all lead to shene conclusion: the
relationship between the institution and its actiers co-constructed,
dialectic relationship. Political institutions agpeto be continually
shaped by the actors in a position to engage ipthetical and symbolic
struggles involved in their social construction. iglaver, and in relation
to this, the power wielded by these institutionsweat simply be
compared to that of a police force tasked with rtaaning the existing
social order. Th€onseil généradffers a good example in this regard.
On the one hand, this institution plays an impdrtate in socialising
people to political careers by allowing some ohismbers to go beyond
the locally-rooted nature of their office. On thther hand, it is torn
between an “instrumental” rationale, which tendsstuce its role to that
of a front-line desk dealing with social action,daa “politicisation”
rationale, introduced by certain politicians whddhdual mandates as
Councillors on this assembly but also as parliaamants at
the Assemblée nationalén some cases, this co-construction can produce
social changes, even under authoritarian regimase¥ample, far from
consolidating the pershmega’s power, the progresaitonomy of the
Iragi-Kurdistan parliament underway since the mid@s has in fact
weakened it. Within this institution, elected offfils’ social and political
identities, as well as their allegiances, havetesthifis partisan resources
have given way to academic qualifications.

Non-collective political institutions, such as tliesidency, are no
exception in this regard. The presidential roleFnance is commonly
described as having been tailor-made by and foGéeeral de Gaulle,
who viewed the role as that of an arbiter — bottadmtrator, in the legal
sense, and an umpire — detached from any partiaaffn. However, it

has in fact considerably evolved since election diect universal

suffrage was introduced.

From as early as the 1965 vote, the role becaniigcs@d under pressure
from the left wing, to the extent that electingaadidate with little or no

party capital seems impossible today. At the saime,tdefining the

presidential role became the main prize in a symlsdtuggle where the
social value of economic capability was at stakeng with the social

value of the groups who could take advantage éfitthough this struggle
also went beyond this, it culminated in the 196&spmtential campaign
when the General de Gaulle was forced to defendd¢bromic results of
his first seven-year term and to publicly acknowledhe importance he
placed on economic issues in playing his role.

Of course, these counter-intuitive examples at@eénminority. But they

do remind us that, in political institutions moreah anywhere else,
relationships of domination are never fixed: theg aonstantly being
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(re)decided. Even when domination seems to be &mteand not
particularly conflictual, for example among the eommist intellectuals
studied by Frédérique Matonti, this relationshim csill entail ruse,
double talk, or criticism. It therefore produces anly consensus but also
tension and compromises. And when this dominat®mmaintained
despite legal measures aimed at reversing it, Xamgle in the case of
the French assemblies that are supposed to rgsaett, this is not an
iterative process that reproduces the existingasdo identically —
instead, it is a reconstructive process, in whitthdominant only manage
to keep their positions through various more o8 lesstly investments.

2.7 Control of Behaviour in Politics and Administration

Broaching political institutions as a heterogeneocsnflictual, and
shifting group of human beings logically means examg how
behaviour is regulated within them. On this ponesearch has largely
drawn on knowledge from the field of political solcigy. Political parties
are known for serving as “recruiting officefgr political leaders. This is
where actors are socialised to politics as a psajes it is also where
those who want to exercise power are chosen, bodlugh the processes
selecting nominees for elections and, more recetiittpugh the primary
elections for presidential candidates. It has lbegn established that
voting systems have an impact on the compositiondeifberative
assemblies. In this regard, the preference fonglesimember plurality
system in the legislative elections is not insig@iht. As well as
restricting political pluralism by creating parli@amtary majorities, it also
gives an advantage to outgoing parliamentarianshasddiscriminatory
effects on outsiders to political competition. Nethieless, this kind of
control over the selection of politicians does goarantee control over
expected behaviour. This is apparent in the lackiscipline regularly
shown by majority parliamentarians as well as &yrttany conflicts that
have rocked the history of President/Prime Minisedations under the
Fifth Republic outside periods of cohabitation atespite the fact the
President has almost sole discretionary power poiggping a government
leader who will not dispute presidential precedemdthin executive
power.

As well as these processes aimed at controllingiitecent, there are also
practices aimed at managing behaviour. Daily moinitp
atMatignonallows Presidents to try — more or less succdgstulto
control their Prime Ministers. This is first anddanost done via members
of the presidential offices that mirror the Priménidter’s offices. They
are constantly in contact with members of the ottiéices, attend all
inter-ministerial meetings, and sometimes even &ypktignon
Ministers are also a means of control over the @Mimister given that
the President signs the decrees appointing theims.prarogative allows
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Presidents to control the make-up of the governnaent also to keep
Prime Ministers away from certain issues, which #ren dealt with
directly at theElyséewith the Minister in question. This can also besy
of marginalising Prime Ministers within the goveram, by surrounding
them with Ministers whose loyalties lie more withetPresident. For
example, following defeat in the 2014 municipalcéilens, President
Francois Hollande replaced his friend Jean-Marcaéigrwith one of his
main competitors for thElysée Manuel Valls; however, he only slightly
reworked the government itself, thereby isolatimg new Prime Minister
from his most direct supporters. Parliamentaryidige is also based on
both voluntary and forced submission on the part mdjority
parliamentarians. While it is in their interest fdre government to
succeed, observation of the majority parliamentaoup shows that, in
fact, a complex set of allegiances, self-controlleapes, direct and
indirect pressure, persuasion, and negotiationallokinds, determine
whether members follow voting instructions.

As Damien Lecomte has shown, the socialist parligarg group — which
had a majority in thé&ssemblée nationalender the fourteenth legislative
term — was entirely focused on the quite tricky ktasf
regulating/channelling parliamentarians’ behavidtre key function of
the group’s bureau is to ensure that members tibpant are present in
plenary sessions, but it also manages its memahetisities very closely
with a view to ensuring they follow the internales. According to these,
bill proposals and amendments should only be suédiib the bureau of
the Assemblée nationalefter gaining approval from the parliamentary
group. While it is possible to depart from thisesubmendments signed
by the group are more likely to be adopted in phersessions, if only
because one of the roles of the bureau (and tip@rigur) is to negotiate
such amendments with the minister in charge oftitleln cases of
persistent disagreement, however, the group’s bunea limited means
through which to put pressure on its troupes. $Sanstdo theoretically
exist, but are rarely applied because they ardivelg ineffective. It is
therefore easier for the bureau to negotiate diseipn return for certain
collective resources — requesting legislative repqrutting forward bills
in the name of the group, asking questions at gouent “question time”,
etc. The bureau can determine how such resoureadisdributed within
the group and potentially restrict access to themamy “disloyal”
members. However, this remains an imperfect mearomtrol: first,
these resources are relatively rare, and secondy maembers of
parliament are quite happy to hold office withoueebeing a rapporteur,
having a slot in question time, or putting forwaamy legislative
proposals.

However, the power of political institutions canyhe fully understood
when we also take into account that behaviour $® alontrolled in
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unintentional ways. As several studies have shaworder to understand
how actors, conform to the institution’s requirertsent is necessary to
look at how their work is organised. For examphe, $ystem of different
meetings involved in the deliberations of inter-ncyral bodies operate
as “a series of ‘sieves’ calibrating and filteridgbates and decisions
before they arrive in front of théonseil. This considerably reduces the
possibility of conflicts arising in th€onseilitself and leads, de facto, to
a “consensus regime” in which party resources anddect are
ineffective. Similarly, studies on women in polgibave shown that the
dual segregation — vertical and horizontal — afifectfemale elected
officials in parliaments worldwide is also linkeallitow work is organised
through specialist committees in these sorts oferabfies. This
bureaucratic organisation based on specialisatimcoweages female
elected officials to turn to their field of sociogbessional competence.
Given current academic and professional careersp#ifs tends to lead
to women being mainly present on committees deviatéslocial” and/or
“cultural” affairs, which are less strategic ardasbuilding a career in
politics.

Finally, in the same line as Michel Foucault's wgokagmatic sociology
has shown that behaviour is also controlled throtighmost material
aspects of institutions. As Jean-Philippe Heurtas fexplained, the
architectural apparatus of parliamentary assendayns used since 1789
— face-to-face, circles, hemicycles, etc. — contab to ordering speech
within the institution. More recently, Delphine @ay has looked behind
the scenes at tHealais Bourborand highlighted how important
administrative staff — stenographers, administsatbailiffs, etc. — are in
the way practices are institutionalised at Assemblée national®y
reminding us that institutions are above all matibaties and things,
these studies pave the way for new avenues thaimeim be explored.
They encourage the sociology of political instiba to stop focusing
solely on professional politicians and to also addr other aspects,
including the everyday activities which have ofteren ignored (because
they are considered marginal and not strictly mally and yet which
contribute to perpetuating the institutional order.

Today, analysis stands to gain the most from pogsuesearch at the
margins of political institutions. First, becausgmanistrative staff are
often attached to political institutions on a mdoag-term basis than
professional politicians and therefore carry witlerh an institutional
memory that contributes to routinising practicesisTis particularly true
for the General Secretariat of the governmentGheeral Secretariat of
theElyséeand the administrators at tAssemblée nationaknd

theSénat It would also be reasonable to assume that beczusw they

are trained (often in legal studies) and selectbdoggh competitive
entrance exam) and because of their status (usciailyservants) and
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their missions (providing solely technical assis&nthese actors tend to
identify with the institution more than the polians whom they serve.
Their relationship to the institution certainly weants analysing to the
same extent as that of political actors.

Moreover, certain institutional actors are in aigafar heuristic position,
at the intersection of several social and instndi worlds. This is
particularly true of members of Ministry officesdathe staff of elected
officials, but also presidents of Parliamentaryup®, rapporteurs, etc.
Focusing on these individuals could address twdhefblind spots in
current research. Until now, political institutiomave been considered in
isolation, resulting in segmented knowledge of4pace they compose.
Working on people who lie at the intersection oWesal political
institutions would offer a way of understanding timpact of the vertical
and horizontal interdependent relationships linkittgem together.
Finally, certain actors also play a role as anrfate with the public. For
example, a team of sixty-three people sorts thrahghcorrespondence
received by the President of the Republic and mdpdo the requests,
complaints, and comments sent to Eigsée And when people appeal to
their elected officials, in town halls or local a&tituencies, it is the
representatives’ staff who deals with their comphki Studying these
“marginal” actors and their activities would theyed afford an
understanding of the relationship between ordimdtigens and political
institutions, an issue that is all too often leftihe remit of opinion polls
and communications advisors.

2.8 Summary

In this unit, attempt has been made to discussela¢ionships between
administration and political institutions. In addit, the legal basis of
political institutions, political institutions asifms of social domination,
and gender as a means for legitimating politicadtitations were
discussed. Added is behavioural control in poliosl administration.

Self-Assessment Exercise

1. DefineAdministration .
Simply defined, administration is the organizateom direction of
persons in order to accomplish a specified endhdper the
simplest and shortest definition of administrati®the one which
says; "when two men cooperate to roll a stone reéher could
move alone the rudiments of administration haveeapgd”
(Thompson, et. al. 1950).
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2. Describe political institutions.
Political institutions, as we know, are particwaelitist. On this
point, the statistics are incontrovertible: thelt@gone looks in the
hierarchy of politicalinstitutions, the stronger the social over-
selection of its staff. For a long time, howevhrisspecificity was
explained by exogenous factors such as the arstoarature of
recruitment procedures — elections, nominationpting — and
the fact that the sense of political competence wasvenly
distributed within society

3. How is gender used in legitimating political instititions?
Studies on women in politics do not, however, singanfirm that
the universal is masculine here as it is elsewhetgsuing an
avenue opened up by historian Joan W. Scott, tlseyshow that
“gender is a primary way of signifying relationskipf power”.
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UNIT 3 INFORMATION TECHNOLOGY
Unit Structure

3.1 Introduction
3.2 Learning Outcomes
3.3 Information Technology
3.4 Electronic Data Processing
3.4.1 Data Storage
3.4.2 Databases
3.4.3 Data Retrieval
3.4.4 DataTransmission
3.4.5 Data Manipulation
3.5 Database Problems
3.5.1 Emall
3.5.2 Search System
3.5.3 Perspectives
3.5.4 Commercialand Employment Perspective
3.5.5 Ethical Perspectives
3.6  The Need for Computer Security
3.7 References/Further Readings

3.1 Introduction

The focus of this unit is to identify and 147pevatlize the concepts of
information technology. This is to enable the lemrovercome some
misconceptions and ambiguity surrounding the conoépnformation
and technology arising from the multicultural andilidisciplinary
approaches to them.

3.3 Learning Outcomes

At the end of this unit, students should be able to

o Understand the different definitions of informatioand
technology,

. Describe the legal basis of information technology,

. c.Discuss the usefulness of information technology

3.3 Information Technology

Information technology (IT) is the use of computéos create,
process, storestrieve, and exchange all kinds of electronic datd
information. IT is typically used within the contewf business
operations as opposed to personalor entertaintaenhologiesIT
forms part of information ancommunications technology (ICT). An

147



POL 722 FUNDAMENTALS OF PUBLICADMINISTRAN

information technology system (ITsystem) is generally an
information system, a communications system, omengpecifically
speaking, a computer system — including all haréywsoftware, and
peripheral equipment — operated by a limited graup users.

Humans have been storing, retrieving, manipulatingnd
communicating information since the Sumerians insdp®tamia
developed writing in about 3000 BElowever, the ternmformation
technologynits modern sense first appeared in a 1958 aipigblished
in the Harvard Business Reviewauthors Leavitt and Whisler
commented that "the new technology does not yee hawsingle
established name. We shall call it information textbgy (IT)." Their
definition consists of three categories: technigwesprocessing, the
application of statistical and mathematical methodtecision-making,
and the simulation of higher-order thinking througlomputer
programs.

The term is commonly used as a synonym for compuied
computer networks, but it also encompasses other information
distribution technologiessuch as television arddpteones. Several
products or services within an economy are assatiawith
information technology, including computer hardwassftware,
electronics, semiconductors, internet, telecom pegent,and e-
commerce.

Based on the storage and processing technologipbysd, it is
possible to distinguish four distinct phases otlEvelopment: pre-
mechanical (3000 BC — 1450 AD), mechanical (145048)8
electromechanical (1840—1940), aal@ctronic (1940 to present).
This article focuses on the most recent perioc:{eaic).

Information technology is also a branch of compust@ence, which
can be defined as the overall study of proceduractsire, and the
processing of various types of data. As this feddtinues to evolve
across the world, the overall priority and impodamas also grown,
which is where we begin to seethe introductior@hputer science-
related courses in K-12 education.

However, concerns have been raised about thisHattmost schools
arelacking advanced-placement courses in thik fiel

This is the Antikythera mechanism, which is congdethe first
mechanical anal@gmputer, dating back to the first century B@eas of
computer science were first mentioned before tHg04nder the
Massachusetts Institute of Technology (MIT) anduded University,
where theyhad discussed and began thinking of atanpircuits and
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numerical calculations. As time went on, the fieid information
technology and computer science became more corapkbxvas able
to handle the processing of more data. Scholatigies began to be
published from different organizations.

Looking at early computing, Turing, Eckert, and Maly were
considered to be some of the major pioneers of atenpechnology in
themid-1900s. Giving them such credit for thewvelepments, most of
their efforts were focused on designing the firgitdl computer. Along
with that, topics suchas artificial intelligencegan to be brought up as
Turing was beginning to question such technologhetime period.

Devices have been used to aid computation for Hralss of years,
probably initially in the form of a tally stickThe Antikythera
mechanism, dating from about the beginning of its¢ ¢entury BC, is
generally considered to be the earliest known mechh analog
computer, and the earliest known geared mechar@@mparable
geared devices did not emerge in Europe untilG@tiredentury, and it
was not until 1645 that the first mechanical caltar capable of
performing the four basic arithmetical operatioras\weveloped.

Electronic computers, using either relays or valbegan to appear in
the early 1940s. The electromechanical Zuse Z3pteiad in 1941,
was the world's first programmable computer, and rbgdern
standards one of the first machines that could dtwesidered a
complete computing machine. During the Second Woaidr,
Colossus developed the first electronic digital patar to decrypt
German messages. Although it was programmablegdthet general-
purpose,being designed to perform only a single thalso lacked the
ability to store itgorogram in memory; programming was carried out
using plugs and switches to alter the internal ngiriThe first
recognizably modern electronic digital stored-pemgrcomputer was
the Manchester Baby, which ran its first program®?1 June 1948.

The development of transistors in the late 194BeditLaboratories
allowed anew generation of computers to be dedignéh greatly
reduced power consumption. The first commercialigilable stored-
program computer, tHéerranti Mark |, contained 4050 valves and had
a power consumption of 2&ilowatts. By comparison, the first
transistorized computer developed at the Univeditlanchester and
operational by November 1953, consumed only15@swmitts final
version.

Several other breakthroughs in semiconductor tdogganclude the

integratedcircuit (IC) invented by Jack Kilby axBs Instruments and
Robert Noyce at Fairchild Semiconductor in 195@, mhetal-oxide-
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semiconductor field-effecttransistor (MOSFET) invented by
Mohamed Atalla and Dawon Kahng at Bedboratories in 1959, and
the microprocessor invented by Ted Hoff, Federiagdin, Masatoshi
Shima, and Stanley Mazor at Intel in 1971. Thegomant inventions
led to the development of the personal computej ({P@®e 1970s and
the emergence of information and communicationstelogy (ICT).

By the year of 1984, according to thational Westminster Bank
Quarterly Review the term ‘information technology’ had been
redefined as "The development of cable televisias made possible
by the convergence of telecommunications and cangpteéchnology
(...generally known in Britain asinformation techogy).” We then
begin to see the appearance of the term in 199@Gioed within
documents for the International Organization foar8trdization
(1S0O).

Innovations in technology have already revolutiedithe world by the
twenty-first century as people were able to acah#ferent online
services. This has changed the workforce drastiaalthirty percent of
U.S. workers were alreadwg careers of this profession. 136.9 million
people were personally connected tothe Internaithwvas equivalent
to 51 million householdfAlong with Internet, new types of technology
were also being introduced across the glolkich has improved
efficiency and made things easier across the globe.

Along with technology revolutionizing society, nidlhs of processes
could be done in seconds. Innovations in communicatere also
crucial as people began to rely on the computecoimmunicate
through telephone lines and cable. The introductibemail was a
really big thing as "companies in one part of therld/ could

communicate by e-mail with suppliers and buyeesiotheipart of the

world..."

Not only personally, computers and technology haatso
revolutionized the marketing industry, resultingnore buyers of their
products. During the year of2002, Americans haeeeded $28 billion
in goods just over the Internet alonewhen e-cornenar decade later
resulted in $289 billion in saleAnd as computers are rapidly
becoming more sophisticated by the day, they azerbhimg more used
as people are becoming more reliant on them duhiegwenty-first
century.
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3.4  Electronic Data Processing
3.4.1 Data Storage

Early electronic computers such as Colossus maglefusunched
tape, a lonstrip of paper on which data was represented leyiassof
holes, a technologynow obsoletgélectronic data storage, which is
used in modern computers, dates from World Wawlien a form of
delay-line memory was developed to remove theesldtbom radar
signals, the first practical application of whiclasvthe mercury delay
line. The first random-access digital storage device thasVilliams
tube, which was based on a standard cathode ray KHdwever, the
information stored in it and delay-line memory wa#atile in the fact
that it hadto be continuously refreshed, and Was lost once power
was removed. The earliest form of non-volatile catepstorage was
the magnetic drum, inventedin 1982d used in the Ferranti Mark 1,
the world's first commercially available generalymse electronic
computer.

IBM introduced the first hard disk drive in 1956 @ component of
their 305 RAMAC computer systenMost digital data today is still
stored magneticallgn hard disks, or optically on media such as CD-
ROMSs.Until 2002 mostformation was stored on analog devices, but
that year digital storage capacity exceeded arfaladpe first time. As

of 2007, almost 94% of the data stokedrldwide was held digitally
52% on hard disks28% on optical devices, arid% on digital
magnetic tape. It has been estimated that the wildccapacityto store
information on electronic devices grew from lesantt3 exabytes in
1986 to 295 exabytes in 20@iHubling roughly every 3 years.

3.4.2 Databases

Database Management Systems (DMS) emerged in #@s 19
address thgroblem of storing and retrieving large amountdata
accurately and quicklgn early such system was IBM's Information
Management System (IMSyhich is still widely deployed more than
50 years lateiMS stores data hierarchicallyutinthe 1970s Ted Codd
proposed an alternative relatiostdrage model based on set theory and
predicate logic and the familiar conceptsof tgbl@ss, and columns. In
1981, the first commercially available relatiodatabase management
system (RDBMS) was released by Oracle.

All DMS consist of components, they allow the daiy store to be
accessedimultaneously by many users while maintainingnitsgrity.
All databases arecommon in one point that thetsirel of the data they
contain is defined and stored separately from thm dself, in a
database schema.
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In recent years, the extensible markup languagel(XMs become a
popular format for data representation. Although IXhhta can be
stored in normal file systems, it is commonly héhd relational
databases to take advantage of their "robust ingsi&aton verified by
years of both theoretical and practical effoAs' an evolution of the
Standard Generalized Markup Langug§&ML), XML's text-based
structure offers the advantage of being both madmma human-
readable.

3.4.3 Data Retrieval

The relational database model introduced a progiagianguage
independent Structured Query Language (SQL), baserklational
algebra. The terms "data” and "information” are not synonysio
Anything stored is dathut it only becomes information when it is
organized and presented meaningfuMost of the world's digital data
Is unstructured, and storedin a variety of difiéphysical formatgven
within a single organization. Data warehouses begdre developed
in the 1980s to integrate these disparate stotesy fiypically contain
data extracted from various sources, includingregiesources such as
the Internet, organized in such a way dadilitate decision support
systems (DSS).

3.4.4 Data Transmission

Data transmission has three aspects: transmigsiopagation, and
reception. It can be broadly categorized as broadcasting, hictw
information is transmitted unidirectional downstrea or

telecommunications, with bidirectional upstream atwvnstream
channels.

XML has been increasingly employed as a meanstafickerchange
since theearly 2000sparticularly for machine-oriented interactions
such as thosinvolved in web-oriented protocols such as SOA,
describing "data-in-transither than... data-at-rest".

3.4.5 Data Manipulation

Hilbert and Lopez identify the exponential paceeshnological change
(a kind of Moore's law): machines' application-specific @ty to
compute information per capita roughly doubled gvéd months
between 1986 and 2007; the per capita capacityeoiorld's general-
purpose computers doubled ever months during the same two
decades; the global telecommunication capacitygagrita doubled
every 34 months; the world's storage capacity pgita required
roughly 40 months to double (every 3 years); amdcppita broadcast
information has doubled every 12.3 years.
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Massive amounts of data are stored worldwide edlagy but unless
it can be analyzed and presented effectively @mgaly resides in what
have been calleddata tombs: "data archives tbaeddom visited'To
address that issue, the field of data mining fifeeess of discovering
interesting patterns andknowledge from large amounts of
data"emerged in the late 1980s.

3.5 Database Problems

As technology is becoming more sophisticated byddng there are
increasing problems for security as everyone rels storing
information into computers more than ever. Withadamhd databases
becoming more dependent businesses and organizations, it is
considered to be the "backbone" of thmstnesses and organizations,
hence resulting in the development of differenthtetogical
departments like IT departments and personnel.

Along with IT Departments and personnel, there ase different

types of agencies that "strengthen" the workfofée Department of

Homeland Security(DHS) is one of those examplasdhb just that as

they make sure all organizations have all of tifierdint necessities to

add infrastructure and security to protect thernthen future from the

different challenges that may lie head. Branchifigiothe DHS, many

programs are in place as well to build cybersegasitareness across

the organization or workforce:

1. Identify and quantify your cybersecurity workforce

2. Understand workforce needs and skills gaps

3. Hire the right people for clearly defined roles

4 Enhance employee skills with training and profassio
development

5. Create programs and experiences to retainlieqt ta

3.5.1 Emalil

The technology and services oriented devis providesending and
receiving electronicmessages (called "letters™etgctronic letters™)
over a distributed (includingglobal) computer natkv In terms of the
composition of elements and the principle of openatlectronic mail
practically repeats the system of regular (papexi), horrowing both
terms (malil, letter, envelope, attachment, boxydeg}, and others) and
characteristic features — ease of use, messaganiission delays,
sufficient reliability and at the same time no gudee ofdelivery. The
advantages of e-mail are: easily perceived andmmésaesd by aperson
addresses of the form user_name@domain_name (fampde,
somebody@example.com); the ability to transfer hm#in text and
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formatted,as well as arbitrary files; independenteervers (in the
general case, they address each other directlyficiently high
reliability of message delivergase of use by humans and programs.

Disadvantages of e-mail: the presence of such agohenon as spam
(massiveadvertising and viral mailings); the tledioal impossibility of
guaranteed delivery of a particular letter; possitiélays in message
delivery (up to severaldays); limits on the siz@me message and on
the total size of messages in the mailbox (perdonakers).

3.5.2 Search System

A software and hardware complex with a web interfdmat provides
the ability to search for information on the IntettnA search engine
usually means a site that hosts the interfacet{end) of the system.
The software part of a searehgine is a search engine (search engine)
a set of programs that provides thectionality of a search engine and
is usually a trade secret of the search enginéaj@ecompany. Most
search engines look for information on World Widesites, but
there are also systems that can look for files' DR ervers, items in
online stores, and information on Usenet newsgroupproving
search is oneof the priorities of the modern hee(see the Deep Web
article about the mainproblems in the work of se@ngines).

According to Statista, in October 2021, search rengisage was
distributed asfollows:

According to Statcounter Global Stats for Augus2R0n Asia, the
Chinese resource Baidu managed to take almost 3@teoternet
market. In turnyYandex in the same region bypassed Yahoo, receiving
a share of almost 2% andthird place in the ranking

3.5.3 Perspectives

Academic Perspective

In an academic context, the Association for Conmgufilachinery
defines Information Technology as "undergraduatgeke programs
that prepare students to meet the computer teciymaoheeds of
business, government, healthcare, schools, andr dtimels of
organizations IT specialists assume responsibilitly selecting
hardware and software products appropriate for rganization,
integrating those products with organizational isesutlinfrastructure,
and installing, customizing, and maintaining thapelications forthe
organization’s computer users."
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Undergraduate degrees in IT (B.S., A.S.) are sintol@ather computer
sciencedegrees. In fact, they oftentimes havedine foundational level
courses.Computer science (CS) programs tend to focus more o
theory and designwhereas Information Technology programs are
structured to equip the graduate with expertisethe practical
application of technology solutions to supporbdern business and
user nee

However, this not true in all cases. For examplédia an engineering
degree imformation Technology (B. Tech IT) is a 4-yearfpssional
course and it ixonsidered as an equivalent degree to a degree in
Computer Science andEngineering since they shagkengty similar
syllabus across many universities in India

B. Tech IT degree focuses heavily on mathematwahdations of
computer science since students are taught caldutesr algebra,
graph theory and discrete mathematics in first y@ars. B.Tech. IT
program also contains coreomputer science courses like Data
Structures, Algorithm Analysis and DesigQompiler Design,
Automata Theory, Computer Architecture, Operatingst&ns,
Computer Networks eténd the graduate level entrance examination
which is required for masters in engineering inidn@ATE-is
common for bot@S and IT undergraduates.

3.5.4 Commercialand Employment Perspective

Companies in the information technology field aftermdiscussed as a
group asthe "tech sector"” or the "tech industry.hese titles can be
misleadingat times and should not be mistaken for “tech congsa"
which are generally large scale, for-profit corpares that sell
consumer technology and software. Itis also waodting that from a
business perspective, Information Technology depnts are a “cost
center” the majority of the time. A cost centeridepartment or staff
which incurs expenses, or “costs,” within a compaather than
generating profits or revenue streams. Modern legsies rely heavily
on technology for their day-to-day operations, be expenses
delegated to covertechnology that facilitates rn®&s in a more
efficient manner are usually seen as “just the agbdbing business."
IT departments are allocated funds by senior lshgerand must
attempt to achieve the desired deliverables whégirsg within that
budget. Government and the private sector migre ddferent funding
mechanisms, but the principles are more-or-lessdinge. This is an
often-overlooked reason for the rapid interest utomation and
Artificial Intelligence, but the constant presstoelo more with less is
opening the doorfor automation to take contrahtoleast some minor
operations in largeompanies.
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Many companies now have IT departments for manage
computers, networks, and other technical areadef businesses.
Companies have alssought to integrate IT with business outcomes
and decision-making through BizOps or business operations
department.

In a business context, the Information Technologsdkiation of
America has defined information technology as "thady, design,
development, application,implementation, suppartmanagement of
computer-based information system¥he responsibilities of those
working in the field include network administratjorsoftware
development and installation, and the planningraadagement of an
organization's technology life cycle, by which haade and software
are maintained, upgraded, and replaced.

3.5.5 Ethical Perspectives

The field of information ethics was established rogthematician
Norbert Wienerin the 1940s.Some of the ethicalassassociated with
the use of information technology include:

Breaches of copyright by those downloading filegsesd without the
permission of the copyright holders

Web sites installing cookies or spyware to mond#ouser's online
activitieswhich may be used by data broké&msployers monitoring
their employees' emails and other Internet usagelitited emails,
Hackers accessing online databases.

3.6 The Need for Computer Security

When talking about computer security, most of uskthabout

computers being hacked or taken over by cybangdls. However,
computer security doesn't only dedhvprotecting the internal
components of a computer, but also protecting tifiemm natural

disasters like tornadoes, floods, fires, etc. Caepsecurity basically
is short for "protecting the computer from harmganing from natural
disasters, cyber criminals, or pretty much anythhmag can hurt the
computer internally or externally.

Cyber security is a big topic under the computeust/ category as
this basically deals with protecting technologynfronwanted cyber
criminals or trolls. It is a very important aspéat businesses and
organizations and is criticé the overdl hedth and wel-being of the
orgarizetion's gructure. As technology is getting more sophisticated
by the day, the rate of cyber attacks and secbr#aches are also
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increasing, meaning that maintaining proper cyluensty awareness
in the work force is very importantVith maintaining proper cyber
security from around the workplace, there are peaplo have aspecial
skill set to be able to "protect” the businessrgaanization. Thereare
several different categories that this can be bratewn into, from
networking and databases to information systems.

With computer security, there comes a need foregssabnals, or
people who have educational experience in therdifit fields of this
profession to help protect networks, databasescamgbuter systems
from internal and external threats that coubteptially cause harm.
With technology getting more sophisticated, themaes an increased
threat for internal harm to computers and technglogeaning from
ransomware, malware, spyware, and phishing attatkese are
actually just some of the different issues thas¢hprofessionals deal
with as there is a wide variety of different typdsattacks across the
globe. Along with different issues and attacks,reéhare also a
numerous number of specialties under the profes3ibase contain
everything from the general topic of computereisce, computer
engineering, softwarengineering, information systems, and computer
systems.As the worldcontinues to advance in technology, there is a
desperate need for people in thasgessions to help "make" and
"execute" those upgrades as they help niedt@nology and software
more secure and reliable worldwide.

Self-Assessment Exercise

1. Define information technology.
Information technology (IT) is the use of computersreate,
process, storestrieve, and exchange all kinds of electronic data
and information. IT is typically used within the ntext of
business operations as opposed to personal ortaembesnt
technologieslT forms part of information andommunications
technology (ICT). An information technology systdiit
system) is generally an information system, a comaations
system, or, more specifically speaking, a compsystem —
including all hardware, software, andperipheraligopent —
operated by a limited group of IT users.

2. What is data storage?
Early electronic computers such as Colossus maedeolis
punched tape, a lorglrip of paper on which data was
represented by a series of holes, a technologyoioswlete.
Electronic data storage, which is used in modempders,
dates from World War Il, when a form of delay-limeemory
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was developed to remove the clutter from radaradsgrhe first
practical application of which was the mercury géilae.

3. What are the data-based problems?
As technology is becoming more sophisticated byltye there
are increasingproblems for security as everydiesren storing
information into computers more than ever. Withadand
databases becoming more dependent birsinesses and
organizations, it is considered to be the "backbahd¢hose
businesses and organizations, hence resulting iae th
development of different technological departmelike IT
departments and personnel.
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UNIT 4 APPLICATION OF INFORMATION
TECHNOLOGY TO PUBLIC
ADMINISTRATION

Unit Structure

4.1 Introduction

4.2  Learning Outcomes

4.3  Hisorical Background

4.4  ICT Applications in Education AdministrationcaManagement
4.4.1 Administration Head
4.4.2 AdministrationTeachers
4.4.3 Administrative Staff

45 ICT Application Tools in Education Administi@t and
Management
4.5.1 Internet - based and web-based tools
4.5.2 Hardware applications
4.5.3 Software applications

4.6  Effectiveness of ICT Application in an Eduoagl Administration
and Management

4.7  Summary

4.8 References /Further Readings

4.1  Introduction

The focus of this unit is to identify and operatibse the concepts of
information technology and its application to pakdidministration. This
is to enable the learner overcome some misconecepand ambiguity
surrounding the concept of information and techgyplarising from the
multicultural and multidisciplinary approaches hen.

4.2  Learning Outcomes

At the end of this unit, students should be able to

o Understand the different definitions of informatioand
technology,

. Describe the legal basis of information technology,

. Discuss the usefulness of information technology piblic

administration
4.3  Hisorical Background

In the current information age, educational in$ititus are expected to
play a crucial role as the engine for knowledgeegation and learning
environment. In this regard, Information, Commutima Technology
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(ICT) becomes the vital means to facilitate thsktd CT has become an
essential part of our everyday life; accordinglys integration in
education is inevitable and cannot be avoided. iBhisie to the fact that
using ICT in education has become one of the mibstteve factors in
school improvement (Tosun & Baris, 2011) not ordy the purpose of
teaching and learning, but also for administratige.

ICT applications in education can be considereahastfective enabler to
create access, store, transmit and manipulatereiiffanformation in

audio and visual form, due to the capability of li@Tproviding proactive
environment (Kawade & Kulkarni, 2012). ICT applicais in education
may be used for various purposes. It may be useelffiective teaching-
learning processes to achieve quality educationcaedall development
of students or for administrative purposes by teesh staff and
management team.

In this paper, administration and management meantra and
verification of system and the process of orgagizand managing
resources of all kinds in sufficient quantity andality to ensure that set
objectives are reached (Sushmita, 2007; Alan, 1988y countries
including Malaysia has formulated ICT strategiesd'golicies for their
education systems administration and managemenavftekr, et al.,
2012). The reason is that the national governmargstaking a higher
inventions position to make the technology strateggality (Kaur,2004,

p.1)

The Malaysian Ministry of Education Articulation 6€T in education
focused on developing an ICT literate community ckhbelieve that
technology will support success in the global mexla the future. The
Ministry's three main areas of interests in the Epplication in education
as follows:

o ICT will be used as an enabler to reduce the diditade between
the country's schools by enabling ICT access fa@tatlents.

. ICT will be used as teaching and learning toolsduacation, taught
as an independent subject andintegrated into qtheds

o ICT will be used to enhance efficiency, effectivesieand

productivity of management in education (Multimedia
Development Corporation, 2005).

To achieve above goals and objectives, the Minigtigvided some
facilities such as computers, ICT- based tools, wmeless connections
to all schools nationwide. Recently, Malaysian goweent established
one new programme called "Digital Malaysia" to athe the country
towards a developed digital economy by 2020.Digktlaysia is a
national programme; based on three strategic pigni{i) to create an
ecosystem thatpromotes the pervasive use of IC3lliaspects of the
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economy to connect communities globally; ii) toenaictin real time
resulting in increased Gross National Income, eoédmproductivity and
iii) to improve standardsof living. This will reguh a developed digital
economy that connects and empowers governmengitnehs.

This paper reviews the various factors that infbgsnthe choices made
by the school administrators aswell as the reastyscertain ICT usage
are adopted and why some are abandoned (Singh &akidin 2012).
Moreover, the technological revolution is a majbakenge for school
administration. One of the challengesfacing by st the lack of ICT
applications usage among teachers because ofldheievel of literacy
in ICT knowledge and capability. The purpose oftpaper aims to
understand the ICT applications usages in schooiirastration and
management. More specifically this review set oot address the
following objectives:

o To identify applications of ICT for school adminetion and
management

. To learn about ICT application tools which are lgeused by
school administration and management;

. To understand effectiveness of ICT applications $mhool

administrative and management activities

The results of a qualitative review and analysishef related literatures
on aspects of ICT applications in education managg¢mand

administration are presented in this paper. Apaomf literatures,
information were also found from reviewing officiadocuments
including; Multimedia Development Corporation 200&T policyof

Malaysia, Ministry of Education's Educational Teclogy Division's

(BTPBahagian TeknologiPendidikan) Information arah@unications
Technology (ICT) Procedure for school ICT coordamat handbook.
More detailed information on ICT application in admtration and

management in education are discussed in the fltpsections.

4.4 ICT Applications in Education Administration and
Management

In the recent years, ICT applications have beemgustducation
administration and management to support sustandéVvelopment. A
software-based tools and applications are a piéo®mputer program
which execute useful tasks for education, such asdwprocessing,
desktop publishing, running a database, creatingsaptation or e-mail
program (Higgins & Packard, 2004). There are timeén administration
groups that applying ICT in their various activétiand actions in their
daily administration and management job at schoiwlsluding:

Administration head, Administration teachers, armthnistrative staff.
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4.4.1 Administration Head

According to Afshari et al (2012) as an administrathead, school
principals should have basic skills of using ICT school daily
administrative and management job. Principals foncas a role model
when computer technology is applied to administeaind managerial
task. As an instructional leader, principals faaté teacher's integration
of computers in teaching and learning (Singh & Munii, 2012), as a
transformational leaders they encourage creatigpgn-mindedness and
facilitate conditions and events that create atpesienvironment for
technology adoption (Afshari et al., 2012)

While administrators usually apply PowerPoint préagon to give an
instruction and giving in-house training in a mdrgeresting way,
teachers have a more favorable attitude towarthstauction in this way
(Chen, 2012). Mwalongo (2011) has found that adstriation use ICT
applications, to prepare schoolannouncements, i petters for meeting
with parents, student registration, and teachers Staffemployment.
Besides, ICT applications also used effectively dyministrator in
decision making process, storeinformation as welbmline applications
(Selwood, 2004, Afzaal, 201 1).

Webb (2011) noted that instructional leaders diyeeind indirectly

determine the success or failure of teacher compet® in instructional
technology. These leaders are also instrumentategrating technology
into the classroom curriculum through the teaclibas are employed.
Administrators play major role inproviding successflearning

environments and they should make it possible fairtteachers to
adopttechnology to make a difference (Afzaal, 2012)

4.4.2 Administration Teachers

Administration teachers are the teachers who bsgsibtleir teaching
activities also have administration responsib#giti§he administration
teachers on the front line are the directors ameflof all the offices and
departments (Lin et al., 2011). In Malaysia, adstnaition teachers can
be divided to three groups which are curriculumdhestudents Affair

Head and Co-curriculum head. The curriculum heaachers are
responsible in handling overall student's recordachers under this
curriculum head have to maintain all records remgardhepupils by

keeping in particular format. This computer fileentains pupil’'s

cumulative records, formative evaluation and sumraatvaluation

which can be print out from the software applicatior a hard copy
documentation. However, the most commonly repouse of ICT for

teaching is preparation for notes, teaching-learnnesources and
examination Mwalongo (2011
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The results of previous studies (Mwalongo (2011jw8ed, 2004)
indicate that ICT applications used toprepare t@blet, teaching plan,
schemes of work and school reports by all the tradministration
teachers’ forvarious purposes. Administration teasttan set up tests
and online assignments that can be automaticathgghawhich saves a
lot of time for the marking and correction procelsey also can generate
the results byusing ICT applications. At the saineef they use ICT
applications to set up websites and online poftatgudents to access the
assignments (Kawade, 2012).

4.4.3 Administrative Staff

ICT applications also can be used by administragiedf for doing their
daily responsibilities faster and moreaccurate. Adstrative staff uses
different type of tools to handle financial workamtain communication,
keep records, process documents and to collect @tausing ICT
applications, they can handle theseresponsibilitiese effective and
efficient. Besides, using ICT applications would Iphethem in
recordingschool financial documents such as balaheet, pay slip, audit
reports, non-salary grants, and stocks keepinghasvstudent evaluation
report and overall student records for future miees (Kawade, 2012;
Kazi,2012).

4.5 ICT Application Tools in Education Administration and
Management

There are lots of ICT application tools that haweei vastly using in
education administration and management. AvaildBIE applications
for education administrative purposes are intemebsites, software and
hardware'ssuch as printers, scanners, photocopyinesc and computers
(Kazi, 2012; Kawade, 2012; Mwalongo, 2011; Susn#@7). The detail
information on ICT tools that been widely used imueation
administration andmanagement are as follow:

45.1 Internet - based and web-based tools

In the last two decades, the Internet and IT appba tools have been
expanded into the field of education all over therld. This is due to
capability of Internet to provide opportunities fatroducing advanced
teaching -learning methods. The advanced and modesthods of
learning are able to prepare students as skilledmare for future.

The internet is popular in Malaysian education. réhie much evidence
on the application of the internet in Malaysian @tion administration
as well as for teaching. In most of the schoolachers allowedtheir
students to communicate personally with them viaigrforum, or social
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networks such as Facebook, Twitter. Moreover, heerlso used for
uploading and receiving students' assignmentsrdtiiees show thetrust
by teachers that the internet provides accesslt@abk online resources
of data and tools that can be usefulfor both grafigsudents and teachers
(Aizaini & Samad, 2003; Mwalongo, 2011; Richards@007; Afshari
etal., 2012). On the other hand, web based ornatdrvased searching,
communicating and managing materials willdirectipdaindirectly
improves the organization's performance (Ghavifekr al, 2012).
Moreover, internet -based tools also have creaidd wpportunities for
school management to leverage their resourcesrnititasthe most
dominant enabler toward better, faster and chegp@roach in operating
administration andmanagement daily tasks such dsrmation
processing, information transferring, informatidgarsng andinformation
retrieving (Susmita, 2007). Thus, school admintstisaought to pay more
attention to giveknowledge and information accesthe Internet -based
educational applications and tools to all acadeandnon-academic staff.

4.5.2 Hardware applications

Each year computers and other Information Techrnoloand
Communication hardware evolve. New machines and egwpments
create new opportunities especially in educatiomiagstration to make
managementprocess easier, faster, and cheapdislnontext, we can
see there are some common ICT application toolthélva equipped
schools administration and management such as demspyhotocopy
machines, TVs, radio, digital cameras, scannerd) P\ayers, Laptops,
multimedia projector, and overhead projectors (Kdsya 2012,
Mwalongo, 2011; Richardson, 2007). Computers weseduto store
various documents of the administration teachergilpand other staffs.
Furthermore, interactive whiteboard, smart boardd anultimedia
projectors arewidely used by administrator for Hewgdmeetings, in-
house training for teachers and staff, video cameingand presentation
purposes (Mwalongo, 2011; Higgins,2004; Ashok, 2007

4.5.3 Software applications

School administration and management tend to useug software
applications in their administration jobpurposesie Tmost frequently
used applications by school administration and mament were Office
toolssuch as Microsoft Office (Word, Excel, and Rdoint), and tally
(Mwalongo, 2011; Ashok, 2007; Richardson,2007; Kaga2012). As
Higgins (2007) noted, administrators are familiathwange of software
that handlesinformation, particularly spread sheatsl databases.
Although this will be time -consuming, databasesptally offer much
more efficient and effective ways to manage infdrama that most
schools currently use.There are a lot more softappdications that have
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been used by schools administration and managereakample, the
most famous application in schools is EMIS. EMIShich is an

abbreviation for the "EducationManagement InforomatSystem” , is a
sub-system of an education system whose aim igliect, store,process,
analyze and disseminate information (Susmita, 2007)

4.6 Effectiveness of ICT Application in an Educatnal
Administration and Management

Effectiveness is degree to which an organisatioe'sired goals are
correctly achieved bearing in mind thedemands flwth internal and
exterior environments (Lin et al., 2011). AccorditegLin et al. (2011)
'schooleffectiveness' is a goal set by administeaaders through their
leadership strategies to help schools reachcathiievements across the
board. Using of ICT applications in educational adstration will help
them toachieve their goals easily. Evidence shbasteachers' response
positively in job satisfaction with using ICTapm@i@ons such as hardware
and software's t8 support their administration amdnagement
responsibilities (Selwood, 2004).

Good financial management is an essential ingreédielT applications'
effectiveness. Therefore, there is a need for suimgo financial

operations of ICT applications by administrationd amanagement
ineducational organization.

Apart from sufficient financial support, data maeagent is also effective
part of school headship. It isimportant that theost maintains accurate
with updated information on its all levels and adpeln this regard, ICT
application helps a lot to keep the records oflalkls and aspects of
school including students, teachers, staff, detfilsneetings' minutes,
school publicity, curriculum development materiaBnd entire
managementinformation. Moreover, by using IT agilan transaction
between schools and educational departments witibee direct and
efficient, that alleviating the manual collectiamdachecking of necessary
data and minimizing the duplication of data on sthieachers and
students (Kawade,2012).

Nevertheless, document storage in computers saves @& space as
physical files are replaced withelectronic fileheTsaved space can be
used for other purposes (Mwalongo, 201 1). At thmes time, use of
ICTapplication in schools can be effective for stois. For example using
Microsoft Office such as PowerPointpresentatioregivenefit to students
by making the learning materials more attractivel @noactive. This
wouldresult a more positive impression of the ustor and therefor,
more favourable attitudes toward studentslearniAgpérson et al.,
2006).
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In addition, ICT applications also save time andnnpower, make
students active, simplify teachersworks, reduce®ftost, and increase
reusability (Kawade, 2012; Mwalongo, 2011). OveralCT
applicationsincrease quality of teaching signifibtaand at the same time
it reduces the schools' workload (Selwood, 2004y&ae, 2012).

4.7  Summary

In order to fully benefit from the current informat era, everyone should
be equipped with knowledge andskills related to .I@QT this regard,
capacity building and ICT literacy are essentialb® considered by
theauthorities especially in education field. Sdhadministration and
management should consider the fact thatapplicatid€ T in education
can contribute to achieve universal education wadd. For that reason,
effective strategie planning for use of IT applicatfor administration
and management that facilitateopportunities fostitlents, teachers and
staff is essential.

This paper highlighted ICT applications roles inriwas aspects of
educational organizations which canfacilitate t&agh learning
processes as well as administration and manageaogvities at different
levels. Overall, use of ICT application in schoads beneficial for
administration, staff, teachers and students. Dethigi importance of ICT
application use in education, studies show thatbntgj of the school
administrators haveintermediate level of compuigreetise and possess
an inadequate computer literacy (Sipila, 2010; Af2012; Mwalongo ,
2011; Webb, 2011), therefore, it will be difficatt use ICT application
confidently, due tolack of sufficient and efficiel€@T knowledge and
skills. To address this issue, along with providicantinuoustraining
programme for school administration and manageménts also
necessary to provide proper technicalinfrastructieguipment, and
support to secure the success of the use of IClicafipns in education
system (Sipila, 2010).

Self-Assessment Exercise

1. What is the background of ICT in Public Administration?

In the current information age, educational instiius are
expected to play a crucial role as the engine forkedge
generation and learning environment. In this regharbrmation,
Communication Technology (ICT) becomes the vitalangeto
facilitate this task. ICT has become an essentst pf our
everyday life; accordingly,its integration in edtioa is inevitable
and cannot be avoidedThis is due to the fact tsatgulCT in
educationhas become one of the most effective rfaatoschool
improvement
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2. What arethe uses of ICT in administration?
In the recent years, ICT applications have beeamgusi education
administration and management to support sustanabl
development. A software based tools and applicataoe a piece
of computer program which executeuseful tasks fiwcation,
such as word processing, desktop publishing, rgnaidatabase,
creating apresentation or e-mail program (HigginsPé&ckard,
2004). There are three main administration grotnasapplying
ICT in their various activities and actions in theiaily
administration and management job at schoolsinetudi
Administration head, Administration teachers, amtimnistrative
staff.

3. What are the uses of ICT by administrative staff?
ICT applications also can be used by administragtaéf for doing
their daily responsibilities faster and moreacairadministrative
staff uses different type of tools to handle finahwork, maintain
communication, keep records, process documentgadllect
data. By wusing ICT applications, they can handle
theseresponsibilities more effective and efficiddesides, using
ICT applications would help them in recordingschéiobncial
documents such as balance sheet, pay slip, aysbtrtse non-
salary grants, and stocks keepingas well as stuelesiuation
report and overall student records for future exiees
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MODULE 5 PERSONNEL MANAGEMENT &

DEVELOPMENT
Unit 1 Personnel Administration
Unit 2 Accountability in Public Administration
Unit 3 Corruption in Administration
Unit 4 Changes in Government Structure

UNIT 1 PERSONNEL ADMINISTRATION
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1.1 Introduction
1.2 Learning Outcomes
1.3 Meaning of Personnel Administration
1.3.1 Recruitment, Selection and Placement ofdPeis
Recruitment
1.3.2 Selection
1.3.3 Compensation: Wages and Salary
1.4  Salary Structue
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1.4.2 Salary Administration
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1.5.2 Types of Training
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1.6.3 Demotion
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1.6.6 Types of manpower planning
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1.6.9 The process and steps in manpower planning
1.6.10 Importance of Manpower Planning to Orgaiusa
1.6.11 Limitations in Manpower Planning
1.7 Summary
1.8 References/Further Readings

1.1 Introduction

Managing human resources effectively has beconat teitorganization
of the twenty-first century. The heightened levelf global
competitiveness has alerted all organizations & fttt that all their
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resources must be utilized well than ever befodethat much more could
be gained from a better handling of the persomhedemics and human
resources or personnel management professionagsidhentified several
human resources activities that are critical fogamizational survival.
Survival of an organisation is enhanced by theitgbib effectively
manage human resources in order to attract, metiatd retain
employees. Human resources activities need to therpeed effectively,
but also the human resources or personnel departthany organization
need to play several roles and have a broader aeged range of
competencies in order to bring this about. Thusséteel management
is the use of several activities to ensure thatdruresources are managed
effectively for the benefit of the individual, sety and the organization.
It is based on this premise that this unit on pemebmanagement treated
the topic under the following headings;

1.2  Learning Outcomes
At the end of this unit, students should be able to

Understand the meaning of personnel management,

Explain recruitment, selection and placement ofpenel,
Discuss compensation of personnel in terms of wagdssalary,
Explain conditions of promotion, transfer, demoticand
retirement of personnel, and

. Undersatand the development of manpower.

1.3  Meaning of Personnel Administration

The term personnel administration encompasses thasagerial actions
concerned with the acquisition and utilization abdur services by any
organization. Personnel management, like the manegeof any other
resources, forms an element of all managerial i¢tivecause, by
definition, all managers achieve their objectivgbganizing, directing
and controlling the activities of other people ulughose of their
subordinates in a hierarchy of roles. All manageust ensure therefore
that the personnel needed are both procured frenetstour market and
used effectively in the services of the organizegio

Acquisition and utilization of labour may be brokelown into the

particular tasks of recruiting, selecting, deplayirusing, assessing,
developing and rewarding the labour services nacgse achieving the
goals of the organization and its management.
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1.3.1 Recruitment, Selection and Placement of Persnel
Recruitment

Recruitment can be defined as the first part of ghecess of filling a
vacancy; it includes the examination of the vacatioy consideration of
sources of suitable candidates, making contact tidke candidates and
attracting applications from them. Another usefuéfimition of
recruitment is: searching for and obtaining potnpb candidates in
sufficient numbers and quanlity so that the orgatnon can select the
most appropriate ones to fill its job needs. Seeobn the other hand is
the - assessing the candidates by various meadsmaking a choice
followed by an offer of employment.

Vacancy occurred because of some new or increaseyg then, in all

probability, there is the need for new employeeéiltsuch vacancies.

The majority of vacancies, however, occur as reptants for people

who have left the organisation or as the final é#em chain of transfers

and promotions following reorganization. In theseses, consideration

may be given to the following points;

a) It may be possible to fill the vacancy from withiire company,

b) It may be filled by a different kind of employeegea school-
leaver or a part-time, and

C) The job and personnel specifications may need t@Wieed.

The advantages of filling the vacancies interngdither than externally

are:

a) Better motivation of employees, because their céipab are
considered and opportunities offered for promotion;

b) Better utilization of employees, because the compzam often
make better use of their abilities in a differents;j

C) It is more reliable than external recruitment, hesea present
employee is known to be more thorough than an eater
candidate;

d) Present employee is more likely to stay with theapany than an
external candidate; and

e) Internal recruitment is quicker and cheaper thderexal.

Many vacancies are filled from external sourcegnewhen an internal
candidate is transferred or promoted the finallteswsually a vacancy
else-where in the organization which has to beedilfrom outside.
External recruitment can be time- consuming, expenand uncertain,
though it is possible to reduce these disadvantmgesme extent by fore
thought and planning. External sources may be ddvidto two classes;
those which are comparatively inexpensive but aifémited choice (i.e.
a-f below) and those which are comparatively expenbut give the
employer access to a wider range of candidatesg(eed h below).
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a)

b)

d)

f)

g9)

h)

Recommendations by present employees: This is soest
encouraged by rewards to employees who introduceessful
candidates. It gives a limited field of choice, lutosts very little
and as a rule, the candidates are of good quality.

Unsolicited applications are sometimes receivethfoandidates
who either call personally at the place of workwaite letter of
enquiry. This is another inexpensive source, wipcbvides a
limited choice, but the candidates are of unceraiality.

Direct links with educational establishments. Magyployers
maintain connections with universities, colleged athools.
Candidates are usually available from these sourofsat one
time of the year. This difficulty can often be oweme if
companies begin their internal training coursesilkovacancies
with temporary staff until school-leavers are aaflié.

Trade unions: Some companies recruit certain kaidsnployees
through the appropriate trade unions. The choidamied, but
there is some certainty that the candidates haeestill or
knowledge the job requires.

Government agencies: The youth employment servick the
various services of the Department of Employmeavigile means
of recruitment, which is either free of charge ostovery little. The
choice offered by these services is to seek jobsthgr methods
and do not register with the appropriate governnagency.
Professional bodies: Many professional bodies heve
employment services with which their members cagister,
supplying details of their experience and kind ol jthey are
looking for. An employer who uses this service barsure that all
the candidates submitted to him are professiompidfified, and if
the vacancy he wishes to fill requires a certaiali§joation the
limited choice offered is not a disadvantage.

Private agencies: These are organizations that rare as
commercial enterprises for supplying employers windidates
for jobs.

Advertising: The most popular method of recruitmest to
advertise the vacancy in the mass media and igeitelidates to
apply to the company.

1.3.2 Selection

The application form: Whatever method of recruitment is used, the

candidate should be asked to fill up an applicatoom and to ensure that
no important details are omitted. According to DAl@78: 259) the layout
of application forms varies, but most of them camtthe following
headings, usually in this order:

1.
2.

Job applied for;
Name, Address, Telephone number, e-mail;
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Date and place of birth, Marital status, Nationalit

Education;

Training and Qualifications;

Medical history (e.g. any serious illness, whettieabled);
Employment history (names of previous employeesciigtion of
jobs held, dates of employment, reasons for ledying

Any other information the candidate wishes to paeyi

A signature under the words "this information isreot to the best
of my knowledge";

10. Date.

No oMW

© ©

The application form is not the only basis of setet but it is the
fundamental document in an employee's personnetdeand has legal
importance in the contract of employment.

Selection methodsChoosing the right person for the job is crititathe
organization's success and a poor or inappropctaige cannot only be
costly to the organization, but demoralizing to @mployee (who finds
him/himself in the wrong job) and not motivatingtte rest of the work
force.

The manager's next step is to compare the applicdtrm with the
personnel specification, looking for attributes,iethshow the candidates
to be apparently suitable for the job and shortogsi which may either
rule out the candidate from consideration or netaesspecial training if
he were engaged. The manager will have decided typatof interview
should be given to individuals, successive or panel what test should
be used e.g. an intelligent test, or aptitude test.

Selection TechniquesThese can be summarized as short-listing, test and
exercise, presentations, the selection, intervieaprding the outcomes,
making a decision and securing the appointment.

Offer of the job: Assuming that a suitable candidate has emergexd fro

the selection process, she/he would then recenwafar. It is usual for

her/him to be made an oral offer, and if he accigbis is given a written
offer. The initial offer of a job needs specialegparticularly as regards
the following points:

I. The wage or salary offered must not only be appatgto the job
and attractive to the candidate but consistent thi¢ghearning of
present employees;

il. The job must be named and any special conditi@isdst

iii. The candidate must know the essential conditioresrgiloyment;

iv.  Any provision must be clearly stated; and

V. The next stage must be clearly defined: if the whatd asks for
time for consideration, it must be agreed when iieget in touch.
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ReferencesThis is an important addition to the informatioradable to
the employing organization in deciding whether atto confirm an offer
of appointment. The verbal offer of appointmentdaing interview is
normally made subject to satisfactory referencesglth checks and
sometimes police checks and careful account shoeltaken of these
references in determining whether or not to offpoat.

Induction: The process of receiving the employee when hensagork,
introducing him to the organisation and his collesgy and informing him
of the activities, customs and traditions of thgamisation is called
Induction. It may be regarded as the beginningraihing or the final
stage of the selection process. It has also beewrsho have a close
relationship with labour turn over.

1.3.3 Compensation: Wages and Salary

Wages is defined as the need and in return of eepaé work done
immediately. This is specifically for "blue colldabour” or as it is
popularly called casual labour. Skillful "white tal labour" gets the
reward or salary. Salary is defined as the rewaid fo employees after
weeks or a month in return for the skillful or usutine labour.
Wages/salaries are structured according to it®uarelements, and the
extent that different organizations can cope. Ctile bargaining applies
to those arrangements in which wages/salaries anitions of
employment are settled by bargaining in form ofammeement made
between employees or association of employers armtkens
organization. A compensation package is comprigduasic salary and
one or more of the following allowances/premiums.

1) Cost of living differential: This takes into consideration the
differences in cost in various parts of the woddisat expatriates
can enjoy the same, if not better standard of tepvhey were
accustomed to at home.

2) Foreign Service premium Beside cost of living differential,
multinationals pay a Foreign Service premium tout®l an
employee to a foreign assignment.

3) Relocation allowances:Some multinationals pay a lump sum
outright to offset nonrecurring incidental cost essitated by
relocation.

4) Hardship and danger premium: Danger pay applies to specific
emergency situations, such as war, or politicakstirand it is
discontinued once the emergency situation ceasesdsHip
premium on the hand represents an on going allosvenc
assignment to countries with hardship living coiodit, such as
climate, or inadequate amenities.
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Besides monetary incentives many multinationalspadther measures
to make assignments to hardship location more begrsauch as shorter
durations of overseas assignment and more freqe&tton to seaside
resort or home leave.

1.4  Salary Structue

Salary is a fixed periodical payment to a manuaplegee. It is usually
expressed in annual terms, implying a relativelymament employment
relationship, though normally paid at monthly iveds. In many ways it
resembles a retaining fee. Salaried workers arellysiermed staff. The
total remuneration of employees often consistsafyrdifferent payment
elements. These elements include:

1. Basic rate;

2 Incentive bonuses;

3. "Dirty money";

4. Shift allowance;

5 Merit allowance, etc.

These elements can be categorized and seen asgeadher to the job

content itself, the individual, special circumstassurrounding the job or

the organization’s policy aimed at retaining empley. Wages/salaries
have some components namely:

1) Job rate which relates to the importance of the job

2) Payments associated with encouraging individualgroup by
rewarding them according to their performance;

3) Special or personal allowances associated with $actors as
scarcity of particular skills or categories of eoydes or long
services; and

4) Fringe benefits such as holiday with pay, pensibfesinsurance,
car and so on.

Surely, salary structures differ to the extent ihick they incorporate
these components. Generally, the job rate is usadasis for calculating
performance and other bonuses and for determirfiegjab holidays
entitlement to fringe benefits.

Wages/salaries are paid to employees on the follpwurposes:

1) As reward for service rendered by labours;

2) As motivation to employees;

3) As determinants of the employees purchasing power;

4) As a social status determinant rather than a msrmeration
package.
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Wages/salaries are determined based on severatddige:

The ability to pay;
Government policy; and
Collective bargaining agreements.

1.4.1 Characteristics of Salaries

A salary differs from a wage in many respects,eihg the different
attitudes traditionally held by an employer towarts non-manual
employees compared with his manual employees:

a)

b)

c)
d)

e)

A salary is usually all-inclusive; there are no iiddal payments
of danger money or productivity bonus, for example;

A salary is progressive, in most cases increasingally, whereas
a wage earner reaches the standard rate for theajdy in adult
life and does not receive annual increment;

A salary is often regarded as personal to the iddal, but a wage
is sum paid to all workers at a particular job;

A salary is often confidential but there is no s¢@bout a wage;
and

In the private sector of employment, salaries, kenlivages, are
seldom the subject of trade union negotiations.

1.4.2 Salary Administration

There are three typical ways in which an organatan administer its
salaries:

a)

b)

Ad hoc, in which there is no attempt at any kingotf evaluation
to assess a fair level of salary for a job. Inceeas salary are given
erratically, often at the demand of the employédkeamthan at the
initiative of the company. In a small company tihiethod is
workable. But in a large company it can producellagical and
unfair salary structure, which will cause discomntand jealousy.
For obvious reasons salaries paid by this systenménded to be
confidential.

Merit review, usually found in medium and large @amies in the
private sector. After job evaluation, a salary g attached to
every staff job. Employees are appraised and giverit increases
each year, which will move their salaries at vagyspeeds through
the range. In this way individual effort and mexie rewarded. It
is customary for salaries under this system todye &onfidential:
in most cases the employees do not know the maxisalany it is
possible to earn in their job.

Incremental scale found above all in the publidaree.g. the civil
service, local government and nationalized comatiieugh its
use appears to be increasing in private sectorstall jobs are
evaluated and graded, the salary range appearingogs schemes
permit a manager to award a double increment feegtional
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merit or withhold an increment for unsatisfactorgrivor conduct,
but as a rule the standard increment is given aatioaily. In this

system long service and loyalty are encourageceylar higher
grade. It is customary for salaries in the incretalesystem to be
non-confidential.

1.4.3 Wage Structure

A wage is the payment made to manual workers. hearly always
expressed as a rate per hour. The foundation ofaaual worker's
earnings is his basic time wage, which is ofteadiby job evaluation and
is subject in most industries to minimum rates adren national
collective bargaining or laid down by wages councHe is paid the
hourly rate for every hour he attends work, thohghs frequently fixed
for lateness by quartering e.g. for being five nésuate, he will lose a
guarter of an hour’s pay. In addition to the baate he will often receive
other payments, the most common examples of whieh a

a) Overtime: Pay for any work done beyond normal hours. It is
usually paid at premium rates, i.e. at time andartgr time and a
half, double time, etc, the rate varying accordmthe time or the
day on which the overtime is worked.

b) Shift: Pay for employees who work unusual or charging $itw
compensate them for inconveniences and hardshgaiftount of
shift pay varies in different industries, but seeimgange from
about ten to twenty percent of the basic rate.

C) Special additions:E.g. danger money, dirty money or wet money
that are paid to the employees during abnormal wgrk
conditions. Since the circumstances that justigsthadditions are
hard to define, many employers find it preferableliocate it as
contingencies in job evaluation rather than givecsd extra
payments that is often difficult to take away again

d) Merit or length of service: Additions to employees either on the
results of appraisal or on completion of a cerpariod of service.
Merit payments are not very popular with wage een&ho feel
they are influenced by prejudice and subjectivgindnts. Length
of service payments has an approximate relationsitip merit,
encourage employees to stay with the company, amd be
precisely defined.

e) Cost of living allowances: Are given quite commonly to
employees who work in the Lagos, Abuja or Port ldart areas,
but with that exception are now consolidated ihi Ibasic wage.

f) Policy allowancesThey cover miscellaneous extra payments, like
the addition to the job-evaluated rate for tempgtyascarce
employee.

0) Payment by results bonusThis is an extra payment based on the
output of the worker or of the group to which héobgs.
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In private industry, about seventy percent of a wa&rworker's total
earnings are on the average accounted for by lsis baage and about
thirty percent by a selection from the additionayments. Total earnings
have increased at a faster rate than basic wageside the additional
payments have become proportionately larger. lakshioe noted that they
are decided entirely within the company, often dhidy low level of
management, and are not easily influenced by goventis action.

1.4.4 Staff Training and Development

According to Johnson (1972), the knowledge requicéda senior
executive of an organization includes:

. A thorough knowledge of his disciplines and somdenstanding
of related discipline;

. A thorough understanding of the logical and aneaftiechniques;

. Knowledge or understanding of the community whiehdserving
in terms of what it is, what it wants etc; and

. Understanding of the art and science of management.

1.5 The concept of training, education and staffeelopment

Some authors use these three terms interchangésdly,. we shall regard
them as a continuum. Education may be definedg@maralizing process
intended to prepare an individual to deal with yrexted and unpredicted
situations in life. Training is concerned with diblerate and systematic
attempt to develop and or improve the capabilityfif in a pattern of
skill, knowledge and attitude - required by an vidiwal to accomplish a
given task.

On the other hand, staff development relates to $gstematic
development of the individual career so that higerests, abilities,
education, formal and informal training and worlspensibilities are
related to one another, with the intention of =al his full potentials.
Hence development is to cause to grow larger, rfiliemore mature or
advance to a higher status.

1.5.1 Organisation Training Needs

Training should not be undertaken for its own sdkenust be seen to
relate to the objectives of the particular orgatira This is necessary
because organizations differ in culture and in otdevork out a training
programme, the Training Needs Analysis of each megdion will have
to be assessed or ascertained.
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The following questions are relevant at this junetu
(& Present Position:

1. What manpower do we have?
2. What training has this manpower had?
3. What are the deficiencies viz what skills akiag?

(b)  Based on Organization Objectives:

1. Who needs to be trained?
2. What categories of employees need specific training
programme - machine operator, Mechanics, supes/isor

managers?
3. How many of each category needs to be trained?
4. How much time/cost is available for the training?

1.5.2 Types of Training

Training may be specialized or general, internakxternal, adhoc or
regular etc. The various types of training whicin dae used in an
organization in various combinations for maximum paot and

effectiveness include:

a) Induction training - general or specialized;

b) Career development;

C) On the job training;

d) Departmental training;

e) Organization development (OD);

f) Occupational training;

0) Organizational training e.g. ASCON, CMD, ARMTI, gtc

h) Learning new techniques and concepts;

i) Remedial training;

)] Aiding displaced employees;

k) Training for advancement;

)] Apprenticeship e.g. construction workers, printets,; and

m)  Training the disadvantaged etc.

1.5.3 Techniques of managing Manpower Development

The following are some of the important on-the-jihd off the job
techniques of management development:

Coaching - Trainee is placed under a particulpestsor who act as
an instructor and teaches the job knowledge, skhitid
attitude;

Counseling - involves a discussion between the hod his subordinates
on areas concerned with the man's hopes, feargjamo
and aspirations.
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Job rotation - transferring of executives to joid drom department to
department in a systematic manner.

Off-the-job Techniques
These will include among others:

. The case study;

= Incident study;

. Role-playing;

. Business games;

. Sensitivity training;

. Simulation; and

. Conferences and lectures.
Case Study

Cases are prepared on the basis of actual busitessons that happened
in various organizations. Here, the situation isegally described and the
trainees have distinguished the significant factenf the insignificant
once, analyze the facts, identify different altéirreasolutions, select and
suggest the best solution.

Role Playing

A problem situation is simulated by asking the iogrénts to assume the
role of a particular person in the situation. Tlaetioular interacts with

others assuming different role. Roles' playing githe participants

various experiences, which are of many uses torstatel people better.
This method teaches human relation skills througbad practice.

Business Game

Under this method, the trainees are divided intmugs or teams. Each
has to discuss and arrive at decisions concernugp subjects as
producing, pricing, research expenditure, advergigitc. assuming itself
to be the management of a stimulated firm. The rotkams assume
themselves as competitors and react to the dismssAny immediate

feedback helps to know the relative performanaeach team. The team's
co-operative decision promotes greater interactameng participants

and gives them the experience in the co-operativepprocess.

Sensitivity Training (T - Groups)

This is an intervention technique that attemptgit@ the person more
inside into his or her own behavior as how thatavebur affects others.
The main objective of this is the development ohsemess of sensitivity,
to behavioural patterns of oneself and others. Cmth@and Dunnete
(1968) have listed the objectives below. This depelent results in the
(i) increased openness with others, (ii) greatarceon for others; (iii)

increased tolerance for individual differences (il@ss prejudice (v)
understanding of group progress (vi) enhancedniisteskills and (vii)
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increased trust and support. Delbeeq (1972:411dszibed the process

by which these objectives are attained as follows;

1. There is an initial lack of directive leadershipdaormal agenda
and participants fill the behavioural vacuum by agigg in
traditional behaviours such as status cue sendmger play etc.,

2. Feedback, based on member behaviour within theegnxiaden
environment is prioritized to confirm individual pressions of
role effectiveness and personality impact.

3. Interpersonal relationship begins to develop, amunivers serve
as resources to one another, previously untiedopalsand
interpersonal behaviours, particularly collaboratibehaviours,
are attempted.

4. Relevance of the T-Group experience to back homatgns is
explained and problems are introduced to maxinraesterability
of what has been learned beyond the training labigra

Under this technique, the situation is duplicatedsuch a way that it
carries a close resemblance to the actual job tgituaThe trainee

experiences a feeling that he is actually encoungell these conditions.
Then, he is asked to assume a particular roleanciltumstances and
solve the problems by making management decisidrieder, he is given

feedback of his performance.

Selection of Techniques

The success of any management development progratargely
depends on the selection of the technique. Thectbgs of the
programmes should always form the basis in thecgefeof techniques.
However, it should also be remembered that no singthnique can
prove to be sufficient, but sometimes a combinatibtihe techniques can
make any management development programme effeclies is
because all managers at all levels require allskiidskills but in varied
proportions.

1.6 Promotion, Transfer, Demotion and Retirement
1.6.1 Promotion

A promotion is a move of an employee to a job witthie organization,
which has greater importance and usually, highgs (farequently the job
has higher status and carries improved fringe lsnefnd more
privileges. Its purpose is to improve both theizdifion and motivation of
employee. There are two main ways in which an dsgdion may
promote its employees:
a) By management decision, in which an employee iecsedl for
promotion on the basis of information already knotenthe
management. This method is quick and expensiveohrbusly
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b)

very suitable for a small company or for jobs fdrieh the field of
possible candidates is small and well known. Ingdar
organizations, it may cause discontent becausedé#uesion is
arrived at in secret, possible candidates not lgetvia opportunity
to state their qualifications for the post. In @lses, this method
depends for its success on complete and up-to elaoyee
records, which can be used to identify all possdaladidates for
any job.

By internal advertisement, employees are told byicas or
circulars that a post is vacant and they are theiteid to apply.
Some or all of the candidates are interviewed arally selected.
It is a comparatively expensive and time-consunmreghod, but
is particularly suitable to a large organization imhich
management cannot be expected to have personallddgsvof
possible candidates. It does not rely on accurafdayee records,
and, being open rather than secret, appears faithe candidates
than the management decision methods. In the pugdotor
promotions are made almost entirely through interna
advertisements.

Normally, employees derive satisfaction from anamigation policy of
promotion from within but badly handled promotiomsn cause
dissatisfaction. The important points to note are:

a)

b)
c)

d)

e)

The criteria for promotion must be fair - usuallg@mbination of
ability, relevant experience and length of service;

The method must be fair;

Selection for promotion must be based on appralsalpresent
and pass managers;

The wage or salary offered to the promoted employest be what
the job deserves rather than what the managemiakisthe will
accept; and

Unsuccessful candidates must be sympatheticabyeide

1.6.2 Transfer

A transfer is a move to a job within the organiaafi which has
approximately equal important status and pay. Tamaga human
resources in a constructive way it is sometimesssary to transfer
employees to other jobs, sometimes because of edangork
requirements and sometimes because an employeenhiappy or
dissatisfied in the present job. In some orgarosatit is the custom for
the least satisfactory employees to be transfdroed one department to
another with the result that a transfer is regardsddiscreditable,
particularly if it occurs at short notice and withoexplanation. An
unhappy employee may therefore prefer to leaveotganisation rather
than seek a transfer. In other organisations teassfre used as a means
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of developing promising employees by giving therpemence in several
departments. A few companies internally advertibevacancies, and
consider applicants for whom the new job would leasfer rather than
a promotion.

Transfers can increase job satisfaction and impnaveation under

following circumstances:

a) A transfer is regarded as are-selection;

b) The need for a transfer is explained;

c) Unsatisfactory employees are not dealt with bysi@ming them
to other department;

d) Requests by employees for transfers are fully ingated; and

e) Employee transferred to another district is givanaricial
assistance from the company to overcome removds,ctegal
fees, re-furnishing etc.

1.6.3 Demotion

A demotion is a move to a job within the companyjch is lower in

importance. It is usually, though not always, acpamed by a reduction

in pay. An employee may be demoted for these reason

a) Her/his job may disappear or become less importArdugh
company reorganization.

b) He may no longer be thought capable of carryinghisifpresent
responsibilities efficiently.

Unless the employees asked for it, demotion wibjaibly have adverse

effects as follows:

a) There will be less satisfaction of esteem and aeifialization
needs. The employee may show negative reactioingstration.

b) He may become a center of discontents in the coynpan

) Other employees may lose confidence in the company.

1.6.4 Retirement

Social security retirement pensions are at pregeict at sixty years for
men and women in Nigeria, providing retirement fraork takes place.
The retirement policies of employers are usuallgeoaon this age or
length of service. An employer's pension schemeofié exists) is
designed to conform with retire age when the enmg®ois expected to
retire. There are two schools of thought aboutatte of retirement; one
maintains that the age should be minimal whilesduét and fit employees
could be allowed to work on after this age. Theetdhbelieve in a fixed
retirement age.
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The advantages of flexible retirement policy are:

a) Many employees are fit and active well beyond tlifcial
retirement age. By working on, they benefit finallgi and the
employer profits from their knowledge and expergsrand

b) The financial burden on the pension scheme magbsved.

The disadvantages of this policy are:

a) Eventually the employer must decide that an em@ayao longer
fit to work; the decision may not be accepted leyegmployee, who
may make accusations of favouritism if others #rat older than
him are still working;

b) Promotion may be held up if a senior employee dussretire,
causing promising employees to leave the company;

C) The employee, not knowing when he will be askdéawe, cannot
easily plan for retirement; and

d) The organization cannot plan its manpower whememegent ages
are uncertain.

Moreover, a company, which adopts a fixed retirenage policy, insists
on all its employees retiring from their presenbgoat a certain age,
although sometimes they are offered re-employmeatjunior capacity
for a limited period.

The advantages of this policy are:

a) Employees can plan for retirement more easily;

b) No invidual judgments about efficiency have to badex
) The company can plan its manpower more precisely; a
d) Promotion is not held up.

1.6.5 Manpower Planning

According to Nwachukwu (1988, p.100), the process which
management attempts to provide for its human ressuto accomplish
planning as an attempt to forecast how many and kihd of employees
will be required in the future, and to what extéms$ demand is likely to
be met. Also, Boway (1974) defines it as an agtisitmanagement which
is aimed at coordinating the requirement for, availability of different
types of employees. This entails ensuring thabtiyanization has enough
of the right kind of person. It may also involvgueding the requirement
to the available supply. Cole (1999) defines margroplanning as a
rational approach to the recruitment, retentioflization, improvement
and disposition of an organization’s human resaurités concerned with
quality as it is with quantity.

In whichever way it is defined, the fact remainattmanpower planning
is a crucial task that must be faced by human resomanagers in all
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organizations. One of the major problems confr@néiny organization is
the most effective way of matching people with jofi$ie perennial
question that experts often ask is whether we shaesign the job to suit
the individual or get the individual to fit intoj@b position.

Manpower planning is both dynamic and complex. Mavgr planning
is dynamic and it requires frequent readjustmestsabse; goals of the
organization and its environment are dynamic andtalle. Since
manpower planning is done to fit me to jobs or wvie¥sa, for the
achievement of the organization’s objectives, inecessary to adjust
manpower planning from time to time to the needsheforganization.
Sometimes, manpower planning can even call for wewe of
organizational objectives. According to Graham @9%.149), a
manpower planning must include feedback because iplan cannot be
fulfilled, the objectives of the company may hawebe modified so that
they are feasible in manpower terms.

1.6.6 Types of manpower planning

Generally, manpower is categorized into differgpes primarily on the
basis of time spent on planning. Manpower planrdag therefore be
classified into short-term and long-term.

Short-term manpower planning is much more commam tthe long-
term. It usually covers a period up to one yearadhéiccording to
Graham (1989, p.152), many organizations do nothhe quality of
management to forecast long-term objectives or thelthat the nature
of their business makes it possible to look aheadnfore than one year.
Invariably, short-term manpower planning is eastemake than long-
term. A long-term manpower plan is normally regardes one which
attempts to forecast for about five years aheadmaiu resources
managers are much more concerned with long ternpavegr planning
not only because it is relevant and quite diffitalinake, but also because
it is complex.

The general process identified above applies topmagr planning in
virtually all organizations. However, certain steps important and must
be taken by resources managers in the processrgfawner planning.

1.6.7 Steps in manpower planning

Specifically, manpower planning can be classifiatb ifour (4) steps
namely:
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Assessment of needs

At this step, relevant questions such as what@rpredicted employment

needs of the organization, how many and what tyenployees will be

required in the organization in the future. Thevears to these questions

will enable the organization to work out the needrhanpower. One of

the methods of arriving at correct prediction itigh job analysis. The

job analysis method helps the organization to bledefine staffing

needs. Areas covered in the analysis include:

a) Work activities — what needs to be done;

b) What tools and technology — what machines, toadstachnology
people will use;

C) Knowledge requirement — what people must do togpertthe job;

d) Personnel requirement — what skills and experigremple must
posses to perform well;

e) Job context i.e. the work schedules, physical, tmmd, social
environment of the job; and

f) Performance standard — expected results.

1.6.8 Evaluation of manpower resources

To ascertain the current position, these questiaselevant; what skill,
interest and experience do current employers heet jobs are being
done? How many employees are doing particular jols® current
employees the most likely candidates to meet theduineeds and should
therefore be the first one to be considered for pegitions? The answer
to these questions will go a long way in helpinget@luate the quality
and potentials of current manpower available toragany.

Analysis of future availability

This step determines the job that employees aiteokd in future. But
promotion, transfers and termination affect thigréJ some moves are
easier to predict than others. Changes such asmemt and some
terminations are easily predictable, this is notvh other movements.
This not withstanding, analysis of future availapibf manpower is an
important aspect of the planning process. Predictb who is to be
promoted, transferred or fixed allows managersréaligt what jobs will
be vacant.

A long-term manpower plan according to Graham (198949) is
complex because it involves so many independemas — invention,
population, changes, resistance to change, consudenands,
government intervention, foreign competition ana\ab all, domestic
competition.
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1.6.9 The process and steps in manpower planning

Like other types of planning, manpower planning nede from
organizational objectives. When an organizatiorgectives are clearly
stated, including which products to be produced,mntethods to be used
in production and the possible markets for the pctsl the demand for
labour can be derived. The demand for labour is teéated to supply to
produce the manpower plan. The manpower planniaggss can then be
described as below:

Preparation of recruitment and development plarfigrAhe job analysis,
recruitment process may start by the human ressuroanpower-
planning manager developing a job descriptiorai gpecific statement of
tasks involved in the job and condition under whttod holder will work;
also, job description of the kind of person whd Wwé suitable for the job
— including skills, education qualification and yies working
knowledge or experience the job demand.

1.6.10 Importance of Manpower Planning to Organisiéon

Manpower planning can assist management in deemaking in the

following areas:

I. Recruitment: The right number of staff is recruitgeach level in
the organization hierarchy;

il. Avoidance of redundancies: The staffing requirencantbe better
balanced, ensuring that not more than requireddsuiited;

iii. Training: Which number and categories or staff nexgutraining
and in what areas;

iv. Management development;

V. Estimates of labour cost;
Vi. Productivity bargaining; and
vii.  Accommodation requirements.

These and other importance of manpower plannirmgganization, make
manpower planning a vital task in human resourcasagement.

1.6.11 Limitations in Manpower Planning

Despite the importance and crucial nature of mamgoplauman resources

management has some limitations (Graham 1989, p.1®3practice,

manpower planning can be difficult and often inaetet Graham

identified the following limitations in manpowerguining:

I Opposition or skeptics among members of managemeumnid be
convinced of the value of manpower planning ifgtto be a
success;

190



POL 722 FUNDAMENTALS OF PUBLICADMINISTRAN

il. Resistance to the changes expressed in the plaesfofecast of
the labour structure, with their effect on skilisdastatus may be
regarded as a threat;

iii. Difficulty in forecasting economic and social chasgccurately,
especially in an era of high employment.

iv. The plan may indicate recruitment and training paogmes which
although desirable may be impossible to put intacpice. A
company’s financial position may find long planless; and

V. The rapid growth of new technology.

1.7 Summary

In this unit, attempt has been made to discussdheus definitions of
personnel management. In addition, isues surrogndoersonnel
recruitment, selection and placement were discus8éb personnel
compensation in terms of salary and wages wereusssd. Added was
discussion on promotion, transfer, demotion ander@ent of personnel.
The unit concluded with discussion on manpower higweent.

Self-Assessment Exercise

1. What is personnel administration?

The term personnel administration encompasses thasagerial
actions concerned with the acquisition and utiicratof labour
services by any organization. Personnel managenti&at,the
management of any other resources, forms an elewieall
managerial activity because, by definition, all mgers achieve
their objectives by organizing, directing and coliing the
activities of other people usually those of theiberdinates in a
hierarchy of roles. All managers must ensure tloeeethat the
personnel needed are both procured from the labauwket and
used effectively in the services of the organizegio

2. What is induction?

The process of receiving the employee when he begork,

introducing him to the organisation and his collesgy and
informing him of the activities, customs and traaht of the
organisation is called Induction. It may be regdrdes the
beginning of training or the final stage of theesgion process. It
has also been shown to have a close relationshiplabour turn
over.

3. Explain the characteristics of salary
A salary differs from a wage in many respects, eaihg the
different attitudes traditionally held by an empdoytowards his
non-manual employees compared with his manual rapk
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a. A salary is usually all-inclusive; there are no iiddal payments
of danger money or productivity bonus, for example;

b. A salary is progressive, in most cases increasingally, whereas
a wage earner reaches the standard rate for theajdy in adult
life and does not receive annual increment;

C. A salary is often regarded as personal to the iddal, but a wage
is sum paid to all workers at a particular job;

d. A salary is often confidential but there is no s¢@bout a wage;
and

e. In the private sector of employment, salaries, kenlivages, are
seldom the subject of trade union negotiations. .
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UNIT 2 ACCOUNTABILITY IN PUBLIC
ADMINISTRATION

Unit Structure

2.1  Introduction
2.2  Learning Outcomes
2.3  Definition and Nature of Accountability:
2.4 Accountability and Bureaucracy
2.4.1 Forms of Accountability
2.5 New Public Management and Accountability:
2.6 The New Public Management offers the followithgas:
2.7 Summary
2.8 References/Further readings

2.1 Introduction

Managing human resources effectively has becona¢ teitorganization
of the twenty-first century. The heightened levelf global
competitiveness has alerted all organizations & fttt that all their
resources must be utilized well than ever befodethat much more could
be gained from a better handling of the persomhaidemics and human
resources or personnel management professionadsithentified several
human resources activities that are critical fogamizational survival.
Survival of an organisation is enhanced by theitgbib effectively
manage human resources in order to attract, metiatd retain
employees. Human resources activities need to therpeed effectively,
but also the human resources or personnel departthany organization
need to play several roles and have a broader aeged range of
competencies in order to bring this about. Thusséteel management
is the use of several activities to ensure thatdruresources are managed
effectively for the benefit of the individual, sety and the organization.
It is based on this premise that this unit on pemsbmanagement treated
the topic under the following headings;

2.2  Learning Outcomes

At the end of this unit, students should be able to

. 1.Understand the meaning of accountabilty,
o 2.Explain staff auditing
J 3.Discuss asset declaration
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2.3 Definition and Nature of Accountability:

The general sense of accountability is requiredgected to justify
actions or decisions. This is the dictionary megmifaccountability. But
in governmental affairs particularly in public adnsiration it has special
implications and the concept is regarded as an itapppart. It implies
that the representatives elected by the people giustexplanations of
the electorate for all these policies and actidss is a very important
part of democracy-particularly representative farhgovernment. This
is a very common cause that a person by whom helested is
accountable to him or them. This is not only a camseense affair but
the very foundation of democracy.

A quite reasonable definition of the term is: “Thequirement for
representatives to answer to the represented ordifp@sal of their
powers and duties and act upon criticisms.” Theastens are accountable
to the legislature, and the members of the legistahire accountable to
the electorate. It may be explained in another way.

When a person is entrusted with a job or duty heuposed to do it to
the best of his ability, experience, honesty ariidienicy. But if he fails
to satisfy his employer, the latter can claim erpt#on, or the latter can
ask him the cause of failure. This is called actabitity. Hence
accountability means one li®und to give explanation for the policy or
work done by someone.

In Greek city-states the citizens assembled in opleces and took
decisions on legislative and administrative affaiBut the citizens
appointed some persons to do the job on their bahdl in that system,
there was some sort of accountability. In otherdspthe citizens could
demand explanation from the officers.

The contractualist Rousseau did not directly deiéh ihe concept of
accountability. But in his analysis of body politand structure of
government there was a concept of sovereignty wivas general will
and all were accountable to the general will beeatiwas formed by all
the able-bodied adult citizens. Everyone was Iggalbund by the
principles of general will. It implies that theiz#ns are accountable to
the general will.

None could violate the general will because he alas the part of the
general will.

With the progress of democracy and rapid progrésspoesentative type

of government the accountability has earned addgubitance. It is
chiefly due to the fact that there is no scopei@d participation by the
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people in the administration. But while people elsemeone or some
number of people for transaction of some job, & general expectation
that he or they will do the job satisfactorily. Arfgilure will call for an
explanation. This is accountability. The key idéaaccountability is to
ensure a balance in the administrative system.

Here the word balance is used in a special sensgdns that someone
is entrusted with a job and he is supposed to.duit if his performance
fails to satisfy then he Is required to be calleddn explanation of his
failure. Here lies the balance and it constitutes very foundation of
democracy. The idea of accountability has anothemmg-it is control.
Whenever one is asked to do a job, there mudtdisystem of controlling
the process. Long ago Aristotle raised an intamgstjuestion-quis
custodiet upsos custodcs-“Who will guard the Guars?

2.4  Accountability and Bureaucracy

In all state systems-developed, developing and rdiedteloped-there is
bureaucratic structure. Bureaucraase not elected by people and
naturally, like ministers and members of legislajuthey are not
accountable to the general public. Naturally, they not bound to give
any explanation for their policy or work and thisshposed serious
guestion as to the concept of balance. One is emgairo rule but to
what extent that satisfies the people that posespartant question.

The greatest shortcoming of Weberian model of uoety is it remains
outside the scrutiny of the general public and osthof public
administration demands that control or scrutinj@spensable. For that
reason there arises the idea of the control of duamcy. In this
connection we quote Ball and Peters: “The need dontrolling
bureaucratic discretion and power is apparent @nepolitical system.

In all forms of government-particularly in liberdémocracies- need for
controlling bureaucracy has been strongly felsuch systems there are
two types of executives-one is permanent execultweaucrat and the
other is temporary executive-that is minister. Thenisters perform
executive functions for a fixed period of time.

Normally the tenure of ministers is tied with tleaare of the legislature.
But the bureaucrats enter the job and continu® uptirement. For some
misdemeanour or wrong doing they may be removeuh Service. The
ministers are doubly accountable. They are accblata the legislature-
and again, to the people. If bureaucracy is thenist@ of public
administration, it must be accountable to somebody.
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At the beginning of the twentieth century Webereinted his model and
he thought that administration without bureaucrasy simply an
impossibility. If so, it is essential to control titrough the process of
ensuring accountability. Some people have suggetitat the civil
servants must be inculcated that they are sergditiie people or society
and their rudimentary duty is to help the ameliorabf society through
their services.

They are selected, trained, appointed and paidhiir service to the
society. Any failure is an up-pardonable miscond{dtis inculcation,
through various ways, will make them accountabteother words, the
bureaucrats must be made conscious of their redplitgsto society. It

is the duty of the state to do the job.

The common people must be made conscious of ilghitsrand duties to
the society. This type of alertness will make csalrvants conscious of
their responsibility to the society. But any forrhaallousness on their
part will make the bureaucrats forgetful of theitydto society. This is

possible through socialisation and spread of edutamong the people.

It has been suggested that internal control is §ome more effective
than external control. Internal control suggestattin the entire
bureaucratic structure self-regulatory mechanismtoisrequired be
introduced. Some of the self-regulatory mechanisane internal
coordination, self-discipline, checks and balancedroductions of
hierarchical system etc. The administrative stnects to be so arranged
that no one shall get the opportunity to be powerfid unmindful of this
responsibility or accountability to society.

A statutory body is to be constituted to ensureattountability. It is said
that people shall have freedom and opportunitpdgé their grievances
to this body without any fear or hurdle. This systavill make the
bureaucrats accountable. They will be conscioukeif responsibility to
society.

After the Second World War (1939-1945) a large nendj countries of
Asia and Africa got their political freedom. Foetpurpose of economic
development, the most important and powerful maalyin is
administration. It is to be remembered that thdipwgministration will
do the necessary job of development. But the weqkires to be assessed
and here lies the question of accountability.

So, both bureaucracy and its accountability to etgcare of primary
importance. But in the developing states there i®ran-storming
problem. The people are not politically educated @onscious and
because of this the activities of bureaucracy ranh@yond scrutiny of
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the general public. The inevitable consequencesareption, nepotism,
inefficiency in the department of public adminisioa.

The situation is aggravated by the fact that tHéigians in general and

ministers in particular are corrupt and the topelaurcrats exploit this

situation in their favour-they do not hesitate etldw corrupt practices

for the gratification of their personal gains aresides This has eroded
the sphere of accountability of civil servantshe society The ordinary
people are helpless. So is the importance of adability of bureaucracy

to society. Rather, it may be treated as the dep&id of bureaucratic

administration.

2.4.1 Forms of Accountability

When the question of accountability arises, we gdlye mean the
accountability of bureaucrats to the general-publicsociety. But the
experts of public administration have made reseatwbut its several
forms or aspects and we want to throw light on them

It is said that first of all a civil servant is aemtable to the administrative
system It is because he is a member of civil sererdoureaucracy. It has
certain rules and norms. Every member of bureayerarst show respect
to these rules that is, they scrupulously obeyrtites. None can violate
the rules of the organisation.

In a democracy-particularly in parliamentary systie ministers-that is
political personalities-became the head of eachstmnand beginning

from top bureaucrat to an ordinary officer-all wankder the authority of
the minister and the decision of the minister isafi Of course, the
departmental head or secretary of the departmengiza suggestions to
the minister and he can even warn the minister hed possible

consequences of the policy which, the ministeisag to announce. But
if the minister refuses to comply with his secretidye latter must submit
to the minister. This is called political accounlian

It is said that first of all a civil servant is azmtable to the administrative
system It is because he is a member of civil sererdoureaucracy. It has
certain rules and norms. Every member of bureayerarst show respect
to these rules that is, they scrupulously obeyrtites. None can violate
the rules of the organisation.

In a democracy-particularly in parliamentary systie ministers-that is
political personalities-became the head of eachstnjnand beginning
from top bureaucrat to an ordinary officer-all wankder the authority of
the minister and the decision of the ministernslfi This is of course, not
new. Legislature enacts laws, judges give verdictifferent cases.The
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decisions of judges are treated as law. A civivaet must obey all these
laws which implies bureaucrat’s accountability tib sorts of laws.
Specially a civil servant has no scope to showedysect to the law of the
legislature.

In a developing or transitional society there arstems, traditions, or old
habits which are as valuable as laws of legislaturéecisions of the

judges. A civil servant cannot disobey such tradgi old systems. They
are also accountable to the tradition or the tiaai laws. Old customs
and habits are also parts of social system. Thepig of administration

and development is to be made in this background.

There is an accountability to ethics or morality ieth is called
bureaucratic morality or, what some public admmatsbnists call,
bureaucratic ethics. Simply stated, it means thaum@eaucrat must be
sincere, honest, and efficient. He should rementiegr his perks come
from the state exchequer which is filled up by petgptaxes. He should
remember that public money is to be properly speet.should do his
duty efficiently and honestly. It is his duty tesdharge his functions with
utmost sincerity and efficiency.

Henry raises the question “Of what use was mor#ditg person who did
no more than execute the will of the state accordiincertain scientific
principles? Provided that public administrator anpbshed their given
terms efficiently and economically, they were manahe sense that they
were responsible” This is morality in public adnsination and the civil
servants must be accountable to this special typeoaality.

The accountability to morality may also be expldine terms of

accountability to consciences. A bureaucrat musags remember that
he is performing his duties with utmost sincerigfficiency, and

responsibility. When a policy is adopted, it is they of the officer to so
execute it that the benefits of the implementatieach the people for
whom the policy has been formulated.

There is another type of accountability to consogenit is a very well-
known fact that the ministers in a democracy amept@ary executives.
Whereas, the bureaucrats are permanent executiceshay are fully
aware of numerous aspects of public administration.

Whenever a minister is going to make a policy, sitthe primary

responsibility of the bureaucrat or the secretdrythe department or
ministry to give or furnish all the details of tiministry including the

odds. If he fails, he will be responsible to hissdence. To putitin other
words, by not providing the darker aspects of tiv@stry the civil servant

has failed in his duty. He has not acted accordiingis good sense or
conscience. Accountability to conscience has failed

199



POL 722 FUNDAMENTALS OF PUBLICADMINISTRAN

It is also the duty of the bureaucrat to warn thaister whenever the
latter is going to adopt a wrong policy. In a denaoy the minister is the
final authority, but it is also a fact that as &s the policy-making is
concerned he is fully dependent on his departmeetaietary. Naturally,
it is the primary responsibility of the secretavyaivare the minister of the
complexities and other aspects of the departmétttelbureaucrat fails,
he will be solely responsible for his duty.

Here arises the accountability to conscience. A-lwewn authority —
while explaining the relationship between the merisand his
departmental secretary-said that it is the dutyhefsecretary to furnish
necessary facts to the minister, to warn him alibat possible bad
consequences of a policy which he is going to adopt, finally, to
surrender to the minister because he should knaitiie minister is his
political master.

2.5 New Public Management and Accountability

In the fields of public administration and managatmemerica is always
a pioneer. It devises new techniques or methodadkle situations or
problems. During the last six or seven decades Aadras introduced
new systems or methods of public administration thede are followed
by other countries. A new method in this serieghis New Public
Management (hereafter NPM). The NPM is not onlyea method of
public administration, it throws ample light on iksue of accountability.

In the last decade of the twentieth century theef@ldgovernment of
America realised that the advent of Cold War, asdrécession, the
disintegration of the then Soviet Russia as a qqveer, the emergence
of unipolar system etc. had brought about certdmanges in the
administrative system.

Again, in the USA there emerged large and powertuporations or
multinational corporations, innovative systems wengroduced in
corporations, both globalisation and liberalisatiorere advancing
rapidly.

The top public administrators of America felt thecassity of devising
new methods of public administration to cope wite hew changes and
problems. Both public administration and managenmaost be fully
restructured or remodelled in the light of the retuation. A book was
published in 1992 — Reinventing Government: HowEmérepreneurial
Spirit is Transforming the Public Sector. This pdke way for a new
look in administrative system.
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In 1992 Bill Clinton was elected US president andlanuary 1993 he
assumed charge. Immediately after assuming ch&lye®n declared a
policy of public administration. He made the folioy comment: “Our

goal is to make the entire federal government besdls expensive and
more efficient and to change the culture of ouiomeat bureaucracy away
from complacency and entitlement towards initiaawvel empowerment”.

Bill Clinton took the initiative to restructure thentire administrative
system of the federal government. His sole aimgw@make the public
administration efficient, accountable and to remowenplacency from
the body of bureaucracy. Top bureaucrats, publimiadtrationists,
scholars and experienced persons met together igndsded various
ways of reinventing and restructuring public adstiration.

Towards the end of the twentieth century the gémenaciples of public
administration were adopted and it is known as Reslic Management.

2.6 The New Public Management offers the followingleas:

1. The New Public Management, introduced in the nasetif the last
century, emphasised on the improvement of “accduittato the
public interest, which should be understood in terof law,
continuity and shared values”. This is a clear easgh on
accountability.

2. In order to ensure that accountability is funct@nproperly the
government shall evaluate the performance of buress!

3. The New Public Management has talked about empogehe
citizens to assess the activities of government.

The New Public Management is also associated vatid gyovernance.
Good governance is a slogan of most of the stpgeticularly the liberal

democratic states. From the second half of the tietncentury, to

achieve the goal of “good governance”, USA has neabteg of attempts
and introduced a number of measures. Experts arepwofion that

goodness of governance is to be measured by fisrpence. Again, this
depends on several factors such as decentralisakovnsizing, proper
budgeting. All these objectives are to be achigheough the successful
execution of accountability. The New Public Manageinstresses both
accountability and good governance.

2.7 Summary

Managing human resources effectively has becona¢ teitorganization
of the twenty-first century. The heightened levelf global
competitiveness has alerted all organizations & fétt that all their
resources must be utilized well than ever befodethat much more could
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be gained from a better handling of the persomhademics and human
resources or personnel management professionadsidhentified several
human resources activities that are critical fogamizational survival.
Survival of an organisation is enhanced by theitgbib effectively
manage human resources in order to attract, metiatd retain
employees. Human resources activities need to therpeed effectively,
but also the human resources or personnel departthany organization
need to play several roles and have a broader aeged range of
competencies in order to bring this about. Thusséteel management
is the use of several activities to ensure thatdruresources are managed
effectively for the benefit of the individual, sety and the organization.

Self-Assessment Exercise

1. Define accountability.
When the question of accountability arises, we galyemean the
accountability of bureaucrats to the general-pulolicsociety.
Managing human resources effectively has becomal va
organization of the twenty-first century. The heated level of
global competitiveness has alerted all organizatiorthe fact that
all their resources must be utilized well than evefore and that
much more could be gained from a better handling®personnel

2. What are the workings of democracy?

In a democracy-particularly in parliamentary systie ministers-
that is political personalities-became the heaglagh ministry and
beginning from top bureaucrat to an ordinary offia work
under the authority of the minister and the deacisibthe minister
is final. Of course, the departmental head or s$apreof the
department can give suggestions to the ministerh@ndan even
warn the minister of the possible consequenceshefpolicy
which, the minister is going to announce. But ié tminister
refuses to comply with his secretary the latter nsubmit to the
minister. This is called political accountability.

3. What are the ideas offered by New Public Managemeft
a. The New Public Management, introduced in the nasetif
the last century, emphasised on the improvement of
“accountability to the public interest, which shadube
understood in terms of law, continuity and sharallies”.
This is a clear emphasis on accountability.

b. In order to ensure that accountability is functr@nproperly
the government shall evaluate the performance of
bureaucrats.

C. The New Public Management has talked about empogeri

the citizens to assess the activities of government
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UNIT 3 CORRUPTION IN ADMINISTRATION
Unit Structure

3.1 Introduction

3.2  Learning Outcomes

3.3 Description of Corruption

3.4 Causes of Corruption
3.4.1 Publicsector
3.4.2 Embezzlement, theftand fraud
3.4.3 Gratft

3.4.4 Extortion and blackmail

3.4.5 Influence peddling

3.4.6 Networking

3.4.7 Abuse of discretion

3.4.8 Favoritism, nepotism and clientelism
3.5 Relationship to economic growth
3.6 Prevention

3.6.1 Enhancing civil society participation
3.7 Summary
3.8 References/Further Readings

3.1 Introduction

Managing human resources effectively has becona¢ teitorganization
of the twenty-first century. The heightened levelf global
competitiveness has alerted all organizations & fttt that all their
resources must be utilized well than ever befodethat much more could
be gained from a better handling of the persomhedemics and human
resources or personnel management professionadsidhentified several
human resources activities that are critical fogamizational survival.
Survival of an organisation is enhanced by theitgbib effectively
manage human resources in order to attract, metiatd retain
employees. Human resources activities need to therpeed effectively,
but also the human resources or personnel departthany organization
need to play several roles and have a broader aeged range of
competencies in order to bring this about. Thusséteel management
is the use of several activities to ensure thatdruresources are managed
effectively for the benefit of the individual, sety and the organization.
It is based on this premise that this unit on pemebmanagement treated
the topic under the following headings;
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3.2  Learning Outcomes

At the end of this unit, students should be able to

o Explain administration,
. Understand the meaning of corruption,
o Discuss causes of corruption

3.3 Description of Corruption

Corruption is a form of dishonesty or a criminaleose which is
undertaken by a person or an organization whiagnisusted in a
position of authority, in order to acquire illidienefits or abuse
power for one'spersonal gain. Corruption may involve many
activities which include bribery, influence peddling and the
embezzlement and it may also involve practices hwhie legal in
many countriesPolitical corruption occurs when an office-holder o
other governmental employee acts with an officgdacity for
personal gain. Corruption is most common in Kklegtoes,
oligarchies, narco-states, and mafia states.

Corruption and crime are endemic sociological aswes which
appeawith regular frequency in virtually all countries @ global
scale in varyinglegrees and proportions. Each individual nation
allocates domestiaesources for the control and regulation of
corruption and the deterrence of crime. Strategusch are
undertaken in order to counter corruption are ofammarized
under the umbrella term anti-corruptioAdditionally, global
initiatives like the United Nations Sustainable Bleyment Goal 16
also have a targeted goal which is supposesuibstantially reduce
corruption in all of its forms.

Morris, wrote that political corruptionis the gjgimate use of public
power to benefit a private intereSenior defined corruption as an
action to secretly provide gmod or a service to a third party to
influence certain actions which benefie corrupt, a third party, or
both in which the corrupt agent has authoriyorld Bank
economist Daniel Kaufmarextended the concept to include "legal
corruption” in which power is abused within thenfines of the
law—as those with power often have the ability takelaws for
their protection. The effect of corruption in irdteucture is to
increase costs and construction time, lower thditg@and decrease
thebenefit.
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Corruption is a complex phenomenon and can occudifberent
scalesCorruption ranges from small favors between a smathber
of people (petty corruption), to corruption that affects the
government on a largescale (grand corruption),candiption that
is so prevalent that it is partof the everydaydtre of society,
including corruption as one ofbvn the symptomsgaaized crime
(systemic corruption).

A number of indicators and tools have been develophich can
measurdifferent forms of corruption with increasing acacy; but
when those are impractical, one study suggestaigaik bodyfat as
a roughguide after finding that obesity of cabinet ministan post-
Soviet stateswas highly correlated with more ateumeasures of
corruption.

3.4 Causes of Corruption

Per R. Klitgaardcorruption will occur if the corrupt gain is greate
thanthe penalty multiplied by the likelihood ofngecaught and
prosecuted.

Since a high degree of monopoly and discretionrmapamied by a low
degree of transparency does not automatically teadrruption, a
fourthvariable of "morality” or "integrity" has ba introduced by
others. The moral dimension has an intrinsic corapband refers to
a "mentality problem”, and an extrinsic componegfenring to

circumstances like poverty, inadequate remuneraim@ppropriate
work conditions and inoperable or over-complicafpdcedures
which demoralize people and let them search foretiahtive™

solutions.

According to a 2017 survey study, the followingtées have been
attributed as causes of corruption:

o Greed of money, desires.

o Higher levels of market and political monopolizatio

o Low levels of democracy, weak civil participationdalow
politicaltransparency

o Higher levels of bureaucracy and inefficient adstnative
structures

. Low press freedoni,ow economic freedom

o Large ethnic divisions and high levels of in-grdagoritism

Gender inequalityPoverty
o Political instability Weak property rights

o Contagion from corrupt neighboring countties/ levels of
education

o Lack of commitment to societyfxtravagant family
Unemployment

o Lack of proper policies against corruption
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It has been noted that in a comparison of the wwstpt with the
least corrupt countries, the former group contaatons with huge
socio- economic inequalities, and the latter costaiations with a
high degree ofsocial and economic justice.

3.4.1 Public sector

Public corruption includes corruption of the paHili process and of
government agencies such as tax collectors anpadiliee, as well as
corruption in processes of allocating public furids contracts,

grants,and hiring. Recent research by the World Bank ssigghat

who makepolicy decisions (elected officials or bureaucrats) be

critical in determining the level of corruption lbese of the
incentives different policy-makers face.

Political corruption is the abuse of public powadfice, or resources
by elected government officials for personal gdig, extortion,
soliciting or offering bribes. It can also take tfeem of office
holders maintaining themselves in office by purtcigayvotes by
enacting laws which use taxpayers' morieyidence suggests that
corruption can have politicalconsequences- withans being asked
for bribes becoming less likely toidentify witheih country or
region.

The political act of graft (American English), iszall known and now
global form of political corruption, being the unsggulous and illegal
use of a politician's authority for personal gathen funds intended
for public projects are intentionally misdirectadrder to maximize
the benefits to illegally private interests of doerupted individual(s)
and their cronies. In some cases, government utistis are
"repurposed” or shifted away frotheir official mandate to serve
other, often corrupt purposes.

Bribery involves the improper use of gifts and fangan exchange for
personal gain. This is also known as kickback#ahe Middle East,
adaksheesh. It is a common form of corruption. Hpes of favors
giverare diverse and may include money, gifts, reategtaomotions,
sexual favors, employee benefits, company sharesjileges,
entertainmentemployment and political benefits. The personah gai
that is given can be anything from actively givipgeferential
treatment to having andiscretion or crime overlooked.

Bribery can sometimes form a part of the systerseaf corruption

for other ends, for example to perpetrate furtleeruption. Bribery
can makeofficials more susceptible to blackmaibaxtortion.
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3.4.2 Embezzlement, theft and fraud

Embezzlement and theft involve someone with actedsinds or
assetdllegally taking control of them. Fraud involvesng deception
to convince the owner of funds or assets to giwmthup to an
unauthorized party.

Examples include the misdirection of company fuimtls "shadow
companies” (and then into the pockets of corrugbleyees), the
skimming of foreign aid money, scams, electoraldraand other
corruptactivity.

3.4.3 Graft

The political act of graft is when funds intended public projects
are intentionally misdirected to maximize the b#&sefo private
interests ofthe corrupt individuals.

3.4.4 Extortion and blackmaiil

While bribery is the use of positive inducementsdorrupt aims,
extortionand blackmail centre around the userefdlis. This can be
the threat ofphysical violence or false imprisonment as well as
exposure of andividual's secrets or prior crimes.

This includes such behavior as an influential pethceatening to go
to the media if they do not receive speedy medieatment (at the
expense of other patients), threatening a publiiciaf with
exposure of their secrets if they do not vote pamicular manner, or
demanding money in exchange for continued secrAopther
example can be a police officer being threatendud the loss of their
job by their superiors, if they continued with istigating a high-
ranking official.

3.4.5 Influence peddling

Influence peddling is the illegal practice of usme's influence in
government or connections with persons in authtwitbtain favors
orpreferential treatment, usually in return foymant.

3.4.6 Networking

Networking (both Business and Personal) can béfectiee way for

job- seekers to gain a competitive edge over otheéhe job-market.

The idea is to cultivate personal relationshipshwirospective
employers, selectionpanelists, and others, inhibyjge that these
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personal affections will influence future hiringati@ons. This form

of networking has been described as an attempbrtopt formal
hiring processes, where all candidates are givagaal opportunity

to demonstrate their merits to selectors. The né®vas accused of
seeking non-meritocrataxdvantage over other candidates; advantage
that is based on person@dndness rather than on any objective
appraisal of which candidate is mostqualifiedthar position

3.4.7 Abuse ofdiscretion

Abuse of discretion refers to the misuse of oraiegps and decision-
making facilities. Examples include a judge impmbpealismissing
acriminal case or a customs official using theircetion to allow a
bannedsubstance through a port.

3.4.8 Favoritism, nepotism and clientelism

Favouritism, nepotism and clientelism involve thgduring of not
the perpetrator of corruption but someone relategtiegm, such as a
friend family member or member of an association. Exampiagd
includehiring or promoting a family member or staff memtuea role
they are notqualified for, who belongs to the sawidical party as
you, regardless ofmerit.

3.5 Relationship to economic growth

Corruption can negatively impacts the economy Dbditectly,
through foexample tax evasion and money laundering, as vgell a
indirectly by distorting fair competition and fair markets, ang b
increasing the cost of doing business.is strongly negatively
associated with the share of private investment lagrte, it lowers
the rate of economic growth.

Corruption reduces the returns of productive awtisi If the returns
to production fall faster than the returns to cptian and rent-
seeking activities, resources will flow from protiue activities to
corruption activities over time. This will resuit a lower stock of
producible inputs likehuman capital in corruptedmtries.

Corruption creates the opportunity for increasedjirality, reduces
the return of productive activities, and, hencegesaentseeking and
corruption activities more attractive. This opparty for increased
inequality not only generates psychological frugira to the
underprivileged but also reduces productivity ghgwhvestment,
and jobopportunities.

210



POL 722 FUNDAMENTALS OF PUBLICADMINISTRAN

Some experts have suggested that corruption actsithulated
economigrowth in East and Southeast Asian countries. Aenafited
example is South Korea, where president Park Clnaegfavoured a
small number ofcompanies, and later used thisfilsd influence to
pressure thesehaebol to follow the government's development
strategy. This ‘profit-sharing’ corruption modelceantivizes
government officials to support economic developgmes they
would personally benefit financially from it.

3.6 Prevention

According to the amended Klitgaard equatimnitation of monopoly
and regulator discretion of individuals and a hidagree of
transparency through independent oversight by meergmental
organisationgNGOs) and the media plus public access to reliable
information could reduce the problem. Djankov atlttoresearchers
haveindependently addressed the role information piaysghting
corruption with evidence from both developing anevedoped
countries. Disclosing financial information of gowment officials
to the public is associated with improving insidoal accountability
and eliminating misbehavior such as vote buyinge Effect is
specifically remarkable when the disclosures cangaliticians'
income sources, liabilities and asset level instéaast income level.
Any extrinsic aspects that might reduce moralityousth be
eliminated. Additionally, a country should estdblia culture of
ethical conduct in society with the governmentisgtthe good
example in order to enhance the intrinsic morality.

In 1969, Christian anarchist Dorothy Day argued that Godlnegolve
economic abuses such as corruption. She wrote:

Fortunately, the Papal States were wrested fromQharch in the last
century, but there is still the problem ofinvestinef papal funds. It is
always a cheering thoughtto me that if we havedgedl and are still

unable to findremedies for the economic abusesiiofime, in our family,
our parish, and the mighty church as a whole, Gdake matters in
hand and do the job for us.

3.6.1 Enhancing civil society participation

Creating bottom-up mechanisms, promoting citizeadigipation
and encouraging the values of integrity, accouligbiand
transparency are crucial components of fightinguption. As of
2012, the implementatiari the "Advocacy and Legal Advice Centres
(ALACS)” in Europe had led tsignificant increase in the number of
citizen complaints against acts of corruption nresgi and
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documentedand also to the development of strategies for good
governance by involving citizens willing to fighga@nstcorruption.

3.7 Summary

Corruption is a form of dishonesty or a criminaleose which is
undertaken by a person or an organization whiagnisusted in a
position of authority, in order to acquire illidienefits or abuse
power for one'spersonal gain. Corruption may involve many
activities which include bribery, influence peddling and the
embezzlement and it may also involve practices hwhie legal in
many countriesPolitical corruption occurs when an office-holder o
other governmental employee acts with an officgdacity for
personal gain. Corruption is most common in Kklegtoes,
oligarchies, narco-states, and mafia states.

Corruption and crime are endemic sociological amwes which
appeawith regular frequency in virtually all countries @ global
scale in varyinglegrees and proportions. Each individual nation
allocates domestiaesources for the control and regulation of
corruption and the deterrence of crime. Strategusch are
undertaken in order to counter corruption are ofammarized
under the umbrella term anti-corruption.

Self-Assessment Exercise

1. Define corruption.

Corruption is a form of dishonesty or a crimindeofse which
is undertaken by a person or an organization whiehtrusted
in a position of authority, in order to acquirécill benefits or
abuse power for onefgersonal gain. Corruption may involve
many activities which includeribery, influence peddling and
the embezzlement and it may also involve practv@sh are
legal in many countries

2. What are the causes of corruption?
a. Greed of money, desires.
b. Higher levels of market and political monopolizatio
C. Low levels of democracy, weak civil participationda
low politicaltransparency

3. Describe Public sector corruption.
Public corruption includes corruption of the pakii process
and of government agencies such as tax collectors and the
police, as well asorruption in processes of allocating public
funds for contracts, grantand hiring. Recent research by the
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World Bank suggests that who magekcy decisions (elected
officials or bureaucrats) can be critical in deteing the
level of corruption because of the incentives d#ie policy-
makers face.
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UNIT 4 CHANGES IN GOVERNMENT STRUCTURE
Unit Structure

4.1 Introduction
4.2  Learning Outcomes
4.3 Causes of Changes in government structure
4.4  Foreign-imposed regime change
4.5 Regime promotion
4.6 Impact of Regime Change
4.6.1 Types of Regime Change
4.6.2 Regime promotion
4.7 Summary
4.8 References/Further Readings

4.1 Introduction

Regime change is the forcible or coerced replaceafi@me government
regimewith anotherRegimechangemay replacedl or pat of thestae's
most critical leadership system, administrativesagius, or bureaucracy.
Regime change may occur through domestic processed as
revolution, coup, or reconstruction of governmetiowing state failure
or civil war. It can also be imposed on a country by foreignra¢ctwough
invasion, overt or covert interventions, or coegaiNplomacyln addition
to replacing one government with another, reginagh may entail the
construction of new institutions, the restoratibold institutions, and the
promotion of new ideologies.

4.2  Learning Outcomes
At the end of this unit, students should be able to

o Explain government structure,
. Understand changes in government structure

4.3  Causes of Changes in government structure

Regime change is the forcible or coerced replaceafi@me government
regimewith anotherRegimechangemay replacedl or pat of thestae's
most critical leadership system, administrativesagius, or bureaucracy.
Regime change may occur through domestic processet) as
revolution, coup, or reconstruction of governmetiowing state failure
or civil war. It can also be imposed on a country by foreignra¢ctwough
invasion, overt or covert interventions, or coegaiNplomacyln addition
to replacing one government with another, regina@gh may entail the
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construction of new institutions, the restoratibold institutions, and the
promotion of new ideologies.

According to a dataset by Alexander Downes, 12ddesawere
removed through foreign-imposed regime change legtv#816 and
2011. Regime change can be precipitated by revolutiom @oup
d'état. Thel917 Russian Revolution, the 1962 Burmese coup, the
1979 Iranian Revolution and the 1990 dissolutiothefEastern Bloc
are consummate examples. Examples of internallyenrregime
change are the establishment of the French Fifplulbtie (1958) and

the Federation of Australia.

4.4  Foreign-imposed regime change

Foreign-imposed regime change is the deposing refgene by a
foreign state, which can be achieved through covedans or by direct
military action. Interstate war can also culmimaiiea foreign-imposed
regime change for the losers, as occurred for #iePowers in 1945.
Foreign- imposed regime change is sometimes usextalss as a
foreign policy toolAccording to a dataset by Alexander Downes, 120
leaders have been successfully removed througlgmeiraposed
regime change between 1816 and2011.

During the Cold War, the United States frequemtigrvened in elections
and engaged in attempts at regime change, bothtlgosad overtly.
According to Michael Poznansky, covert regime ckabgcame more
common when non-intervention was codified into nmiional law,
leading states that wanted to engage in regimegeh@ando so covertly
and conceal their violations of international law.

4.5 Regime promotion
According to John Owen 1V, there are four histdneaves of forcible

regime promotion:
1. Catholicism vs Protestantism: From the 1520s te#nky 18th

century

2. Republicanism vs Constitutional monarchy vs Absolut
monarchyfrom the 1770s to the late 19th century

3. Communism vs Liberalism vs Fascism: From the 1880% to
the 1980s

4. Secular government vs Islamism: post-1990

4.6 Impact of Regime Change

Studies by Alexander Downes, Lindsey O'Rourke amaathan
Monten indicate that foreign-imposed regime chasegeom reduces
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the likelihood of civilwaryiolentremoval of the newly imposed leader,
and the probability of conflict between the intenwng state and its
adversariesas well as does not increase the likelihood of
democratization (unless regime change comes witfd@mocratic
institutional changes in countries with favorablenditions for
democracy)Downes argues

The strategic impulse to forcibly oust antagonisircnon- compliant
regimes overlooks two key facts. First, the acb\érthrowing a foreign
government sometimes causes its military to dignmate, sending
thousands of armed men into the countryside wherg often wage an
insurgency against the intervener. Second, exigrmposed leaders
face a domestic audience in addition to an exteonal, and the two
typically want different things. These divergentefgrences place
imposed leaders in a quandary: taking actionsplegtse one invariably
alienates the other.

Regime change thus drives a wedge between exteati@ns and their
domestic protégés or between protégés and thepigeo

Research by Nigel Lo, Barry Hashimoto, and Dan dRelftas
contrasting findings, as they find that interstptmace following wars
last longer when the war ends in foreign-imposepihne change."
However, research by Reiter and Goran Peic firad$aheign-imposed
regime change can raite probability of civilwar.

According to a dataset by Alexander Downes, 12ddesawere
removed through foreign-imposed regime change legt#816 and
2011.

4.6.1 Types of Regime Change

Internal regimechange

Regime change can be precipitated by revolutiaaup d'état. The
1917 Russian Revolution, the 1962 Burmese coufd 978 Iranian

Revolution and the 1990 dissolution of the EastBloc are

consummate examples. Examples of internally drniggnme change
are the establishment of the French Fifth Repyth®58) and the
Federation of Australia.

4.6.2 Regime promotion
According to John Owen 1V, there are four histdneaves of forcible
regime promotion:

1. Catholicism vs Protestantism: From the 1520s te#nky 18th
century
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2.

3.

4.

4.7

Republicanism vs Constitutional monarchy vs Absolut
monarchyfrom the 1770s to the late 19th century
Communism vs Liberalism vs Fascism: From the 1880% to
the 1980s

Secular government vs Islamism: post-1990

Summary

Regime change is the forcible or coerced replaceai@me government
regimewith anotherRegimechangemay replacedl or pat of thestate's
most critical leadership system, administrativesagius, or bureaucracy.
Regime change may occur through domestic processed as
revolution, coup, or reconstruction of governmetiowing state failure
or civil war. It can also be imposed on a country by foreignra¢ctwough
invasion, overt or covert interventions, or coegaiNplomacyln addition
to replacing one government with another, reginagh may entail the
construction of new institutions, the restoratibold institutions, and the
promotion of new ideologies.

Self-Assessment Exercise

1.

218

Define regime change.

Regime change is the forcible or coerced replacemiene
governmentegime with anotherRegimechangemay replace al

or pat of thestate's most critical leadership system, administrative
apparatus, or bureaucracy.

What are the causes of changes in government?

Regime change may occur through domestic processes,as
revolution, coup, or reconstruction of governmeitibving state
failure or civil war.lt can also be imposed on a country by foreign
actors through invasion, overt or covert inten@rgj or coercive
diplomacy.

Trace the historicalwaves of regime change
a. Catholicism vs Protestantism: From the 1520s tedny
18th century

b. Republicanism vs Constitutional monarchy vs Absolut
monarchyfrom the 1770s to the late 19th century

C. Communism vs Liberalism vs Fascism: From the late
1910s to the 1980s

d. Secular government vs Islamism: post-199
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