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ABSTRACT

This study, on "The Relationship Between Job Performance and Job Satisfaction
of Lecturers of the Ahmadu Bello University (ABU)" was undertaken to examine the
relationship between job performance and job satisfaction among ABU lecturers. It was
to aso establish whether lecturers perform optimally in their primary assgnment and
whether they derive more of intringc satisfaction as compared with non-intrinsic

satisfaction. These factors were identified and discussed.

This study is limited only to lecturers of Ahmadu Bello University The study
covered a period of 10 years (1989 to 1999), Assistant Lecturers and other academic
daff up to Professors were used for the study. Seven research questions and Sx minor

hypotheses with one mgor hypothesis were raised for the study.

The instrument used for gathering the data was structured questionnaires drawn
out on afour-point Likert Scale.  The Instrument was validated by conducting a pilot
study in 12 Faculties of the Ahmadu Bello University. A spilt-half method of anadysiswas
adopted, using Spearman Rank Difference Correlation Coefficient "R". A Correlation
Coefficient of 0.81 was obtained. A rdiability Coefficient of 0.89 was aso obtained for
the questionnaire using the Spearman-Brown formula as Estimated Reliability. The above

results indicated that the instrument was vaid and reliable.

Out of 278 sampled respondents, 220 actually responded. Seven null hypotheses
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were formulated for testing of data collected. Sixty items were drawn on the
questionnaire. The analyses were grouped under four sections, biodata, job satisfaction,
job performance and job assessment. The statistical measurements employed in analyzing
the data were the One-Way Anaysis of Variance (ANOVA), Pearson Product Moment

Correlation Coefficient and T-test.

Three out of seven hypotheses showed that there was no sgnificant difference in
the opinions of the respondents. The findings revealed among others things that: There
is a positive relationship between job satisfaction and job performance of lecturers of
Ahmadu Bdlo University. There is also a positive relationship between provision of
facilities and job satisfaction of lecturers of Ahmadu Bello University. The femde
lecturers are more dissatisfied with their job than the mae lecturers. The age, length of
experience and qualifications of lecturers do not have any sgnificant effect on their job

satisfaction. The lecturers are dissatisfied with their salaries.

These results were compared with previous smilar findings, some specific

recommendations for the solution were made.
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DEFINITION OF TERMS

Job Satisfaction: refers to an individual’s feelings toward his job, and this can affect the

way he performs his duty.

Job Performance: refers to Institutional degree of success that individual employees

have in reaching the objectives of the Organization.

Academic Staff/Lecturers: refers to teaching staff of the University.

Intrinsic Satisfaction: is derived from the nature of work itself. interest in the job and
personal growth and development. This is a personal orientation to work and
concerned with oneself. for example. recognition, self-improvement, achievement,

cic

Non-Intrinsic Satisfaction: is derivation of needs satisfaction through rewards received

for doing the work. This is peripheral to the job itself (for example, ventilation,

working condition, supervision, compaay. etc. }.

-XIX-



CHAPTER ONE

INTRODUCTION

1.1 Bac und

All formal organizations are set up to meet the needs of the society. On the one
hand. such organizations require human resources to achieve their stated goals and
objectives; on the other hand, human resources (individuals who come in to work in the
organizations) also have personal needs and goals that have to be met in the organizations.
It is therefore. necessary that every individual within the organization performs his or her
role effectively in order to meet both his or her organizational and personal needs. It is
expected that an individual will derive substantial satisfaction and benefit in doing this.
It is also worth remembering that an organization does not exist solely to make employees

happy but also to meet organization objectives.

In the past, teaching in the University was seen as a satisfying and respected job
among the teachers themselves and the entire community. At that time, for instance in the
1970s and early 1980s the best graduates were normally persuaded to stay back and teach
in the Umversity. They had adequate opportunities for further studies or training,
particularly outside the country, resources for research and enough income to provide
basic needs of life were available. They had job security and good salaries. They aiso had
opportunities to attend seminars and conferences both locally and internationally. They
rarelv complained about conditions of service, rarely went on strike. rarely engaged in
confrontation with government. were only occasionally intimidated. harassed or detained
by government security agents. and never engaged in politicizing to become Deans. Heads
of Departments and Vice-Chancellors. On the average. University lecturers were able to



meet most of their needs. There was. therefore, job satisfaction. high performance and

the quality of their products, the students, was highly rated.

However, the inability of the past regimes to invest seriously in education has been
of much concern to the Nigerian society. Strike actions by students and lecturers over
one problem or the other, particularly in respect of poor funding of education, have led
to the closure of several Universities over the years. The politics of the appointment of
Vice-Chancellors and other key functionaries of Universities have also led to strike actions
and closures of Universities. The loss of academic sessions and semesters had been on

the increase

Improving job performance and understanding the relationship between job
performance and job satisfaction among University lecturers have lately been a subject of
interest in the study of educational problems and in the successful administration of
educational institutions. The Ahmadu Bello University. like any other university, has as
its main function learning and imparting of knowledge to students of the society. In this
bureaucratically structured organization, the lecturers are not only primarily concerned
with imparting knowledge to the students, they are also charged with administrative
responsibilities involving serving as Deans of Faculties. Heads of Departments, Heads of
Sections, Examination Officers, Registration Officers or Admission Officers. Time-table
Officers. Coordinators of specialized programmes and other duties depending on their
educational attainments and experience. The cadre of academic staff covers the ranks of
Professor, Reader, Senior Lecturer. Lecturer I. Lecturer I1. Assistant [ecturer to

Graduate Assistant - a career structure that takes about 20 to 25 years of teaching and

[ o]
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research before possible arrival at the pinnacle. In some of the faculties of ABU. there
are up to nine departments. Presently. there are 12 facuities with a Postgraduate School
and 69 departments. There are about 35.000 students pursuing degree and sub-degree
programmes. 2,000 lecturers and 9,000 non-lecturers (Student Handbook, 1997). From
the foregoing, it is clear that lecturers perform both teaching and administrative duties

while non-lecturers perform purely administrative duties.

All the foregoing suggest that the lecturers perform various kinds of jobs and
these are likelv to affect the job satisfaction and consequently their production. It is

therefore hoped that the study will assist in the effective administration of the University.

1.2 Statement of Problem

Of recent, there have been repeated complaints from the general public.
University administrators and government circles bemoaning the rate of brain-drain from
the nation’s higher institutions. Ahmadu Bello University (A B.U.) has been no exception.
More and more lecturers are leaving university teaching jobs for private organizations
especially oil companies, financial institutions and other more lucrative organizations

(Akpata. 1998). This has become a source of concern to the managers of the University

system.

Today. the interest in and the desire to accept a University teaching job has
declined. The best graduating students are no longer interested in taking up appomtment
with the universities. Those who already have appointments with the Universities wish

to leave because of poor conditions of service, which include poor salaries compared to

e



their colleagues outside the University system, poor benefits, inability to survive in a
declining economy and late promotion exercises by the administration. The inability of
the government to address this situation has resulted in strike actions and disruption of
academic programmes and has, in some instances. led to intimidation and harassment of
lecturers with the proscription of their Union. These incessant disruptions of academic
programmes have in turn caused the general public to express concern over the quality of

products coming out of the universities.

With respect to the work environment. lecturers generally operate in a poor
working environment (ASUU Report, 1993). They are to be found in offices that are,
more often than not. crowded and poorly furnished with no rug, no air conditioner, no
personal staff. no telephone, no executive chairs or tables, and sometimes without
functional toilets. Some of them are not provided with stationery to facilitate their work.
Despite all these, they are more qualified academically compared to non-academic staff
Every lecturer, apart from being a graduate, is also a senior staff. However, some of the
non-academic staff who may not be graduates and who may be junior staff occupy better
furnished offices in the Universitv. There are. however, exceptional cases where some
offices of Deans, Directors, Heads of Departments are adequately furnished. From the
above, it would appear that lecturers work under poor conditions of service in the
universities. It is also fair to say that satisfaction on the job can be enhanced by good
conditions of service, which include good salaries. opportunities for advancement,
adequate financial and material support for research work as well as a conducive

environment that can stimulate productivity.



Furthermore. the issue of job security has placed many lecturers in a position
where many of them now consider their job as a temporary one since they can be retired,
retrenched or have their appointments terminated at anv time the government, the Sole
Administrator or the Vice-Chancellor, deems fit. For instance, the New Nigerian of 6™
March 1998 and the ABU News Bulletin Vol XXXIIL. 1998, carried the University’s
termination of appointments of 67 members of staff of Ahmadu Bello University, Zaria,
out of which 29 were lecturers without the attainment of the mandatory retiring age of 65
for lecturers and 60 for non-lecturers. This means that there can hardly be job security

among the existing staff’

On the basis of the foregoing, the aim of'this study is to find out whether lecturers
perform optimally in their primary assignment and whether theyv derive more of intrinsic
satisfaction as compared with non-intrinsic satisfaction from the performance of their
assignment Effort will also be made to find out any relationship between job
performance and job satisfaction among lecturers. In particular, the study will consider
factors which are generally perceived to contribute to job satisfaction such as, conditions
of service. provision of facilities. workers compensation, administrative policy and
supervisory practices, job security and the work itself.  The study will find out what
constitutes effective performance. whether good student results. for example, are related
to job satisfaction. Further-more, the study will determine if research publications.
seminar presentation or conference attendance by lecturers and students’ results are good

measurements of lecturers’ performance.
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1.4

Objectives of the Study

This study attempts to achieve the following objectives.

E:

2

‘ad

To find out whether there is a relationship between job performance and
job satisfaction by lecturers.

To identify the factors that contribute to lecturer’'s satisfaction or
dissatisfaction with his/her job.

To determine whether age. gender, qualification and vears of teaching
experience have any effect on job satisfaction and performance of the

academic staff.

Basic Assumptions

In this studv the following assumptions are made

1.

5%

L¥¥]

Lecturer’s job performance and satisfaction depend on the conditions in

which he/she works

Lecturer’s job performance and satisfaction are dependent on ability and
motivation.

Job satisfaction affects job performance.

The basic minimum conducive atmosphere for optimum performance of

lecturers are provided by ABU.

Research Questions

The following research questions are to guide the investigation:

Major Research Question

1

Is there any relationship between lecturers’ job performance and their job

satisfaction?

-O-



Minor Research Questions

8]

e

Is there any difference in job satisfaction on the basis of a lecturer’s age”
Is there a difference in job satisfaction on the basis of gender?

Does qualification affect job satisfaction”

Is there a difference in job satisfaction of a lecturer based on his
experience’?

Is there a relationship between the provision of facilities for the lecturer
and his job satisfaction?

Is there a difference in the job satisfaction of lecturers of various

salary grades?

1.6 Hypotheses

In order to handle the problem. the following null hypotheses are advanced:

Major Hypothesis

|

There is no significant relationship between lecturers’ job performance

and their job satisfaction,

Minor Hypotheses

-

Lad

There 1s no significant difference in job satisfaction between Lecturers
of different ages.
There is no significant difference in job satisfaction between lecturers of

different gender.

Sy i



4 There is no significant effect of the lecturers™ qualification on their job

satisfaction,

whn

There is no significant effect of Lecturers length of teaching experience

on their job satisfaction.

6. There is no significant relationship between the provision of facilities
and job satisfaction of lecturers.

7 There is no significant difference in job satisfaction of lecturers of

various salary grades.

1.7 Significance of the Study

Through this study, the various factors affecting job performance and job
satisfaction among academic staff will be identified. It is hoped that this will thus help the
management. in particular, to really understand the plight of academic staff in order to
proffer solutions to the problem The study is also significant as can be seen by the fact
that the problems highlighted above have caused ASUU and the Government to come to
an agreement on the review of condition of service and salarv of academic stafT in the

Universities in 1999

It is hoped that the findings of this study will enhance the promotion of a better
understanding of the various human and psychological factors that motivate higher
productivity of lecturers. It would also help to bring about understanding between the
management and academic staff thereby reducing confrontation and incessant strikes. In
addition, such a knowledge would be of value to the administration of personnel in ABU

and many other tertiary institutions in the country.
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1.8 Delimitation of Study

This study is limited only to lecturers of Ahmadu Bello University. The study
covered a period of 10 years (1989 to 1999). Assistant lecturers and other academic staff
up to Professors were used for the studv. Graduate Assistants were excluded because

they are not lecturers by definition.



CHAPTER TWO

REVIEW OF RELATED LITERATURE

2.1 Introduction

This study focuses on relationship between job performance and job satisfaction
of academic staff of Ahmadu Bello University, Zaria. It is therefore pertinent to search
for empirical studies or findings so as to establish the relationship between job
performance and satisfaction.

The following issues are examined: history of Ahmadu Bello University (ABU).
objectives of establishing the University, organizational structure of ABU. teaching and
research functions of Lecturers; administrative functions of lecturers. concept of personnel
management. impediments in fulfilling individual and group needs; leadership style. job
satisfaction, job performance; organizational climate and job performance; morale and the
effect on job performance; relationship between job performance and job satisfaction,
evaluation of lecturers’ performance; review of related previous studies of Job

Satisfaction (JS) and Job Performance (JP)

2.2  History of Ahmadu Bello University

For a better understanding of any study of individual, group. department or section
in the University, it is pertinent that a brief history of the University is given (A B.U.
Calendar. 1987). The Ahmadu Bello University came into being following the negotiation
and recommendation of the Ashby Commission on Establishing a University in the then

Northern Nigeria, with its headquarters at Zaria. Thus in October 1962, Ahmadu Bello
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University was established on the site of the former Nigerian College of Arts. Science and
Technology with only 426 students and seven faculties, comprising 15 departments which
developed out of the departments of the former college. All the infrastructures were
inherited from the College. Gradually other departments were created By the 25
anniversary in 1987 the University had grown to be the largest and the most extensive of
all the Universities in the Sub-Saharan region. It covers about 7,000 hectares of land and
it has twelve faculties, a postgraduate school. five institutes, eight specialized Centres,
a Demonstration Secondarv Schaol, a School of General and Remedial Studies (SGRS),
a Primary School, three organized extension and consultancy services which provide a

variety of complementary roles to the academic faculties.

At present, the former Faculty of Arts and Social Sciences (FASS) has been split
into two, namely, Faculty of Arts and Faculty of Social Sciences. The SGRS has also
been scrapped and its premises and structures allocated to the new Faculty of Social
Sciences. Also. former Advanced Teachers’ Colleges (now Federal Colleges of
Education), Zaria and Kano, have been disarticulated and are presently under the National
Commission for Colleges of Education (NCCE). All Centres, except the Centre for
Automobile Design, Computer Centre and Centre for Energy Research and Training
(CERT) have been scrapped; the staff have either been terminated or redeploved to other
departments. The total student population pursuing degree and sub-degree programmes
number about 50,000 drawn from all the states of the federation and abroad. There are

about 2.000 academic and research staff and over 9,000 other supporting staff

f
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The University also had some affiliated institutions like Abubakar Tafawa Balewa
University. Bauchi. Abdullahi Bavero University, Kano and about 27 other Colleges of
Education, Polytechnics and Schools of Preliminary Studies. Other departments which
are fundamental to the existence of the University are the Registry Department, Bursary

Department, Security and Fire Services Department and Library Services Division.

All the Departments, Units and Institutes interrelate and function as an entity.
From the inception of the University, virtually all Vice-Chancellors were appointed
amongst serving academic staff of the University or from other Nigerian Universities with
qualifications of not less than senior lecturer or reader. The trend however changed in
December 1995 when the then Federal Military Government under the leadership of Late
General Sani Abacha appointed a retired Military General in person of Mamman
Kontagora to head the University for an initial one year amidst protest from the academic
community. He was there from 1995 to August 1998, because of further extensions by
the then military government of late General Sami Abacha. Efforts and calls to appoint a
substantive Vice-Chancellor from the academics has began to materialize. This
development has affected the smooth running of the University. Only in June 1999 a
substantive Vice-Chancellor was appointed from the Deputies who was mandated to sign

certificates for graduate and other official duties.

2.3 Objectives of Establishing A.B.U. and the Organizational Structure

2.3.1 The objectives of A.B.U.

The followings are the objectives of the University:
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I. To provide regular and liberal courses of instruction in the humanities, the
sciences and other spheres of learning of a standard required and expected of a

University of the highest standing.

[

To promote research and the advancement of science and technology

s

To secure the diffusion of knowledge especially throughout Northern Nigeria.

4 To acquire and take over the propertv. rights, trust and labilities of the
Provisional Council established by the University of Northern Nigeria (Provisional
Council) Law 1961, including all the property of the Nigerian College of Arts,
Science and Technology vested in the Provisional Council by the provisions of the

Nigerian College of Arts. Science and Technology (Transfer) Act, 1962

2.3.2 Organizational Structure of Ahmadu Bello University

The primary purpose of a University is to generate and disseminate knowledge.
Within a University the process of management development. the provision of
management training. procedures of human resources planning, and indeed a variety of
support that enhance this primary purpose. As a consequence management development
must take into account the nature of a University as an organization focused on the

generation and dissemination of knowledge.

The Ahmadu Bello University, right from inception. grouped all the functions into
Institutes, Faculties and Departments to provide for coordination and integration of
people and their activities (ABU Calendar, 1988). The Vice-Chancellor is the highest in
command, followed by the Deputy Vice-Chancellors. Deans and then the Heads of

Department. All the decision taken at the departmental meetings and Faculty Board
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meetings are sent through the Dean to the Vice-Chancellors. The Vice-Chancellor is also

answerable to the Council for Senate decision.

In addition to the structured staff organization, and University also uses
Committees to arrive at major administrative and academic decisions. For example,
Management Monitoring Committee. Few Directors and Principal Officers of the
University are members, chaired by the Vice-Chancellor and they meet once in a month.
There are also Implementation and Rationalization Committee who are answerable to the

Vice-Chancellor and some other Committees.

Lecturers are found in ali the Facuities except the service sections like Bursary.
Registrv, University Health Services and Maintenance Services who are non-lecturers.

(Please see organization chart of ABU in Appendices 1. IT & 1IT).

One of the most powerful tools for control of human behaviour available 1o
organizations is division of labour. As tasks are broken down into smaller segments. the
behaviour required to complete the task becomes more constrained and the time required
to complete a task gets smaller (Musaazi.1982). Teaching objectives are broken into
curriculum, subjects and course units and specific time is allocated to complete the
teaching and the person to accomplish the tasks. Organizations have a vanety of
resources with which to reward desirable behaviours and punish undesirable behaviours
The division of labour provides the basic function for allocating rewards and punishment.
A specific task is delineated and standards of performance are established. 1f the staff

meets standards or exceeds them, he is left alone or rewarded (Ezenne, 1978).
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When we talk about control of human behaviour in an organization, we are dealing
with power and influence. There are many different resources which an individual group
or organization can use to change the behaviour of another agent. Formal organizations
like that of the Ahmadu Bello University are arranged in a hierarchical fashion (Musaazi.
1982). That is, each position relate in a particular way to the other whether superior or
subordinate or at the same level, for example, the Heads of Departments relate to the
Deans and the Dean to the Vice-Chancellor. Classical management theory stipulates that
authority centres at the top of the hierarchy and is allocated down through the
organization according to tasks responsibilities (Musaazi, 1982). For example, in

Ahmadu Bello University, authority is more at the top than the bottom.

24 Teaching and Research Functions of Lecturers

The first function of teaching is the most obvious function of lecturers of
Universities and the one around which the other element of university organization and
work revolve. Young men and women are taught to confront the world in rational
scrutiny, to learn those skills that permit contemporary technology to function and to
progress and to beget those social attitudes that enable a highly organized world to cope
with the complexity of social change and to move ahead with a sense of direction (ABU

Calendar. 1988).

Every university employs and trains its staff, lectures are organized in form of

course outlines and are distributed according to area of specialization. Workload is

distributed according to hierarchy and time available.
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Research is the lifeblood of a university and the university cannot be an excellent
teaching institution without it. A developing country, particularly, must be prepared to
provide its universities with huge sums of funds for research. Research goes on in other
institutions besides universities. But universities offer special opportunities for many
forms of Research. Not only does their teaching function and the dialogue it engenders
between teachers and students nourish research. but also it suggests research emphasis
and structures. which are related to its communication to others. Moreover, a university
atmosphere and security of tenure given to its scholars foster a longer-term approach to
learning. In other words, governments, for example, can carry on much of their own day-
to-day research, research institutes can readily take on medium term research, but only
universities as a rule are free from pressures in such fashion as to be able to develop
profoundly speculative attitudes and to carry out the fundamental, long-term and

disinterested research that underlines all expansion of knowledge.

2.5 Administrative Functions of Lecturers.

The Nigerian University is a complex organization. Consider the divergent plural
communities of Professors and other academic staff. students, senior and junior non-
academic staff, the University becomes a community of communities. Academic staff
members have dual roles. Apart from teaching and research duties, some of the senior
academic staff have the following administrative responsibilities and duties. Similarly, the

same is obtained at the Ahmadu Bello University, Zaria.

-16-



2.5.1 The Vice - Chancellor.

In the Nigerian University system, the Vice-Chancellor is described as the
Executive Head. The Umversity is a more democratic organization and although the buck
indeed stops with the Vice-Chancellor, the institution is run by a committee system and
under the general supervision of a Governing Council. The success of a Vice-Chancellor
depends on how effectively he operates the committee system to give effect to the mission
of the University and to prevent arbitrary actions. Under normal circumstances. an
academic staff of any University within the country who has a qualification of not less than
Ph.D. and not less than a Reader would be appointed as a Vice-Chancellor. However, at
the Ahmadu Bello University, a Sole Administrator with a military background, was
appointed to be the Chief Executive of the University from August 1995 to December
1998. Presently the University has a full-fledged Vice Chancellor.  Specifically, the
duties can be summarized as follows (A.B.U. University Calendar, 1986/88):

1) To serve as a Member of Council

i) To serve as the Chairman of Senate, Congregation and Convocation.

1) To carry out certain general responsibilities aimed at ensuring peace.

order, good governance and optimal performance by all members of the
University community.

iv) To maintain discipline in the University is one of the Vice-Chancellor’s

heaviest responsibilities.

v) To exercise the duty of implementing approved academic and physical

plans faithfully without any distortions.

vi)  To seek for funds as universities are expected to generate a certain

percentage of their revenue from sources other than the government.
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vii)

viii)

Indeed. the efficiency of a Vice-Chancellor is increasingly being judged in
terms of his ingenuitv in supplementing government subventions with
internally generated funds.

To handle the affairs related to Academic Staff Union of Nigerian
Universities (ASUU), the Senior Staff Association of Nigerian
Universities (SSANU) and the University Non-Teaching Staff Union
(UNTSU) with an appropriate measure of initiative and dexterity may
prove descriptive of the activities of the University.

To serve as the University’s Chief Public Relations Officer to the
community, University’s Alumni Association and other Vice-Chancellors

Committees in Nigeria.

2.5.2. The Dean of Faculty

The Dean is the academic leader in the academic functions of the faculty. As the

Chairman of Faculty Board, he is to co-ordinate and regulate the teaching and
examinations conducted within the Faculty. He is also responsible for co-ordinating the
day-to-day administration of Faculty affairs, including the arrangements for students’
admissions, registration, matriculation and examinations. Administrative staff'is assigned

by the Registrar to a Facuity to assist its administration subject to the direction of the

The Head of Department

The Head of Department is responsible to the Vice-Chancellor for the day-to-day

administration of the department. He is charged with the general responsibility of guiding
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and supervising teaching and research at undergraduate and postgraduate levels, and co-
ordinating the professional, community and other outreach programmes of the
Department. He is expected to abide by the departmental meetings as far as is consistent

with his overall academic and admunistrative responsibilities.

2.5.4 The Examination officer

The Examination Officer appoints invigilators for each examination hall, performs
all necessary functions concerning the ordering and control of examination materials. the
arrangement of rooms for examiners, the collection of sealed packets of examination
papers and their distribution to invigilator and so on. He also coordinates the collation
of results and passes them on to the Head of Department for presentation at the Faculty

Board meetings.

While the non-teaching staff are responsible for the day-to-day administration of
the University, they perform such functions as preparing appointment and promotion
letters, leaves, sabbatical leave, study fellowship. preparation of salaries. in charge of
housing and accommeodation for staff and students, keeping of university files and records,

in charge of security, maintenance and services of vehicles and so on.

2.6 Concept of Personnel Management

Since every organization is made up of people, their procurement, motivation, and
maintenance are important toward the achievement of organizational objectives. This is

true regardless of the tvpe of organization - government, business. education, health,
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recreation, or social action. Getting and keeping good people are critical to the success

of every organization, whether profit or non-profit, public or private.

Those organizations that are able to acquire. develop, stimulate and keep
outstanding workers will be both effective (able to achieve their goals) and efficient in

expending the least amount of resources necessary.

Personnel management or human relation evolved as a rethink of dissatisfaction
on the concept of machine-made-man philosophy and also for the fact that administrators
are placing less emphasis on the rigid interpretation of efficiency as suggested by Taylor
(1947) in Musaazi (1982) and greater attention is now put on obtaining the cooperation
of emplovees and helping them to identify more closely with the organization and its
goals. Theretore, this section will deal with the history. theorv and practice of personnel

management as it applies to the bureaucratic organization.

Prior to the 1911-1920 decade. the hiring of workers was performed principally
by line supervision. In effect the foreman did his own hiring and firing. Taylor (1947)
in Musaazi (1982) had emphasized the need for proper selection and placement of
workers on jobs for which they could become superior producers. A number of
researchers had demonstrated the very considerable cost associated with high labour
turnover. The foremen were overburdened with problems of production. training,
maintenance, and other supervisory duties and that they should be relieved of the
responsibility for hiring and firing. = Management’s interest in human relations
commenced, for the most part, in the 1940's especially after World War 11. Management
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could not ignore fostering human problems and emplovee complaints because the union
would not let these issues go unnoticed. Some management saw the rise of unionism as
a challenge to provide so sound a personnel programme and so enlightened a leadership

that their employees would find no need for a union.

In 1940°s, Human relation studies started with Mary Parker Follett (1868 -1933)
in Musaazi (1982) and supported by Elton Mayo (1927 - 1932) in Musaazi (1982) which
emphasized concern for the workers, the need to be supportive and friendly, and the
desirability of consulting employees on matters affecting them. Later in the 1960's, the
term “human relation” faded in popularity and the modern term “behavioral science”™
replaced it. It is also humanistic and exhibits an optimistic view of the nature of people
and their potentials. It tends to emphasize genuine employee participation in decision-
making group methods of supervision, and concern for the development of interpersonal
skills. Significant contributors to behavioral science applied to work organizations have
been McGregor (1960). Herzberg (1966). Likert (1961). Maslow (1964), Argyris

(1964). Blake and Mouton (1964).

In a sense. the human relations movement was a reaction to the gospel of
efficiency even though it was not opposed to productivity. But. whereas the scientific
management movement saw management as making all the decisions while workers
merely carried out the chores as laid down by management, the human relationship
movement advocates that experts, managers and workers must all participate in working
out of job analytic methods. Lecturers must participate in decision-making. Also
maintaining and improving educational standards are also possible through the lecturers.
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The lecturers are the greatest assets to learning. Every effort must be made for proper
selection and placement as postulated by Taylor(1947) in Musaazi (1982). This is being

practiced by all management for cost and labour turnover reductions.

The Department of Registry. in general, and Establishment Office in particular is
the central office of personnel management of Ahmadu Bello University, although every
department and section contributes and cooperates with the Registry in the operative
functions of personnel management. These are manpower planning. authorization.
development source. evaluation, employment decision, induction or orientation,
promotion and separation. But the Registry Department performs the managerial

functions of planning, organization. directing and controlling.

Individual job satisfaction and performance might be improved substantially if
employee is appropriately matched to his job. Before any selection or job redesign
programme is undertaken, it is essential to consider the employee’s need state as well as

the charactenistics of the job into which he is to be placed.

2.7 Impediment in fulfilling individual or group needs

Every individual comes into organization to fulfil some personal needs. Problem
arises when there is likelihood that the satisfaction is no longer forthcoming. There are
some variables that can constitute impediments to fulfilling needs. These are working

environment. (physical and social); financial support and time provision.
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The working environment must such that can provide access to research
materials because in the University system one of'its goals is to do research and contribute
to knowledge, which must be supported with well-equipped laboratories and library.
Apart from physical environment, also there are social environment. There must be good
relationship with colleagues. This creates an atmosphere of belonging and team work to
attain heights. Financial support from the University for example research assistantship.
travelling and accommodation expenses payment., conference attendance payment.
provision of cost of preparing papers for seminars and conferences. as well as provision
of cost of organizing seminars and conferences as these will enhance growth. Time
outside the station for any academic activities. should be given without any problem. For
example, time should be given to attend short courses, longer courses, training and re-

training. .

Lack of financial support and inadequate personal emoluments is an important
frustration to the fulfillment of many physical and psychological needs of the individual.
Economic facts can frustrate the fulfiliment of many needs even among individuals with
regular incomes. According to Savage(1967) when the fulfillment of needs is blocked
bv various type of impediments the individual encounter frustration and this may lead to
tension within the individual. The amount of tension will depend on the needs. its
importance, the degree to which the person is conscious of it, the source of frustration and

the ease with which it can be overcome.

When a person is frustrated in fulfilling a need. he may simply review his efforts

along the same lines that resulted in original frustration. He may also substitute other
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goals although they mayv not fulfil the original need. Also there may be a contflict of needs

and the situation can be analyzed and an alternative decision can be taken although it may

not or may solve the problem. Finally, aggression. indirect aggression adjustment

mechanism or withdrawal may result and when this happens in a work situation there will

be job dissatisfaction and lack of interest in the job.

According to Ezenne (1978) the following should be the clear and consistent

administrative practices of any good University administration.

1

1

Lod

Detine statf members’ responsibilities and assist them understand what they
are and what they are not. Provide rules that will enable them to see their
potential and their limitations in their work and responsibilities.

In assigning responsibility to a person, give him also the authority necessary
to carry out the responsibility. The teacher who is told to keep orders must
have the authority to do so.

If responsibility must be changed, all persons who are concerned should be
notified.

In any formal organization each person has a “boss” and he should not have
more than one and everybody should know to whom he is responsible.

Do not give order to subordinates of another individual. as the reaction of the
subordinate would be that of resentment.

Although an administrator at times must be critical of some aspects of the
work of a subordinate, the criticism should be constructive in nature and

should be given in private.
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7. When dispute come, about authority and responsibility, they must be setiled
promptly.

8. Promotions. increase or decrease in compensation and discipline action should
be reviewed and approved by the superior of the person making decisions
involving them.

9. Avoid any act that implies an effort to have a staff member undermined as
such act can create suspicion and animosity.

10 In every formal organization tasks, and responsibility should be carefully
assigned according to experience qualification, competency, and ability to do

the work.

2.8  Leadership

No major presentation on the state of higher education in the Americas will begin
without using at least one of these words in one of the first paragraphs: pressure, change.
turbulence, retrenchment, restructuring, downsizing, globalization, competitiveness,
accountability, quality, assurance, during 1994, “Words, which reflect the harsh realities
of our times and spell out the challenges confronting the leaders of the higher education
community. We live in a time that calls for strong leadership at all levels and in every

sector of the society and leadership is a scarce commodity”™ (Chait, 1994).

But what do we mean by strong leadership when the term applied to higher
education? There was a time when a University President. to be considered a real leader.
had to have a strategic plan and a great deal of money for its implementation. As Chait

(1994) states that a “College President without a strategic plan was as archaic as a
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Hollywood talent agent without a car phone™ . A true leader made plans, spent, built and
then turned to governments to get more money in order to satisfy ever-increasing
expectation. So the new leaders are those who can move swifily to gain vardage, or at
least not lose ground. Time, have indeed changed, from the flamboyant and triumphant,

we have shifted to styles which favour more sober approaches.

How do University executives prepare themselves to face the new realities when.
often they are ili-prepared to manage the very special kind of organization, that is a
Umversity. Leadership according to Heckmann and Hunevager (1966) as quoted by
Enachwo and Eferakeya (1989) is the process of influencing the activities of the
organized group in its effort toward goal settings and goal achievement. Leadership
research has come a long way from the simple concepts of earlier vears, which centered
on search for the magic leadership trait. We have had to replace the old cherished notion

that leaders are born and not made (Fielder, 1974)

2.8.1 Leadership in the School Svstem

A leader may influence the activities of an organizational group in its efforts
toward goals setting and goal achievement “by using an approach to subordinates which
is laissez faire or free-rein. autocratic or democratic or by a combination, using one
approach at one time in one situation and other approaches at other times in other

situation.
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The appropriate leadership stvle adopted by the University leader is of great
importance to his effectiveness as a leader. This can lead to the achievement of both
individual and organizational goals. As a result, it is necessary to identify the styles from
leadership theory which are most suitable for the purpose of effectiveness. In effect. the
appropriate leadership stvle for University effectiveness depends on the situation. If one

is not suitable. then another one or a mix of all.

In his study of supervisor’s behaviour and quality and quantity of employee’s
output Wofford (1971) identify five features of managerial behaviour styles as:

1 Group achievement and order

&

Personal enhancement

Personal interaction

‘s

4 Dynamic achievement

5. Security and maintenance.

While Wofford was more concerned about the nature of behaviour in work
environment it was the study by Misumi and Tabaki (1965) quoted by Enaochwo and
Eferakeva (1989) that actually spelt out the relationship between styvle and output.
According to Paisey and Paisey (1980) Misumi and Tabaki (1965) quoted by Enaohwo
and Efarakeya (1989) classified behaviour as a production centred and person-centred,
and from this, three stvles were identified as follows:

1) goal-achievement-centred style of management, with a higher intensity or

impact.

£
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i) process-maintenance-centred style of management, with higher intensity
or impact. i

iii) an equal mix of (i) and (ii) at a lower intensity or impact

On the whole the third style was found to be the most effective style, especially

in Coal Production.

It is from the Soviet Union that we also see some relevant research on
management styles in the production process. Teplov and Nebylitsyn (1966) quoted by
Enaohwo and Eferakeya (1989) study shows the effect of temperament on the style with
which a task is performed. This resea;ch led to the “person-centred style”
(extroversion/sociability) and the “product!lion-centred style “(anxiety to tough-
mindedness) of management. It is interesting to point out that the result from the Soviet
researchers tallied wath works of Western researchers, especially those of Eysenck and

Eysenck (1969) and Eysenck (1976).

In order to integrate individual characteristics with the strucﬁxrél and task.
expectations of work situation, Fielder (1974) postulated two major styles of leadership,
namely task oriented leadership, and (ii) people-and-inter-personal relationship leadership.
Also working on leadership in the University of Michigan, Likert in Enachwo and
Eferakeya (1989) identified four outstanding styles of management.

1. exploitative - authoritative style where motivation is by fear and punishment, with

decision-making lmited to top.
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b

benevolent-authoritative style, exemplified by confidence and trust in

subordinates, with provision for upward communication while motivation

is by reward.

3. consultative style. that is a situation where there is substantial but not
complete confidence in communication and consultation;

4. participation group style, where ideas and opinions are sought from

subordinates because of absolute confidence.

The participative group style was regarded as the most effective and productive.

The work of Blake and Mouton’s quoted by Enaohwo and Eferakeya (1989)
managerial skill, the work is classified into (a) concern for productive and (b) concern
for people. Both researchers advocated a blend or equal mix of both “concerns™ to ensure
adequate performance through a balance of work requirements and maintenance of
satisfactory morale (Blake and Mouton 1978). However, the most effective manager in
this grill is the one that shows the highest dedication to people and production. Ohio
State University study classified leaders behaviour into (i) Consideration or human
relationships and group maintenance and initiating structure, which involves organizing
and directing of work (Landers and Meyers 1977). Similarly Michigan studies by (Reddin
in 1964) two styles in a continuum were identified for the mode of Administration in any
organization. They were classified as (1) the employee centred behaviour and (2) the
production-centred behaviour. In this concept, the more the administrator is oriented to

one style. the less he is in the other.
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Emerging from all these studies and taking cognizance of their limitations Reddin
(1964) evolved the 3 - Dimensional (3-D) theory as (1) situational management of ability
to change a situation ripe to a change (2) style flexibility or the ability to match
managerial approach to the situation once analyzed, and (3) diagnostic skill. Any of these
styles can be used appropriately and inappropriately as long as it meets the output

requirement of the job in order to achieve administrative effectiveness.

2.9  Job Satisfaction (JS)

Locke (1976) estimated that, as of 1976, about 3,350 articles of dissertation had
been written on this topic. Today there would undoubtedly be more than 5,000 such
articles. A sample of the measures that have resulted from this work are presented in
books bv Cook, Hepworth, Wall, and Warr (1981) and Robinson, Athanasiou; and Head
(1969). Considerable progress has also been made in defining the job satisfaction
construct (see Herzberg, Mausner. Peterson. and Capwell, 1957 Locke, 1969, 1976).
Lofquist and Davis(1969) noted that satisfaction is a “function of the correspondence
between the reinforcer system of the work environment and the individual’s need””; Locke
(1976) stated that job satisfaction can be viewed as a pleasurable or positive emotional
state resulting from the appraisal of one’s job or joh experience. These definitions are all
consistent with related conceptions of satisfaction that can be found in the literature of
other fields (for example social psychology). One of such definition was given by
Schneider (1983) as a function of not only what people have but also of what people have

the opportunity to have.
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2.9.1 The Situational Correlates of Job Satisfaction (JS)

The situationist perspective on job satisfaction maintains that satisfaction is
determined by characteristics of both the job (intrinsic) and the larger environment
(peripheral) in which the job exists. One of the most popular and extensively researched
measure of job satisfactions is the Job Descriptive index (JDI) (Smith, Kendall, and
Hullin (1969). in Schneider er a/. (1992). It identifies five facets of job satisfaction and

they are the work itself, supervision, co-workers, pay and promotion (job characteristics)

A. The Work Jiself

Research has found that the facet that correlates most highly with overall job
satisfaction is work itself. Satisfaction with the work itself'is usually measured in terms
of the core job: characteristics proposed by Hackman and his colleagues (Hackman and
Lawler, 1971, Hackman and Qldham, 1975). It can be shown that measures of the
presence of autonomy, skill variety. feedback, task identity. and task significance in the
work itself implicitly address present opportunity. For example, a meta-analysis
conducted by Freid and Ferris (1986) on the job characteristics model found that task
feedback (when compared with other characteristics of the work itself) was the strongest
correlate of job satisfaction. One interpretation of this finding is that feedback is the
mediator through which people perceive opportunities in their work: in the absence of
feedback, one does not know how one is doing, so it is impossible to perceive
opportunity. The lack of feedback creates uncertainty; uncertainty does not permit plans,

and the absence of plans is the absence of opportunity (Miller, Galunter, and Pribrain.

1986)
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B.  Supervision

Locke’s (1976) theoretical discussion of job satisfaction with supervision, he
suggested that the relationship between supervisors and subordinates is based partally
on what he called functional attraction. Functional attraction refers to the extent to which
subordinate perceive that their supervisor is helping them obtain valued job outcomes.
Thus supervisors can control opportunities on the job through the assignments they make
and the feedback they give to subordinates. For example, Landan and Hammer (1986)
found that voung clerical employees who received high levels of feedback about their job
performance from their supervisors perceived greater opportunities for within-

organizational mobility than the employees who received lower levels of feedback.

. Co-Workers

People seek friendly, warm, and co-operative relationships with others not only
what they produce in some immediate sense, but also for what those relationships provide
in terms of need — that is, social support (LaRocco, House. and Krench, 1980). People
are aware of their ties to others at least partially because of the possible, not only the
actual. benefits attached to those relationships. One establishes networks at work not
necessarily for what they immediately provide, but rather for what they have the potential

to produce

D. Pay

Pay is important source of satisfaction at work. In addition to salary providing
a potential source of self-esteem (Brockner. 1988), pay provides the generic opportunity
for anything money can buy (Lawler, 1971). People’s satisfaction with pay would be
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influenced by what they will be able to obtain (that is, how standard of living will

improve) as their salary increases.

E Promotion

Studies have shown that employees who perceive few opportunities for
advancement have negative attitude towards their work and their organizations (Kanter,
1977; Larson, 1982). For example, Kanter (1977) found that career opportunity at all
hierarchical levels can account for the ways people involve themselves in their work.
Further, it is likely that an individual’s satisfaction with promotion opportunities is
influenced by more than just the next promotion in the line of progression
Opportunities for promotion throughout an individual s tenure with an organization are

probably reflected in an individual’s satisfaction with promotion.

2.10  Job Performance (JP)

Emplovees” job performance or the contribution to productivity are considered
to result from ability and motivation. If a person has no motivation he or she could be
the most capable individual in the world, but there would be no connection between
ability and performance. Or. if a person had no ability, there could be terrific motivation,
but there would be no connection between the motivation and the performance. Both

ability and motivation are essential ingredients to good employee performance.

2.10.1 Ability
Ability is deemed to result from knowledge and skill. Knowledge is affected by

education. experience, training, and interest. Skill is affected by aptitude and
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personality, as well as by education, experience training, and interest. Ability is also
found to correlate with job satisfaction. For example, Schneider, Reichers and Mitchell
(1982) found that the relationship between ability requirements for job and job
satisfaction is as strong as the relationship between job reward (identity, autonomy.
feedback) and satisfaction. It seems logical to propose then that ability provides
opportunity because the more one is capable of doing the more one has the opportunity
to do. Although if we procure individuals with extraordinary competence and develop
these abilities, we cannot be assured that they will perform satisfactorily. Therefore,
another function of human resource management is activating the potential of our work

force, or what is generally referred to as motivation.

2.10.2 Motivation

Motivation is here considered to result from the interacting forces in physical
conditions of the job, social conditions of the job and individual needs. Some forces are
positive and contribute to motivation, improved performance, and increased
productivity. While others are negative. reducing motivation, performance. and

productivity.

Very often, lecturers complaint of lack of motivation in their work and also
Heads of Department of their Institutes complaints of un-cooperative attitude of
lecturers. Other similar organizations have leveled criticism against other categories of
staff in Government and parastatal. This is an indication that certain employees are not

sufficiently motivated (Afolavan, 1989).



Motivation has been variously defined but that of Mitchell (1982) states the
degree to which an individual wants and chooses 10 engage in certain specified
behaviours. The underlying concept of motivation is some driving force within an
individual by which they attempt to achieve some goals in order to fulfil some need
expectation. The most interesting out of Mitchell four characteristics of motivation to
emplover is that which says., “The purpose of motivational theories is to predict
behaviour” Motivation is not the behaviour itself, and it is not internal or external
forces which influence a person’s choice of action. Adminmistrator must be able to
predict lecturers behaviours in congruence with their behaviour so as to insure

performance.

There are different patterns of motivation theories. Among them are:

1. Maslow hierarchy of needs._ Starting from basic preposition that people are
“wanting beings”, they always want more and that what they want depends on
what they already have. As one need is satisfied another need emerges.
Sergiovan and Larver (1989) stress the importance of this theory to
University executive. They suggested that the University Administrator is to
find out at what levels lecturers are with respect to the hierarchy. This is
important because it does not make sense to motivate at the esteem level if

lecturers are insecure or to motivate at the security level when they seek

esteem.
2 Herzberg’s motivation — Hygiene Theory. This theory is built on the

intention that there are two independ sets of factors contributing to job
satisfaction and job dissatisfaction. The job satisfaction factors are called
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motivation factor™, that deals primarily with the individual’s need. For self-
actualization in his/her work (completion of a job, advancement recognition
achievement, growth opportunities and work itself). These factors leads to
positive job attitudes. The job dissatisfaction factors are called “hvgiene
factors” and deal with the environment of work organization policy and
administration, peer relationships, supervisory relationship, salary, opportunity
for personal growth and working conditions). They are powerless to affect job
attitudes positively. The proposition of Herzbeng’s theory according to
Mumtford (1972) in Oladebo (1978) suggests that to secure employees
performing at a high level of productivity, the organization has to identify the
needs of its employees and satisfy these needs.
Expectancy theory — A process of work motivation called an instrumentality
or Expectancy theory was presented by Vroom (1964) whose frame work
shows that the motivational force that an individual exerts on the job is a
function of the perceived expectancy that certain outcome will result from
particular behaviour. The valence of an outcome according to Vroom (1964)
1s in turn a function of its instrumentality for obtaining other outcomes and
the valence of the outcomes. Wofford (1971) conducted a study on the
relationship of job satisfaction to motivation and performance. He found out
that job satisfaction is highly related to the extent to which a person’s job-
related needs are met. It seems that job satisfaction can be improved through
development of an expectation that efforts will be rewarded. Wofford (1971)
also found that people who were high on job satisfaction and performance

expressed higher expectation of reward and high in need gratification.
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