DECISION-MAKING IN NIGERIAN LOCAL GOVERNMETS:
THE ROLE OF APPOINTED OFFICERS

Dr. 8.0. Fajonyomi

Discussion on the role of local governments in the Nigerian Federsl set-up has
tended to consider them as merely dispensers of services for the State and the
Federsl Govemments.! The argument has always been that local governiments
could not be regarded as autonomous decision-making entities since they
depend on Federal and State Govemnments for thewr finance. Even if its true

that the discretion allowed to local government is less when much of 1is
finance comes from supenmor governments,® this does not preveni local
Al

governments from taking decisions which we can refer to here as typically
local. This is evidenced in the way certain local government councils bypassed,
in 1988, the Federal Govemnment directive limtting the total cost of contracts
the Chairman could award at one go to N50,000:00. Local governments mzy
he drowned in the enormous directives from both State and F edere]
Gevernments, but there is a litle margin, left mainiy as 2 result of local
differences, which allows these counals to adapt such directives 1o their
respective situation. A current exampie is the implementation of the Federal
decree on primary education. [t would be inaccurate to think, for example,
rat local govemnments, despite the national character of the policy, have the
satme approach to primary education.

What we actually intend to do in this paper is to take a look at the decisiou
making process in Nigerian local govemments with the ultimate aun
analyzing the role of local govemnment officers. The methodological approach
to such studies have changed from the weberian ideal model, According to
Suleiman, “the view that a2 number of scholars... now take 15 that gabal fype
Weberian formulation ought simply to serve as a backdrop to the anafysis of
the relation between administration and politics. Hence, the central questions
‘vecome: What is the degree of influence that civil servants exert on 1Ge
political process? How is this influence exercised? And finally, what are the
effects of bureaucratic influence on politics??.  As far as we are concerned,
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the major questions that will guide this paper are, how far do officers
influence decision-making process? And what circumstances have encouraged
or discouraged this influence?

The paper is divided into three sections. The first secton deals with the
interpretation of the guestionnaise which we administered in three local
governments on decision-making 2ad the role of different actors: the se
treats the type of relation that exists between officers and counalloss; 1
last section, we try to analyze the conditions that have favoured mcreased
officer participation i the decizion-makimg process.

METHOD FOR THE STUDY

The matedal for this study came from wo principal sources: firstly, from a
questionnaire which we distrbuted to senior officers in three local
governments in the country. This allowed us to pain access to personal
informations concerning them; their ages, grades, educational qualifications,
ete. This preliminary survey helped ia constituting our second s i
15 personal interviews. We interviewed at least three councillors in eacl
counicils. Suffice to say that these councillors were those appointed between

December 1989 and Januacy 1990 and who were in office till December 1290,

The interviews were conducted following a set of prepared questions based oo
the objectives which we had fixed, especiaily that relating to the influence of
local government officers on the decision-making processes.

DECISION-MAKING PROCESS AND THE ROLE OF DIFFERENT
ACTORS: INTERPRETATION OF INFORMATIONS FROM CGUR
QUESTIONNAIRE

In our interpretation of decision-making in these local governments, we have

decided, for analytical purposes, to reduce decision-making function to Live
stages which we are going to present briefly.
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@) {dentificaiton of a problem and its inscription on the gpendea.

The decisional machine at the local level can not be trggered oft untl there 15
a. problem to solve or a national or State directive to implement locally. As
soon as it 1s established that there is o problem to sclve, the decsional
machine starts with the mscoption of the problem cn the agenda of the
council.

b) Elaboration of the problem.

Tins 1s the stage where all information concerning the probiem are pathered.
The decision makers try 1o see either among themselves or separaiely the most
efficient means of solving the problem. An evaluaton of ali avadable
informations are carried out. At this stage, the ‘target group ought to be
wformed so as to prevent any hostile reaction when the decision 1¢ bually
taken. It should also be stated that 2 pelitical or admumustrative decision can,
but satisfy a part of the populaton. 1t is also at this stage that experts are
mmvited to give their opinions, to measure the costs and benefits of -each
available option.

¢} Deasion-taking stage.

The third state i1s where the decision 15 actuslly taken. After all the
informations collected i the second stage have been treated, the cost and
benefit of each action considered, what 1s left for the decision makers to doas
to make a choice. The choice made may not definitely be the best, but the one
they feel will most satisfy at that particular time.

dj Lmplementation of the decision taken.

A dectsion 1s always followed by an order to carry it out.  Implementation
means maling avaiable the necessary financial and human resources. A
decision maker who thinks his work is over after taking a decision s mistaken
because it 1s necessary to follow up to the implementation level to see how
this is carded out, so as to familianze the people concemed by the decsicn
with its progress. This is the stage where one sees some determined deciston
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makers who follow their pgojects 0 the last stage o eNSULe ¢hat nothing 1s
changed from the ong;s'm conception oy the admunistoanve officers.
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local government is the exemption of traditional chiefs, the Secretary/HODs
and the Chairman from these who intiate 1deas at the local level, in the lasi
local govemmem intermal actors ire more trequent. Effs Lwe]** apart from
the 10% for the State %av‘*mﬁrn" we ave 10% for the Chean 50 for
the Serrem:y/HOD 10%, for councillors and 288 f5r members of committes:

EAE,

The responses that camme mo-e frequenty trom the officers of the three local
povernment areas, evern though with little vavetrns, are the 3Jute
govemnments, the councilioss and the members of commiitees. 140 us ¥ to
zxplain why this 1s so. The fzct the Stats government occupy su-rh posilton
should not be a surprise. We know the type of relation (hat ewmist betweén
State and local goversiments. This relation which 15 novw mstiiurnior s,hzec’* in
the Constitution of ine Thirc Reoublic gives local govermnents part 1;39.mf'
role 1n the adminsstratton of the State in respect of pryrary educanon, adulr
ecucaton, agaculture and nateral resources, the prm*:qmn of health services
ang any othet function from the Heuse o fwsernbly of the Stage”

As for the role of councillors and committes membess, % can g2y grossly that
c_‘l government off ',e rs accept tie {rcr that the fornuer are responsible for
the po‘a,b,sl comtrol of local governments. Nenetheless, we tried to see if the
counciliors. appomted by *he Siate ;U"Lﬁiﬁm 1t, see themselves more »o Stare
represeatatives or repraseittatives. of the local population. The question was,
“which of these two proposHoNns § ’ef ne your fole as 2 councillog?”

Supervise the directi by the Federal or State government; ot

1y Taﬁe decisions that '*)ené‘*n the peopit 1 am to serve?

tapt)

All the coundllors mterviewed believed they were there ro fulfdl the two
functons. This 1 a way justifv the respoise of { the officers as regards the role
of counailers 1n Mxeteﬁmn,m“ if thereis need for a decision.

We, after that, asked the officers “who suggests the altemnatives
considered to carry cut new projects?” The over all response trom the
iocal govemment" showed the Chairman 30%, the Secretary/HOD
and the coundiilors 18.3%. What (s surprsing in these resalis 15 th\ fant i:ha?
in ane of the local povernments, councillors, councilors and commuties
members were excluded while in the other two they gathered 24.6% of ¢

¢ '[',

%
[F]
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resuits. The craditional chiefs were not cited at all, This means that while they
could sugpest projects for the councils, they are aot consulted when it comes
to taking decisions. It-is important to state that the Secretary/HODs have up
to 55% 1 one local government and 30% and 15%% iy the other two. AS for
the Chairman, the percentage s identical (30%) in the three local governments.
Our next stage was o find out who exercises morte influence oves decisions,
secretary, (reasures, councillors, sradinonal chiefs, members of commuittees,
political parties and others. The results we had showed the dornmation of the-
political branch over the administrative section 11 decision-making.  In the
three local govemments, 35% of officers think it is the Chairman that is more
influential, 18.3% think it 15 th councillors and 16.7%, the co mimittes
members. Since the three of them belong t© the politicgi branch of local
adiministration, 1t means that 80% of officers shink that the elected /nominated
members exercise MOTE influence on decisions.  This response seems 1O
confirm the statulory disposizons which give the council the final power 07eL
local govemment decisions. But if we look at the way the Chaigman of
councils wete appemted when we were domng out feld wok, this result could
be misleading. the Chairmen at that time were :Lp?oimed by Stot

oyemnments from State Mimistoes. They were genior cxecutive officers
posted from the State Civil Service. In that wise, one could not actually say
that they belong 1o the poliucal branch of the local govemnment hecause most
of the tme they are forced because of their ongmn 10 suborcinate local
priotities. They consult the State capital for directives more thar an elected
local govemment Chairman would have done. This does not neglect the fact
fhat councillors exercise a lof of influence on council decisiors because,
excluding the Chairmsn. coundillors and committee meinbers have # sapport
cate of 45%.

[41]

Dunng Our iaterviews with counallors, We asked them ©© describe how
decisions age arrived at m their counails and their pazr_icigatmn. The tollowing
exracts from their responses chow the level of paﬁicipation of counaillors.

Most of the Gme, 1 am mformed by the chief enguaser of the need to
carry out a project. We discuss it together and when we agree, I note
it down. | then present the idea to the Finance and General Purpose
Committee which eventually decides. (5 Hpervisory Conncitior of Works).
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You know, the officers know where the schools are located and their
problems. Me, { am new here. they (officers) come 10 my office, we
talk about what they feel it is necessary to do and we decide together
the prionties. But normally I give the last word. (Supervisery Conneitior
of Education)

Its me who make the list of all the problems in the department. Puy
the Mmistry of Health too sends us some directives which we are
obliged to follow. If not, its me. (Sapervisory Conncttior Jor Health)

As for me when I want something to be done in my department, ] go
directly to the Chairman. Its been long that T have been in the health
sector. I was a Nurse for about 30 vears before I retired. So. if the
Chairman 1s OK, we discuss it in the general meeting, (Supermsory
Conncillor for Health)

Broadly speaking, all the councillors mterviewed, except one who thought
there were too many compulsory directives from the higher levels, thought
their participation in deasion-making was promment. None of them wantad
any change from the way it is done.

As regards the rwle of councillors and officers in the unplementation
processes, the officers disagreed on what should be their respective roles. We
asked the officers, “after decisions are taken are you left to carry them out
without supervision by councillors /committee members? If _yes, do you think

o

it1s nommal? If me, do you think you should he supervised? 66.7% of officer
£ 4

answered yes as against 33.3% mo. For those who answered yes, some of their
reasons are quoted below:

“If the person is a senior officer, it means he is competent”.
“Yes, because we are responsible employees™.
“Its normal because they (the councillors) know that we are competent”.

“They should be confident in us to carry out our nussion without
supervision”.
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The 33.3% who thought they should be supervised gave democratic reasons
like the responsibility of the councillors towards the people 1f a particular
policy does not work.

RELATIONSHIP BETWEEN COUNCILLORS _AIND LOCAIL
GOVERNMENT OCFFICERS

In the following section, we are going to look at the type of relation that exist
between counallors and officers. To discuss the relation between the jsad
el within the parailel structures’ of Nigenan local governments will drive us
mto the old debate over policy and administration. Talling about tus
relationship, Francis de Basque and Jean-Louwis Quermonne® remarlke
“Administration and politcsi  Two different figures show the possible
relations bhetween the couple. Either they hive sepurately, and as such, i the
first instance respect, the nomi. Then there won’t be the need to talk about it
because it is the general belief that administration must stay out of politcs.

r they live together, no matter the form of their cohabitation, the liasson
becomes immediately polemmcal™.

A lot has been written on the relation between policy and administration. To
be able to review some of these lLiteratures, we are going to use the four
models outlined by James Svara® namely, the Policy-Admiistration
Dichotomy Model, the Mixmre in Policy Model, the Mixture in
Administration Model and the Elected Official-Administrator as Co-Equals in
Policy Model.

(@) The Policy-Administration Dichotormy Madet

The first literature on the relation between policy and administration
supported the Webenan model of stact separation between -ﬁmmm'sratzve and
political functions. According to this model, administrative officers should
carry out thew functions without resentment. The first step towards this
distinction was the artide of Woodrow Wilson ;jubhshm in 188{ W in which
he stated that “Administration les outside the proper sphere of poliugcs.
Adminjstmtjon questions are not political questions. Although p@iétics sets

the tasks for administration, it should nct be suffered to manipulate its
ofﬁces...” It is along the same line that Frank Goodaoew!! argued that “there
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are (... m all governmental systems, two pomary or ultmate functions of
government, viz the expression of the will of the Stare and the execunon -7
that will. There are also in all States separate organs each of which 15 mainiv
busied with the dischagge of one of these iuz“ctxon:.. These functions ae
respectively politics and administration”. This type of thinking that dominated
for a long time made the democratic control of government possible and :t
exonerated officers from blames over their actions. Thus, it was the behef
that policies are made by elected officials for 1&&111?19‘(1&&?6 officers.

This strict separation which was meant to insulate government from politics
and prevent corruption and mefficency was never the case. [t is this thal
explamn the existence of the three models that follow.

(5} The Maixcture in Policy Model.

This model which also 1solate admimstration ﬁom policy gave au ULPOLiant
role to the former in the formulation of policies. Eastons, for example
defines politics as a distnbutional process i which judges, legislators,
admunistrators, among others, make value choices and allocate rescurces. [hus
model believes that “adiunistrators have extensive opportunity to set P@h{"} e
mifiating proposals, exercising discretion, manipulating expertise, waitng
mdgeu, and detenmmnmg the delivery of services—and thmagh
mmplementation they shape policy formulated by elected officials.t”

(¢} The Mrocture in Administration Model.

This 1s an antthesis to the fonmer model. In thus model, emphass is placed
on the role of legislators m what 15 known traditionally as sdmmistranc.
sphere such as mfluence over recruitment or the award of contract.

(d) The Elected Offical—Admnistrator as Co-Eguals in Poiicy Madel

Thiz model, while :haring many of the charactenstics of the peliey mustnr
model, adds a normative dimension. The model “asserts and ethucal obhgation
of administrators to promote the values of equity and parncipaton and to
cppose actions by elected officials which would be adverse to the i terests of
the politically poweress”'*  This s a sharp break from the policy

.
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administration dichotomy because administrators are urged 0 construct
rnechanisms for policy making and administration which bypass siected
officals and establish direct linkages between govcmmentai staff and the
pub'lic.15

1t is from these models that Svara constructed a New mode! which we think
will serve us 1 analyzing the relation between coundillors and officers in
Nigena. According to him, the functions of govemment &an be divided mto
four instead of the usual two, pohicy and administration. While the former
can be divided mto policy and mission, the later becomes administraton and

management. And so “whereas the responsibility for the extreme functions ot
rmission and management is largely dichotomized, tesponsib{im_; for policy and
adininistration 18 shared and the activities themselves are difficult t©
separ&te”.%

We are going to examine the relationshup between councillors and officers in
Nigenan local government councils following che four funcuons, starting from
the function of mission.

By mission'?, he tefers 10 the organization’s phi.‘lomphy, irs thrust, the b
goals 1t sets for itself, and things it chooses not to do. Ths, according 1o him,
is the resyonsibﬂity of elected rep*—;ese:ltaﬂ-ves if we follow the normatve
requiremnent of democratic theory, although there may be excephons.

In the Nigesan case, the phélosophy and objectives of local governments afe
fixed by varous State and Federal government decrees. Their functions ace
listed in the Constitution, which means that netther the counciilors nor the
officers could remove of 2dd 1o it. Although the counciilors we interviewed
thought they were not only there to ratify State of Federal goverzunenr.’ s
decision. This may be Jifferent duning a cvilian regime with the pacty 1
power at the local level trying to implement its electoral pronuses.

On the other hand, as for policy defined as middle-range policy decisicns for
example, how 10 spend government cevenues, whether 10 initiate NEW
programmes Of Create new offices, and how 0 distribute services at what
levels within the existing range of services Pﬂ)*@’idﬁdE it is comumon o s&8

interaction berweetl the two because adrmnistrators give advice and mak2

o
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tecommendations 1o elected officials. We have mentioned it earlier on that
both councillors and officers participate in the injia 101 of new pProgrammes.
36.7% of the respondents thought the initiatives come from coumciliors e
against 20% for the officers. As for who suggests the alternatives o consider
in decisionmmaking, 56.6% of respondents viewed the councillors as b
tesponsible against 33.3% for the officers,

However, things are not as simple as it is preseated in percentages. We saw
different areas of divergence in the pomts of views of both counciliors an =
officers. In the three local govemments, 22% of officers admiite thev have.
at one tume or the other, had problems with councillors |
exercising their functions. One officer in the Education
government told us how councillors chose to cons

truct culverts instead o<
buying school matenals for pupds in a primary School. He thought tha:

option was taken because of the fall back they will get from t

n the course of
Depastment of g o~

L€ Contract,

Administration refers to the specific decisions, regulations, and practcss
employved to achieve policy objectives, This is an area that is normals
reserved to the bureaucracy. But intervention of elected officials is noticed =
the specification of techmques to be employed imp.lementéng decisions be
legrslators, intervention in-service delis ery, and legislative oversight.
Nigenia, the relation when it comes to overseeing or
while imp}emt:ﬁting decisions depends on individual councillors, A councliee
told us why he suddenly became interested in administeative work,
decisions are not correctly carned out, he said.

supervising administratoes

Al tuoes

Finally, as regards management, that 15, the actions taken o support the poles
aad administrative functions (controlling and utlizing the human, mstenal ang
mnformational tesources of the Otgamization to best advaﬂtﬂge}_‘ ik 13, accordumgs
to Svara, the province of the manager. The council is, however, involved m
this sphere to some extent. Senior local government workers in Nigena o
hired by the Local Govemnment Service Commussion, with the excepnion
the Secretary since 1991, Before the zecent changes, locul gove
workers, especially the senior officers constdered themselves more o
workers since they can only be disciplined at that level, With the =
development, things might change (unformnateiy, we don’t have e

evidence to ja the situation). As for mformational FESOUTCES, We a-e
} 8
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to discuss that in our next section. ‘The Secretary, just like the manager in The
Council-Manager system, has more control in management functions. But the
new link which he now has with the Chairman—the Chainman appomts his
Secretary now——might mcrease the involvement of elected officals «
management functions.

The relation between officers and councillors could alzo be aoted m 3
contacts they have. We discovered from our interviews with counallors that
they try as much as possible to see theit HODs everyday. This, according fo a
councillor, “allows him to know how far they have gone = the implementation
of the department’s programunes”. This contact is even more personal
some local governments, especually where the HOD and the supervisory
councillor shaces the same office.

The daily contacts also help in discussing policy 1ssues 1w some focal
govemnments. 80% of councillors contact their officers before wkang certain
decisions. We also discovered that some councillors prefer to keep off ther
officers by not opening up because they regard them as being too
cumbersome.

We also asked both councillors and officers to say if thev have different
perceptions of local policies. The counallors m their majortiy felt there was
no difference except in spending. Officers try to prevent them from spendimg.
As for officers they believed that their perception of policies is the same with
that of councillors, when they are appointed by the Military and not different
from when they are elected under the baaner of political parties. This explans
why a lot of officers prefer their work undera military regime.

What role do officers feel they should perform m: local admiggstraiion 1
seneral and in decision-making in particular?  77.8% of officers felt they are
e - . A 5 £

there to serve the local govemment by their advice and help towards local
development, while the remaining thought their fole as officers is fo carry out
the decisions of the coundl without asking questions. Thiz shows soms
divergence in the way local sovernment officers see their work. This may be
due to the impression they have of councillors or to the local povernment soi-

up in Nigeria which has excluded, more of the tme, elected councillors for
appointed civil servants.
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OFFICERS IN DECISION-MAKING, ADVANTAGES,
RESOURCES, AND CONSTRAINTS : T -

We have been trying in the preceding sections to show that officers participats
actively in the decision-making processes of local governments in Nigeria, We
have shown too that this participation spreads from the formulstion of
decisions to their implementation. However, this participation vagies under
certain conditions. . In this section, we would try to see the conditions that
have helped local government officers in accrung so much importance ia
decision-making. . At the same time we are going to see the measures taken by
the central government to put a check to this bureaucratic control.

Most researchers who talk of bureaucratic control justify their stand with th:
major arguments: expertise of officers, the time . they spend in their functions
and their experience m their jobs. It is according to these reasomings that we
are going to analysize the influence of local government officers.

The first condition that favour officers in decision-making was the arpvai of
the military in the national political set-up. The first messure taken by the
military after the coup d’etat of 1966 was to ban political parties and their
activities, without mnstalling another form of institution to control the
bureaucracy at national, State and local levels, This made it possible for civil
servants to take over political power.}®*  This i3 why Biemen and Fiton®®
concluded that “the civil service has been seen as a net gainer from military
rule in Africa. It is said that civil servants are glad to be free of political
interference m their day-to-day work”, . .. ' '

When the milinry got to power, the system: of Sole Administrator -was
introduced. The Sole Administrator who is a State civi servant combmes
both political and administrative functions. Apart {rom carrying oot
personally the functions of the council, he supervises its officers and. !
decisions on any matter concerning. the council and its workers,

With this system, there is no difference between adminisization and policy.
Decision-making is highly administrative or bureaucratic becanse all the
functions of the councillors and the Chainman have become those of the Sole
Admingstrator and the officers.  The Secretaries of local gevemments too
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acenmulated more powers i decision-malking since MOost of them, in the
administeative hierarchy, are on the same level with the Sole Adminisirators.
Besides, because of ‘their knowledge in tgcal administration, the Sole
Administrators depend on them for advice before taking ceriain dectsions.

This type of privilege could hardly be got under a civilian regime. The case of
Warn Local Govemnment during the Second Republic as described by Oun~
Jdemonstrates this. ~ According to him, most decisions were taken without
passing through the normal processes. Officers were only used by councillors

.

‘o achieve party objectives. Councillors were even intetfering m smail
administrative problems. He confirmed that muny decisions were argved at in
party meetngs. The local government had & Umty Party of Nigera (UPN
majority.

This showed how the presence of a well organized political party could ;
or control the influence of officers in decision-making. But pohitical parties
are not stable participants in the Nigerian political system as 2 result of
recurrent military mterventions. This situation made the officers to cariy out
funcrions that are traditionally those of councillors. This is what Michael FLI
called adminisirative pokitics.™ .

When we did our research, political parties were not present i local
governments. The councillors then were appointed by the Military Governors
of the States. If one admits as they claimed that, they were appointed as
representaves of their communities, they had no political programmes ©F
manifestos as parties do. Although they try not t© play that game jike the
officers, they are obliged t listen to officers because of their lack of
experience coundl work. They have been councillors for only mne months.
We will be talling about the problem of expenence later.

One of the reasons that has been advanced for bureaucratic conioh is
expertise. The officers are regarded as experts who have in front of them
amateur politicuans who are less qualified. The ptofessiormi knowledge that 1s
often associated with officers allow them to be more at €ase than councillor
who are not experts when it comes to treating technical issues. As far as the
three local governments are concemed, one can not make a general statement.

The situation differs from one local govemmem'm the other and from one
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local government department to the other. Durning the course of our research,
we studied the educational profiles of both councillors and officers in the local
governments. We should, once again, state that those councillors having been
appointed by the mulitary, were more qualified than those we were fagila:
with at that level, We found out that afl, but one counaillor then had gone
above the West African School  Certificate (WASC).  'The professional
qualifications of officers in general include about more than 60% who have
done the Diploma in Local Government Studies, many university praduaies.,
few postgraduate degree holders and two to three accountants. The offices:
are m a more advantageous position than the councdlors in terms of
educational qualifications,

Most councillors at the penod of our research were neminated directly
supervisory councillors by the State Government In most of these
nominations, the professional qualification of the councillors were not
considered. This explains why a business woman with ust a2 WASC wa
appointed supervisory councillor of health, or a former company clesk as
supervisory councillor of education, In these two cases, we discovered that
the officers in the departments actually dominate policy fermulation. The
supervisory councillors admitted this themselves. Most of thom acsepted that
they only approve what the officers bring to thern. But i some departments,
we also met councillors who are vast i their fields, and who do more than
listening to their officers. The qualifications of supervisory councillors vis-i-
vis the departments they control was also one of the reasons adduced for tle
lack of development at the local level, One of the councillors elected in 1987,
while talking about the problems in her council lamented that 4 former villape

5]
‘wacher could be made supervzisory councillor of health 22

One other argument that is always used to justify bureaucratic control is the
time spent by officers in the council. The hypothesis is thai: since courncilicis
devote less time to their municipal function—because they keep i1 most cases
their original jobs—officers that do just that seize the oppotrtumiy to deal with
Unporwnt issues in the absence of the former. This hypothesis is fastly fading
away. Most councillors now devote all their time to their council work, Thi:
new development troubles most officers who see their work bemyg taken over
by councillors, especially supervisory councillors.# This i what 15 known as
the professionalization of clective functions.  This is what is graciually
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happening in Nigeria since 1976. Before 1976, we had counciiors who were
at the same time civil servants ot teachers. Since the famous 1976 Reforms, a
prospective local government councillor is suppesed to resign from any other
post he occupies before the elections. 'This prohibrtion is confizmed wn 1982
Constitution; Section 288(2) for the Chairman and 300(1) -for councitlors.
Most of the councillors we interviewed told us they come to their respechve
local governments everpday like the officers. This reduces the advantage of
the later, in tespect of the time spent by both in the council, 2: far as their role
in decision-making 1s concemed. But this does not neglect the fact that
officers siill have more advantage over councillors, especially if we take mnto
consideration the teem of office of the later or rather the length of ume they
spend in their funcions. j

Under normal circumstances, a councillor is elected for three years. One
could say that a councllor would need his first term to study how things
function at the local level. It is after that, i.e. from his second term that he
could really boast of knowing how the counal funictions. - But in Nigena, 1t
very tare for councillers to finssh their first mandate, not to talk of the second.
Between 1980 and 1990, we had five different councils, winch gives us ua
average term of two years (see table below):

The length of time spent by councitlors ire their posis beiween F980 ang 1590

Years Length of time
'1980-1983 36 months
1984-1986 (March) _ 15 months
1986 {Apnl) - 1987 {(December) 21 months
1988 (Jamuary) - 1989 (July) 19 months
1990 (Jaguary) - 1990 { December) 12 months

The length of time passed by 2 Nigeran coundillor, according to this table, ts
insignificant and ridiculous when one considers the fact that in France, most
Mayors have been in the coundl for a penod of 21 vears before becomung

Mayors and they have been occupying, that post for 13 years. It means thev

have been in the council for a pex:iﬁd 34 yeaxs.:?-“ The consequence in Nigera
coudd have been less grave if not that each time the council changes all the

councillors are replaced with new ones. At the beginning of each tetm, all we
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have s new faces who will again need to learn the council work. The ahserice
of professionalization on the part of the coundilloss bang shout f‘d"{tf
problems like the lack of knowledge in local management or even absence o
tocal notables.

Whale councillors are having problems finishing their mandates, the officers
remain and continue to accumulate experience. There are even nines when
officers alone remain in councils, while waiting for the nomination of new
councillors. This could last for more than 10 months like in 1084, With ths
&ype of situation, it will be normal to believe that counallors are mampd.rﬂ”
by officers, especially in their first months in office. This manipulaticn couid
even last tll the end of their term of office if they don’t t learn fast. The
permanence of officers limit the control demm.&hc that councillors con
have over them. This is because commirtee members and chairmen come and
go while officers remain ®

{

We can then conclude that the permanence of officers contribute to the
accamulation of experience which the councillors lack. In that wise, the later
depend largely on the former for almost all the informations they nced fo-
decision-making. We are now going to discuss the power over information in
Nigenan counails,

The rationality of a decision depends to a large extent on the co hecaon and
assimilation of information. Informetion about the orgunization’s
environment, about possible altematives and their consequences, and about
the valuation of input as well as cutput® This is exactly what the officers are
supposed to do in decision-making., The capacity to control the circulation of
information is one of the advantages that favour officers, especially the
secretary to the local government.?® The secretary, since the 1976 Reform, iz =
powerful figure. He incamates lus local gpovernment, especially with the wide
powers given to hum over the internal administration of the local government,
The secretary could open any cozrespondence to the counail and eveu reply if
he feels there is urgency. The executive power given to the secretary and the
continuous absence of councillors in local governments made people believe,
he has more power than the chairman. This explams, we mpno se, the fact
that in one of the local governments we vmred, there was 2 lot of people
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wating to see the secretary whereas the chairman and the conncitlors weie
present.

Does this not mean that the secretary is usurping the power of. the
councillors? This was not the opinion of our respondems, The councilors
admitted that the secretary works in collaboration with them. There ma¥ be
changes i thas situation. The last guidelines on the application of crvtl service
reforms to local governments has made the chairman the Chief Executive end
Accounting  Officer of his local gﬁvemmemﬁ"* Accordiagly, sl
correspondence flowing to and from the local government should now be
the name of the chairman and even when he is not around, his attention
<hould be drawn immediately to correspondernice g)focessed in his absence.

This is 2n inprovement. Rut the effect this will have on the power of the
secreiary in our opinion will be minimum. Most of the correspondence will
come baclc to the officers because chairmen don’t have enough experience
do it alone. This is not the first tme efforts are made to reduce the influence
of secretaries in Nigedan local governments. Some Northern States used 2
eotational system between 1977 and 1979, to make sure secretaries don’t have
a total grip on a particular local government.™

The measures taken by the Federal Govemment through different refonms ©
carb the privileges officers have over councillors will be inefficient in as far as
P - - - .

financial control over the chairman. According to

officers exercise 2 form of
the implementation ouidelnes™, the role of the chairman as accounting officer
excludes signing vouchers and cheques. This literally means that the counci!
can’t just spend any momney without the consent of two cenjor officers, the
secretary and the treasurer. But the smpact of this could be minized with the
decree ailowing chaiomen to personally appoint their secretaries.

CONCLUSION

We can say from the above pages that officers exert a lot of mnfluence on
decision-making processes. It won’t even be an exapggeration 1o say that the
:influence is more than that exerted by councillors, who are supposed to be the
guarantors of local democracy. It 1s true that the 1988 Reform has tried to
reverse the situation by making the chairman the accountung officer and the
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chief executive of the local government. But the political environment seems
to favour the officers. Poliical instability has always mterrupted councillors 1
the exercise of their functions. This made them to be less experenced
compared to the officers who continue to work even when councillors are not
there. It is this familiarity with the different issues conceming the local
govemment that constitute the major advantage officers have over counallors.
As such, the fact that the former play a more unporfant role in decision-
making than the later in Nigenan local govemments 1s far from being false.
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