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Abstract  
In recent times, the role of the Education Officer as an important player 
in the Nigerian education system has come under a special focus. This is 
in view of his increasing relevance and usefulness in enhancing the 
delivery of quality education. It is the contention of many that his 
performance has been greatly limited by the civil service system, 
bureaucracies and regulations he has had to contend with in the 
discharge of his numerous functions. It is against this background that 
this paper beams its searchlight on the structure of the Nigeria civil 
service and the functions of the Education Officer. It went further to 
examine the extent to which the current institutional arrangement has 
greatly hampered his effectiveness. It also highlighted areas that 
require urgent and consistent attention in order for the Education 
Officer to be more relevant in educational management. It concludes by 
proferring lasting suggestions as to how Education Officers can ensure 
improved service delivery.  
 
Key Words:  Civil Service, Education Officer, Educational Management, 
Service Delivery, Human Resources. 
 
Introduction 
The gamut of educational management falls directly under the purview 
or confines of modern public service which incidentally is the domain of 
government services. Indeed, the greater task of administering and 
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operating an education system rests essentially on the laps of the 
government. In this respect, government is expected to manage, guide 
and direct educational activities such that the society benefits 
optimally. This perhaps explains why education is often accorded high 
priority by most countries of the world. In this respect, it is assigned to 
a section of the public service in order for it to be run and effectively 
managed. 
 In Nigeria, education is one of the major service areas of the 
public service. By definition, the public service is that arm of the 
executive organ of government charged with the responsibility of 
implementing and monitoring government decisions and policies. Its 
services are directed at ensuring the public welfare, order and good 
governance. It consists of the civil service and other organizations such 
as the Armed Forces( the national militia), the police, security agencies, 
para-military forces (customs, immigrations, prisons), public 
corporations and utilities, local government councils), the academia 
(primary, secondary and tertiary institutions) and the diplomatic 
(foreign) services. The Nigeria civil service is therefore a subset of the 
entire public service. Education being an important service rendered by 
the civil service has over the years in Nigeria been hampered by certain 
limitations most of which are inherent in the civil service itself. One of 
such is the placement of education within the confines of the Nigeria 
civil service system. By implication, educational managers and 
administrators otherwise known as Education Officers have had to 
execute their responsibilities within the armbits and regulations of the 
civil service. Good as the arrangement may sound and appear, it has 
had negative effects on the smooth operation of the Nigerian education 
system.  
 It is in recognition of this fact that this paper examined the 
extent to which the current Nigeria civil service structure has impinged 
on the effective execution of the functions of education officers. In this 
respect, the paper will address the following questions. 

(a) How has the Nigeria civil service evolved over the years and 
what structure does it possess? 

(b) What is the current institutional arrangement under which the 
Education Officers operate? 

(c) To what extent has the roles, functions and qualities of the 
Education Officer been influenced by the Nigeria civil service 
system? 
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(d) What problems and challenges are being faced by Education 
Officers in the discharge of their duties owing to the structure 
of the Nigeria civil service? 

(e) What are the ways out of the current situation? 
 
In order to address these issues appropriately, the paper has adopted a 
five-part structure. The first part addresses the concept of the Nigeria 
civil service system, its evolution, structure and the principles governing 
its operations. This is with a view to appreciating its current state and 
how this has affected its efficiency and smooth operation. The second 
part focuses on the office of the Education Officer, its place in the civil 
service structure and the existing arrangement under which it operates, 
while the third part examines the functions and responsibilities of the 
Education Officer and the extent to which the performance of these 
functions and roles have been affected by the civil service structure. 
The fourth section highlights the problems and challenges being faced 
by Educational Officers in the discharge of their activities, particularly 
due to the influence of the civil service system. The fifth and concluding 
part proffers suggestions as to how the problems identified in the 
previous section can be effectively tackled. 
 
The Nigeria Civil Service System 
The Nigeria civil service began with the creation of the Lagos colony in 
1861 but became formalized in 1954 following the promulgation of the 
Macpherson constitution which made extensive provisions for the 
federal and regional civil service (Adu 1965; Adebayo 2000; Olagboye 
2005), Taiwo (1985) Eneanya (2009); Ayida 1987; Ayepeku1983; Asiodu 
(1979); and Oyediran and Ajibola (1978). The civil service began as a 
colonial institution and later transformed into a formal organization 
after independence. Over the years, it has gained prominence and 
legitimacy following several legal enactments, government regulations 
and reforms.  
 Indeed, the Nigeria civil service has developed rapidly just like 
other  modern ones as found in advanced countries such as United 
kingdom, France, Canada, the United States of America etc. It is unique 
in its own right. According to Ayepeku (1983), Asidu (1979), Oyediran 
and Ajibola (1978) and Ayida (1987), the Nigeria civil service can be 
regarded as an organisation or body of persons employed in a civil 
capacity and on a non-political career basis by federal, state and local 
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governments primarily to render and see to the faithful implementation 
of government decisions and policies. Its responsibilities include: 

 provision of specialized services functions especially in the 
realm of social services to members of the public; 

 publicising government programmes in order to educate and 
enlighten the public on its role in such programmes; and  

 execution of government policies as formalized by the 
executive arm.  

 
These roles are very unique and significant if one considers the fact that 
no policy no matter how conceived is meaningless, useless and of no 
effect unless it is well implemented. Implementation becomes 
thorough and effective where necessary machinery exists and are put 
in place to assist in monitoring the level of operations towards meeting 
set targets. In addition, effective implementation of policies and 
decisions allow for regular feedbacks to the government for assessing 
the success or otherwise of the implemented policy. In recent times, 
the responsibilities of the Nigeria civil service has increased such that it 
has now been expanded to include the following: 

 regulation and preservation of law, order and societal values 
and the enforcement of professional standards; 

 initiation of public policies and advising government on the full 
implications of public policies and other options open to the 
government; 

 providing continuity and unification in the running of 
government business such that no gap or any vacuum is 
created in normal governance. In this respect, the civil service 
serves as the store of knowledge or a think tank of past 
government decisions and procedures. It thus educates new 
ministers and government appointees on rules and procedures 
governing the conduct of public affairs and the operation of 
public organisation; 

 ensures stability and seeks to promote national cohesion and 
unity without compromising merit, efficiency and 
professionalism; and   

 serves as the custodian of public conscience in that the civil 
service is better placed to serve as assessors and analysts of 
government policies since it is expected that they possess 
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diverse and adequate information needed to guide government 
in the art of decision making. 

 
The organisation of the Nigeria civil service is founded on a structure 
that is based on the creation of special units known as MINISTRIES. 
Each ministry is saddled with specific responsibilities. According to Adu 
(1965), these ministries can be directly grouped into four basic types 
namely: 

(a)  Line Ministries: These are ministries that are involved directly 
with policy formulation and implementation. Examples include 
Education, Health, Sports, Labour, Agriculture, Housing, Trade 
and Commerce, etc. 

(b) Service Ministries: These ministries carry out special services to 
other ministries, that is, they assist other ministries in the 
discharge of their functions. Examples include: Ministries of 
Works, Justice, Information. etc. 

(c) Coordinating Ministries: These group of ministries work in 
conjunction with other ministries to achieve goals and expected 
targets as contained in special government documents (such as 
policy statements, budgets, rolling plans etc). Examples include: 
Ministries of Finance, National Planning, Budget, etc. 

(d) Supervisory Ministries: These ministries control, supervise and 
assist other ministries in the execution of their functions. Their 
activities are similar to those of the coordinating ministries save 
that they exert some form of control on other ministries 
particularly in the enforcement of government regulations on 
budget discipline, financial probity and maintenance of some 
established work standards. Examples include: Finance, 
Establishment, Special Duties etc. 

 
Alongside with the ministries are other specialized bodies such as 
agencies, bureaux, extra-ministerial departments, parastatals, all of 
which are created to aid easy administration and to enhance optimal 
performance. In some cases, a ministry may consist of directorates, 
departments, parastatal and commissions while is some, these bodies 
are independent of the parent ministries. Essentially, the ministries are 
expected to serve as avenue for policy making and implementation. In 
order to perform optimally, ministries are made to possess staff having 
specialized skills required in the execution of these functions. The staff 
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generally known as Officers, possess similar skills, training and 
specialization. By this arrangement, cooperation and mutual 
understanding among staff is guaranteed. Hence, it is common to find 
engineers and architects in the Ministry of Works, education officers 
and teachers in the Ministry of Education, medical doctors, 
pharmacists, nurses in the Ministry Of Health etc. 

In terms of structure, composition and philosophy, the Nigerian 
civil service is patterned after the British model (otherwise known as 
the Whitehall System) which is essentially a Class and Closed Service 
unlike the American model which is open in every sense of the word. It 
is a class service in the sense that all civil servants and official’s fall into 
different classes based on their educational qualifications. There are 
basically four classes namely: 

(a) Sub-clerical or Manipulative class 
(b) Clerical and Technical class 
(c) Executive and Administrative class  
(d) Professional and Specialist class 

  
The sub-clerical or manipulative class consists of civil servants without a 
formal training but are engaged in normal routine and vocational 
assignments in a particular field. Examples include messengers, office 
assistants, cleaners, guards, drivers, etc. The clerical and technical class 
consists of workers saddled with simple administrative and technical 
services such as clerks, typists, mail assistants, etc. This class serves as 
Support Staff to the executive and professional classes in that they 
assist the latter in the discharge of their duties. 
 The executive and administrative class is made up of civil 
servants that are deployed from a central pool and posted to several 
ministries to take charge of administrative and executive functions. 
These officers are versed in every aspect of government administration 
and policy implementation. They are otherwise known as Pool Officers. 
These officers include administrative officers, account/audit officers, 
information/press officers, legal officers, etc. They are largely sourced 
from the service ministries referred to earlier on. 
 The professional or specialist class consists of officers having 
different specializations based on the training they had previously 
received either from tertiary institutions or acquired while moving 
along the ranks. They include medical doctors, engineers, nurses, 
surveyors, architects, teachers, lawyers, pharmacists, agriculturalists, 
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etc. In most cases, members of this class begin and end their career in 
the ministry for which they were first appointed. 
 Each of these classes is further divided into cadres, with each 
having four to eight grades or promotion levels. Each level has its own 
salary scale and in most cases, the scales often overlap. In other classes, 
salary scales are peculiar to one cadre e.g. medical officers, health 
workers and have in recent times applied to other cadres e.g. the 
teachers. This has over the years led to the multiplicity of cadres and 
salary scales within the Nigerian civil service. 
 In addition, the current structure of the Nigerian civil service 
may be better appreciated, if the evolution of the civil service is 
examined. In modern times, the civil service has come to be regarded 
as a unit of government that consists of human resources recruited 
through the civil service Commission or related agencies and deployed 
to various ministries for the service of the State.  It is termed ‘civil’ in 
the sense that it is distinct from the military as it does not operate a 
command structure and does not utilize force, compulsion or coercion 
but uses strategies such as persuasion, courtesy, politeness and 
friendliness in its relationship with the public or society at large. A 
member of the civil service is often referred to as a civil servant. As 
such, he is expected to have personal integrity, be willing to serve, 
ready to take up any assignment or responsibilities given to him 
without complaint or hesitation. In all his dealings, he is expected to 
have personal integrity and loyalty to the government of the day and a 
deep respect for members of the public. 
 For effective performance, the Nigerian civil service operates a 
Hierarchy of officers which is characterised by centralisation and 
concentration of decision - making at the top-most levels. Hence, 
decisions are implemented by upward and downward communication 
between senior and junior officers in the discharge of functions and 
responsibilities. For the purpose of accountability and administrative 
convenience, the head of a ministry is often called a Minister or 
Commissioner depending on whether it is at federal or state levels 
while the accounting officer is the Permanent Secretary who is assisted 
by heads of departments or directorates known as Directors. For extra-
ministerial boards, parastatals, bureaux, agencies, commission, 
authorities could be headed by permanent secretaries or other 
administrative heads variously known as Executive Secretary or 
Director General. 
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Principles Guiding the Operations of the Nigerian Civil Service  
In order to ensure smooth operation and effective performance, the 
Nigerian civil service as in other countries is based on certain principles. 
The principles serve as guide in the performance of duties and also 
keep civil servants in line with the functions they are meant to serve. 
FGN (1997), Olagboye (2005) and Eneanya (2009) identified the 
principles as follows:  

 Officers and ranks are arranged hierarchically so that there are 
clear and well understood distinctions between each grade of 
officers from the most senior who takes decisions to the most 
junior who have little or no authority at all. 

 Each official is expected to work according to specific duties 
and regulations which outlines his duties or functions.  

 Work methods and procedures are to be determined by written 
rules and file records which act as precedents that justify those 
rules. This is to ensure continuity and accountability in official 
conduct, so that protocols and established rules are not jumped 
or sidetracked at will. 

 Officials should have skilled training (on-the-job) which equips 
them for the proper execution of their job and functions.  

 Officials are expected at all times to take their appointment 
seriously as a full-time career that demands loyalty and utmost 
dedication. 

 Civil servants should be protected from political pressures 
which are likely to prevent impartial decisions and policy 
making. 

 Salaries and contract payments should be clearly set out in 
accordance with specified salary scales and there should also 
be laid down criteria for awarding contracts. This principle is to 
help reduce the chances of civil servants accepting bribes or 
being coerced into drawing up policies they do not advocate. 

 Officials should be eligible for life-time service baring any 
misdemeanor or misconduct and there ought to be associated 
retirement benefits so as to guarantee a stress-free future after 
service. 

 Officials should be anonymous, insulated from public fame, 
could be heard but not renown. 

 Officials should be neutral, loyal and unbiased to government 
policies and decisions. 
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 Officials should be appointed and not elected. In addition, 
appointments should be made according to established 
standards of merit and personnel requirements of the service. 

 Civil Servants are to behave and conduct themselves in 
accordance with civil service rules and ethics guiding their 
conduct since they are to pursue a full-time career in the 
service. 

 Each arm of the civil service should be structured into smaller 
units or components (ministries, departments, directorates, 
divisions and units) for easy administration and effective 
performance. By this, it is easier to monitor, control and 
supervise the activities of its various staff on the field. 

 There should a permanent and regular supply of experienced 
officials such that public service is not segmented and 
government policies are implemented justly and impartially. 

 
These policies have been in existence for several years and have 
continued to serve as guide for civil servants in their conduct and 
operations. Education Officers as career civil servants have had to 
follow these principles closely in the performance of their duties. The 
above principles in recent times have undergone regular review and 
fine – tunning in response to the exigencies of the changing nature of 
government activities and the need the for civil service to be better 
positioned for effective performance.  
 
The Education Officer as a Career Civil Servant  
The concern here is to examine the status of the Education Officer, his 
office, focus, functions, responsibilities and qualities within the confines 
of the civil service. The Education Officer may simply be regarded as a 
career civil servant recruited by the Civil Service Commission or any 
related body and posted to the Federal or State Ministries of Education 
to pursue a career in educational administration and supervision. In 
most states of the federation and even at the federal level, Education 
Officers are expected to be specialists in the various fields of education. 
For this reason, they are largely saddled with the responsibility of 
advising government on educational matters, administer and supervise 
educational activities in sum, they are expected to manage and monitor 
the operations of the Nigeria education system. 
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Recruitment and Career Progression  
Usually, Education Officers are recruited by the Civil Service 
Commission, whether at State or Federal level. This is after undergoing 
a competitive written test or an appointment interview or both. In 
recent times, recruitment has been through both means due to 
persistent increase in the number of job applications into the civil 
service and the need to recruit the best hands possible. 

To qualify for appointment, prospective applicants are 
expected to possess a university degree e.g. B.A. or B.Sc in a teaching 
subject or a university degree with a bias in education e.g. B.Ed, B.A 
(Ed) or B.Sc (Ed). The possession of higher qualification such as masters 
degree may be accepted and acknowledged upon entry into the 
service. Such people are later advanced to the next grade level after 
completing a full year in service in addition to the confirmation of their 
appointment (Kolapo 2002, Olagboye 1998 and 2004, Olagboye and 
Fadipe (1998), Ogunsaju (2004), Tuoyo (2000), Farant (1980), Fagbulu 
(2008) and Adefolaju (1980). 

On the other hand, Education Officers can also be recruited and 
appointed from the pool of serving teachers in the Teaching Service 
Commission. What is often done in such cases is that such applicants 
are made to transfer their service to the Civil Service Commission from 
the Teaching Service Commission or Secondary Schools Board (as the 
case may be). Such applicants are normally expected to have been 
confirmed and possess a length of service not less than five years. They 
are thereafter placed on an appropriate salary scale equivalent to their 
cognate experience. Some may be seconded but such are not regarded 
as full time Education Officers as they are free to return back to their 
former beats if they chose to. In most cases, officers transferring from 
the Teaching Service Commission are not expected to be above GL 10 in 
their respective school so as to ensure fairness and equity in postings to 
the various duty posts. 

Having been recruited, he is then offered an appointment as an 
Education Officer II and then posted to the Ministry of Education to 
begin an active life career in the civil service. The entry print for the 
Education Officer in both Federal and States’ Service is usually Grade 
level 08, Step 2 or Step 3 depending on the degree obtained. Those 
with a degree in education are often placed on Step 3while others 
without qualification in Education are initially placed on Step 2. Each 
Education Officer is expected to increase in salary steps after each year 
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of service. Hitherto, there used to be provision for the post of Assistant 
Education Officer created specifically for NCE holders but has since 
been abolished as a result of the restructuring of the Civil Service Cadre 
through the 1988 Civil Service Reforms (Kolapo 2000). Each Education 
Officer is expected to rise through the ranks by undergoing promotion 
interviews and examinations (as it is the case in the Federal Civil 
Service). Whichever approach is adopted, promotion is only secured by 
the production of favourable annual performance evaluation reports 
that every officer is required to fill every year as a way of appraising 
one’s level of performance and target realisation in the civil service. 
 
The Focus of an Education Officer  
For effectiveness in the course of service, the Education Officer should 
have focus and targets which he intends to meet as a step towards 
becoming a thorough professional. His focus as a civil servant will be to 
attain the greatest height in his career and how to achieve maximum 
result in the discharge of his duties. 
 First, for every Education Officer to be effective, he ought to 
strive towards attaining a state of professional well-being. This is a state 
whereby he is able to achieve a proper balance and frame of mind in 
the course of rendering his service. It is the duty of an Educational 
Officer to ensure that he develops himself to a level where he can 
attain professional excellence. To do this, he has to be conversant and 
current in the following areas: 

 The terms and conditions surrounding his appointment as 
contained in his letter of appointment issued by the 
appropriate authority, that is, the Civil Service Commission. 

 The duties, functions and responsibilities of an Education 
Officer as outlined in the Scheme of Service. This is a document 
which specifies the duties of an Educational Officer and is 
supplied to the Officer on the assumption of duty at the 
Ministry of Education or any of the Units or out-stations he may 
be posted to in the course of his career. 

 The Civil/Public Service Regulations that are meant to guide the 
conduct of civil servants and their operations at various duty 
posts. These regulations are contained in published manuals 
such as General Order, Financial Instructions, Public Service 
Laws and Regulation Handbook and the Public Service Manual. 
It is mandatory that every Education Officer should get himself 
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acquainted with these regulations so as to know his limits, 
rights, areas of operations and the various obligations expected 
of him. This will afford him the opportunity of having a familiar 
knowledge of the terrain in which he is operating. 

 The structure and organization of the Ministry of Education, its 
functions, components, areas of operation and how each 
Education Officer fits into the organisation. 

 
Secondly, an Education Officer should pre-occupy himself while on 
active service as to how to improve on his level of professional 
competence. By this, it is meant that those abilities and aptitude he 
requires to develop while performing his job. These include: 

 Familiarity with his work schedules and targets drawn by his 
superior officers. 

 Presentation of submissions and positions in the form of 
memoranda, circulars, file minuting and other forms of 
communication on the job beats. 

 Acquisition of current information on the various fields of 
government interactions by searching or accessing information 
within government circles especially those information 
contained in government circulars, official gazettes and 
legislations on recent happenings in the fields of education and 
other related areas of interest to his department or ministry. 
This he can do by acquainting himself with journals and other 
scholarly publications in education and by also contributing to 
academic publications as a way of refreshing and enriching his 
knowledge on the job. Needless to say that he should avail 
himself of available training programmes for Education Officer 
whenever they are held. 

 Establishing regular contacts with departments/ministries 
having special responsibility for the coordination and regulation 
of the operations of the Nigerian civil service. These include 
Civil Service Commission, Ministries of Establishment and 
Training, Finance, Budget and Planning and Office of the 
Executive Governor/Presidency as the case may be. 

 
Functions of an Education Officer  
The functions or duties of the Education Officer as an important player 
within the Nigerian civil service and the Nigerian education system are 
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indeed diverse. However, from a perusal of the schemes of service 
devised for Education Officers at Federal and State levels, the following 
functions can be identified. 

 Provision of professional and administrative leadership to 
school administrators, teachers and other practitioners as a 
way of enhancing quality education. 

 Appraisal and evaluation of the services rendered by 
educational institutions through inspections and supervision 
and also offering suggestions for improvement. 

 Promoting the professional growth of teachers through the 
provision of in-service training and refresher courses on a 
regular basis. 

 Prevention of misdirection and misuse of resources and energy 
through acts such as fraudulence and incompetency by 
enhancing accountability and probity. 

 Provision of corrective ways of removing inconsistencies and 
inefficiency in the rendering of educational services. 

 Prevention of total breakdown of the operations of the 
education sector through adequate and professional counsel to 
major operators such as teachers, school administrators, etc. 

 Creating new ideas in educational practice and spreading them 
for the smooth operation of the Education system particularly 
in the area of effective teaching and learning, policy 
formulation and behavioural modification. 

 
Farant (1980) has also identified some major responsibilities of an 
Education Officer as follows: 

 Administration of public/school-based examinations and 
certifications. 

 Advising on effective methods of teaching with individual 
teachers. 

 Assessing, evaluating and reporting on the work of teachers, 
the efficiency of schools and effectiveness of curriculum 
development. 

 Allocating funds and equipment to schools for special projects. 

 Appointment and promotion of teachers. 

 Compiling statistics on education. 

 Coordinating the efforts of government, community, teacher 
trainers, professional bodies on educational matters. 
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 Counselling teachers on personal and career matters. 

 Encouraging relations between the school and the community. 

 Implementing official innovatory policies and regulations 
relating to schools, curricula, teacher and pupils. 

 
The Roles of the Education Officers in Educational Management 
The Education Officer as an important player in the education system 
performs several roles. These roles have consistently witnessed several 
changes in response to the educational needs and demands of the 
Nigerian society. The roles of the Educational Officer may be summed 
up under the following categories: 

(a) The Education Officer as an Administrator. 
(b) The Education Officer as an Academic Authority. 
(c) The Education Officer as a Quality Control Agent/Analyst. 
(d) The Education Officer as a Classroom Manager. 
(e) The Education Officer as an Adviser on Educational Matters. 

 
The Education Officer as an Administrator 
In its strict sense, the Education Officer is an administrator and his main 
task is to help administer the operations of the education industry. As 
an administrator, he is expected to: 

 interprete and explain government order, regulations, decisions 
and policies on education through official correspondence and 
other means of communication; 

 advise and instruct his subordinates and other staff on the 
mode of school management; 

 provide accurate and reliable data and information on the state 
of education; and  

 perform sundry administrative duties, such as treatment of files 
and memos. 

 
In executing the above duties, it is expected that the Education Officer 
be versed and conversant with modern management skills and tasks 
such that he is able to effectively combine, mobilize and harness 
available resources in ensuring prompt and efficient delivery of 
educational services. In addition, it is necessary that he develops these 
skills on a regular basis such that the task of educational administration 
becomes a relatively easier and convenient one to execute. 
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The Education Officer as an Academic Authority 
The Education Officer is by no less an academician as he is expected to 
promote intellectual activities as a way of boosting teaching and 
learning in its entire ramification. In assuming this role, he: 

 serves as a guide to educational institutions and other related 
agencies in the design and execution of school-related activities 
such as curriculum development, extra-curricula activities, 
supply of teaching infrastructure and aids etc 

 formulates, design, plan and implement  curriculum packages 
particularly at primary and secondary levels; 

 initiate, supervise and implement researches on recurrent 
issues in education and also identify areas where future 
research efforts may be concentrated upon; and  

 possess deep knowledge and insight into academic matters 
which he needs to apply in his daily activities and also guide 
others who are involved in rendering related services to the 
society. 

 
The Education Officer as a Quality Control Analyst 
One of the major requirements of education is that efforts must be 
made to ensure that effective and efficient services are rendered by 
various educational organizations established by the society. To ensure 
this, quality must be enhanced in the delivery of educational services. 
Hence, quality control must be ensured in the delivery of educational 
services and in doing this, certain mechanisms, are put in place to 
ensure that minimum standards set by the government are met. 
 The issue of quality control in education is premised on several 
reasons. Sidhu (2000), Kochhar (2000), Tuoya (2000), Ogunsaju (1988) 
and (2004), Olele (1998), Ayepeku (1987), Adesina (1980), Canham 
(1983), Ojelabi (1981), Ndupu (1980), Adefoloju (1980), Agun (2008) 
and Ajibade (2005) have adduced several reasons for quality  control, 
some of which are summarized as follows: 

 Improvement of instructions and teaching in educational 
institutions established by government and private 
organisations. 

 Assisting teachers on how to improve on their work by keeping 
them up to date and ensuring that they adhere to the standard 
set by the government. 
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 Providing professional leadership to educational workers in 
order to give them proper orientation and direction in the 
discharge of their duties particularly in the area of teaching 
techniques, instructional aids, diagnostic techniques and 
remedial measures. 

 Checking negative behaviour in the education system such as 
wastes, fraud, inefficiency and negligence and help promote 
accountability, better work ethnics and efficiency. 

 Appraising and evaluating the activities of educational 
institutions so that those doing well can be further encouraged 
to do better and also guide those lagging behind to come up to 
the standards already established. 

 
To achieve, the following tasks, some mechanisms have been 

put to place to help ensure quality control. These mechanisms include 
inspection and supervision. By the way of definition, quality control 
according to Olagboye (2004) is the process or mechanism by which 
operators of the education industry ensure that the educational 
services offered in a community remains relevant and appropriate to 
the needs of the community. Hence, for quality control to be sustained, 
the minimum standards expected of educational institutions must be 
well spelt out. From there, the standards are consistently monitored 
and evaluated through established instruments such as inspection and 
supervision. Inspection involves a series of visits paid to educational 
institutions on a periodic basis for the purpose of appraising and 
assessing the extent to which educational standards set are being 
achieved and assisting teachers and other school staff to improve on 
the quality of their instructions through adequate guidance and 
professional advice. Usually at the end of each inspection, reports are 
prepared about the inspection and sent to the school for further action. 

Inspection and supervision of educational activities involve the 
following as identified by Olagboye (2004), Tuoyo (2000), Farant (1980), 
Taiwo (1985), Ndupu (1980), Nwankwo (1982), Ajibade (2005), Fagbulu 
(2008), Canham 1983), Ayepeku (1987), Adesina (1980), Amori (2012), 
Ojelabi (1981), Olele1981 and Kolapo (2000) 

 Scrutiny and assessment of academic records and documents; 

 Making of enquiries on operation within the school system; 

 Investigating allegations and other educational matters for the 
purpose of gathering facts; 
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 Keeping watch on classroom interactions and proceedings; 

 Making a survey and taking stock of what exists within the 
school system that will guarantee effective teaching; 

 A thorough check of administrative services in the school such 
as school accounts, school statistics, financial records etc; 

 Evaluation of the content and components of the school 
environment such as discipline system, cleanliness, cultural 
features such as building (classroom, laboratories etc); 

 Observation and assessment of extra-curricula activities such as 
sports and games, hobbies, educational tours etc; and 

 Monitoring of development within the school system during 
the academic session. 

 
For the above activities to be fully exercised, the Education Officer 
readily comes in as an agent and analyst of quality control in the 
education sector and by his status, is better placed to engineer and 
pursue necessary transformations in this regard. In pursuing the 
responsibility of enhancing quality control, the Education Officer is 
expected to: 

 Appraise and evaluate the level of teaching and learning 
through regular inspection and supervision; 

 Maintain high level of standard in education through regular 
visits to educational institutions, in-service trainings meant to 
equip teachers and other practitioners towards inculcating in 
them the necessary skills required in improving their 
proficiency on their work beats; and  

 Identify areas of deficiencies and weakness in the operation of 
the education sector through constant follow-up as a way of 
forestalling break-down by providing necessary corrections.  

 
The Education Officer as a Classroom Manager 
The Education Officer, at one point in his career is expected to serve as 
a classroom manager just like teachers, instructors, tutors, proctors, 
lecturers etc. Usually, he is expected to start his career in the classroom 
where he is exposed to the rudiments of teaching and learning. Here, 
he is expected to impart knowledge to learners and acquire necessary 
skills which will be of immense use whenever he is called up to inspect 
teachers in educational institutions. As a classroom manager, teacher 
and assessor, the Education Officer is required to acquire the tutelage 
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in teaching methods and instructions. With this training, he is better 
prepared to assess the salient aspects of classroom practices and 
interactions required in guaranteeing effective teaching and learning. 
As a classroom manager, the Education Officer is saddled with the 
following: 

- engage fully in teaching activities; 
- encourage learning activities by motivating students and 

teachers to learn new things and also discover new things 
needed to equip and increase their knowledge; 

- keeping current and accurate academic records on student 
learning and other related matters; 

- provide students with professional counsel on academic and 
personal  matters; and 

- assessing and evaluating students’ academic progress through 
regular class tests and examinations. 

 
It must be appreciated at the juncture, that the role of an Education 
Officer as a classroom manager is crucial and fundamental to the 
successful accomplishment of his other soles. Being able to appreciate 
all that goes into effective teaching prepares the Education Officer to 
adequately meet and cope with all the challenges he is likely to face in 
his career. Where he is able to master effectively the basic rudiments of 
teaching, there is every assurance that he will discharge his functions 
adequately. For him to have a positive and far reaching impact on the 
operations of the education system, it is incumbent on him to be versed 
and experienced in the management and control of classroom 
activities.  

 
The Education Officer as an Educational Adviser 
As an authority in education matters, it is important that the Education 
Officer should make his experience available at the disposal of those 
that need it. This should naturally come in form of counsels and 
professional advice. For this reason, the Education Officer is seen as an 
educational adviser. In this respect, he serves as an adviser to: 

 the government on educational matters especially in the area 
of policy formulation and implementation, educational 
legislation, funding of educational programmes and its 
implementation; 
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 teachers and school administrators on issues bordering on 
teaching, school administration, curriculum design and 
implementation, educational assessment and evaluation; and 

 the general public on the benefits of education, innovations in 
education and relevance of education to societal development. 

 
In performing this role, the Education Officer should ensure that any 
time his advice is sought, he should provide an unbiased and 
professional counsel. The advice must therefore be such that it is 
respected, not easily faulted and be considered reasonable and 
plausible. Much as this advice is not binding on the recipient, yet they 
must not be those that can just be discarded as well. For this reason, it 
behoves the Education Officer to provide in-depth and professional 
counsel that recipients will find relevant and useful to their various 
needs. Through this role as an adviser, the Education Officer is able to 
ensure the dissemination of new ideas in education for the benefit of 
the society at large. 
 
The Demands of the Civil Service on the Education Officer 
For the Education Officer to be effective and responsive to the dictates 
of his job and the expectations of the civil service, he is expected to be: 

 able to win and command the respect and confidence of other 
players in the education sector especially school administrators, 
teachers, etc. by demonstrating competency, integrity and 
consideration for other individuals; 

 enthusiastic and eager to ensure effective execution of his 
duties through a consistent drive for speedy and safe 
completion of assignments and beats entrusted to him; 

 ready to possess a feeling of adequacy (not indispensability) 
expressed in optimism and persistency in the face of difficulties 
and problems; 

 original and real in focus such that he is able to guide teachers 
and other practitioners towards attaining their full potentials; 

 able to carry other practitioners along in a pleasant atmosphere 
marked with warmth, informality and a good sense of humour; 

 resourceful in finding new ways of meeting set targets, tapping 
new sources of assistance and suggesting alternative 
procedures that could be adopted in executing assigned tasks; 
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 a person possessing a broad and liberal mind that is not unduly 
concentrated on the defects and weaknesses of teachers and 
other practitioners but be ready to appreciate and commend 
hardwork and diligence and also proffer lasting solutions to 
observed weaknesses; 

 able to develop a constructive mind that is not passing as a 
detective looking for faults nor criticizing just for its sake but is 
willing to accept situations as they are and ready to suggest 
remedies where faults and weaknesses are evident or manifest; 

 sympathetic even though not blind to weaknesses but human 
and thoughtful to identify and resolve them; 

 a motivator and encourager to other practitioners in terms of 
need, urgency and any other time his advice, counsel to help is 
needed or sought for to assist in developing their initiative and 
potentials; 

 vast in educational matters, an outstanding academic that is 
able to carry all other practitioner along through consistent 
effort growing professionally by reading wide and contributing 
regularly to knowledge, actively involved in in-service training 
and always ready to impart leadership skills and traits; 

 able to keep and guard official secrets, not divulging them 
without express permission from superior officers; and 

 able to develop healthy work habits, work under intense 
pressure and also withstand shock and criticism in the course of 
his duties. 

 
Problems and Challenges Facing Education Officers 
Civil servants like other Nigerian workers face enormous problems and 
challenges in the process of executing their official duties. These 
problems to a large extent have tremendously affected their 
productivity and indeed the quality of services rendered to the public. 
Education Officers as civil servants over the years have had to grapple 
with several problems which had adversely affected their effective 
operation. The problems are myriad and peculiar to the current 
scenario as obtained at both federal and state services. Attempt is 
made here to highlight these problems and specifically to show the 
limitation placed on Education Officers due to the bureaucratic 
operations they have to follow that is inherent in the Nigerian civil 
service. They include: 
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 The repetitive nature of the duties performed by Education 
Officers in recent times that concentrate more on office work 
and less of field activities had made job to be monotonous and 
has resulted in the gradual loss of interest of the job at hand. 

 Arising from above is the preponderance of increasing 
administrative duties placed on Education Officers to the 
neglect of critical areas such as the supervision and inspection 
of teaching and learning activities. 

 Allocation of less time to critical job areas such as quality 
control, curriculum development, educational counseling etc. 
as a result of much concentration on administrative duties that 
can be adequately delegated to junior officers. 

 Shortage of qualified personnel to assist in the discharge of 
functions conferred on Education Officers. It is a known fact 
that federal and state services do not recruit Education Officers 
on a regular basis thereby creating a situation where the 
available officers are made to cover more duties that they can 
adequately cope with. This has also created a cadre gap among 
existing Education Officers which for a long time has remained 
unfilled. This has not only slowed down the pace of work but 
has also encouraged decline in productivity and effectiveness of 
available Education Officers. 

 The absence of rapport and working relationship between 
Education Officers and teachers in educational institutions due 
to a wrong perception of the role, office and responsibilities of 
Education Officers. This has made it difficult for Education 
Officers to adequately command the respect and attention of 
teachers. Furthermore, it has created an atmosphere of 
mistrust and a bad assessment of Education Officers as being 
vindictive, lacking human feeling which has exposed them to 
disrespect and loss of dignity among teachers, school 
administrators alike. 

 Inadequate and limited training opportunities for Education 
Officers. This has been mainly caused by the dwindling financial 
allocation to education ministries at federal and state levels. 
The situation is so bad and appalling that most Education 
Officers often rise through the ranks without adequate 
academic and on-the-job training. Where there are openings 
for training, it is often limited as there are several Education 
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Officers on the queue for them. Hence, recourse is often made 
to criteria such as level of cadre, relevance and the dreaded 
‘quota system’. Hence, the current situation is such that many 
Education Officers are lost to the demands of their various 
beats and as a result are unable to discharge their functions 
effectively. In addition, they often find it difficult to impart 
adequate training and guidance to practicing teachers. This has 
had a ‘multiplier effect’ on the proper functioning of Education 
Officers. 

 Inadequate allocation of funds to Education Officers to aid the 
easy execution of the official responsibilities attached to them, 
thereby limiting their scope of operation and level of efficiency. 

 Unnecessary delays in expediting action on government 
decisions and policy matters as a result of the bureaucratic set 
up of the Nigerian civil service under which Education Officers 
operate. This has in no small measure helped in killing 
initiatives and the ability to meet set targets. 

 The occurrence of clashes and inter-class conflicts of which 
Education Officers have become victims. The Nigerian civil 
service is replete with incidents of personality clashes, and in 
most cases Education Officers have had to experience clashes 
with other classes especially the administrative officers in the 
area of policy formulation and implementation in education. 
Where this occur, Education Officers are often sidelined and 
marginalized as advice are rather sought from the 
administrative officers who are wrongly believed to be vast in 
administrative and policy matters. In recent times, the 
increasing reforms in the Nigerian civil service have not helped 
whole issue as it they have further compounded the matter in 
that Education Officers are not often consulted and often by-
passed in certain matters particularly when it borders on 
administrative and public policy matters which many believe 
can be adequately handled by administrative officers. 

 The prevalence of poor conditions of service and limited 
incentives with which to motivate workers to perform 
creditably in the Nigeria civil service has largely affected the 
morale, enthusiasm and drive of Education Officers towards 
higher productivity. In spite of the series of civil service reforms 
and salary review exercises, there is yet to be appreciable 
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improvement in the conditions of service set for Education 
Officers. Travel allowances are not paid to them despite the 
fact that they need to visit educational institutions regularly in 
order to enhance quality education. 

 Regular occurrences of policy drift or summersault in education 
has hampered the activities of Education Officers. It has 
brought about confusion and  change of focus in most 
Education Officers and has drastically affected their ability to 
see to the effective implementation of these policies as there 
are no enough time for them to prepare and act properly on 
the policy before a sudden shift in policy occurs. Frequent 
changes in governments with different orientation, 
programmes and policies often create policy drift that do not 
allow for continuity. The impact of this on educational 
administration is enormous, profound and far reaching and also 
impinge negatively on efficient service delivery. 

 Frequent reforms, interventions and repackaging in the 
Nigerian civil service. In the last four decades, there has been 
five major reforms namely 1973, 1975, 1988, 1997 and 2003 
Civil Service Reforms all of which constitute interruptions and 
indeed negative interventions (Olugbemi 1979). These reforms 
have created several distortions and personnel displacements 
in the civil service. It has resulted in clashes and duplication in 
service delivery. An effect of this has been the frequency 
changes in the roles and schemes of service of Education 
Officers and their relegation to the leadership of the 
administrative officers who are even consulted for professional 
advice on education matters. 

 Over-dependence and frequent recourse or reference to legal 
precedents and civil service regulations in the execution of 
official matters. This has more often than not adversely limited 
the ability of Education Officers such that it has killed their 
initiatives, zeal, personal drive and innovativeness. This has to a 
large extent made the civil service to be equated with some 
negative attributes such as monotony of service, an 
organization bereft of positive ideas and lack of motivation 
towards efficient service. 

 Prevalence of inadequacies such as absence of logistics, limited 
personnel and office supplies that has adversely affected some 
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responsibilities of Education Officers particularly those relating 
to field activities such as inspection, supervision, data gathering 
and project monitoring. The effect has been the inability to 
achieve quality education and efficient service delivery. 

 
Towards Effective Educational Administration and Management: The 
Way Forward 
Educational administration is largely a government responsibility and 
Education Officers stand as one of the principal players that are 
entrusted with the task of overseeing it for the benefit of the society at 
large. For this reason, it is best that Education Officers should be better 
placed to execute this responsibility. Since education administration is a 
public service, it may be extremely difficult to canvass its severance 
from the Nigerian civil service. Past experiences have shown that it is 
better executed within the public sector where the activities of the 
government are dominant. However, more successes and gains can be 
maximized when Education Officers are better empowered and 
motivated for them to deliver quality service that will promote efficient 
administration of Nigeria’s education sector. For this to be, the 
following recommendations are made: 

 Education Officers should be trained and retrained on a regular 
basis in order to equip them with needed skills for efficient 
administration and for them to adequately cope with modern 
challenges they face in the course of discharging their various 
responsibilities. The training could be an in-service training or 
on-the-job training and must be planned in such a way that 
every Education Officer has an opportunity to attend these 
courses in order to refresh them and also develop them for 
future challenges. As much as possible, merit should be the 
major yardstick for sponsorship to these courses. Quota system 
should be removed or reduced to the barest minimum as it 
does not allow for every officer to have equal access to these 
courses. In the absence of merit, other appropriate yardstick 
can be developed such as length of service, performance 
appraisal, innovativeness, etc. 

 Certain civil service regulations that are inimical to 
innovativeness, hardwork and productivity should be reviewed 
or relaxed so that Education Officers can operate effectively, 
use their initiatives appropriately and allow for necessary 
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innovation. This does not suggest that a campaign is being 
made for laxity and a laissez faire attitude in public service. 
Rather, sanctions may be applied where necessary but it is ideal 
that a conducive work environment should be created whereby 
Education Officers can operate freely in order for them to 
discharge their duties effectively. 

 Better conditions of service should be devised for Education 
Officers so as to motivate them to increased productivity. 
Renumerations and allowances peculiar to their job should be 
offered and reviewed regularly. In addition, promotion should 
come as at when due. 

 Stagnation in service and monotony of duty beats should be 
removed through regular promotion and postings to the 
various departments and divisions within the education 
ministries in order to enhance experience and ensure greater 
dedication and commitment to optimal service delivery. 

 Roles and duties of Education Officers should be clearly stated 
and demarcated to avoid clashes or duplication of efforts and 
also mistrust as observed in most states of the federation. 

 Necessary work resources should be provided regularly that will 
help remove slow work rate and aid the smooth execution of 
tasks assigned to Education Officers. 

 Stability in government policy on education should be 
encouraged and allowed in order to allow for continuity and 
undisrupted sequence in the implementation of decisions on 
educational matters. This does not however preclude regular 
reviews and revision of existing policy statements on education. 

 More personnel should be recruited into the education 
ministries on a regular basis and as occasion demands in order 
to ensure prompt and efficient service delivery. 

 
Conclusion 
This paper examined the status of the Education Officer within the 
Nigerian civil service. It also took a critical look into the various roles 
and responsibilities entrusted to Education Officers as career civil 
servants. The paper went ahead to establish that the relevance of 
Education Officers in the area of educational administration is no longer 
an issue that can be contested given the numerous assignments they 
are called upon to tackle. There is thus the need to empower Education 
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Officers more for them to ensure efficient service delivery in the 
education sector. Recommendations were later made as to how their 
roles and place can be effectively felt by all. 
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