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v. 
PREFACE -·---

The word •budget' is derived from the oltl French wordr 

'bougette.", meaning a small bag or pouch; and it was first used in 

E11gland to describe th_e white leather bog or pouch-that held 1.he 

seal of the medieval Court of the Exchequer. Later the ministcr 1 8 

bag containing his proposals for financing government expenctiturr; 

likewise became known as his •budget•. When he presented his 

proposals to parliament he was therefore said to 'open his budget 1 o 

Gradually the wo~d •budget• came to be used for his proposals 

themselves, ond hence for any statement of plans and expectations 

for r1 future period, whether of governments, public bodies, co111i~1crci ;11 

organisations or privnta individualse 

Today, budgeting has come to be essentially a proces·. of 

planning anG control, and therefore hns hecome an invaluable aid 

to efficiency in the administration of any organization. 

Tha·~- is 9 it has become an invaluable tool of_ management., 

A wcll-?repared bud9et provides management with information on the 

entire organization, and aids complete co .. ordina.tion of th~ variout1 

functional areas of an organizntion. 

However, tiudgeting alone, does not bring about i·ealizntion 

of the planeo Control over operations is necessary in order th~t 

deviations f:-om the plans may be noted end .corr~ted so that businnr:rn 

or operations may be kept on the planned course. Hence modern 

budgetmry control comprises both a plan of operations and th0 mtc!,Hl)' 

within 
or chocking ana correcting operations . L the scope· of the ple.n .. 
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It ie not just a mere accounting·i,rooedure. Effective uso of this 

tool of mnnngement requires sound intonnation, organization, . . 

proper accounting classification and records, adequate resear~h, and 
. . . 

the e~thusiastic support of all employees from top, down. 
/\,; .. 

_,It. is with .this '.-'dministrative and manageri~l: aspects of 

:,-·. . . 

~dgeting as it applies to public corporations in Nige.ria that this 

work is C()~o The Nigerian Coal Corporation Enugu, is used .,,,. 

as a case study. 

The work is made up of five chapters. The first deals with 

the general introduction, incorporating the research design. 

It comprises of the statement of problen, purpose, and significance 

of study the working hypotheses, conceptual frame work, scope and 

methodology, and finally, the ·review of some relerant literatures. 

Chapter two covers a brief survey of the case study, the Nigerian 

Coal Corporation 9 the impact of the coal industry on the nation's 

economy and the organizational structure of the corporation. 

The theme or central thrust of the subject was dlseuesed in 

chapters three and four~ While chapter three examinea budgetary 

planning and,pre~aratiori, chapter four examines the budget cycle 

and control measures (the administration of budgetary control) 

in the.Coal Corporation. The last chapter summarises and concludca 

the work. It analyses the hypotheses within the scope of available 

informations and made some suggestive observations. 

However, I accept re~ponsibility for any error of judgement in 

the presentation of the infonnation received. 

e±t :a.•···~-. ---
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CHJ\PTim ONE --~ .. _,.,--
GENERAL INTRODUCTION 

The expanl!lion of the scope of governmental 
activitie~ led to a situation in which central 
government ministries as conceived under . 
certain governmental systemso... -- · were 
considered inappropriate for managing some 
of the new activities for which goverrnnants 
have assumed responsibility. 

Ladipo Adamolekun1 198)1 

Some non-ministerial governmental organizations camo into 

existence as a result of governments acting in the capacity of 

P.ntrepreneurSl. Such organizations are refl'.!red to as public 

enterp;.~iseso A special category of them is known as "statutory 

corporations", This means extraministerial authori ti-es· that nre 

-established by specific statutes with provisions relating to their 

mannganent, finance, personnel and so one 

Public ~orporations have.been Yariously distinguished according 

, I 

to both the nntur~ of the services they render·and the objoctive 

behind their establishmento Ho Fredman {1951) 2 
classified them 

into three cat1:;gori"es namely: Commercial enterprises, Social 

s.ervice Corporationa ~nd Supervisory Public Corporations. 

Th~ Onosode Preside11:tial Commission on Parastatal_s __(1981) 3 clossifie,l 

them into two: - QuA.si - Commeroisl and dependent ._on government 

fifflping - eogo NoEoP.Aef FRCN, and (2) essentially commercial or 

_J;nclttstrial but dependent on government fimdingf Co!Jo. Nigerian 

!tirways, The Nigerian Airports Authority .. N.A .. A•t n.nd so on. 

These two classifications by Fredmn.n and Onosode are so inclusive 

in their content nnd do not give a very lucid classification of 

Public Corporations that is desired here. 
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Thcrc,forc 1 n more exhcmstive one borne out: of t.r:lgerian· c~~ricliti,m given 

I]. . 
by L,-v 1lpo Acl."\n,c,lolcun ( 1983) · will ::..,'1 ,1:Clopb: .. "C"l for our p'.tqiose in ·~his :;tudy o 

Pref .. A<JrunolE:k:Lirl hns distin·,ui_shed public c..01.i)orntions in;·o thr<-x.: m,iJul:' 

ccct0.qories which include: ( 1) Pub:I ic Utility Corporati ,ns such u.S. the 

rli·p.rian Ports Authoc~ty (:'J.P.,Ao), Niger:lan Conl Corporation _(N.CeCo) 7 

f'zd:.i,ma.J. Electri.c Pm~ At1thJrity (NoEoP.A.,) 1 Nigerian Na.-Lionc1l l:'~trc,lcurn 

Cui:vor:iti.m (Nui'1 .. P .Co) and BO. ono ( 2) Soci:Jl/We~:.':are Service Cor.pcF1.tionr 

,,, !<:h ns .The Federal Radio Corporation of Nigeriu. ( F 0 RaC oH o) , Ni(Jcrinn 

~',:L .. 'V1.r-;fon Authority (N .,ToA.) , Federal Housing A11thority C: .H.h .. ,), .1nd 

n• ~ ·m. oncl ( 3) Developmtmt c1ncl F:inance ~orporn t5:on such u$ Ti-1c) Nigc!.1::-icm 

IrK\t1si:riu.l Development Bank (N.I.,DaBo) ;.The centra:L°Bank of NfJcria 

(C,t.,.!J.,), Natlonal Insurance Corporation of Nigeria (N .. I.CoO.,No), River 

l1.:\s:i.n Development ./\uthorities 1 und so on. It has to be notoo that som'2 

c, ;r.porntions in Nigeria fall into one or more of these categorfcs, nnd 

tl1.\t 9enerally most of t.'1ern, like the Coal Corporation nnd N.,N.P.C., 

h:;,.vc.: '1.ual obligations - service to the nat:ion and profit genern:!:ing .. 

11owwer, this work is a · study of the budgeting and budgetary control 

'.;y:-;tcrn::; :in Public Corporations with the Nigerian Coal Corporation·...; 

1-l .c .. co - as ·l:he case study .. 

l',uJgets hnve become specinl tools of management in the dircct:i.on 

,"'.\n ~ control of the affnirs of org.mizationse They are not o':'!.ly nsc..'(_1 

:._,.:i· GG".:t:nmr:nts, where.bu:lg:~ting hacl its origin, but_ nlr:·o ir industry 

' 1fr · .. (:,xarncrce as· well as in private activitieso All have fotm.(1 thc1t u 

lm '.cJ,}t.,ry system can be an invaluclble aid in plnnnmg and. forrnuli::iti.11.'] 

.,,llr-i'nc• l • k • · J th' ., - ·· - _ .. , ,me in ecpmg c.i~~c c on (;J.r execu~1.ono 
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In the attempt to revamp the economies of Europ~ -ond America 

following the great depreesion of the 19JO•s attention was drawn to 

the hitherto unrecognized possibility of using fiscal measures to 

regulate the level of ~nployment and economic activity of an economy. 

The roll::. ')f the budget as an insj)rument of oconomic. planning begon 

to be emphasized from this timee Thus, Jesse,B~rkhead aptly opined 

that •the study of govermnent budgeting is a study in applied 

. '5 economics • 

Meanwhile, budgeting has acquired yet another dimension which 

is neith01: constitutionnl nor economic but administrative.,· 

This is associated with the rapid development of budget.t.ri," in private 

business over the past fifty years. They have become one of the 

recognizeu aids to management. Although private firws have largely 

tnken the lead in this manager.iaL aspect of budgeting, public 

authorities or corporations are by no means debarred from shnrinu 

in the benefits of this managerinl tool thQ,_t is budgetingo 

~ement Of Problem: It is common knowledge that Public Corporation::i 

in Nigeria are not perforn1 ing upt,:, the expectations for which th0y 

nre established. The fact that most of thl'ffl er.e run with budget 

nllocations from their sponsoring governments rather than out of the 

results of their performance has given rise to the problem of hidin9 

inefficiency in these corporation,so The other problems that arise 

f,:om this dependency syndrome of public corporations on government 

subsidy include the problem of inadequate strategi~ and operation~l 

plnnning wHh tho result that their budgets g!Dow out of precedents 

(incremental budgeting). 
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Hence, management shy away from clearly define<} goals or ta.rg~ts 

ngainst which results or performance can be compared during the budg~t 

period. 

In point of fact, the queation is, how does this dependence 

of public corporations on their sponsoring governments enable their 

mnnngements translate their plans or goals into financial plans without 

running into the problan of planning out of budget1 The whole busi n1J1rn 

of budgeting and budgetary control i1s that of setting of _goals (plctnninn) 

and directing the organizationP.s operations towards the nttc:iinmont of 

the set. goals or tergets., This makes for efficiency and result orient<:'1 

mnnagemento The question is, therefore, raised ~s to whether our 

public corporations, especially those that perform commerciall~r relnt,,c1 

functionrn- adopt this management approach end are stil 1 unable to perf-on:1't 

Purpose Of Studyz The present poor performance of public corporations 

in Nigeria, as we .have already noted, makes a study of their operations 

very, important. Public Corporations have been successfully used as 

offective government agencies (extraministerial agenci_~s) for public 

policy implementation. No wor.der the developing co1Jntries of Africa 

• 
and Asia"adopt this corporate devise as a tool for solying their 

socio-~conomic problems. 

From the decade of intensive decolonization (195o-'6o) the anerging 

Nationalist-led governnents began to i;\rticulate a clear role for the 

extramini.steri~l agencie!' - public corporations as fnstruments for 

promoting national development. This role was summed up in Nige:r:da' s 

1.979 presidential constitution, which stated, intere-1'0.U.'9 that the 

state shall direct its policy towards ensuring ·that the material 
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resources of the community are harnessed and distributed as best as 

. 6 
possible to serve the common good o 

But unfortunately Nigeria has not succeeded in the use of most 

of her public corporations for national development as did the 

developed nations like Britain and America from where the system is 

·, 

borrowedo Consequently public corporations in Nigeria have been 

subjected to very serious criticisms as most of then\ have been 

continuously found wanting in the achievement of the objectives for 

which they were established. Most of them do not broo.k even~ 

This situation has raised so much dust and Lpeculations among 

Nigerians that researches on .various aspects of these corporati.omi 

. researchers 
have been conducted by variousL_and commissioned agencieso 

Some scholars have blamed the situation on government control and the 

consequent errosion of the autonomies of these corporations, some 

on the organizational structures' and yet others on the personnel 
,.:·~-.. ·., 

.,m!'\tters .and so ono Not much so far h1:.s dealt on the management issue 

.: .q.f budgeting and budgetary control t which has been acclaimed as one 

of the most ·effective mnn:"lgen.ent tools for impro~ing, by planning nnd 

control ling,. the .~ affairs of complex organizations .. 

• 
It is the ·o"Oject of this study, tl,erefore, to -examine a11tl rrnnlyz,. 

the budgeting and budgetary control system in the Nigerian Coal 

Corporation, Enugu, with a view to studying the flaws that may be 

in its system and- suggesting recommendationso It is also the purpose 

of this study to "t' examine the isstle of financial depend.ence of the 

corporations on tho governments for their operations, the effects 
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of this. dependence on the operational ,a!!iciency of the corporation 

vis-a-vis the attainm~nt of its pre-conceiv~rl goals. 

Si_gnificance Of Stucry1... This work is significant because most of 

th~ previous ones on public corporations in Nigeria border on 

matters relating to cc;>nditions of service and incentives - motivation 

personnel matters, organizational -- structures and prospects; -~ 

governn,,ent control and autonomy among otherso Little or no attention 

hn.s bpen given to the subject of budgeting and budgetnry control 

which we consider very ca,ucial to the success of any organizationo 

The eignificance of the study a~so lies in the fact th'.'l.t not 

only wi p the result of the study reveal the inherent strengths and 

weaknesses in the administration of budgetary control as n 

.nnnngement tool in the N .. CoC•, and other public corporations in 

goner111, The elimination of such ~eakne~ses, --~here tt.ey exist, will 

no doubt improve the perform[\nce of publ:.:.c corporations. ·this, we 

hope, will en;,,,ble the country reap the benefits it envisaged in 

establishing these corporationso 

!:!_xpothesos: For the purpose of this study the following hypotheticn! 

~t.:iteme_nts have been formulated ( 1) Participation of management nrnl 

supervisory employees in: settiag an organizntion•s goals may lend to 

th~ attainment of those goals f (2) . Pre-setting of =- targets in the 

f_l.}Ce · of total depe!}dence on government. grants .and subsidies may 

~ · .. ,impnc.h,, the nttninment of an organization's planse 

~onceptunl ·Framework; 
. ,;,_ 

It has been stated that a budget can SE.1Vc!, o.mo1v1 

ot.ho:r funct.iona, that of management tool used for both planning nnci 

control., 
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It is a davise for ensuring a continuous moni tori.ng procedure reviewinu 

nnd evaluating pflrformance with reference to previously es~ablished 

!'Jtnndnrdso In short, c:.l. budget ~s a management tool that enaoi C:.!s 

rn~nngement to anticipate change and adopt to it, and an'overall method 

of improving operation::? 0 There is also n close limk between n plan, 

11 programme and a budget 0 It is· in'{,~of th0se facts that we will 

bc'f)in by ~xamining the "p~anning, Programming, Budgeting System", 
as 

nth0rwise known~'P.P.,B.So"o 

Th.is is a budgetary system which seeks to present purposes crnd 
.. , 

,if:ijec.tiVeS for Which !ttndS are required, the COS1:,S. Of progra.mmeS l)l'Of.H).';t:(i 

i.or nchieving objectives, and quantitative dnta measuring i:lccomplishm,_,n'u; 

h l k . 8 · .nc wor programmes • PPB-related notions hnd their origins in industry .... 
nn<l commerce, but was later perfected in the u.s. DAfence department 

by tho then Defence Secretary, McNamai:.a; · using systems analysis as 

the centro.l control of the military servic3s I and the primary mcprcssion 

of this analysis was the PPBo 9 

'( 

Oy 1964 PPBS had become the standard operating procedure in the 

l1.S. Defence Department. President Lyndon Bo Johnson of the U.S.A.,, 

e.ufficiently impressed by the success of this new concept in the, Defcm:-. 

0(ip.:i.rtmont, in 1965 ordered PPBS to be applied th--oughout the UoS. 

Fodcrnl Government I and by 1967 was in use in over twenty-one ao.cncic:s 
1

~ 

:.\."\ck home in Niger in, the i"·· .. -~- introcluction of the PPBS is quite recent 

"Inc\ hrwe not been fully installed by most governnl<?l'lts and their agencies .. 

Friar to PPBS 9 there were other budgetary concepts. Those inclur10 

the "Line-item Budgeting", and the "Progrnmmel'l)erformnnce Bud9otinn 11 :!:.;. 

Tho forml!r ( the traditional budgeting concept), as the name implies 
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emphasised in.the mnin the objects of eY.penditure needed to run or 

operate the nffnirs of ru1 organization nnd the costs of such items 

Consequently, it emphr.vdsed incremental policy-making, and .wns used 
', 

to control public or orgnnizntional fiscal accountso 
.. ~·., 

The Progr.qmme Performance Budgeting, on the other ho.nd, was an 

'T 

improvement on the 'control orientation of the trF1ditional line-item 

budgeting o It emphasised mnnagement function of budgeting in o.ddi t.ion 

to control., Under this concept, budget wo.s seen as a means by which 

the :,ppropriate rrinno.genrnrial roles P-Xpressed in the operational 8fficiency 

of .'.\n orgn.nization' s budget could be measured., Unlike .the line-i tern 

budnoting, it coveted more administrntive nctivitieso !,:or it consirjt:);;.ed 

outputs as well as imput relnted iss.ueso However, performance, budgeting 

Md not delve into the deeper. levels .of management o For this among 

other. shortcomings nssoci,:i.tcd with it, .and in the quest to improve on 

this c~ncept 9 the planning, Programming B~dgeting System - PPBS options 

nrn11unlly began to emerge.. And it was perfected in 1964- in· the Defence 

DJ11nrtmont of.the U~S .. 11.o a.s wo hove ·noted aboveo 

. ·'~ . 
Unlik~. the above. two budgetary" concepts, the PPBS lnys more einphnui~, 

on what·government does rath8r than on what it buys and how they were 

utilized. The main· thrust of the PPBS concept is the e1~d res'ul t of 

aov0rnmcntal nnd organizational activities rather than just the means 

of achieving those resultse This is arrived at after several policy 

options have been carefully considered and the advnntnoes of each 

option discussed., Hence PPBS is concerned with concrete and realistic 

progrc1.nunes and acttllll accomplishments of the same. What is central to 

its r<'!sul t-oriented system is the f:onnulation of -fensible progrnmrnes 

r.m1 matching them with the availaole funds. 
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Now what precisely is PPBS, .one may ask? Taking ooch of its 

component concepts one by one; planning is the de:fining and choice of 

opor"..tional goals of the organization and the choice.of methods anc1 

mc.:,ns to be used to achieve these goq.ls over a specified time period; 

prournmming i_s the schc;Juling and implementution of the parti~>ilar 

projects designed to fulfil.l an organization's goals in the most O.l)U.mal, 

0fficient, and effective way possible; and Budgeting is the price 

t . t . t12 es 1mn es attached to each goal, plan, programoo and pro Jee • 

Thus, PPBS represents, ,;beyond simple ?efinition 9 a sy9-temizntion 

of nn organization's choice in the fonn of budget fonnul.~tion. Finally, 

it focusses a~tention on performance, that is, the qucstion: .. of efficicn-::y 

~11(1 cost~ .:1~d the extended time span of PPBS will mean that )Jig invc~rtr.;,,nl. 

:111\Vor operational decisions wil 1 be made .for a number of years 9 with 

n.:-.ch Year being a partial installment of tho plano 

Now our study can easily be approached and analysed with the above 

buclget frameworka 

Scopa And Methodology: The Scope of this study cover.s only the budgGtino 

nn'.l budgetary control system of the Nigerian Coul Co1~porntion, Enugu. 

Evon though generalization r_nay be made occasionally, it is under the 

promise that what obtains i.n the N.oCoCo may be applicable to other rublic 

Corporations of its kind., Hence infonnntions or data , for this work 

arc those on the Nigerian Coal Corpor.ation. 

Library r1::search in the U_niversity Library, and the public relatiorn:1 

unit of the N.C 0 C.,, Enugu, is extensively made use of. Information nncJ 

tlnta nre o.~so collected through personal interviews with top and 111ick1l0 
.. i~~ .. -:. 

lcivcl man~gement· and·superyisory employees of the Corpor~~ion, and also 

with .i'i tandem srunple of the operative staff on the basis of ~hich the 

. ~· ....... • I . •'I,,. {'./J I 

'i 

., 
. ' 

'·.·: 
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subject is analysed and conclusions dr~#n. 
by 

Statistical datn for nnalysis was greatly hi.md~~~d~very poor 

responses got from the questionaires administered to the various 

cntogories of the corporation's employeoso The poor responses were 

borne out of the general frustrations and demoralization of.the 

t:mployecs brought nbout by the non-payment of their salnrie-s and 

~llownnces for roughly one calendar year during which period (1986) 

this study/investigation was conducted. 'This explains why intensive 

oral interviews of· all the top managers and random samples of the 

8 Uporvisory · and operative employees along wi tl, participatory 

observntion technique were employed in collecting information for 

the• study., 

Literature Review: 

There have heen several attempts in recent times by __ theori8ts 

nnc\ practitioners in financial circles to define and explain the term, 

hud1et. A study Group Of the Royal Institute of Public A~ministration 

( 1959) 13 find noted thnt there wns no precise, genernlly nc.c:epted 

terminology of budgeting, It had also noted that the word, 'budget', 

is used of many kinds of statements of future plans, and expectations 

9normously in their fonns and contents, the uses to 

. whi eh they are put, · and even their very names.. Hence. while some 

oro::i.nizntions talk of "programmes", or 11forecnstsii, others tnlk of 

"huuaets11 or "estimates" a 

11* 
Horgren ( 1977) for instanc·e, defined budget as a quanti tntivc 

,·xprossion of plnns of actions and an nid to cordination nnd implemcnt.:i

tion. Pnundy_ ( 1973) 15 defined it ns a comprehensive and cordinat(,d 
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plnn CJ:pressied in fin.:1nc::.rd. tm·m:,1 :for. tbo operr..tions of 

:,n rmte:rp1:-is;.: fur some::: n;:>or:ific neriG<1 :ir; "~he futurco 

A k,---,y note that cmeq3,~s :from the vnrious efforts t(' c1ofitw \.ho 

c,.,ncept is 'chat o. budget is a quantitc:!.tivc ci,~pression of a plnn of cm 

orrc_;-:nizn·~iono And this i:. embodied in a brond(!r definition gi ve:m by 

tl .. ) 16' 
· 1,J Institute Of CcGt Gncl Harks Accountants (in \".7.,W., Bigg: 1972 

th,,t n buc1net is "a :f.incmciGl and/or quantitative statement, p:ropCL.t"od 

·:nrJ c_pprovec1 :Jrior to a d8fined pciricd of time, of the policy tc bv 

pur SU<')O du.ring thnt pe1.·iod .for the purpose of nttaining n ghron 

· cn1pJ ')Yniont of en.pi tn 1 o 

Though tfds definition is framed primarily for use in privnte 

busir,ess org,.,_nizations, i.t ,,has. also come to ~over most of the budg2ts 

U!,cd by public oq;;,,niznt:ions, and the government and its at~encies. 

It s:101.:,Jd be noted, h0wcver, thnt the given objective of a public 

.~.t•n,c,;:·:i_ty ran scldon be cJ.cf:l.nod ns ':' clearly n.s that of a .private 

business concern ... 

An insight into the pttitJx:ise13 a budget may serve nnd. tl:J~ fcatun1s 

0f n ,Juc1get~ry sys'':em hoh:s the ~:EJy to -thG understnmJ.inrJ of. any nttcw-,t 

cl'.:t;sifi.od nccordinc to the purposes they ·are intended to sm'."vo. 

1!.:!r(! ·~.hci definit1ons nre not mutually exclui:live ns n sin]lo bedrJet c;,·.n 

fuJ . .;·~ l s-civeral different obj,:ctives,. 

The Hoyal Irnstitute Of Public Adminisbm.tion (19'.:9) 17 has 

-<~t .. i.nguishoc.l foEr mnin cuncepts tmy or all of which tn""-Y be n,fh:c't,Jt1 

CODESRIA
-LI

BRARY



12 

in nny or,e buclgeto First, a budget muy be n plan setting out the 

proposals and decis.i.0ns of the orgnnizntjon's mo.nngement. 

AltGrno.ti vely 9 n budget may be regnrded as n. forecast .of the re.su·1 b, 

expected, rather than the expression of deliberate intoritionso 

T!1inUy, a budget may be an authorization - the instrument with which 

the supreme governing body of an org~nization sanctions the raising 

of revenue < .:~ the incurring of expendi tur eo Fourthly, a budget may 

bo.tre:i.tr::ic1 as a yandstick of what expenditure nnd/or revenue ought 

to ho if the orgnnization is working efficio:1tiy. . It has aptly been 

stnte<.1 thnt it is any or all oi these applice.-i.:ions of. budge-tin,;, that 

.'.'tre commonly rcrferrcd to ns 'budgetary control'. - n phrase often 

loosely npplied to any use of budgets to direct and control th·e 

nctivi ties of nn orgn.nizntiono 

This is an bodied in the broader operational c1efini tion for our 

purpose here which is thnt given by the Insti tu.te of Cost nnd 0Works 

/.ccountnnts ~ thnt budgetnry Control is 11 the estnbl ishment of -budgets 

rolnting the responsibilities of executives to the requirements 

of n policy, and the continuou,;; compari:;sm1·! of nctual with budgeted 

rosults either to secure by individual action the objective of thnt 

P 1 . . t . . • f . t . • II 18 
o icy or o prov1d6 c hnsis pr.1 s·rev1s1on. Dntty, J,. ( 1971; 

1t6 nnd 1970; ·42-43) 19 further explained the concept as a system which 

usos budgets are a means o:f pl_anning and controlling nll asrects of 

prnducinG nnd/or selli:ng conunodities or service!.o Scott, Jo Ao 

{ 1970; 1~) 
20 

said the concept is nppliecJ to the syst(,m of management 

control nnd accounting :in ,-,hich all or0rctions are for<:!cast anci 

so fo.!' ns possible planned ahead, and actual results compnred with th(: 

fOr(!Cnst and
0 
planned oneSo 

' .• 

'·.> 

I'.; 

; ·-~ 

. '' ;:,'.: 
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Hence budgetary control·o!" i::ontrol cnn only take o!fcct where 

there is n plnn,_ because no one can be said to he iri control of n 

situn.tion if he does not know where he is goingo. Therefore, control, 

from the starting point of a plan, takes effect by mcnsuring the results 

of an nctirity and comparing the actual results against budget. 

'.no W~ere there are sinnificnnt divergences from budget, manomef!JCnt 

cnn tnke action to correct theme 

Hnving exnmined somo c1efi ni tions of, and thereby clarified th" 

l<cy topical variables in this work, it becomes pertinent to review 

s0me othnr relevnnt li ternture on the topic in order to highlight. 

the views of scholars, writers nnd researchers on some of the vitnl 

issues of the subject., In doing this, it is worthy to note that even 

thouuh much have been written on the subject, research studios on 

tho pnrticulnr area of study - public corporations hava been v~ry 

much limitedo It is also worthy to note that n great denl of what 

is nvnilnble covered mainly manufacturing industrial orgo.riizations .. 

In his article, "Zero Dase Budgeting: Tool For Public Sector 

Ducl']eting" ( 1980; 6-17) 21 , Olumhense Imoisili, revealed thnt the 

public sector budgeting is traditionally based on incrementalism 

- thnt is, on increasing previous 1Wenr's budget allocations for th0 

C\\rrcnt year; nnd that because there was no deliberate attempt to 

c::-iticnlly examine t.he budgets most public agoncie,g nlwnys ac·cumulnte 

surpluses in their budget allocntions at the end of the budaet periods~. 

Dut becnuse of shortfnl ls in oil" revenue in recent times most· gcivcrn

mc!nt ngencies have been making . an across-the-board cutting i11 

thdr budgets~ He also noted that emphasis wns on spending/ 
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exp€ndituro.. As n result of the flaws inlrnront in public sector 

budgating he advocated. 'Zero-base budgeting' as a tool for. public 

sector budgetingo 

But this budgeting concept· has been greatly criticised on the .-, 

;,rcmiso that a great deal of time is spent i'n evaluating all the 

programmes, and there is also a gre:ctdeal of paper work involved. 

It is ho"wever argued by .. Peter Pyht"r ( 1977) 22 
that the process may 

only be time consuming in the first year of impleme~~ation because 

of training lag, but that with time as employees or its operators 

get used to it, it may, in fact, save timoo _And how this is to be 

nchieved he did not specifyo 

On budgetary procedures mnny writers agree that-many aspects of 

the budgeting process are the same in non-profit 0rganizatic,ns as in 

profit-oriented ones - (Welch; 1969)~3, (Batty, J., 1970), and (Anthony 

and Hershinger; 1978). These authors, in their respective works, assert 

that the process generally begins with the formulation of guideline~ 

n,1d tho c01.,,Bun:i:cation, of those guidelines to the operating managers, 

Peirce (1954) 24 noted that although budgeting pan be seperately applied 

to nny unit of an organization, it -~s~far more effective when it resto 

on n foundation of integrated planning for the entire operation. 

According to him the presence or absence of intelligent planning is 

roflected to a surpris:i.ng degree in the effectiveness of 

th0 people who operate with a bud.get system; and this includei;, all the 

people from the top executives down to production or hne workers. 

Ee further observed that organization 1s members are usually _mo_re. 

CODESRIA
-LI

BRARY



15 • 

intu.itive .and responsive when a budget is built on sound 
• 

plnnningo 
' 21?'. 

To this end Lewis ( 1974:) ;) advised that successf,ul planning 

must b~ both cqµantitative and qualifative, and according to. 

llofstede ( 1968) 2~, must be based on actual expectations .. 

Planning is one of the primary functions of management on 

the carrying 'on of a businessa Decisions should be made as to 

objectives as well as to the ways and means of arriving at those 

objective~. This makes it necessary for management to attempt to 

c1etc1'.'mine what may happen in future and what may be. the effects of 

such happenings on a particular businesso It follows from this that 

prnctir.ally every manarerial d.?cision is predicated on some forecast 

of the £rend of business in the futureo This is necessary because 

ov.cnthough the future is largely unknown, work in the presr-mt takes c:--: 

ndded significance when it is performed in contemplation of future 

results· (Tµompsc.n; 1962]'7 
o 

· :l?cfrf.!casting·, t.hcr0forc, iR_ .a nocessnry preliminnry step in th<) 

1)1/inning of an- organization's future operations' arid· .is ~ssential to 
....... 

the success of a budgetary syste.no Wixon ( 1977/
8 

r.~cognized it ns o. 

pr,~-requini te to sDtisfactory planning and the righ~ kind of bur1 
·· •tin~J~ 

Evcnthough absolute accuracy in forecasting is not possible, a 
for 

reasonable amount of it that it necessary{ shaping the future business 

of an organization d0.mands familiarity with certain factors without 

knowledge of which important aspects may be left. out thus vi tiatiP-(1 

th0, foreCi.lSto 

29 ~,. 
Wixon (P O 52) catego.d zed these factors into two; A. external 

f ~ctors 9 that ca.nnot usually be controlled by ~management, and, 
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( b) internf\l factors t.hnt cn;.1, to 11 great extent, ~ controlled hy 

mnnagemento In the first case mnnagement can do little to control 

such factors, but it can study and estimate the probnbl.q_ effec-1:s 0f 

such fnctors on the operations, of tho or0nni7.,ationo It i!'.1 1 '.:h0n~f,;r, _ _,, 

important for management to be familiar with such external phenomena 

before attempting to lllb.ke satisfactory forecast of its own business 

operations. And in the second case (lntern.<11 factors), consic.,eration 

of the following items are typical - quantity of the product that is 

to be produced by the organization, quality of distribution methods 

crnploy?d, extent of the enterprise's promotional activities, costs 

Df production and SO OOo 
10 . · 

Wixon (Po5J}-:', had noted that even though 

,, lrnost all oi:gc.r5s11tions· depend more on the use of ·internal data in 

m11king .their forecasts, in no case, howc•rer is it likely that any one 

8ource will exactly fill the needs of a particular organizationo 

Trial and error method should therefore, be used to a large oxtent, 

but careful selection, interpretation and integratiC?n of information 

from several sources provide a sound basis for worthwhile forecastso 

Finally, although the degree of utilization may differ between the 

prive.te and public organizations, the fact that the latter needs 

forecasting· for accurate planning process cnnnot be rti-led .out. 

On budoet pressure and abuses, Chris At'gyris (195J)
31 

has noted 

thnt management exerts pressure on .the workforce in many ways, nnd 

h1daets are but one way, because being concrete, budgets seem to 

Rervo as a medium through which the total effects of manaaement 

pressure ·a're best expressede On the other hand, op·erati ve. <?.tnploy,!CS 
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tend to believe that pressure from above is due to manzgement 1 s 

nssumption that most workers are basically or inherently lazy 9 or do 

not have enough motivation of their own to do the best possible job., 

~ccording to Argyris this state of affairs leads to tonsion a~ both 

management and opero.ti ve employees become uneasy and ._suspicious of one 

,mother. 

The relationship :, .• b<2tween a lack of upward c9mmunication nnrl ;1 

foelinp of pressure has been ernpiricaliy found by Dass ( 1964) ~;-:, ,.111d 

nevcms ( 196!1:) JJ c In their respective opinio-,s upward communication 

nppears to prevent fee~.ings of injustice in c:.ppraisal. Hof1:1tede 

observed that the condition for the use of budgetary results in 

performance appraisal appears to be a climate of upward·com~nicntion 

so tbat the results - the organization's point of vi13w - can be 

translated back into the efforts - the subordinats point.of view. 

ot:1crwise, it becom.es difficult to appraise .,. :., ... re,;llfstieally becnu,;r) 

it is eaRy ta case an appraisal on the departments~ and therefore, out 

of proportion to the real difficultieso 
·, 

.. ~·:, 

It is C11lident from Argys."..s• findings that the ways· in which e.:c··~ 

p2ople express their interests in b~dgets, and the ways in which they 

describe anc~ use them ar8 directly related to -the pattern of le1:i.dcrst1i :i 

the~ use in iheir industrial lifeJ~ Therefore, although it is 

accurate to state that budgets are compo;ed of_ figures, it is cqunll Y 

so to state that once human beings use these figures they pr~jcct 

onto them all the emotions and feelings at their COIT'mandc 

ll "nco budgetg, one woul a say_, become a medium of pcrsoyiality and 

l e11dcrship cxpressi on .. 

~•11••m::::==-
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This led to Argyris tcmtab.-,c, .cv:1clusion thnt budge-1;,s and budooting 

C'ln be related to o.t loast four· important human rel~tim'l'S problems 9 

nrr,nng which are ( 1) .Budget pressure tends to ,.·~Ji k employe(.c!S against 

,,nnngoment, and places the factory :,i.. supervisor under tension., 

This may lead to inefficiency, aggression, and perhaps, a complete 

hrenkdown on tho part of the supervisor (2) that supervisors can use 

budqots as a way of expressing_ their pattern of leadership, and when 

thi~ results in workmen getting hurt, the budget is often blamedw 

(3) The use of budgets tends to make each factory supervisor see only 

the problems within his own department, and so en". 

In the _light of these findings, "'.:.he importance of effective 

cr:-rnmunication, human relations 9 and par·ticipatory management in the 

P lnnniniJ and impl 2mcmtation of budt;ets and bud.getary systems have b2cn 

emphasized by Arsyris ~nd , :- .. several other authors - hegel ( 196a) 35 ; 

nnd House (1965). The essence of good budgeting therefore, is 

co-operation (Torey: 1963) 36 , and the d<'cisive factor in creating the 

~runt! ,'3pirit ir. budgetary control is the attitude of the basso 

The most important charncteristie; for the manager is trust which creah~s 

the atmosphere of safety in which the team spirit can operate. 

Planning alone does not provide the full complantint of:a good 

bud~Jctnry systemo It is the control phase that tests the fibre of men 

nt tho mnnagement seats of organizations even morG than plnnn_ing., 

C-:mtrol is the phase that teleguides the operations of the organizntior~ 

tow,,rds the realization or attainment -of the goals or targets set at 

th1J p1nnning phase ns contained in the final budget dacumento 
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On the control phase, ~eirce (1954)37 has observe~ that it is here 

t~~t most of the collossal mistakes of budgeting are madeo In his words, 

"it is,.hG're thnt the amateurs hnvo censured their subordinates for 

excee:ding budgets without' realizing that they them!llelv~s were to blame 
..... ,, 

hr .inadequate tra.ining"~B According to Peirce too~ it is here thGt 

r.,~n have become so frustrn.terJ. under the maladrnini stered budgets thi· ,, 

they have resorted to- all sorts of tricks to conveal the actual resul tn 

nnc have padded th~ir budgets to give ··''" themselves breathing 

roomo ·.::-'1e- list of abus8S could be prolonged indefinitelya It is ,.· 

t hernfcre, important that managers should have a ciear understandin9 

nf this concept, because, a manager who. does not understand management 

cor,trol cannot be expected to exercise it in the most uffici •.3n t nrn.J 

·· ~focti ve m2.nner 0 

Thus Sherwin (1956) 39 asserts that management employs budgetary 

cnntrol to detennine .whether plans are being observed and suitablG 

p~oriross tJwards the objectives are being made, and necessary actions 

h,_•i ng taken to co:.:rect any deviations. 

40 . 
Emch (1951-1) has noted that planning is the basis of controla 

A lmn~t as important as the budgE't itself is the planning of the 

t:'PQrn.tions that is finally translated into the budget.,. It is planning 

t h.,t determines the actions that need to be taken and stimulates 

thinking ahead about those actions 0 It is the most effective basis 

f,,r control. Plans as contained in the budget or togeth<Jr with the bur.,rwt 

!'l"OVille ll picture in Common related terms Of Wh."olt is :_ntendod and 

c·xr0ctcd, and the means by which the goals are to be nchiizved. 

',: 

;.•. 
(·. 

.' 
:• " 

~ I ,, , 

'_l I 
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They pro\•i de a means of ropo:o:-ti :1g back ·i:he ·progress made agAiinst 

the grn:ls, and a con.ore,) f~·nr:1e-,rork fc;: r1ore cleciAionF;, A.nd e.c·ti,1.n:-1 in 

,,n integra:i:8d pattern of dr~V(:)lopment o P1·0perly ,:;onceived and usEid 

sucn plnnfl "l'JJ1d bu<1r,1et11 fJocome important element:,; in i111plementinrJ 

''ffective controlc 

. . 

Furthermore 9 Emch's work has also revealed that,dclegation is ~-.;1c, 

key to crmtrol: that merely discovering out - of - line condi ticms, 

r,r_(h,'J.:.,ing detailed infOl'ITlatic;.in about a. situation (1Q8S not achiCV(c. 

}:.;ont.·ol,. Control is· e::nircise~ by takino action, and action mus·i: }J:: 

tnkun wi \.hin the a1.1thori ty delegatedo He alflo emphasized inform::1ti,~,. 

:is a guic1e to control. According to him, control"' requires a , ,,;tul'l ·'.:; 

; nfo~,i1ation tailored to the spec:;_fic m~nagement needs of every b1j 

~xacutive - !nfo~mation t~at !s adequate ~nd timeJyQ 

While info!"mation au such does not control, it is needed by 

cxacutives as a guide to actions which control., Anthony and Hcrzlin:;:.r 

( 1975) 
41 

as w.all as Emch hold the view that the controllers o.fficc 

sl:ould be responsible for t!-1e flow of programn'.:!(~· informetion f()r it 

should be responsible for all information r-;ystemso Otherwise (thn.t tn 

.,,hen they overlook this} they (controllers)· miss the mark in being of 

rC?nl. service to. the operating personnel,, A syf.'tem of ,::ontrol sh0ulcl 

r0quire no more thtm is absolutely neceosary in the way of reports, 

. '~3 
For according to Hofstede,·. , man;igers c1 0 not 

wnnt to /.r.now everything O I-io,..:1:)Ver, the effect of swamping line 

c~xccutives in. frrcts and figures is likely to be aJ.most as bnd ns t0c 

little, too lat() or innccurate iafonn."1.tiono 

CODESRIA
-LI

BRARY



• 21 

Another essential pre-re~uisite to a good budgetary control systems 

is a oood organizational structureo Wixon (1953) 4,4, Cosh and French 

~7 4:8 (1961) , and Drucker (1972) , all 

ngree that good budgetary control systems rest on clear-c~t organiza

tion lines and the disposition to d~legate authority .along with 

rcsponsibil ity., 

Finally, one would add that the accounting principles used must 

b 1' wcl 1 rested or developed, and the· accounting admini1Stration of high 

Cnlibre.. It is imperative for a company or an enterprise to have n 

Well '."" devised and complete accounting system if the control :function 

of bud8 eting is to be ext1rcised succeesf'ullY,ra It is equally important 

thnt a' ;.;-.: ... satisfactory working reiationship should ex.ist between the 

Supe~isors and their immediate ".,p,,xlor~ ~ · 

of the make-up of 'the budget is nccessaryo 

can be compllcated·and subject to dispute. 

Lastly 7 an under6tandinJ 

Flexible b11dgot especinlly .,,. 

Therefore, the factors 

Used must be clearly explained, Kith full recognition of their weakne1rno:c1 

If all concerned have a clear understanding of the 

function of the budget and a reasonable attitude towards each other 

in the frame-work of modern organization such disputes will not occuro 

' . 
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CHAPT\i;R TWO 

NIG l~RifJ,T C(O/\ L COHP0f1ATI0N: A BRIEF 0URV_g 

In 1950, an Ordinance establishing the Nigerian Coal Corporation 

'111.s enacted, and it solely charged the corporation with the responsibility 

of exploring, developing and selling the coal resources of Nigeria. 1 

'lie history of ·the coal industry can be traced back to 1909 when C'oal 

!eposi ts were first discovered in thG Enugu area, precisely in the 

7-'.i ver Ofau1 at Udi - :1ence the original name, of· the 'Udi coal field 1 • 

~l 1· ·' e c iscovery was made by Messrs Kitson and Te ale of the Mineral Survey 

of the then Southern Nigeria. 'J.here was no prospecting of the mineral 

:n .that year until the -period 1910-1914,- during which a lar~ coal field 

••
11

:1 proved and at· once recognised as an asset of considerable economic 

·:nlue to the country. 

Actual coal mining began in 1916 with a drift mine opened at ari 

·outcrop on t0e spur between 'the Obwetti and Aria PQvers near Enugu. 

This was geared t0wards providipg coal for the expanding rail transpor

tation system in the West African colonies, and to meet the_' general short

'lf:C of coal that.hit the British 1empire 1 during the first world war and 
·, 
:''., 

r.:ftcrwards. As trade in gr-meral developed, considerable exte'ritions 

.,..ere made to the port faci1ities at Port Harcourt including a four-berth 

' . 2 
quay and transit sheds for general cargo. A .~'-1'1.1Ji;>t,n tip and a bGl t-con-

veyor were instA.J) en at the water side for shipping the coal. The railway 

wn8 fj nally extended nortwa:rds from Enugu crossing the River Benuc at 

Hnkurdi and was continued to join the north-western mainline at Kaduna, 

with n branch line to the tin 
.···. 3 

mines from Kafanchrn1 to Jos. 
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These extensions were made to fascili tate the distribution of coal 

both within and outsio.e the country. 

With the increased usage and demand for coal both at home and 

nbroad production rose. Consequently more mines were opened among which 

wore Iva Valley,-Ribadu, Ekulu {now Onyeama) and Haryes (now Okpara). 

Production rose further between the world wars an_d immediately afterwards 

to well over 600,000 tons per annum, and major iz:onsummers were the· Nigeri::n1 

Rnilways for her locomotive engines, the Elec·tricity Corporation of 

lfigeria - E. C.N. for thermal power generation. Other consUJJllllers inc ludo 

tho British Navy operating in the West Af'rj can Coasts, the big shipping 

con co ms of the time, ns well. as su.!ldry users such as the ·united Afri con 

Compnny - U.A-.C. During this period too, "exports were running_ at about 

127~ to 18% of the total annua.l output with sales to the French, nnd 

4 
Bolgium Affican governments, and -the Sierra Li::one government 11 • _ . C_oal 

output rose to almost one million tons in 1958 with a total labour force 

5 of 8,304. 

This u:Jcoming boom in the coal industry was cut short with the 

ndvent of petrolellfu and the increased pace in technological development 

it brought about the world over. This saw machineries hitherto designed 

~o use coal being displaced by new ones designed to use petroleuni·.fuel, 

thus dampening the consump,tion and demand for coal. The coal corpo1·ation, 

ns a result, gradually began to loose two of its major customers - the 

J!igorian Railway Corporation and the Electricity Corporation--of Nigeria -

\,C. N. following the diesselization of the locomotive engfnes and the 

switching over to glil.s arid hydro power for electricity generat
1
ion by the 

Eloctrici ty Corporation of Nigeria - E. C.N. This resulted in· a gradual 
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·· - :w1 cu::i.l reqt.1irc.ii:nts before the Nigerian Civil wnr nnd immcr1ia.tely 

/ .... 
:,-,,.,~rJ~. Consequent upon thls, ]~':"o:luction began to be rt-Y1u_:ur.:.~ to rnutch 

\ccrco.s .in g demand D 

C·s1l wns not mined in tl1.:: cotmtry in 1968 due to .the closure of Enugu 

'· ··- tl t ··•· ·' 1<1 year .J.s a result of thr:; Nigerian civil waro But in 1969, also 

·· thio., the federal gcvern.P1ent 9 :in order to keep up coal supply to her· 

· :,~:fos using coal :C.Jr th0ir operations, commissionc><:l the New· .r:. gerian 

·: L'})mcnt Cor)oration - N.,N.,DoCa - to mine coal from the Olrnba £5.eJ.d in 
1 

·:,: St:-rtco Thus the Okaba open coal mine was open<c:."<l in 1'.;JG9 illlcl 16,000 

... ; ·;f coul procluced from it. 
6 

The field was however, mergc.'<:l with the 

''!'i."\Jl. Coci.l Corporation m 197~, wi.en the Enugu Mines were rehiibiJ.it,1tec1 o 

~: ·..i:tnq th<~ rctwbilitntion o:f Enuqu mines ;mrl the new mine~; :lJt thi': Jknu, · 

· '.. '::, output was raisE.d to ubout 323 9 001 tons in 1972/73 ma:inly .to meet 

. \ .. 1n,::i.ncl of the thm Ec:1.st Central State. owned Nigerian Cement Compm-iy, 

1:,<JU, near Enugu which had come to be the greatest consumer of Ni0crimi 

.. ', till duteo 

The crlcJb,-:il energy crisis of the mid, 70s which saw the price of oil 

·-r :ckcting, and the new wave of industrialization that opened to indus

·, · 1:Lsts the by-products of coal, a.mong other new developments, b,.'gun to 

··:!:11 t0 conl its lost gloriesa And the demand for Nigerian cc,0.l Jx,th 

:· ny uncl internationally ( export demnnd) rose to well over n mi:llio~ 

:'.
179, ;-u1e1 since 1982 domestic demand alone has been estimated tu r-isc tc, 

,, t]F]l1 3,.8 million tons annUully by 198'6 
7 

7 if the various projects thu.t 

c·:ntuin01 in the F'ourth National Development Plan under tho EJ ectricity 

:3b~cl Industries harl gone into operationo 

G, 1 tJw other hnncl, furtl)er prospecting for the rnir_cral over the 

.~·:; h,-iv,; prove-·. "f,ast qunntities of varying qunlit:i.es of the m:i.n0..rnl 

"'.·:.'. :ul over the country,. The co·a1 resources no far discove.red occur 

~·-------------=- ------··--------------------·--- -- - - -·--
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!<( ~ 
J ~~· l CO;· ? .. ) 

'ithin geological units kno,m as coal rneasurns, which out crop along \.~:;,~· u'c:1: }} \ ,,, ,: I 
. • . • "t\::·;.o .. ··\ :r--"J:!'' ,,.~··:,/ 

,he Enugu escarprpent right through Nsuk1'.'a, Ezirno to Oknb11, Koton-Kar1f1 \ .). · .. -,~~ ,:, ,,· 
8 , "<.:~:1:,(t::? ,,/ 

'ekena and Idah. Coal deposits are also located in Lafia - Obi (Plateau , · 
\ ! 

~tate), Lnnya, Gornbe (Bauchi), Afikpo (Imo) and so on. Initial coal 

~serve calculations showed the following potentials:-

~ble 1 - Nigerian Coal Reserves. 

:Oal Locntions 

·hugu Area 

hkpa 

l:nba 

)sboyoga 

.inyi 

'\.saba (Lignite) 

,<cfia-Obi 

Indicated Reserves 
{Proven) Millions tons 

54 

56 

57 

73 

107 

20 

250 

22 

Inferred•Rcserves 
Million tons. 

200 

60 

75 

250. 

320 

;oll!'co: _ N .c. S~formation on the Nigerian Conl Ind·ustrr, Enup;u; 
Johnny Harmony rress; 1982.·P.1. 

The Lafia-Obi coal is a particularly important field, because so far 

i: is the only known coking coal ocr::urence i:;:1 the country, nnd it 1.s now 

:11ciwn to have a proven co11l reserve of over twenty--two million tons, and 

1oro work is in progref's to determ:i.ne the extent of this deposit. 

In addition to the bituminous coals - the group to which the f'.hugu 

1:i-e11 deposits belong, numerous lignite seams of :_.11tiocene age (26 million 
C(ll 

r•,nrs1 oc~ur :i.n the Southern parts of i;he country cxtend:ing from U-muahia 

(:mo state) through Nncwi, Onitsha (Anambra), Asaba to Benin city (BEmdel).'l 
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The best studied locations are at Ogwaahi, Asaba, Nnewi and Ihioma where 
10 . 

total reserve of over 250 rnil lion tons are in place. "" 

The quality of _.Nigerian lignites makes them particularly at trac ti vc. 

For they hav.e high cqlorific values (about. 5,000k cals/kg) making thorn 

Particularly suitable for power goneration and heat raising. The lignite::; 

n.re also exceptionally rich in h¥".lrocarbons, waxes and resins, and are 

very suitable for the production of liquid fuels and chemicals. ( see 

a~pendix 9. These abundant coal resources of the country cannot be expl

oited or developed and made to contribute to the industrialization of 

the country unless a bold step is taken to formulate a comprehensive enorr:v 

Policy for tiie nation giving every natural resou:"'ce its rightful recogni

tion nnd place. 

Impact of the Coal Industry On Nigerian Economy: 'Ille impact of coal on 

the railway and electricity industries before the advent of petroleum nncl 

subsequent diesselization of the railway sys·tem, ·and the use of gas and 

SKi tch over to hydro power generation by the 8.C.N, have b:aen noted. 

The general position of the coal indu~try wi. thin the Elconomic structure 

of 1\Tigerin can best be illustrated by its contribution to the G:uoss 

Domestic Product (GDP) of the couritry. Luding Schatzls' work (i969) 11 

has shown that in 1958/59, when coal production reached a maximum, the 

value added by the coal industry to the GDP of the country was !1 .7 million 

nnd that from then the value had continued to deciine until in 1966/67 

when j t was !().g million. 

Very significant of the impact of the coal industry ·11ras its contri

bution ~o the development of F.nugu. We havE, noted the extension of the 

rnilways from Enugu to the North Western mainline for th"'. tran.sporta tion 

of coo1 to the Northern parts of the country. This li:1e br:ought closer 

· oconomic ties between the North and the East. 

~~M&M+w¥t . ; fH 
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The coal i~dustry - the Nigerian Coal Corporation wn.s (and stlll is 

-to scfme e~tent) by far the -largest industrial enterprj se at fuugu. -~ . . 

For instance, in 1965 the corporation had about 4,500 employees whereaG 

the total number of employees in all manufacturing e$tablishments (with 
.,,,. 

more than 10 emp1oyoes) JWas only 2,300.
12 

Againp the salaries and wogo::, 

pnj_d by the corporation in 1964/65 amounted to about ID.8 million as 

ngainst ID.6 million of all ·the other industrial establishments in the 

area, within the same period. According to Ludwig Schatzl, since the 

quota of savings was low in Nigeria and most of the employees and their 

dcpond.an ts were resirlents ·in the Enugu .area the largest Pa+"t of theso 

amounts were spent in the area, thus boosting other economic activitforJ 

in the area. Besides, there was also the requ°irements of the corporation 

.in eoods and services for its operations which created more economi.c 

ncti.vi',ieo in the town. ·Indeed, Enugu owes its developmC'nt nnd prospo

ri ty to a great extent on the coal industry. 

Prlor to the enactment of the coal corporation Ordinance, the coal 

industry anrl. the Nigerian Railways were jointly managed. But fol lowing 

the reorganization of April 1937, the Colliery no longer came under the 

jurisdiction of the General Manager of the Railway CorDoration,. It took 

its place as a seperate department of government lmrnrn. as Government 

Colliery repori:ing direct i,o the government through' the Director 01· 

Transport. However, the Railway corporation continued to act as the 

sales agent for the Colliery, The ;'.ftCt:ounting and storekeeping function:; 

of the colliery also continued to be performed by the Chief /Accoun ton t 

Dnd itores ~uperintendent of the Railways until: the 1950 Ordinn.nce v'V(tC. ':'fl,11\,,\ 

~iiWSKWWWi-2 a 
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This Ordinance gave the coal corporntion full autonomy with its ()rga-~ 

niz11t_ion11l structure: 1.10 it is found today. 

Orgnnizational ·structure: 

. ,/~ .. ',• 

..., . ,, 

Every large scale or complicated enterprise 
requires many men to carry it forward • 
Whenever many men ar.e thus working together 
the best res.ul ts are secured when there. is 
a division of work among these men. The 
theory of organization, thereforo, has to 
do w~ th the structure of co-ordination irr:r,;osed 
upon the work-division units of an ente~rise •••• 
Work division is the foundation of organization; 
indeed, the reason for organization. 13 

- Luther Gulick; 1937. 13 

Orgu.nizational structure here can be defined as that structure 

which establishes a formal system of roles that people performs in orrler 

to help achieve the over all objectives of an organization. This implir.:~; 

tho division of tasks in to department·o.l responsibilities, which con tri

butes to organisational efficiency by ensuring that responsibilities anrl 

authorities are classified; facilitating the cnrcying out of mru1agerinl 

functions of planning, organizing, directing and cop.trolling; anc:i. cloo.rly 

differenti"ating activities so as not to leave the job incumbent in 

doubt of the extent of his responsibilities. 

It has been noted that an organization can either have a flat 

structure or a tall structure; and that a flat .organizational structure is 

that wi t..ri. a wide span of control, while a tall organizational structure 

h ti 1 1 . . . th f. • . • 14 ns n mul - eve organization wi a verzy narrow s~Dn- o supervision. 

The Nigeri1m Coal Corporr1.tion has this latter structll.):'e. '.!'.he choice 

of an appropriate organizational design requires the identification of 

stratogic, technological and environmental conditions of the organization. 

'fuchnologically, for instance, the coal corporation employs maDs product

ion to oome extent which goes further to justify its tall organizational 
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structure. 

Structurally, the Nigerian Coal Corporation is functionally orgonizod .. 

Thus the duties of the corporation are divided into units such thnt Gach 

unit has dissimilar functions. There are four of these units 
... 

..;. ·viz: 

Administration; :F'innnco, Production and Commercial/Marketing. The 

structure is such that the number of subordinates reporting directly to 

the chief executive - the General Manager, is four; and these include the 

Assistant General Managers (AGM) Jim charge of the various departments 

rl.'.lllled above. In these departments are various other- managerial posi tj on::: 

subordinated. to, and, therefore,: reporting to the AGMs as cam be soon 

. i.n .tlt;··'·or6anizational chart. (Appendix II ) 

._As a federal government mmed corporab.on, the 9or.tl·corporation \1:,:: 

n centralized s~ructure with the federal Ministry of·, Mines and Power, tl•,) 

superv:i.sing minis-cry, at the apex. The Ministry appoints the Bu ... cd of 

D'lrectors, trie -policy making body of the ccorporation, and then tho mnwt

gement led or headed by the phmef executive - the General :Manager - rcspon-

sib1 e to the Board for the day to day running of the corporation, It i · 

worthy to note that the AGM (Administration) is also the secretary of t1·(; 

corporation and is sometimes refered to ao the administrator of tho c:or-

para tion. 

'The Board of tbe NCC, like those of all other Government corporati0n:J 

in this count:ry is a policy one, in which the members ( there a.re nj_ne of 

them in- NCC), save the G.eneral Manager, hold no executive respons:f.bili tie:.:· 

'ihic is contrasted with the other type of Board otherwise known as f1mct · 

ional or exe~utiV(;) boa:c1d, where most members take executive responsih·i li 

tios of. some departments of a· corporation. In this case a verJ hjgh 

premium is placed on ability, experience and skill in appointing board 
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CHAPTE:R THREE 

BUDGE'l'i~RY PLAlHIIl\JG AND PREPARATION 

Plnnning of all aspects of a business is an integral part of tlla 

oo.nngeI:J.ent of lilly orgl-J.!1ization. The : element of planning as a foaturo of 

the nnnagement process is almost always present in any organizational set 

up. Indeed, as John Sizer (1979) 
1 

has aptly opined "planning is the bnsis 

for control 11 , 

Public corporations in nigerig operate two typBs of plans, the Jong 

term and the short te l'.'T"'. plans. 'Ihe long torrn plan has been ~1::scribed <1.s 

"a systoma~ic and formalized process for purposely directing and contro1 l:i·-ir: 

futuro opcro.tions of rm organization townrds desired objec•uvos for periorb 

oxtonding beyond one year. 112 It covers a time period which is long enou~h 

to provido manngement with an opportunity to nnticipnte fut:ire problems, 

nnd thus to h=we grnatcr freedom of action to resolve them gradually 

through the annual budgeting. Long term planning is essentially a forr:io.

lized programrr,~ of interrelated actions to achieve desired results, and 

therefore, :i. t ros.ts upon the implicit assumption +,hat P.O!:!t, plann:i.ng is 

batter than no planning at all. Indeed, the imposi tiort. ·or use of a pre

determined programme cf action upon the future development of an ore;ani

zation's business will fnvouro.bly infJ.ucnce the outco1:1e of its future 

operations. After estnolishing its long range objec-tivos; management 

decides its strntegy for achieving them_. This stage of long tern plonninr, 

has buc.ome known 3.s strategic planning. 'lhis, according to Robert A.rithrmy 

(1965) ,3 is the process of deciding on the objectives of .-::he organizat:i.ori, 

01\ ch2.nges in these objectives ancl on the policie[) that arc to govc;111 th:; 

ncquisi tfo.n/ ·use nnd di.sposi tion of these resources. 
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OUr investigation shows tha-c the long range nlans of a public 
· broader 

corporation in Nigeria are integrated into the / Naticm.'11 5--year 

fuvelopme.nt plans. Before the end of a c11rrent National Developme·n t P Lui 

P'2riod the various corp0rations and ministerial agencies are expectecl to 

present their long range plans to the· Federal Government for incorporatio1~ 

into a forth coming Development Plan. As a result most public corporation::.i' 

long term plans have a five year duration as the National Development :pln11~:. 

In the Nigerian Coal Corporation long range planning is the joint 

responsibility of both the mnnagemen t and the board, with the latter 

Plnying only supervisory rolC:, while the fonnor develops the actual plon. 

'Inere is a plflJlnincs officer,, who also is the chief surveyor o"f the corpora

tion. He co-ordinates ·the long term planning process. 'Ihis begins by 

Projecting: the total demand for the plan period and developing strategios 

for meeting them. 'llierefore;· demand is the principal plarning factor 

in relation to the Jong term plan. Table 2, shows the pr9je_ctecl demand 
·, 

1987 - 1996 on which the. current planning is based, When evon'tually, n 

comprehonsive·plon is developed, it is presented to the Federal Government 

through the Ministry of JV'dnes and Power, the supervisory Ministry. ldhcm 

the National Tuvelopment Plan has been completed and .enacted the final 

pll)f) is sent to :the cor--1oration backed with the appropriate national 

policies and objectives. 'lh8 long term plan is -then executed in piece

meal through the instrumentation of the short term plans otherwise known 

as the ruinual budgets of the corporation. 

Short term planning on the other hand, being the annual reflection

of a part of the long· range plan, accepts the environmen-~ .of today, and 

the physical, human, and financial resources at present available or 

expected to be available to the corporation within the one year plan 

lXlriod. 

-, .. , .. ., .. 
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TABLE TWO 

- PROJ'OCTED COAL DEMAND 1987 - 1996 IN 000' S OF TONNES 

Nioerian, 
Nkulagu 

N .R .C 0 

N oEoPoA o 

Ajaokuta 
Steel 

Coal Carboni-
zation 

Domestic Con-
S\llnlllers 

Other 
Industries 

Export 0 

-----·-
(Totals) 

Source: 

--· 
·.1.987 1988 1989 'l990 1991 1992 1993 - 199'"' I 

1987 1988 1989 1990 1991 1.902 1993 1994: =t_:96 
120 160 260 JOO JOO JOO JOO JOO JOO 

10 201 20 20 20 20 20 20 20 

10 10 10 10 10 10 120 500 SOO 

- - -- - - SOO 500 SOO 1000 

- - - - JOO JOO JOO JOO JOG 

" --
10 10 · 20 so so 50 50 so 5C 

.. 
~ 

10 15 20 20 JO 50 50 -50 SC 

160 260 500 500 _500 1000 1000 1500 200( 

--- ·------ i--·- ,.. ·-·- -~ ·-·-·--,-·~-·-" 
__ .. __ , , .. ~ ... b~-;.,,, ·--... 

320 1J:75 530 900 1,210 1,230 2,34:o 3,220 4:, 22( 

Draft long term estimates prepared by the Chief 

Planning Officer for presentation to the 

Management Committeeo 

JO 0 

2.C: 

50 0 

100 0 

JO( 

c· 
.J 0 

5 0 

Jor 

,..._ ... _._..,. 

5~22, 0 

l.. 
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Short term plan is expressed in financial tenns, and hance 

financial planning should be (and is) an integ!)nl part of the short 

term planning 'proeesso The entire process of planning and 

preparing the budge~ is known as budgeting. 

The Royal Institute of Public Administration (1959)~ has 

stated that since budgets are· usually expressed in fi.nancial terms, 

they can most conveniently.be classified according to the normal 

accountancy distinctions between different types of financial 

transactions o su·::>sequent ly ,· . four types of budgets have thus been 

cla~sif:l.ed generally as follows: 

?•'irst, there is the revenue budgets, which include the 

expenditures to be incured, and income accruing on the revenue 

account,:; : · C~pi tal ·expenditure bu~gets are devoted to the proposed 

accr.ii;sitionB w-id. disposals of fixed assets.. 'rhere arf'• also the 
"'. ,.-

finance, anc' Casl. budgets. While financr.i budgets cover the 

resou~ces required either for the acquisition of fixetl assets or 

by wny o:'.:' working:Capital, Cash budgets is thnt of Cnsh receipts 

nnd disbursements during a per!odo 

All these are not of equal importanceo The first two-revenue, 

and capital expe~1di ture budget.J constitute the main stutements of 

intentions and expectations, and consequently claim most attention 

in the accounting practice of most organizations, and so also in 

any general survey of the subjecto The last two-the finnnce, and 

cq~h budgets, on the other hund, are lnrgely a reflection of the 

first tw~-the revenue and capital expenditure budgets~ 
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Generally, the four are grouped under·two broad categories - the 

Capit('U budgets, and the operating or recurrent budget:..i - in most 

orgnnizaticuso 

The Nigerian Co-cll Corporation operates its hudg,:!ts under these 

two classifications - the capital, and recurrent or operating budgets. 

Capital bu."dg~t _relates to the capi tai structure of the C_orporation. 

It usua~i.y, involves (i) budgeted working capital, (ii) budgeted fixed 

assets, (iii) budgetetl loan (equity) capital, and (iv) lon.g term 
.,,.. 

cash budgeto Capital-budgets in public corporations usually, but 

not always, relnte to periods of time in excess of one year. 

For mn.:hine tools and equipments or vehicles acquired in tho current 

budget Jc~·~riod 1 for. instance, need no-,!;, necessn:··i.ly be .r3placed ·:1c:x1) 

Yenro Rather their maintainance or upkeep are budgeted for in the 

innn~diate years under rnaintainance ovDrhead charges and depreciation 

untili their life spans expire nnd a repair or replacement deci~ions 

taken on thE!n o 

~ecurrent or operating budget, on the other hand relates to 
. . 

the day to day orerations of the Corporationo It involves 

(i) budgeted income and expenditure figures, (ii) budgeteCT profit 

nnd loss statements as in a bustness organization, and (iii) Cash 

budgets which may be monthly or bi-monthlyo Operating budgets 

1,•\tn for one yec'.r du.rntion., Appendix thr.ee shows the operating 

budget of 'the Nigeri.:1.n Coc\l Corporntion, Enuguo It shows :the 

e3tirnated expenditure and income figures for the year 198Jo 

The figur~s are placed against those of 1982a 
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Budget ProcedureW The budg?.-tary process generally bc[Jins W"ith the 

formulation of guide15.nes and the communication of :those guidelines, 

to·tme oper.o.ti~g J!hnGqcrso Dased on these guidelines, decisions arc 

made a.s to objectives as well as to the ways and means of' atta~.nino those! 

objectiveso This mnkes it necessary for _manaoement to attempt to 

determine what may happen in future and what may be the effects of 

such happenings on a particular businesso It follows ~from this thc'ct 

practically every mnnnged.al decision is predicated on some forecast 

of th€ trend of ·b11siness in the future., This is necessary· because, 

e.ccord:i.ng to Thompson ( 1962) 1 
5 eventhough the future is largely 

unknol''n, work ·in the present takes on added si~nificnn~e . when it if; 

pe.r-fonn.0d in contemolntion of future results., Forecnsting, therefore" 

i r-: n. ne.cessary prelin,i.nary step i~·-. th~ planning of an organization• s 

fuhirOo opcrat:i.ons, and is' essential to thn success of (i. budgetn.ry 

syBtc..mD 
. 6 

ll!ixon ( :1977) recognized it as o. pre-requisitli! to 

sntisfnctory planning and the right kind of budgeting: 

Eventhougb absolute accuracy in forecasting is not possible, 

a reasonable cim0unt of it that.is necessary in shapping th~ future 

business of an organiz2.tion demands :familiarity with certain 

factors without knowledr.e of which important aspects mny be ieft 

out 1 thus vi t},ri:ting the forecast n 

These f~ctors are the exterr-al factors, that cannot usually 

-
be controlled by management, and th'3 internal· factors that can, to 

!l. .arent extent, be controlled by managemento In the first case 

mnnagemont can do little to control such factors, but .it can study 

and estimate the probable effects of such factors on the operations 
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c-f thG r0anization., I-1: is the.r.ei'are, important for mu.nagemPnt to be 

f.::tn1iliur with such cxternul phenomena ber:=o:::-e c1ttcmptin(, _ ':o r.i;-,·· •. r•,ati":::,\cb ,1:-:;t 

fnr<~;:i.st of its own business opcr:3t:i.ons., In i::ne Nigexiun Co,1: :orpor:-:i.U, ,n 

"uch c;cternilJ fnctors int:J .~,Je the PE!der.al G.:'vernm"..:J:1t 's policy anct L~tlry··t 

cc·n·~cnts; the business environment ·of the corporilti ("'1'S major cust .1cL:.: 

;;uc]i as the Nigcriu.n Cement Comp,my, Nkalagu" and the Steel c.'nd Elcctr~.cJ.1::,r 

Irv:1.ttstrir~s. And ·in the case of the internal factors; a~ we l0Y'~ :1lr,s:·'y 
. 

'::>to .. 1 oJscwherc, consideration of the following items are typical:-- CJ\-Vcntity 

·:: tl,e: product thett is to be produced, quG\ity of distrib,1tion methods 

.:. 1:'luyc, 1 , extent of the corporation's promotional ac·':i vi ties, costs c,f' 

:i~c,duction unc1 so ono 

.. , 

In ·!:hdr ,.1pproc1.ch to budgeting, public c:o :por.;itions, c::ipeci-1lly l:l 

titiJ.ity cu.q.>or;:itions +:h,cit per-form crJmmercinl or commerically - reLd., ~, 

functj_ons, h;:,.ve more :in common with private profit-oriented .1nch.1stry ;ui,l 

-:: ';ninc!rcc than with non--·b!:nr.l.ing __ ministeriu.l agencies~- In their bu:1Jr:t'.Lnr;,· 

'-:.'1,~y tt~n'.1 ·co cJive less prominence than other public--e:;:<:ecutivP nuthr:).r.-Lc5.,.!"' 

t· thr) rn·l:ion:m9 of limited resources, but more to pianning _activitj ,~;-; t,, 

:-1.~e;t dem.:md. As they ;:ire somewhnt. trading undertnkings· for whom cle: .cli1'.· 

'.:h,, ul tirnu.te limit.Ing factor·,. their budget:lng beg:ins by forecnstlng , '.c.:.,1-~,1 '., 

'.c:c5_,,1,in~r hoH f;:i.r it can be met with the resources available, and so 

'.dcJ.'.'mining the level of output for which to budget; and making nJ l<;•:1cmc;_ 

hr <1.ll -'.:be fa:id:ors likely to affect the c1ggregate demand for the pr,.,,111c1.-. 

r the suppl.:j_es of manpower and other productive resources .. 

, DitS.':in the.Nigerian Coul Corporation, the reverse is lhe case: th(.' 
.·, 

u1t1>:1,ritr~ limiting fcJ.cto:r is production, and so burlget.ing :in the Coill 

-~',l')iur.c1.tion, ruthcr t;,an begin by forccnsting demu.nd~ begins by forC'

·-=·:.st::i.n<J production., In ci.ny co.se the total estim<1tcd output is appc · :_unc(i 

"'::1·'11·.: the various depnrbnents u.nd other spenr1in<J units., Each of thc~;r:) 

: '°l'''-1:'i:Jncnt~ ;:,,n,.1 tlli.its · hc,,s tc, br~ told the level of il.Ctivity h,r 

1:1:icl1 b) hud<Jct before it cm1 be asked to estimate the 
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resources or ex_pendi tures required, and where appropriate, the· 

probable income as wello The initial estimates are brot,1ght together 

at the budget committee level, and reversed, if necessary, _to form o 

consolidated budgeto. 

Hence three principal stages in budget preparation can generally 

be distinguished, First, initial estimates are drawn for each part 

of the corporationo Seaond, these are brought toge-c.hcr and where 

necessary ~evisea to produce a complete draft mnster budget for 

the whole corporation. Lastly, the draft master budget is submitted 

or presented to the board, if constituted, to give it final approval.· 

~.n the Nigerinn Cool Corporation, budgeting is supervised by the 

budget unit otherwise called the cost accounts unit of the. finance 

depar.tmento · The unit teleguides the whole process of budgeting and 

buagetary control.,· It starts by calling up_ the departmental budgets 

from the various departments and other spending or functional un~ts 

from about the second quarter of a current budget period or year .. 

When the~e departmental drnft budgets are assembled, the unit prepares 

n draft master budget seperating 0 the various uni·::s' estimates. i_:oto 

their respective functional areas - i~eo into the functions of 

production, markating or· sales and so on.. Therefore, as Batty, :)Jo, 

(1982) 7 has ·aptly nseerted the departmental budgets are naturally 

integral parts of the functional budgetso The budget for~ say, the 

machine shop 1s cloorly a departmental budget, "but yet, because this 

budget relates 'to production, the figures are also sun11ne.rizad · 

in the f1.mctionnl budget for productiono So also-is the public 

relations budget and the function of ndministrationo 
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However, the· departments of the Coal Corporation are functionally 

organized., So this makes· the preparation nnd arrangement of the 

budgets by department;; automatically functional. In any case, ,'111 

the budgets from the different cost or budget centres now assembled 

according to their functional areas have to be co-ordinated and 

harmonized. 

According to Walter Bigg (1972),
8 

it is at this juncture that 

a co-ordinating authority becomes necessary to resolve difficulties 

and disputes which arise between the departmentc.'.l heads in relation 

to ·cha budgets they arc submitting, and also t::,, t,-1ke ,Jecisir,n,, :ini:n::;_--

increases or decreases in production, price changes and the likeo 

Although decisions .of this nature are the functions of the chief 

executive, the General Manager, he normally constitutes a committee 

of departmental heads, called the budget committee, to advise him .. 

If, however, vital matters of policy are involved the decisions nr1, 

to be made by the board of the Corporation or with_its consent. 

By the use of this connnittee, a greater co-operation is secured 

by making_ the preparation and subsequent administration of budgetary 

control a democratic process in which all who share responsibility 

are given a part in the development of a comp~ehensiv·e orgnnizntion-

wide plan. And in this way there is greater interest· in seeintJ Hw.t 

the emergent budget is so Ddministrtited as to achieve the plnnn8c1 n1sul V-;o 

co-ordination 
However, the · l . of the budgets, and of the points of v:'..,::,., 

· of the departmental heads is not an easy task, and so the budget 

officer gives the maximum assistance both to the individun.1 _depnrtr;,,:-i·t,,l 

heads w:':1.en they are preparing their budgets, and to. the conunittoe ;-i.:; 
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a, whole:;.. When the necessary harmonizations and decisions have been 

made the budget officer compiles the draft master budget. ~hich is 

presented to the board for final deliberations and f\Pprovnl., 

The master budget will disclose the anticipated targets ru1d 

the consequent cha.nges in the financial position of the corporationo 

These matt0rs will receive careful considerations from the·board in 

the light of the corporation's long term objectives and plans and oti).Cr 

such mnttersD In the event of the board being disatisfied with the 

state of affairs shown by the budget, it may be referred back to the 

committee, in whi~h case the sect;ional budgets must.be recasta 

When finally, the budget or revised budget is.accepted and approved 

by_ the board, it becomes the operating plan of the Corporation for 

the next one year or budget period; acting as authority or executive· 

order for· -che depnrtment2.l hf~ads to take the necessar~r steps ~o 

implement i 'i; o 

Thus,this predetermined plan, otherwise known as the budget, once 

adopted, becomes the basis for control - directing the operations 

of the corporation towards its target:id endo 

In otherwords, it provides the standard by which performance will 

be judgedo Eventhough the act of budgeting, which we have been 

examining in this chapter constitutes control in its own capacity, 

it is this.last aspect of control that uses not the preptiration 

process, but the final document which is such an important feature 

of the system, that we shall examine in the next chaptero 
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CHAPT;;R FOUR 

~CYCLE AND THE CONTROL MEASURES., 

Hav-ing examined how budgets are prepared, we shall next look at the 

last phase of the budget cycle which is the administration of budgetary 

•control - comparing actual results with budgets, and how this can assist 

in controlling the e~ecution of policy or providing a basis for its 

revision., Cor.trol, in this sense, serves management purpos€., And in 

another .sense, it serves accountability functiono Accountability, here, 

~as.been described as legal liability to incurc an expenditure.,
1 

That 

is the e:3tab}ishment of a pattern of control over receipts and expendi

tures that· pel:"mi ts a determina'lion either by the chief exdcutive or by th,~ 
..... ,,-

'board or ·its agent that monies voted for the various f~;nctions -· progre.-

nmes and projects, have been put to such projects for whici.· they are 
two 

:nennt o These··/ functions of budetary contrc.l are examined here under., 

The cardinal feature of budgetary ·eont!'Jibl is pre-planning, -and 

representing the overall plan in the master butlgeto It has been noted 

that each segment (the units' budggts) of the master budget is covered by 

:1 functional budgeto There is, ~herefore, series of budgets all co-ordi

nated together under the master plan qf acl!}ion - thE master budget• ' .. !3ehj__nd 

each budget are the actions of people, their perfonnnnces_ and the costs 

they incur()e All these are measured in financial term1:t, but the physical 

•efforts and quantities should not be overlooked., ThGse plans for, and 

the results expected are expressed "in terms of human responsibilities, arHl 

•not as abstract concepts because, according to John Sizer' ( ~979) 2 , people.! 
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•rather thein Dnaiysis or reports control operations. And :for th~t,e 

indi_vidunls thnt control operntions to do their jobs efficien:tly they 

~eed facts. Therefore, the supply of the factual basis ior control is an 
. -~.' 

important function of accountingo The areas of human responsibility 

•rGpresent the various control centres within an enterprise. This system 

:>f accounting which produces infonnation by rer:ponsibili ty centres is 

<:nown ns responsibility accounting system. And budetary control anploys 

this concept in its administration: for responsill;>ility accou11ting is one 

)f the most.usoful management tools for pla.nninb, co~ordiryating and 

:ontrolling the activities of an enterprise., 

~nagement Coil;~!:?.ol Measures And .Its Procedu~ 

Mention hns been macJe of the use of a budget committee by the 

:hief executives of corporations _in the preparation and co-ordination 

if budgets.. The co-ordinating or harmonizing functions or duties of the 

,,udget committee ex.tends beyond the preparatory ::-ihase of the budget cyelc 

ntq the central phase. Co-ordinaticn moar,s viewing the systems as n 

"hole -and do7e.tafli"ng all parts together. This in itself is one of the 

ffeatest advamu.gos of bucletary c0,1trol., For harmony is souoht _from the 

~ 

·cry beginning 7 and an effort is made to ensure that this. hannony continues 

hroughout t!rn budget period- the period covered by the budget. In thj ,. 

·espect it would not be out of place to describe the budget cormnittee as 

manngement committee. 

AccordinJ to the budget o:fficer of the Nigerian Coal Corporation, 

·nugu, the principal functions of the committee in his corporation include 

Receiving and reviewing various departmental budget estimates. 

·) Suggesting revisions of budgets 

) lileciding on general policies affecting more than one primary department 
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d) Approving budgets and latter revisions as tho needs arise. 

-e) Receiving reviewina or considering budget reports showing actual 

results compared with budgets. · 

f). Recommcncling nctions when and where necessary. 

Functioning in this way the budget conmittee has become, indeed a 

nanagemcnt corn::iittee for the_ corporntion, and is a powerful force in 

-uniting together the various activities of the corporation, ~nd onforcinCJ 

1roal control of operations. 
/. 

K'he Budget Officer: The budget officer is usual.Ly the secretary of the 

lbudget cor.nni ttee chaired by the chief executive, the (lenernl Manager. 

'In the N!i:oerian Conl Corporation, the budget officer is· the Senior Accoun

•tant (Costs) o He is responsible for supervising the budgeting activitie~; 

Jf the corporation _and co-ordinating the affairs of t~e budget committoo. 

In €ldc1ition to his secretarial duties to the committ:~e, the budget 

Jfficer is responsible for the. dE·Velopment of ccmpleto budgc_tary cont.r:.ol 

~rocecluro for tho corporationQ This includes writing of instruc~ions 

"elating to tbo procedure and responsib_ility for tho preparation of tho 

l{)reliminary cstimate·s; procedure relating_ to the final approval of thc 

•various budgets; the standardization of the information to be suppli od to 

,cinch department or functional budget execution supervjsor,.ighe prepnrntion 

::>f a stnnc1ard statistical monitoring report ::.'orm.::.ts used for the :,udget,,·.7 

,control pm·1~·ses, coll~cting c.bta and· opinions for consideration by tho 

,commi ttcH:.:ij . §lnd keopirig manng ers and supervisors to the budget time. table o 

:-le also forecasts and prepares the te·ntative bnlnnce sheet ··and profit nnc.1 

..... 
loss accounts from the. departmental or functional budgetso Fir,ally, lw 

,ensures thnt all the policies contained. in or implied by the- budget c1.r0 
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••roperly authorized ond :follower}c 

J'.l.t this juncture f.t b'3comes pertinent. -to note that the budget 

fficcr is n sts.ff officer and as such· should exercise no lina nuthority, 

xcept over his own s-'caff. It shoulc"i further be noted that' the clevolopment 

f budgets is· not n job <lelcgnted to tlw budget officQr solely, but 

1th0r one that is surpm:vic;ed and co-ordinated by him.. It is a basic 

e1nct of bfrdoetn.r.:r control thn.t .cXcGu·ti v,:,s dc·J'clop nnd accept rcsponsibi-

•i. tios for -choir budgctsQ Tho bud9ots are the. product of the ~fforts of 

11 lev;:ls of ;y,:..::.,.nagom,mt wit:, the budget officer co-ordinating and ru;;:,cJr-

•i.sing the (~fforts .. 

It i,_; nocC33o.ry to. ensure th".'lt u.11 :i.mrolvod in buc.gcting and '-lsing 
• 

~nnrJ;ff!'J nm1 SUj1m=isoro e.. budget m!lnual is ms~ued by> tho bur.1g'.~t officu.:· 
thi~ 
I purposa. I·t ~.s a manunl thnt sets out and schedules the respon-

•.bilitL .. ~ of mane.gears and supervisors in rolntion to their respective 

·1~1gats in on1er to enatile them carry out effocti ve control of their 

,C:.n1.tions. In tlJe ~1ige:ci::1n Coal Corporation, the manual i::i issued after 

1c corporation's master plo.n or budget had be<m approved and adopted .. 

:cording to the budget officer of the corporation, his co"rporation 1 s . 

110::get manu'-'.]· se1:.s out such infonnc1.tions as:the statement of objec,tiv0s 

Kd procedUrO.Sj Cr.>St Codes, Cost and bUd!)et centre COdOS9 thCl bUrJ.get tclme 

,,ble, control report ·time table, r·orma't, of reports and cxpenditurG auth-

·i~c:tionsb The manual serves as a Qtlide for the prcparntion and control 

Pr:ictical coH·l:.rol fol lc~ws the establi s;.1mcnt of budgets covering the: 

.dgGt pol~i0!:.1/c::nd issuing budget manuals to tho opornting maro.gors· ancl 
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•pervisors. It consists of monitoring per~ormance - comparing the 

\limates of revenues and expenditures with the actual revenues received 

~d actual expenditures incurred or comparing the actual putput (productjon) 

.th the budgeted output, for exurnples. 

In the'" Nigerian Coal Corporation, comparison is done quarterly.· · Thu 

~ious budget or responsibility centres of the functional areas nre 

cpected to make quarterly returns to the cost accounts un~ t that is also 

1e _budget unit of the fi~ance departmento. With the returns so fecei ved 

1e budget unit compiles the performance monitoring report in which the 

:tual res..11 ts o:f the respEicti ve budget centres nre compared ngqinst t11_ej.r 

.tdgcts - expected figures. In ·this way deviations from the predetenninoc1 

tans are brou~ht to light. s'ubsequently, the differences between -the 

:tual and budgeted [!:igures (!he v:p.riances) are analysed by J.;he b~9"gct 

fficer., If the comparisons ·show significunt variations some. comments 

• 
s to their definite or probable causes are included in the accol;lnts .... .., 
-eport to be 1?rep,0red in order to assist the recipient - the affected 

ilnager or supervisor, in taking corrective action, or in explaining the 

·, 

ctunl cause o:.f the deviationo The accountant's. reports als_o highlight 

he essentials nnd oolnt out sioni f~_cant budget deviations and possibili-
. ' 

ies for improvemcnto 

The action taken on the variances is the me st important aspect of the 

ontrol mechanis~ ~- Batty, J" ( 1982) 3 has aptly asserted tli.at unless this 

ction is taken quickly at the r_ight time and in the right' place, it will 

·e of little or no signi fic.:inceo Our investigation shows that it is in 

his respect that the use of budgetary control in the Coal Corp.oration l1n.s 
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one of its greatest weaknesses in its administra:t.ion.. For not only 

do the quarterly returns from the various cost centres •. coine late, when 

tho variances are analysed by the accounts unit the budget· committee finds 

it increasingly difficult to sit promptly to discuss the accounts reports 

for a quarter. The result is that actions are normally delayed to a 

point that they might be of less or no value when taken. Appendix 4 shcws 

the budget perfonnance monitoring format of the Nigerian Coal Corporation. 

The Perfonn~nce Monitoring.neport: John 
l1: . .: . 

Sizc~r ( 1979), has n.ss:erted thc'!t 

the chief value of the budget as a management control device can be only 

realized through the effective use of budget perfonnance reports and 

meetings to discuss the budget performance reports issued by the budget 

officero 

such reports should be compiled showing the peri?uical budgets.for 

a budget period - monthly, quar.terly 1 bi-annually; the actual and budgeted 

figures - revenue and or expentliture 1 and the variance between nct'l,lal· · 

nnd budgetsa Reports to to~ management should indicate the overall effi

ciency of the.organisation compnred with the budgeted.performance. They 

should also indicate which. department or functions of the o,rga.nization 

require attention:;, praise or otherwise on account of the success or • 
failure of their efforts. 

5 It is therefore, essenti~l, according to Wnlter Bigg ( 1972), dlor 

managem·:,nt to receive regular periodical statements or budget control or 

monitoring reports from the accountant to show in respect of each depart

ment, how events are" keeping pa.ce with budget. It is already noted that 
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•is is done quarterly in the Nigerian Coal Corporntiono Some basic 

·inciples thnt should be applied in a typical budget control report 

1clude the followino: 

Q The report should be clearly headed and the period covered shown 

the unit, cnsh, tons, quantity and so on should be indicnted. 

Li1:o must be compared with like, and there shoulc1 be no misuntlerstnndina 

between the accountant and the roceipient as to the nri.ture of the 

figures in the peport. 

) Irrelcvnnt informations to the purpose of control report· shoulrJ. be 

avoiddd so that conclusions from the report c1;1n be drawn quickly and 

with certainty., It sho.1ld not attempt to portray so much tnformntion 

thnt clnrity is lost~ 

11) Simplicity should be aimed at, and the use of tech~ical nccounting 

terms a.voided., 

i) The information included should be limited to the sphere of the officer 

to whom it is furnished. 

~) Promptness in the preparation of the control stntements is to be 

prefered to absolute a.':cnracy, as their purpose is not merely to ·.c'oiwey 
I .. 

information, but to convey it promptly, and to the officer who has 

necGssary authority and responsibility to take cppropriote corrective 

action., 

g) Ali returns should be reviewed periodically to ensure th.:i.t_ thoy nre 
·,. 

still useful and to ascertain whether they shoul:1 be expand~d, contrn-

cted or discontinucda 
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,her Control Measures; The Budget i.s· regarded as f'irm once it is 

1optedo But as it is not humanly possible to estimate or forecast 

·ecisely for every eventuality there is evory need for operators of a. 

tdgetary system to be flexible in its execution rather than adhere 

gidly to the budget provisions even when the underlyjmg . ,1 ,-.,, i • ic.i 

~sumptions changeo ~ Flexibility implies modifications in the 

·iginal plan.~ and this is authorized 11:r?'Yl the governing board.~of._ ··- l 

,rporations 0 Modification in the budget ~s. ef~ected by presen~ing 

,pplementarY es-timates, applying for virements and submitting 

vil:1cd budgets, 

The approved budget not only provides management with basic data for 

olicy making but als<:, lays down the results which each part of an 

·ganization is expected to attaino It defines the responsibilities . 

.' subordinates and provides criteria against which their actual results 

,tn be judgeda Its value depends on its being regarded as a firm plan, 

,1recast, authorization or yardstick which cannot normally be nlterer1 · 

QCe it hns been approved by the board of any corporationo 

However 1 it has been r·ecognized that in practice even the ' 

,ist highly efficient estimating cannot guarantee that the right pro-

.sion is made for every eventualityc Some unforeseen new ?evelopments 

,ty necessitate al teration,s in the scale of. operations undertaken or 

ite cost of goods QJ1d services employedo It is not always possible or 

,propriate in these circumstances to make offsetting adjustments in 

iending plans so as to adhere to the main totals in the budgeto 

1e extent of t,hese unavoidable changes is generally small in relation 

) the main budget O 
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Supplemcnto.ry budgeting is therefore, n. :ne.:J.nS of authorizino 

those departures from the budget which at ti~@~ are unavmidable in 

order to give effect to changes in policy or to adhere to the same 

policies when costs or dcmc.,nds on the products or services al' 

during the currency of thB budget. Supplementary budget is 

especially vital where the budget is, as in the'Coal Corporation, n 

fixed authorization to spen_d, and· also where the estimates are based 

on current wages, and prices, and do not provide for contingencies to 

meet charoes expected during the year., In the Nig<c)rian Coal Corporn.tio;1, 

the supplementary t-udgot is not sought unless the expenditures involv -..o<.: 

are absolutely unavoidable, and could not be incurred untill tho 

supplementary estimates or budgets have been approved by the board 

or management., 

ViremBnt is another fonn of control measureo The.tenn, "llrirement, 

is derived from the old French word, vire:o:- 1 , moaning to transfer or to 

turn. Virement is therefore, a budgetnry device for nllowing 

rrnnagers or other spenders to trnnsfer sums from one subhead or item 

to another within the same heading of their approved budgeto 

This gives an additional measure of flexibilit.y t~ adjust spcri, 1 jncJ 

plans to meet new developments during the budget period. Since it 

does not affect total spending, it is usually authorized.by- the 

General Mannger or' whoever he delegates to do soo Ar;d it is mostly 

the budget officer, who also is the cost a.ccountcnt of the- corporationo 

The nedd for viremont, according to The Royal Institute Of 

Public Acministration ( 1959) 5, tl~~hds--.1om otihe . .'datai>t3 ,run 'IIJ-m!il~¥ thd 

budget is approved by the board of a corporntion, and the extent to 

which the boo.rd would otherwise have to be asked for large numbers of 
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supplementnry estimateso The device can be vinble £or relieving th€J 

mnnngement nncl the board of considering minor modifications; for 

simpler and speedier authorizations of su~h modifications, and in 

providing an jncentive to economize through the knowledge that 

savings achieved by genuine economics may be retained to finance 

ndditionnl projects that could not otherwise have been affordedo 

The General Manngor, or whoever that is authorizing virement shoul cl· 

ensure that the dE'Vice is.not used.to perpetuate shal:"p acts or fraud 

bj concealing them· from the aucU tars and the board., 

General revisions of all the estimates in a budget are sometimes 

used as a menns of increasing or curtailing authorizations to spend, 

and somctime!3 as a basis for. reviewing performances or revising 

policy without imposing or altering any restrictions Cr;l expendi turoo 

They s,t10w how fnr nctunl result are 1 ikel y to differ from budget, 
.~ ... ,. 

allowin~ not' only for c~anges authorized by supplem~ntary estimates 

or·;:,.i~eme'1ts, but also for any probable underspendings and ariy 

changes in the e;:;timated revenuea This provides more up-to-date -
information on which to base the next yearis estimates, nnd a check 

on compliance with the b:idget for the current year o.s well as a basis 

for determining future policieso 
as 

Accountina nnd nutliting in the corporation nlso serveldovices 
comparing 

of keeping check on the budaet, and cc-rt_,,:,ny nctunl results with 

Ludgets., They are therefore control measures in both accountability 

ancl ir.anngement perspecti veso 
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Jesse Burkhead ( :19(:,7) has ass~rted thc.·t accounting· is n pnrt 

of.fiscal managenicnt, with objectives thnt nre in some ~ases very 

close to budgeting, arid in oth{2r cases, inder)endent., Corpo~:.a:te 

accounts nre used to record transactions as the budget is curried outo 

The techniques of central control over budget execution depends, 

for their implementation, on the accounts which record appropriations 

and obligations against those obligntionso Allotment systems are 

-
likewise established in accounting terms, and specified persons are 

hcl,1 rusponAiblo for finnncial transactions as rocorclccl in the nccountso 

As accounting is also linked with work planning nni:1 reportina, .t.he 

accour .. ts of public corporations are therefore, used for the, current 

nclministrntive control of operations and also serve for meci.suring 

past pc)rform:mc·ea This, in turn, is the basis from which future 

bud~cts ar~ to be planned and prepareda 

The audit of the corporation's transactions, while a phnse of 

budgetina, is .organizntionally ·~ scperate in many of its t.lSpocts, 

from. :tlfe other. ph~ses of the bud~et cycleo Tho Nigerian Conl 

CorRor5:1tion Ordinance, No,., 29 of 1950, stipulates that· the. accounts 

of the corporatio).1. shall be a:~1ditcd by auditors to be··a.ppooont..;d 
.,,. 

annunlly by the corporntion with the approval of the ministero 

The role of ·auditing as a budgetary control mensure. can be 

-
appreciated in the definition-of the termo According ~k@ to the 

Encyclopaedia of the Social Sciences, auditing is "the examination 

or investigation of accounting books and records by one who has 

had no part in their preparation".• 
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!t · is also clefine1 as n 1)rocess ,:f exnminir.(T on or,1anizrn:io;1' ~ 

finnnciul stnt6'nents an,1 records by nn r\'l.4,:horized person. f~r the 

pur.posc of expressing c1uthoritative op.1nion on the accuracy ancl 

• 
orderliness of accounts books and reporting on the true ard .. f;:i;ir 

' ' 8 
f:i.n:.:i.ncic1l positir _1 of che organizu.tion within a definaJ pe.c4.',(1. 

•_rhe C0i"ll CcJrpor<.1tion mt1kcs use o:r pr.e-audi t ns an intcgru.l 

prtrt 1Jf its o.ccountjng fi.mctions 9 but uses .the post-a,1dit to 

c1ctcrmine the tru0- position of its operations u.:fter thre clo~~e of 

~ice, 11mts for the ycs,r o _ 'l'h,~ ,,url itors' reports rcvenl tlw t::uthful-

ness or otherwise of the buclgetnry transac":ions as re:corclcd :In thL' 

Corporntion' s books of nccmmts and Balo.nee Sheeto It therefore 

hdps management to assess the perfonnance of a peri0<..i' s bu.1getso 
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CH/IJ->TER FIVE ------

We hl'l"re no-too that bucl.gL~1mnt.rol !i.S a system thnt uses 

bulgats as u means of pll'lnning ~nd controlling ,-:111 aspects of 

prooucing ond/or sell:iJ1.g commodities or senices. The Niqari;:,.n 

Co~l Corporation vses this system in planning its operatinni:, i.e. 

prospecting: mining nnd selling of coa:. 

Preplmming is the cardinal fenture of bu:lgetary C''Jntrolo 

The over~ll pi.:in of the corporation is co-ordinated mid reprc~5cnto:l ir. 

the m<1ster budget, ench segment of which is covered by a fur1ct:onnl 

budg8to There is, therefore, a se.,:4ies of bt.d.gets, ull co-ordmntcd 

into the :maste.r plan of a-.:tion., Behmd e.-""lch :budget ure tLe .:i.ct:ions of 

mnnngc.:rs nnd supervisors and th~ir oper.ative staff_ the:if' performances 

and the costs they incure.. An those ar12 expressed in fin~,cinl termso 
• 

The plan~ cover brond policy issues as well "-S day to-~ny 

nctivities' 
0

Which are schedUled and they go to make up tht~ wenkly' 

quarterly and yearly btrlgets on the basis of which compariso~s 

nre mnde between budgets and actunl results. This .is dona by 

monitoring the performances of the boo gets thr,rugh 'variunce am1.lysis', 

i.lm1 munagement meetings thnt deliberate on the- vnri:mces, imcl taking 

nppropriate actions to rectify unfovouraple variations. ~~is ~s 

wl1L'J;c, occord:ing to the budget officer of the Coul Corpo..:-at~.on, _: 

buc1gctnry control in th8 Coal Corporation suffecs one of it~ grcntc~t 

drawbnckso This is due to the fact that budget/mannge.ment ccmrnittee 

meetings in which the variances are supposed to be diseu5se(1 

nnc1 t1r1alysc--d and corrective actions recanrncnc1 eel for thC! 
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responsible manager or supervisor do not hold es and whon du,e.P and 

sometimes do not hold. The result is that corrective actlons ore not 

either taken at.:. all or are not prompt enough to be of much 

significance; and this adversely affects the operational efficiency 

of the corporation which in turn inpairs the attainment of budget 

targets and objectiveso 

Our conceptual framework of analysis is the ~lanning, ~rogrannning, 

Budgeting System - PPBSo This budgetary concept, we have already noted, 

seeks to present purposes and objectives for which funds are required, 

the costs of programmes proposed for attaining the objectives, and 

quantitative do.ta measu~ing accomplishments ard work programmoso 

The system has been in use in the Coal Corporation for over a decade 

now 11 eventhough it has not quite been differentiated in its application 

from the traditional "Line-item' budgeting, which i3 incremental in its 

approach., 

However, it is in relation to the fil·st two component concepts -

planning and programming~ of·PPBS that we fonnulated our hypoth~ses: 

(i) That pnrticipation 9f management and sypervisory employees in 

setting the organization's goals may lead to the attainment of those 

goals; and (2) that pr~setting of goals in the face of dependence on 

government subsidies and grants may impede the attainm~nt of an organi-

zatiori's plans., 
·,, 
.... , 

Batty, J. (1982)1 had aptly noted that even though the budget is 

financially oriented, its preparation and execution is not the exclusive 

function of the finance department of an organization. Recognition 

" 
must b0 given to the fact that participation in budgeting by both top 

and supervisory levels of management is essential .for some obvious 
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behavioural reasons as we shall see lattero 

Our study of the Coal Corporation revea1ed that there is no 

significant difference in the levels of participation of line and 

staff managers in formulating the Corporation's plans 'or budgetso 

For a hundred percent of a random sample of management employees in 

both categories admitted participating directly, or indirectly by 

delegating a subordinate, in fonnulating the Corporation's budgetso 

Participation is both at the departmental level and at the budget/ 

management committee level., Based on this finding, a conclusion can 

b.e ma~e .that management at. all. levels in the Coal ·.Corporation pcUt;tici

patc in setting the Corporation's goals., But one question that ari'sc:, 

from thls conclusion is how far has this full participation enhanced 

the operational efficiency of the Corporation and the uttainment of 

goals and objectives set in the various budgets of the corporation 

over the years., 

The workSt of management scientists hnve shown that .:it is only 

participation iu financial standard setting (budgeting) that has 

direct effects on motivation to fulfil the budget of all quantified 

aspects of a budget. One of such direct effects as revealed in our 

study is that it aids management control of the operations of the 

corporation, and decreases the possibility of dis,torting infonnation 

and other undesirable alternate actions subordinates spmetimes resort 

to in the face of', non-par(icipatarily set standards., Part~cipation 

i~ standard setting also leads to i~proved communication, and makes 

the standard setting system a continuous lenrning system, and ,.lso 

increases motivation to fulfil the standards or targets set in the 

budgeto Thus participation satisfie~ autonomy needs, ~ffi1iation 
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neods in the case of a group ~articipation, and ego needs of 

acbievement •. 

But the one major factor militating against the operntic:1c1i 
. . . 

efficiency and the at.tainment of goals or standards set in the 

corporCLtion•s budgets over the years are externn.l and can hardly he 

controlled internally. This factor borders on finance and autoliomy 

of public corporations in the country~ The fact that the Nigerian 

Coal Corporation is not one hundred percent autonomous, and the fact 

also that it is highly subvented by the ,. Federal Goverrnnent does not 

give the management of the Corporation a free hand to decide on when 

to tnk~ on a project contained in its long-term plano And of course, 

this, it cam1ot do without the Goverrunent, through the supervisory 

ministry? being ,,~ capable n!}d r:eady to finance such projects .• 

The result is that no matter the degree of participation in setting 

the corpor~tions goals, and the amount of the attendant zeal and 

motivction it IJ\ight bring abcfot, the operational efficiency -nnd attain

ment of budget obj~tives and targets or standards will be dependent on 

the finnl decisions and actions of the government through th~ ministryo 

And the decisions and actions of the government in this respect, on the 

other hand, will be dependent on the GNP and the generQl state of the 

national economy and the prevailing nationaf polici~s in relntion 

to the various sectors of the economye 

This fact proves our first hypothesis that- participa.tion of 

m,mngement and supervisory staff irt settir1g the organi.zation1 s goals may 

lead to tre attainment of those goalso 
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For much as it is true that pnrticipntion can bring to th<l rnn.nngers 

and supervisors the awareness of what is to be done nnd· also provide 

tho much needed r.ioti vntion ancl zenl to nttnif'I th1..: budget tdruuts, lhc 

ma.nagers can equally be handicapped to get along with the tasks 

before them by the autonomy limitations and the finnncial dependence 

on the goverrnnento Indeed, a situation where the corporation is 

so financially handicapped that it cannot shoulder its running 

or operating costs makes the whole idea of budgeting and budgetary 

control in the corporation a mere paper work, and makes nonsense 

of the most expected motivation and commitment towards goal o.ttninmront 

through participation. 

For our second hypothesis, it has been noted that pre-planning 

or pre-setting of standards or budgets is the cnrdinal feature of 

budg~tary control·. Besides, all mining concerns such as the eoal 

Corporation, the Nigerian National Petrolum Corporntion (NNPC), and 

the Nigerian Mining Coq~oration (NMC) are o.11 futuristic in their 

undertnki.ngs becnuse their operations_involve prospecting and mining 

of min:erals .. T!'lis further makes pre-planning in these corporations 

more inv8Vitable. The pt'oblem arises when this is done-without n 

corresponding pudgetary allocotion to achieve the set targets as a 

result of near total dependence on government grants and::, subsidies" 

·For'instonce 1 the Coal Corporation planned to carry .out massive 

development, expansion, and mechnnization progrnmmes in both her 

Enugu underground mines and the Benue o~en cast mines under the 

F'Jurth Nati'onal Development Plane These programmes are aimed at 

increasing Coal production to meet the fast- growing local and export 

danands for Co~l~ The Corporation also planned a cnrbonizotion pl~nt 
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under the snme plnn period to enable the industry to.; omong other 

objectives, obtain the vast by-products of Coal such as tar, 

fertilizers and other industrial raw materials currently being 

imported. But because of this total dependence on government 

financing'i non of these programmes has been carried out;.-t 

The result is that the attainment of the ta~gets or objectives bnsed 

on these plans had remained.an illusion which proves our second 

hypothesis that pre-setting of goas or pre-planning in·the face of 

total dependence on government subsidies and gr.rmts may_ i;npeue the 

attainment of an organization• s plans .. 

This problem arising from the dependence on government subsidies 

and gro.rits is also adversely nffectin1~ the operational effi_cicncy 

of the Corporation with the result that the Corporation had, for th,) 

past decade, not been able to break even in thG face of the-

dwindling government subventions or grantso This drop in 

government subvention is brought about by the drasti~ downtowns in 

the global oil market coupled with the battered state of the no.tionnl 

economy by_ the various governnents.,. mismanagement and squanderina 

of the nation's wealth, The effect of all these in the Coal c:;:. .. .i";:l"'l"'' 4" · · 

Corporation is thnt it has been on the sinking course bec.nuse of 

non-a~ailability of d cumprehensive national energy policy that 

will enable the Corpora\ion stand on the proceeds from the sale of 

its products,.,. 

The Corpo,;:ation hnd been f:i.nding it increasingly difficult to ·, 
-<' 

shoulder. her operating cost alone, Hence the declining trend in 

conl output ns projected in the annual budgets and the shameful and 
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sympartheti~ case of non - payment of employees• salaries and nllownnces$ 

For instance, in 1984 1 out of the budgeted or projected Coal out.put 

of J2J,OOO tonnes the actual pr~~uction was 83 1461 tonnes2 • 

Cases of this nature have been largely attributed 'to lack of funds 

to :=:.f!". maintain the machineri-.es and acquire spore parts. A.11 those 

have further o.ttested to our hypothes~s that pre-setting of gonls/ 

targets in the face of total dependence on government subsidies may 

impede the attainment of such targets. 

We shall therefore, conclude this work by summarily making tho 

following suggestive observations. That the greatest problem fo.cino 

the Coal Corporation is that of dependence on government financing -

in 1\rn. foon ,(lLOt:Sffi~~ '_'tnd subsidies. This results in limi tat.ions on 

the abilities of the corporation's Manngemcnt to tnke cer·tain decisions 

D,nd actions to carry out its operations as contained in the budgets., 

Added ~o this, is the constraint ariLsing from the fact that .these 
( see appendix v) · · 

nllocations are made in piecemeals,L:and they hardly· get to the 

corporation nt the required _.J,'l,e~ time, because of admin!str:n:tive dcl.:w:.~ 

These situations force the corporation to saek for loans_ from 

commercial banks in order to keep up its operations and carry out 

some capital p1;ojects. ::l'.iBy the time the money voted by the govern

ment nctually arrives, the loans earlier procurred will have attracted 

huge interests, which could deplete the votes of the subsequent 

quarterso This state of affairs impairs the operationql efficiency 

of .the Corporntion ''giving rise to projects embarked upon being stopped 

',, 
,·, 

CODESRIA
-LI

BRARY



- 67 -

· In view of th.2 above observations and conclusior ,; the follow:ing 

su90cstions are recommended to :l.mpJ.ove t~1e a<:, . .i.nistr.:1ticm of l 1 ld0ct<1ry 

control in the corporatio, ·" 

1. 111c: corporation should intenslfy its efforts i!, gencrnt:ing si.tr 

flcic!nt revenue from her alte.rnc1tive source;:; for:. its opcr0rtionc1.l rx.,r;t::; 

so as to be able h chat1?""1el whatever cnpital grants it g<~ts h m the 

Fe:1urnl Gove1·nment to capital projE.Ctso 

2., 'l'he corporu.tion' s m.::mngemcnt should endeavour to il,<[Jrovc its 

:forr:cnsting mechanisms, and set realistic plnns and goaJ .~ so ns to be 

ttblu to effectively control its pluns and programmes in orrk,·. to ~lt.t::dJ1 

ib; lA1:lgct b1rgcts onrl objectiveso 

3. The corporation si.ow.rl find a way of. ente;-:-ing into joint venture,:.-: 

with the privnte sector to f:inar.ce some of its ver-1 /:ornmerici;::illy 

viu.blc projects like the carbonization plant project, which 110.s bC<"~n 

in the waiting list since the Fourth National Development Flru1.. Such 

w move would bring nbout some degree of commercializntioo. of the cc,r-~ 

por;-rtion, thus enabling it serve the dual role of profit. gern..r;:i.ting 

;JJ"JJ.l service to the nationo 

4., 1'he Pc.ueral Government should endeavour to formulnte, Jn the 

nc1ti()n':, economic interest, .J. compre.hE!l.1sive cnvcry policy thu.t wc)ulc1 

c~nco\.lrClrJC full utiliznt.icn of coal (both clomcstic-·ancl commcrc:LLl/ 

:lnc1u.str:L;:il) as. an energy resource just like ': · petr,)leum, 1,,·hich ls 

curr(~ntly so highly favourecl at the detr.iJnent or utt~ neglec.f:. of 

other energy resourceso Such a policy should be made to compel 

CODESRIA
-LI

BRARY



j 

i 
t 

i 
! 

l 
' I 

l 
·l 

l 
l 

l 
l · 

'"'.' 68 

s, ,me imh1,stries r-,uch n.s st0cl, eiectricity ,· cemcni~, .:.lmong ·.hers 7 

to use co.:.:i. energy for l:hcir operations., This will c.nable the 

co1.mtry to conserve her petrcl~um crude and thers,y cxtenc~in<J the 

spnn of our cruc12 ,_.,il C, 

LastJ.y 1 thE Pedern:L Go1ernrnent should ensure that the r...npitv.1 

g.,:nnts 0r subventions for the corporatjon ar,.:. relens.cc1 to it nt 

the on::;et of th<;e corporation's budget period., And whercl)y it is 

unuble to clo this it shoulci encourage the corporation to procur(3 

J.o,ms for her cnpitt1l projects, nnd offset fr,r the corp,Jr,Lt.L:m 

whu.b=.."1/'cr interests such loans might genernteo This would solve 

the problem of the corporntion using an 1ncoming gr.::int to service 

louns .. 
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- "IS 
NIGERIAN COAL CORPORATION 
198J RECURRENT ESTIMJ\TE.5, 
ANAlWS IS BY BUDGET. CENTRE 

BUDGET CENTRE: 

Onyerunn Mine 
Okpnrn Mine . 
Coal preparation Plant 
Okaba/Orukpn/Ogboyoya Mines 

PRODUCTION OVERHEAD 
AoQoMo (Production) 
Engineering · 
Mining School & Training 
Survey 

GENERAL MANAGER 
Gen_<;Jra_l Manager 
,,Internal Audit 

PLANNING SERVICES 
Plnnnino Ser\l!ices 
Pitwood Plantation 

Commercial Department 

ADMINISTRATION DEPARTMENT 
AoGeM~ (Administration) 
Controller of Administration 
Hospital 
Personnel 
Guest Houses 
Security 
Public Relations 
Estate Management 

FINANCE DEPARTMENT 
~oGoM• (Finance) • 
Chief A~countant•s Office 
Cost and Stores & Budgets 
Section 
Physical Stores 
Final & Sales Accounts Section 
Personal Emoluments Section 

1982 

3,902,910 
-3,952,86o 

84:6,970 
. 860,290 

9,563,030 

118~500 
1,452,210 

75,210 
111,100 

1,757,370 

135,920 
2f:31,200 
387,120 
137,690 

21'i350 
196,000 
473,630 
1JJ,510 
62,780 

523,900 
83,290 
40,060 

19,710 
100,000 

63,700 
180,800 

83,310 
99,190 

14,JJi,010 

Appendix III 

1983 -
4,753,230 .. 00 
4,655,520 .. 00 
1,043,600~00 
1,144:,900.,00 

136,350000 
2,923,710000 

324-, 130 .. 00 
176,160000 

47,060._oo 
97;970000 

164,930.00 
J44,780o00 

33,350.00 
. 289,940000 
595,920.00 
179,780000 

57 ,s10.oo 
805,140000 
21J,230o00 
153,790000 

23,110000 
276,600.00 

105,760000 
2~.,880.00 
94,J80o00 

1M,,94o.QQ 

\ 
\ 

\ 

11,597,250 

3,560,350 

145,030 

509,710 
50:::, 'I .i..t)() 

2,328,660 

885,670 
19,531,Gso 
-------·---· 
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I. 

I 

BALANCB BROUGHT FORWARD 

GENERAL EXPENSES· 

Electricity Charges 

Rents and Rates 

Audit Fees 

Depreciation 

Expenses of the Board 

. Cont:i,p.gm:1cr Expenses 

~"icensing and Insurance 

Incidental Exp. Allow 

Unifonns 

~ele. and Postal Charges 

Printings and Stationary 

Staff Vehicle Loan 

Sports and Recreation 

Accident Compensation 

Legal Expenses 

Research/Coal Utilization 

Maintenance of Office 

Machines 

1902 1983 
Aprilo Es:t o 

lJ:5,000 

90,000 

10,000 

1,000,000 

100,000 

50,000 

40,000 

25,000 

20,000 

15,000 

100,000 

25,000 

50,000 

25,000 

10,000 

· i5,936,010 

100,000 

10,000 

1,000,000 

150,000 

500,000 

t.i:o,ooo 

. ~5,000 

30,000 

30,000 

100,000 

500,000 

25,000 

50,000 

50,000 

200,000 

20,000 

1983 

19,531,850 
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NIGERIAN COAL CORPORATION 
-- mew• SUMMARY OF RECURRENT ES$IMATES 1983 

ANALYSIS BY EXPENDITURE ITEMS 

- '··- DETJ\.ILS J\l'-DUNT !.MOUNT ~,1~u: 
i APP~ 1982 PHOPo 1983 i 
I N f,J 

i 
Salaries 6,952,120 I 1o 9,61.1:8, 550 I 

J 

. I 2. Overtime 371,500 510,000 i 
I 
I 

I 3 .. Superannuation 1,729,020 2,~:02, 730 

I 4., Motor ·Kilometer Allownnce 37,900 46,JOO 

I 
5., Transport Allowance 390,780 467,680 

I 6. Leave Transport Grant 453,690 492,540 I 
I 

I 
I 
I 7., Rents and Rates 90,000 100,000 I 
j 
I 

8., I Audit Fees 10,000 10,000 
1 

I 9 • Licensing and Insurance 11-0,000 IJ:O, OOO 
I . ,.:,--: ... , 
i 
I 100. Depreciation 1,0000000 1, OOO \ r::fJrfi 

I . ~ 1·1. Roof Supports 1,000,000 1,000,000 
I 
I 120 Electricity Charges 952,000 . 4,685,674 I .,,. 

130 Explosives 40,ooo 50,000 

14:o Maintenar,c e of Plants and .. 
Equipments 125,000 

~ 

195,000 

150 Other Consumable Matterials 730,000 l.t:31, 2C~) 

16 .. Fuel and Oil 135,000 1t.i,1,ooo 

17 .. Maintenance of Office Machines 10,000 20,000 

180 Maintenance of Offic·e and Roads 50,000 250,000 

19 .. Maintenance of Senior and Junior 
Qt..arters 1,000,000 

l 
20. Sanitation 100,000 100,000 

i 21 ... Bank Charges 50,000 200,000 
i 
I 
I 
l -
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21e Bank Charges 50,000 '· :?D0,000 

22 .. Telephone, Telegrams and Postages 15,000 30,000 

230 Newspapers and Periodicals 25,000 15,000 

24c. Printing and Stationery 100,000 100,000 

25. Maintenance o( Vehicles 50,000 60,000 

26c. Board ~penses 1_90,000 150,000 

270 Manpower Development 50,000 . 200,000 

280 Rent Sypplement 333,000 350,350 

29. Advertising and Publicity 10,000. 120,00C' 

300 Drugs and Dressings 1¥*.~si 120,000 

31., Handling and Freight Charges 250,000 250,000 

J2o Uniforms 20,000 30,000 

JJ• Contingency Expenses 50,oco 5009000 

3l1:o Underground Allowances .200,000 252,500 

35. Ac~i<lent Compensation 50,000 50,000 

;-oo ~ncfdental ~xpenses Allowance 25,000. 25,000 

37. · Legal Expenses 25,000 50,000 

J8o Research/Coal· Utilization 200,000 
_,,,_ 

39 .. Medical Expenses 10,000 10 1Gv0 

40D Security Systems and Equipment 150,000 

41e Sports and Recreation 25,000 .. 25,000 -
420 Security Safes 50,000 

4Ja Guest House Expenses 10,000 10,000 

4Ao Police Services 1,000 2,000 

45. Staff Vehicle Loan .. 50010UO 

15:.9362010 2610401,52.Q_ 
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CODE 
NOo 

200 

201 

202 

203 

204 

210 

211 

212 

213 

~'.14 

215 

216 

217 

222 

79 -

NIGERIAN COJ',L CORPORATION 
ESTIMATED HEVENUE198}_ 

COAL SALES . 

Pt.RTICULAJ.1S 

Nkalagu J00 1 000 @ ;<.it8eOO 
per tonne 

NEPfl. 120 1 000 @ i>J18a00 
Per tonne 

NIUl: . 5 1 000 @ N18aOO 
Per tonne 

Domestic ?..o,ooo Q N18.,oo 
Per tonne 

Exports 4:0,ooo@ N20.oo 
Per tonne 

OTHER INCOME 

Rent and Lenses 

Fire Clay Sales 

Forest Prado Sales 

Sale of Scraps 

Interest Receivable 

Guest Houses 

Sale of Explosives 

Hire of Equip~ent 

Miscellaneous Receipts 

Total Estimated Revenue: 

•See Notes on Pnge 2J\,. 

A.MOUNT 
ACTo INCOME 

1982 

191,373 

40,126 

159?422 

... 
390,921 

1982 
ACTUJ\L. INCOME 

61,072 

1,188 

81,922. 

11:20-

3,223 

13,320 

5,5(jo 

li,040 

10,566 

N101,319 

---.---.----------

5,L.i:00,000 

·, . 
. ... ·., 

90,000 

::160,000 

800,00_£_ 

8,810,000 

1983 
EXPECTED 

50,000 

s,ooo 

74:,ooo 

5,000 

5,000' 

30,000 

5,000 

so,ooo 

20..t..9_'2_.C2._ 
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CODE 

200 

201 

202 

203 

20/~ 

210 

211 

212 

213 

214, 

215 

J16 

217. 

218 

222 

.80 -

NIGERI!,N CO!,L CORPORt,TION 

·EsTIM~T~D REVE~1982 

COJI.L SJ~LES 

Nkalagu 150,000 tonnes@ N15o00 

Nc.E.P.A .. 20,000 tonnes@ !'i20,000 

N.,RoC, 10,000 II N20,ooo 

Othe·rs 50,000 II @ N20,00 

E:,qJorts 3_0_0 _ " @ N 5,00 

530,000. 

OTHT'.'R INCOME 

Rent and Leases N50,000 

Fire Clay Sales 5,000 

Forest Product Sales 5,000 

Sales 0~ Scraps s,ooo 
. Interest Receivable 5,000 

Guest I-louses 30,000 

Sal8 of Explosives 5,000 

Hire of Equipment 100,000 

Sa.le. of Cc:ncnt 2,000 

Miscallanous Receipts 202000 

M10UNT 

u2,250,ooo 

H 400,ooo 
200,oco 

,n,000,000 

_!:1 t 500, (!)O 

t15 1 J50, boo 

227,0C'£ 

ns,577,cco 
====-==--=-
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..., NIGERIAN COAL CORPOR./\TION 
~FOHMANCE MONITORING REPORT 

.APPENDIX 4 

CODE NO., PERIOD: 

lrooET CENTRE 

19 ---
-----------

ESTIMAT~i> OUT-PUT TONNES ACTUAL OUT-PUT TONNES ------- -----
Items of Expenditure 

DIRECT L/,130UR COST 
Salaries 
Underground Allowance 
Rent Supplement 
Superanuation 
Transport Allowance 
Motor Kilometre 
Leave Transport Grant 
Travelling Expenses 
Over-time 
DinSCT MA.TERit,L COST 
Licensing & Insurance 
Consumables 
Fuel ar.d Oil 
DIRECT EXPENSES 
Maintenance of Pumps & Fans 
Dank Charges 
Entertainment Allowance 

Actual Estimated Variance ---------.....----Expenditure EXPenditure Favourable Adverse 

~--...-~--~-~-----~~-.;---------1------~----t-----·----- --Handling & Freight Charges 
Maintenance of Machines 
Office Electric Charges 
Maintenance of plants, 
Machines and Vehicles ;;.,;,;;;...;;.;.;;;;;.;.;,.;;.;;;.....;;~;,;,._~=~,..;.;:.:----+-------+--------1~----.,----·--
CAPITAL EXPENDITURFS ===========================~------c--~----
_f:xplosivec 

Roof Supports/Stee~~l...:.;;/,~r~c~h~e~s;_._~~--~~----11----~-----+--------i---~~ 
Mines Dev. Salaries ------------------fr-------•--------f----:----r------
Electrici ty Charges (Mines) 

='"'=========== ===== . =======- ===========-= =~ ·- -- - - --
Estimated Cost per tonne n ----------
Actual Cost per tonne n ----------

Assto General Manager (Finance) 

Date, 19 __ 
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1st Quater 

2nd II 

Jrd " 

4th 11 

Suh-total 

Federal Govermnent Allocation as Loan for 

Capital proj ccts ar.e as follows: -

1984 1985 

n n 

400,ooo.,oo 1,795,47 075 

190,000oOO 1,4:36,37 oOO 

1'1,.q~~ R~;i7'.J<2Bo 2,154~566.,00 

1,575,973.00 1,795,471000 

4,000,000000 7,181,886050 

2,294,61Jo00 2,2~0 9 5li7oOO 

Total Re-:eipts 6,294,61Jo00 9, 39:a,4J3o50 

---------------

L 

19ES 

J·m 

2,499,999000 

1,sw,710 .. 00 

2,535,806 .. 86 

6,326,604028 

13·, 203, 120 .. 14 

13 '20J' 1200 14 CODESRIA
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