CHAPTER 9

UNIVERSITY LEADERSHIP AND THE MANAGEMENT
OF STUDENT INDISCIPLINE
P.O. YALOKWU
Istroductien

Universities by nature represent one of
tional institutions ril over the world. A
cupies the ape: of the formal education
sub-units havir.3 a wide variety of goal
systematic direction in order to optimis

Viewed from the personnel dime
that it has a variety of specialist and
non-academic spheres, Occupying a
resources of the university is the

the most controversial and complex educa-
university is a tertiary institution which oc-
pyramid. It consists of an intricate system of
s, fulfilling various functions and requiring
¢ and achieve its total objectives,

nsion, a university has a complex structure in
non-specialist staff both in the academic and
relatively humble position among the human
student body. Among the students are those who
pursue c}cgrcc programmes while others pursue non-degree programmes. In terms of
academic programmes, the university comprises a wide spectrum of disciplines each
with its own objectives, courses and research orientations.

Owing to the complexities that characterise university institutional arrange-
ment, the task of managing a university is not an easy one. In fact, it takes an effi-
cient leader rather than a mere administrator to steer the ship of managing the
human and material resources in the direction that will facilitate the achievement of
the organisational objectives. An administrator is one whose function is to run an
organisation and keep it going while a leader is an efficient and effective manager
who initiates worthwhile changes to accomplish the goals and objectives of the
organisation. Leadership is an important aspect of university management in as
much as effective administration depends largely upon proper leadership. Leader-
ship can be defined as a process whereby an individual (or a group of people) in-
fluences the activities of an organised group in such a manner that will enable the
group achieve the goals and objectives of the organisation. In effective organisa-
tions, it is the leadership that takes the responsibility of initiating actions among the
people, directing activities in a given perspective and unifying efforts of the group to
attain the systems goals and objectives (Stogdill, 1974).

According to Snape (1975) the task of educational leadership consists of goal
identification, establishment of measurement criteria, organisation of staff and
students, staff selection and development and so on. Hence the university lcafler, as
a matter of policy, aims at bringing together all the agents of academic pursaits and
administrative mechanism to ensure the ultimate achievement of set ol?Jectlves. By
virtue of his rank as the chief executive, the Vice-Chancellor occupies the most
crucial position of leadership in a university establishment. He works with his prin-
cipal officers, such as the University chlst.rar, Bursar and lerar_lan as well as the
Deputy Vice-Chancellor. He also works with pProvosts, Deans, Directors, heads of
Department and a myriad of committees made up of both aqadcm:c and non-
academic staff as well as students where necessary. As a tf:p-mnkmg. manager, part
of the function of a university Vicc-Chqn:ccilor is thg interpretation of the {ole
character of the university system in addition to providing the necessary motiva-
tional atmosphere to foster the attainment of the systems goals and objectives. !

A review of university leadership however reveals that all has not been well with
it. The university system coupled with its leadership have been overwhelmed with
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crisis. (Tamuno, 1987 and Ike, 1991). It has been a crisis of confidence between the
university management and staff on the one hand and between the management and
the students on the other. High level dissatisfaction has often been expressed by staff
and students on the poor leadership in most Nigerian universities (Ayandele, 1981
and Baike, 1983). Some universities are alleged to be deprived of quality leadership
because of the tendency of those in authority to seek to satisfy their personal in-
terests and desires rather than meet the needs of the establishment and the society.

On the other hand, university authorities have often ascribed their apparently
poor leadership to lack of the desired support from staff and students. They are
always quick to cite indiscipline among students as a major factor hindering the suc-
cessful management of universities. There is no doubt that student unrest and at
times outright rebellion over significant or insignificant matters has been a persistent
problem confronting university management. hardly does a year pass without the
news that one or more universities have been closed down due to acts of indiscipline
by students. Incessant closure of schools, we all know, help neither the management
nor the students. Instead, it has often occasioned the wastage of public funds and
other resources as well as personal funds, time and energy.

Against this background, the purpose of this paper is to examine university
leadership and its role in the day-to-day administration of the system, Student in-
discipline as a crucial problem facing university management was also analysed. The
various forms and causes of indiscipline were identified and suggestions were prof-
fered in the direction that will enable the university leaders contain the
disciplinary problems in the overall interest of the establishment, the staff and
students as well as the entire society.

Indiscipline as a Concept

In the recent past, there has been an increase in the public attention to the problem
of indiscipline in the country in general and in the educational institutions (including
universities) in particular. There is a general belief that educational institutions are
becoming increasingly difficult to manage due principally to indiscipline. According
to Holloway (1984), indiscipline is like an enormous and sinister octopus whose
arms reach out into every human activity. Although, our focus in this paper is on
student indiscipline, the concept of indiscipline is one that is not specifically confin-
ed to schools. Its origin transcends the educational institutions and its effects ramify
not only the different facets of the school organisation but also the larger society
with which students interact. What then is indiscipline? Any attempt to define ‘‘in-
discipline’’ must first of all bear reference to the important concept of ‘‘discipline’’.
Discipline implies self control, restraint, respect for self and for others, (Adesina,
1990). It calls for sacrifice, perseverance, tolerance and recognition of human digni-
ty. With special reference to studenfs in educational institutions, we refer to
discipline when students are taught to respect the school authorities, to observe the
school laws and regulations, to maintain established standards of behaviour. In-
discipline as used here is the opposite of discipline or simply lack of discipline. It
relates to different forms of student behavour either within the university campus or
outside it.

Forms and causes of student indiscipline

Forms of indiscipline. Although it lg not easy to classify cases of indiscipline among
students, yet for the purpose of clarity, we would identify the following forms of in-
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discipline uhsh!'ht:d by um;crsity students.
First, are cases of indiscipline which relate to disr iversi
. : egard of the univ
rqulin:: They include acts such as lateness to lectures, fighting, cheating ::;s;y
aminati ,v:whour. Ngness to maintain  the classroom norms and related acts of

Second, are cases of student indiscipline that relate to disrespect to staff, fello
students and all sorts of discrimination among students at diflt?ec::nt level.': of thwe
S e of 1nd

Third are ca:*s of indiscipline, relating to the undersirable habits of the in-
dividual student. Thcy include indiscriminate taking of alcohol and smoking, im-
proper dressing, pride, arrogance and other acts of unfriendly behaviour.

Finally, are the cases of indiscipline that relate to the collective misbehaviour of
the student body. Good examples include student riot, protest, arson, organisation
and operation of secret-cults and the like,

Thm'vnrious forms of indiscipline do not just arise. They are caused by certaia
factors which are systematically discussed below,

ga:;lcs of student indiscipline. The causes of student indiscipline in universities in-
ude:

Discontent with the academic programmes Most Students believe that the academic
contents of the programmes they have are undertaking are not relevant to their
needs. The cry for relevance is painfully self-evident in most experiences of campus
revolt and rebellion as students do not want to study something that they cannot
relate to. Students want their curriculum to be applicable to their individual lives
culturally, environmentally, politically, socially and personally. Unfortunately the
existing university curricula are not so. Hence Howard (1971) aptly remarked that,
“the traditional practice and content of African higher education are incorrigibly
foreign and inevitably directed at foreign goals. He added that such educational ap-
paratus, however benign its intentions, cannot possibly achieve an outlook that will
meet permanently ignited African ambitions. In like manner Etheridge (1969) once
remarked that, “*certainly the university does not fit the student for life any more
than it unfits him for life*’. It is essentially due to these weakness sees of university
curriculum content that students are asking for a mission oriented higher education.
Unfulfilled academic hopes. Students are angry that a majority of their academic
hopes are difficult to fulfil on entering the university. On getting to the University,
some of them wanted to be told about the immediate environment in which tey live
with the hope that they can change it. They wanted a campus that was active, com-
munity and world oriented, a platform for both the exploration of ideas and for the
generation of action to produce change. But sadly, they got disappointed on
discovering that *‘the university concerned itself entirely with facts and had no con-
cern for values or affective component of human life"’ (O_iconkwo. 1982).'Thcy got
disappointed that the values of favouritism, have so dominated campus life that it
has lost its research and pedagogical functions. —_——
Inadequate participation in decision making: More often than not university
authorities see the business of students as that of -slmply doing what they are told to
do whether or not the things they are asked to do is in the interest of the achievement
of university objectives. But students do not see it that way. They as part of the
university, want to participate in making decisions especially those that inpinge on
their weltare at various levels of the university hierarchy. Since the student body is
not represented in some policy making bodies certain policies reached are not
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favourable to them and are seen by students as not in their own overall interest,

Failure to allow students to participate in matters that affect them and their future
can result in rebellion and protest,

The problem of identify the most pervasive dimension of the contemporary crisis
among university students is that of identity. Students do not seem to know who
they are and how to fit satisfactorily into the emerging social structure. Immediately
a student finds himself in the campus he envisages a completely new life devoid of
suffering and travails. Unfortunately, the university is not in a position to prepare
them for such a new life. Thus, through riots and protests, students are indirectly
responding to their visions of themselves as victims of an oppressive institution ana
of a society that has repeatedly and undeniably refused to recognise them. In view of
the fact that society keeps them too long dependent, in terms of mature responsibili-
ty, they aré forced to strive for a measure of independence (Bruno Bettelheim,
1967).
Inadequate communication; Inadequate or lack of effective communication bet-
ween university authorities and the students is often a cause of students unrest. In
most cases, when students are aggrieved,they make attempts to be heard by those in
position to solve the problem at stake . But more often than not, the students are not
given full hearing. Instead, the students are often labelled as “‘youths that are not
mature enough’’. As a helpless set of people, students find it easier to lose their
temper when those in authority who are supposed to treat them lovingly as children
do not treat them as such. It is this feeling of insecurity, due to lack of communica-
tion that makes students exhibit acts of indiscipline.
Poorly - adjusted staff members; Some staff members in the university, who for one
reason or the other are improperly adjusted socially, morally, and intellectually,
often strive to fill their inadequacies by making friends with the undisciplined set of
students, Such employees go to any length with students of dubious character, to
smoke, eat, drink and gossip, Such staff members at times aid and abet students
who engage in immoral activities on campus e.g. raping of female students. From
the utterances of some of the employees, their claim (though unjustified legally) is
that they were frustrated by the university; hence they have determined to join hands
with never-do-wells to ruin the establishment and the innocent ones in it. Such staff
members. also tend te support the existence of secret cults, and the carrying out of
riots and protests,even where conditions do not warrant such.
Students fear of fallure: Environmental and social demands often make some
students to exercise fear of the tendency to fail. More often than not, some parents,
lecturers and other siblings tend to demand from the students what they are in-
capable of offering given the economic, social, ecological and cultural euvi{onmﬂ“
within which they operate. For instance, some parents who helped their children to
secure admission to the university (not purely out of merit) expect their children to
performi magic and pass out with top honours degree. Since such children lack the
background of high intelligence and hardwork, they find that they cannot meet up
the expectations of their parents. It is usually from such type of students that one
finds ready supporters or actors in students riots whenever enmin'n'tiom are ap-
proaching. Sich students prefer to be postponing their *‘dooms day’' using flimsy
reasons for indiscriminate protests and riots. e
Lack of essential welfare servicesi Student welfare services as used here em
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gvery SETVICE DECESSary to assist the university
h’lt'll'“; at the “m"“i:':!f- Essential welfare
: GA:cordinl: :tm residential accommodation, food, water, light and
ransport. A& to Ike (1991), the government as i ;
sities is indiectly responsible for some of the wdfuzﬁgﬂoiimuﬁ%
aniversity stud cAts. Most federal universities in Nigeria are sited in locations that are
far away properly urbanised settlements - such that the students welf
services are neglected. To site a university in the wild isclai =
sibility for providing students with the basic welfare s,,f,’iﬁ‘- ‘tnd disclaim respon-
from the start. (Ike, 1991). Is to invite student riot
Official attutude to student discipline: The official attit s e e

pears heavily coloured by the perception of students ﬁ?&&:ﬁgt:ﬁﬁg&ag
thugs, avowed enemies of the university management and the government of the
dgy and agents of destablisation. Tt_lis explains why organised student unionism is
viewed negatively rather than as an instrument of dialogue for the development of
character and r?sponsl_ble citizenship, This explains why whenever students
demonstrate, the immediate scapegoats are rounded up for expulsion. It is because
of this that responsible and level-headed persons shy away from vying for elective
office in the students union. There is no doubt that the disciplinary system for cases
of mdwidI:ml student misconduct (eg cheating in examinations) is generally satisfac-
tory. But in cases of group misconduct especially those resulting from demonstra-
tions and damage to property, the desire to take quick decisive action often
outweighs respect for the rules of natural justice. Rather than investigating the root
causes of demonstration and take steps to solve the problems at stake, what one
finds is that undue reliance is placed on reports and recommedations of the so called
“security'’ agencies. Following hasty and unjust punishments meted out to students’
(expulsion, or rustication) some of them have taken university authorities to court
only to win the case later while the university authorities had to recall them to
resume studies at some cost. The supreme Court judgement (1986) in the case of Mr.
Yesufu Amuda Garba and eight other students versus the University of Maiduguri
underscores the point that disciplinary measures taken by universities do not always
observe the rules of natural justice.

Vague understanding of university philosophies and objectives! Majority of the
students in our universities do not appreciate the philosophies and objectives of
university education. Part of the reason for this anomaly is because, on admission,
the students are not given a proper orientation as to what they are up to learn and
how to go about it. Consequently, the majority of such ignorant students spenfl
more time on worthless activities and unrewarding thougl_ns ra:thcr .than pursue Ehcu
objectives, Such category of students pass through the university without the univer-

sity culture passing through them,

bolesome Social Beckground: The Social background in which the student was
E::ured before entering the university has some i.mpact on the bghavmunl pattern
of the student within or outside the campus. §ucml background influences include
those of the home, the immediate community in which the child w:s_brou;ht up, the
peer group and the outer society. Some students were brought up in un\?'l;‘oagom?
social backgrounds whose moral and ethical standards are in conflict w:lt‘ . f‘t ltl (t:
the university. A student from such a background will find it mmewlc\lat tl u:ub i:
drop old but bad habits in favour of new and positive ones. Such a student may be
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real confusion because he is being asked to discard an acquired old culture and
assimilate a,new one that is ill-understood and ill-digested (Ukeje, 1979). This confu-
sion may manifest itself in rebelious behaviour on the campus, Majority of our
yoqths in the university learnt their violent practices from other elements of the
soclety. According to Willmot (1969) youths practise such evils as violence, theft and
hooliganism out of frustration caused by parents, and other adults in society,

Poor admission requirements: Students who gain admission to university with poor
qualifications usually find it difficult to cope with their studies, The present system
of admission through the Joint Admissions and Matriculation Board (JAMB) does
not sift thoroughly the right from wrong. Since candidates are not sub jecled to any
interviews before admission is offered, some people get admission offers with forged
certificates or through some other illegal means, Such candidates often complain
and pose as security risks to university life.

Financial problems! The financial position of some university students is
unbelievably poor. Some students are indigent having lost their parents or one of
their parents. Such students had been the only breadwinners in their families before
they secured admission to the university. Our universities are filled with such
students who only struggle to have one meal in a day, There is no doubt that little
problems can frustrate students in this category, where the university authorities fail
to give them any desired encouragement.

Srategles for management of indlscipline

Having highlighted the causes of student indiscipline in our universities an attempt
has been made to suggest feasible strategies towards the eradication of indiscipline
among our university students,

They include the following:

Increased participation of students in decision making. There should be increased
participaticn of students in university decision making and policy making fora. Stu-
dent participation at the various levels of the university hierarchy is essential to
achieve harmony on the campus, Truncated participation at the upper hierarchy has
limited effect and use. From the departmental hierarchy through the Dean, and Pro-
vost to the Vice-Chancellor’s hierarchies, students and staff must be in commen-
surate relationship and happy participation. Universities should revise their struc-
tures of representation by restructuring the student union with the full co-operation
of students to facilitate their complete involvement. (Onwuejeogwu, 19.91). The
more the universities permit student representatives to participate in c}ecxsions on
matters that affect the students and the university welfare, the greater will be the ex-
tent of success achieved in the management of student indiscipline. Student should
on no account be treated as second-class citizens in the university community,
Students unionism should be given the recognition it deserves by the university
authorities rather than being seen as a threat. Those in university management posi-
tions should explore students potentialities and find profitable ways of harnessing
them to build up the institution. There is a crying need for mutual understanding
and co-operation between members of students union and the authorities. After all,
it is only in an atmosphere of trust and co-operation that democratic principles
which are useful to both students and management can emerge.
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nial enviro '
g m:m 1o sta?fmem f?l' growth! The present unfavourable environment
which st . perceive each other with mutual suspic i

jeaves much to be desired. At the moment, our universiti Hecion, gkt
such social ills as graft, favouritism, laz;xu:ss and a.ll! :;lare Habbunetiai :with
Moreover, our uni»:c'rsities tend to emphasise the nczati:c :ti;cogf?tg; DA Dineliges.
rather than its positive side. On the other hand, some students ses zﬁi‘fﬁfﬁ?
management as t'nen': rgent of frustration. This should not be so, Both students t?:x
staff should wor' wit ) university authorities to create an atmos;:;herc of f ﬁendli: .
and mutual co-o ration. They all should find their rightful places in the unim;;:s
as partners in progress, The right environment which university authori‘ies shoulg
sirive to create is one that emphasises greater interaction between students, staff and
management and stimulates growth among staff and students. it is one ma‘t does not
gxtol mediocrity, graft, corruption, indolence and all forms of socio-economic iu-
justice. Rather, an orgenisationsl ciimate that fosters objectivity, hardwork
meTitocracy, honesty, personal integrity and healthy competition am'okng staff ar-.&
students in our universities is long overdue, It is only within such an environment
Lm_n. staff and student frustrations can be minimised, while student unionism, team
spirit and properly motiv:ted learning can be enhanced. In this way the university
will be able to promote a hi_* level of discipline among students, solve their many

problems and achieve her objecti.. 7 iraining the high level and skilled manpower
for the economy.

Improved welfare services! Appropriate welfare services should be provided in each

university for the students’ use, Student welfare costs money and it is generally

agreed that the costs should be shared between government and the students spon-

sors/parents, Now is the time to find a favourable ratio for sharing this responsibili-
ty. Currently, the Federal government offers subsidized hostel accommodation to
about 30% of the students leaving the remainder to the parents. If our governments
and private employers are able to provide housing (or rent subsidies), transport
allowance, leave allowance and even meal subsidies for employees who are
remunerated for their services, it would seem logical for government Lo show com-
parable concern for the hardship suffered by students by increasing her contribution
(o the cost of student welfare services. It is therefore suggested that government
should build more hostels in each university to enable at least 75% of the students
get accommodation on campus. Adequate provision should be made to provide
other essential services as water, light, transport and medical care.

Financial aid. In view of uie fact that many of our university students live below the
subsistence level, there is need for governments at various ticr:'. to come and offer
scholarships and bursaries, In recognition of the financial difficulties facing many
students, the Honourable Minister of Education (1990) called on Stgte Governments
to award annual bursaries 10 their students. Universities should strive to gxplorc all
possible sources of financial assistance for their indigent students. At this juncture it
is instructive to mention the direct appeal made in 1990 by the Vme-Chlnu:ll.or of
University of Benin Nigeria, Prof. Grace Alele Williams to Local governments in the
then Bendel State to award annual bursaries 10 their students. The appeal yielded
good results and many students secured bursaries through their Local Governments.
This should be emulated by other unlvcrsity_ chief executives. Besides, universities
can establish work-aid progralnmes. Many jobs within the university can be per-
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formed by students, including work in laboratories, library, agricuitural farms and

s0o on. When such jobs are offered students, they will have the opportunity to earn
money for their upkeep.

Make the curriculum more relevant; Earlier in this paper we highlighted the
weakness of the existing curricula of universities and made it clear that they are not
of n.mch relevance to the needs of the students and the society. They are largely
foreign-oriented and not employment generating. Besides, they emphasise the ac-
quisition of cognitive skills and psychomotor skills and at the same time neglect the
affectjve content of learning. Universities should work hand in hand with the Na-
tional Universities Commission to review the various programme content to reflect
the affective components of life. In these days of structural Adjustment programme
(SAP) and shrinking employment vacancies in existing work organisations, the
universities should gear their programmes towards employment generation. It is on-

ly by so doing that society and government will take universities more seriously in
times of need.

Improved communication: The need for improved Communication between the
university authorities and the students cannot be overemphasised. This is because
most riots and protests by students are usually due to communication gap. Policy
makers in the universities should develop and maintain a clear system of com-
munication between management and students. Efforts should constantly be made
by the university leaders to promote good relationships between the members of the
university community, for it is only in such an atmosphere that information,
knowledge and values can flow from one person to another unimpeded. Above all,
active student unionism should be encouraged as this is the most important official
channel of communication between the management and the student body.

Create a code of conduct: A code of conduct for all members of the University
Community should be drawn jointly by the university authorities, staff and
students. Such a code of conduct will spell out in clear terms the code of conduct ex-
pected of each member, against which his performance will be measured. It will be
the duty of every member of the university community to enforce it. Where need be,
the review of such a code of conduct should be carried out by university manage-
ment, staff and students. Such a joint effort will make for increased commitment by
all concerned towards its implementation.

Better admission requirements: The present admission arrangement by JAMB gives
room to the admission of substandard students, some of whom later become *‘pro-
blem students” to the university. JAMB permits the use of “quota system”,
‘‘equality of states’’ and so on as criteria for admission. Unlike what obtained in the
pre-JAMB days, merit is played down as a condition for university admission. What
is advocated in this paper is that JAMB should continue to set screening tests for ap-
plicants into the university undergraduate programmes but each university should be
given free hand to conduct a final screening interview, through which it can select
the candidates that pcrfom;ed best for admission. If only bright candldgtcs _whu are
well behaved are admitted into the university we will have less dcstfucuw.- riots and
in the end be able to produce graduates who are actually ‘‘worthy in character and

learning'’.
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Condannnwn of societal ills? Parents, the peer group, the media, and other signifi-
cant mdiuduﬂs and groups are among the elements of the society that perpetuate
acts 0!' md:;c:plme which some undergraduates copy. It is unfortunate that some of
the university stpdents especially those in the adolescent age group, tend to learn fast
the evils of society as they watch them live or in the media. In order to save our
youngsters from social demise, government, churches and other religious organisa-
tions shoqld intensify their campaign of condemnation of the social ills perpetrated
by adults in the society. Above all, universities should brace up and practicalise their
real function_ of being catalysts for change, by teaching their students to shun people
who engage in or abet such societal ills as violence, pornography, rape, drug abuse,
flagrant show of wealth and all forms of indiscipline. It is through the joint effort of

911 and syndry, that our students can be saved from the throes of societal decay and
immorality.

Conclusion

The task of university leadership is a very rigorous and dynamic process mainly
because of the various complex problems with which university managers contend
from time to time. One such problem is student indiscipline. Acts of indiscipline
such as riots and violent protests are the result of frustrations and ncgative ex-
periences which thwart student self-actualisation. There is need for university
authorities, staff, parents and others in position of authority to create the positive
environment which will permit students to communicate effectively with fellow
students, staff and university administrators. Such an atmosphere should enable the
students to participate in appropriate decision making fora, form socially desirable
clubs and societies, use dialogue in resolving problems, cope with the rigours of
academic work and follow codes of good moral conduct at all times.

University leaders should ceasc from viewing students and student unionism as
threats, They should recognise the fact student demonstrations are not often without
genuine reasons. Rather, they should promote virile student unionism which should
provide a good avenue for communication between university leaders and students,
All acts of student indiscipline should be properly investigated in order to identify
their immediate and remote causes and appropriate steps should be taken to prevent
their reoccurrences. The present situation where most universities lack sufficient
welfare services such as water, hostel accommodation, transport and recreational
facilities is to say the least discouraging. Government and university authorities
should motivate students by providing the above mentioned services. If students are
properly motivated they will work harder towards self-actualisation and their ac-
tivities will be directed towards positive goals. Lecturers who teach these students
should on their part be good models for their students to learn from, They should be
intellectually and morally upright and also aim at positively rewarding good
behaviours in students, for by so doing they will promote proper growth and the
development of socially desirable ideals,

University managers, staff and students, more than at any other time, should
from now aim at creating a healthy and democratic Jearning environment in which
every member will thrive. This is necessary because such an environment will not on-
ly be of benefit to the various components of the univer:sity commumty_but more im-
portantly, it will serve as a catalysing agent for positively transforming the larger
society with which the university interacts.
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