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ABSTRACT

Thisis atheoretical study which dealswith budget administration and evaluation: the weight
of evidence and accountability. The aim of this study is to serve as a working force document
that can help guide budgeting system and accountability by head teachers in pre and post
primary schools in Delta Sate. The budgeting system in the school is viewed as being able to
adjust to best working situation given the head teacher maximum flexibility to define how to
successfully reach the organizational goals. From the study, it is revealed that budget
administration supervises all the areas incorporated in the department of finance. It also
helps to coordinate and produce organization’s annual budget, monitors and modifies the
budget. Hence, it isrecommended among other s that the school heads should be well equipped
through training in educational administration. This knowledge will help them to handle
school budgeting effectively.
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INTRODUCTION

Education especidly at the preand post primary level isconsidered to bethe greatest
investment any country caninvest into transformitseconomic, political and human
resources. It requireshuge and adequatefinancia provision and management. Itisan
expendvenonprofit socia servicewhich needsproper management andimplementation.
Hence, financid management inany indtitutionisto ensurejudiciousspending of funds
and accountability by the Head to enable him plan and prepare budget for their schools.
Thisisbecausethegovernment and the public areinterested in how fundsare planned,
controlled, and applied for specific assignment to achieve specific objectivesinthe
school system. Thus, theredlization of desired educationd god sand objectivesdepends
largely on the efficient planning and management of school funds by the school
administrators. Inview of this, Amuseghan (2010) regretsthat it isquite unfortunate
that thelittleresourcesavail able are not effectively managedin Nigerian schools. One
thingisto raisefunds, another isto ensurethat thefund raisediswell utilized by the
school managers.

A budget isacomprehensive and coordinated plan, expressed in financial
termsfor thefuture. It isaplan quantified in monetary terms, prepared and approved
prior to adefined period of time, usualy showing planned incometo be generated and
expenditureto beincurred during that period (Jonesand Bendlebury, 2005). Budgeting
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is a process of preparing and using budgets to achieve management objectives
(CdiforniaDepartment of Finance, 1998). Budgeting has been avery important and
useful part of administrative strategy of the school system.

Budgeting preventswastage or recklessspending of fundsprovided for various
educational services. The reason isthat the operators of budget are compelled to
follow thegppropriate estimatein spending funds. Budgeting hasthetechnica function
of authorizing expenditure and serves asamicroscopein analysis of details. The
budgeting practicesin educational institutionsfollow asystematic procedure. This
includes budget planning, budget defence, budget approval and adoption, budget
implementation and budget eval uation. Asaresult of the organizationa structureof the
preand post primary education system, budgetary practicesare controlled at Ministry
of Education levels. These are boardsresponsiblefor the management of education.
The heads of schoolsare not involved in al the stages of the budgeting practices
mentioned above. They arehighly engaged inthe planning, defenceand implementation
stageswhilethe SPEB Ministry of Education carriesout budget approval, adoption
and eva uation. However, these servicesthat the government need to provide are so
enormousdueto increase number of peoplethey service. Asan economist would put
it“human wantsareunlimited, but themeansto satisfy themarelimited”, thistherefore
calsfor theuseof an efficient management tool sthat will harnessthelimited resources
for optima use. Oneof the machineriesof government that can beused for thispurpose
isbudget (Olufidipe, 2003). Thelong-term budget represents planned expenditure
and receiptsover alonger period of timeusually for 5 yearsand not morethan 10
years, (Ama, 2006). Themajor aim of thelong-term budget isto serveasabasisfor
predicting future needs (Welch, 2015).

Inthe Nigerian preand post primary school system, many principal s'heads
had been accused of poor budgeting practicesby the supervisors, teachersand parents.
For instance, it hasbeen observed by some authoritiesthat the principal sdo not follow
budget proceduresin planning and implementation of budget nor keep and usethe
necessary financial account recordsin Nigerian schools (Nzekwe, 2007). Onyike
(2009) arguesthat poor budgeting hasaccounted for the seeming neglect and dilgpidation
of buildings and infrastructure in greater percentage of schools over a decade,
particularly at secondary school leve . All the above casesbreed mistrust and suspicion.
Theadministratorstend tolosetheir prestige asfinancial headsand asolose control
onthe staff and students. In extreme cases, the school heads are called to pay back
part of the misappropriated fund and nothing isachievedin theschool insuch situations.

Hence, thequality of Nation’seducational system especially at the preand
post primary school s positively correlateswith itsdevel opment profileand determined
by nature and extent of funding. Emphasizing the needsfor budgetingin Delta State
pre and post primary schools, it isof the note that aschool that does not operate a
budget isnot only infringing on established laws, but islike arudderl ess-ship that will
not arriveitsdestination by achievingitsgoals.
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Budget in Preand Post Primary Schools

The concept of budgeting asit isnow understood, originated in the central government
of Great Britain. It later developed gradually, asaresult of parliament’sstruggleto
obtain control over thefinance of thecrown. In 1217, it wasdeclaredin Magna Charta
that “No cottage or aid shall beimposed in thekingdom unless by the common council
of realm (Ezeocha, 2000). A budget isaframework for revenue and expenditure
outlaysover aspecified period usually oneyear. It isan instrument stipulating policies
and programmes aimed at realizing the devel opment objectives of agovernment.
Budgeting anditsprocessin Nigeriaremain problematic bothintheareasof preparation
andimplementation, hence, the need for adequate control aimed at improving effective
resourcesutilization at thebudget implementation stage (Ogbonnaya, (2000). Toachieve
these objectives, thereisneed for theintroduction of new audit waves such asthe
valuefor money audit, due process, cost audit and so on.

Omolehinwa (2003) views budget asthe plan of dominant individualsinan
organization expressed in monetary terms and subject to the constraintsimposed by
other participantsand the environment indicating how the avail able resources may be
utilized to achieve whatever the dominant individual agreed to bethe organization’s
proprieties’. Also, Meigs, W. and Meigs, F. (2004) opine that budgets is a
comprehengvefinancid plan, setting forth theexpected routefor achieving thefinancid
and operationa goalsof an organization.” In addition, Njoku (2003) assertsthat budget
isafinancia statement, prepared in advanceat the opening of afiscal year stating the
estimated revenue and proposed expenditures of the organi zation for the ensuring
year. Thissuggeststhat the budget isafinancia plan, summing thefinancia experience
of the past, stating acurrent plan and projecting it over aspecific period of timein
future. Itisaforecast of revenue and expenditurefor astated period which explainsin
detailsingtitutional fiscal policiesand itscorresponding annua plan. Hence, Mgbodile
(1986) isof theview that budget isafiscal expression of the coursesof study withina
school. Theaboveidearegarded budget asamirror of the educational programme. It
meansthat educational objectivesisthe centre of school budget and assuchthebasic
function of abudgetisto serveasatool for planning so that theeducationa programme
will not beterminated suddenly or restricted asaresult of insufficient fund.

Ontheother hand, Nnabuo (1996) positsthat educationa budget isadocument
that grant fundsto the whol e educational system or to some sub-unitsfor aspecific
future project. It followsthat school managersare given asum of money to spend on
theinputs. When budget isfoll owed, top executivesare assured that not morethan the
granted sum can be spent for the activities covered. It isfor thisreason, Nnabuo
(1996) statesthat budget isastatement which describes how various educational
programmesoutlined for theyear or another stated period of timeisto befinanced. It
usually containsdetails of carefully prepared estimates of the anticipated receipts,
expendituresand balancefor thisperiod for whichitiscal culated. Considering the
above statement, educational budget in pre and post primary schoolsisboth aplan
and acontrol becauseitisthe determination for afuture period of time, of what isto be
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done, what isto be accomplished, the manner inwhichitisto be done and the cost of
doing it. According to Nzekwe (2007), before Ministry of Education and spending
agenciesin DeltaState canincur an obligation to make expenditures, they must secure
spending authorization from the Ministry of Financethrough the use of warrants. The
warrantswill authorize officers controlling votesto incur expenditurein accordance
with the approved estimates subject to any reserved items. If the Appropriation Act
has not comeinto operation at the beginning of theyear, aprovisonad Genera Warrant
may beissued to ensure continuity of theservicesof government at alevel not exceeding
those of the previousyear. Thelength of period of spending authorizationisdetermined
infunctional cashflow forecast for the period when paymentsare anticipated. During
the phase of budget i mplementation, there are many possibilitiesfor interventionsand
manipulationsin view of thefact that officialshave agreat amount of discretionary
power to decide which spending ministry or agency will be granted spending
authorization (Federal Republic of Nigeria, 2000).

A budget thereforeisaset of interna linked plansthat qualitatively describean
entity’ s projected future operations. It isayardstick against which to measure actual
operating results, for thealocation of funding, and asaplanfor future operations. The
budgeting process typically begins with a strategy planning session by senior
management. The management team then appliesthe agreed strategic directiontoa
seriesof plansthat roll up into amaster budget. The plansinclude a sales budget,
production budget, direct materials budget, direct labour budget, manufacturing
overhead budget, sdesand administrative budget. All of these plans contain abudgeted
income statement, bal ance sheet and cash forecast. These may also beafinancing
budget which itemizesthe debt and equity structure needed to ensurethat the cash
requirementsof the budget can bemet by way of budget administration and eva uation
(Bouvier, 1999).

Types of Budget

According to Njoku (2003), Ama(2006), Olufidipe (2003), Omolehinwa (2003);
Okontaand Onobun (2001) and Nzekwe (2007), budget can be classified into the
following categories:

Rolling plan: Herethe estimate of organizationsexpenditureand revenueisprepared
for threeor moreyears. Itisused mainly to finance capita projectswhichroll over the
plan periodif uncompleted. Thisislong term planning. Every year fundisalocated for
the project until the objectiveisachieved.

Singleor plural Budget: Iswhen estimates of all the organization’sactivitiesare
packaged in one budget, it isknown as single budget. Thisrevealsat aglance, the
overall financial position of the government or the organization. But when separate
department budgetsare approved, itisknown asplura budgeting. Thisappearsclumsy
and cumbersome.
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Surplus, Deficit and Balanced Budget: A budget is said to be surplus when the
estimated revenue arein excessof the proposed expenditurefor theyear under review.
If the anticipated revenuefall short of the anticipated expenditure, it become budget
deficit, supplementary budget isneeded. It meanstheinstitution ispumping enormous
money into the programmes. Economist and finance experts see budget deficit asa
signof progressfor the organization, provided that theavail ableresourcesare utilized
judicioudy and thet thereare physca and tangiblethingsto show for thedeficit financing.
A balanced budget isabudget wherein the estimated revenue equal sthe estimated
expenditures, nothing moreand nothing less (Njoku, 2003).

Cash budget: Thisisaforecast of cash whereby the estimatesof the variousitemsof
income and expenditureinclude and specify the amount actually to bereceived or
spentinoneyear.

Revenue and Expenses Budget: Thistype of budget includes both revenue and
expenditure accruing inonefinancia year irrespective of whether or not therevenue
arerealized or theexpenditureareincurred in that financia year.

Supplementary Budget: Thisisbudget made to take care of emergencies which
have necessitated an extraexpenditure or needed when the proposed revenuefalls
short.

Magter Budget: Asthenameimplies, itisthesummary or totality of al the budgets of
different activitiesof aningtitution or organization. Itisacoordinatinginstrument that
embracesall the budgetsof an organization. Ama(2006) statesthat amaster budget
hasthree principa components, namely operational budget which showsthe planned
operation for thecoming year and normally includesrevenue, expensesand changesin
inventory. Cash Budget reved sthe estimated cash ba ancesand the estimated recei pts
and payment during the year; while capital expenditure Budget shows estimated
expenditure on fixed assets during the period concerned.

Performance Budget: Performance budget isonewherethetotal amount budgeted
for aparticular project isgrouped under the head of the particular programme. Itis
prepared intermsof function, programmes, activitiesand project. Inthisformat, the
income, expenditure and abrief description of what isto beachieved after eachitem
of expenditurewill be made. Thisservesasaninstrument to carry out the school plan.
It emphasizes on what to be done and the benefits that will accrue to the school.
Njoku (2003) illustrates performance budget using education asacase study or, a
functiond unit said that the budget will bedividedinto programmesand eech programme
will bedivided into activities such as construction of school building or training of
teacher.

Traditional Budgeting: Thisincludesincremental budgeting, open ended budgeting,
Quotabudgeting and dternate-level budgeting. Incrementa budgeting laysemphasis
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on percentageincrease or decrease on current all ocations depending on the nature of
grantsat theschool level. Inthispractice, grantsare shared to departmentsin proportion
to their previous budget and the influence of head of department. Njoku (2003)
emphasizesthat the current budget will beamodification of the past budget which
means, the budget for thisyear will clearly berelated to the budget of the next year.
Thebudget for next year will just show some percentage mark-up onthisyear’sbudget.

Budget Processand Char acteristicsof Good Budget

Budgeting involvesawel | thought out decisionson theamount of money to be spent
and how thismoney isto beraised and alocated to the various competing uses. This
is known as budget process. Ehrhart, Gardness, Hagen and Keser (2007) define
budget process as a system of rule governing the decision-making that leadsto a
budget, fromitsformation through itslegidative approach to itsexecution. Budget
process must follow asystematic procedurefor it to be functional and achievethe
purposefor whichitismeant for. O’ Conne (2006) highlightsfive successive steps of
budgetary processnamely budget preparation, budget presentation, budget approva,
budget implementation and budget eval uation. Through the budgetary process, the
allocation of those programmesand activitieswhich have higher socia and economic
benefit for their cost, receive higher funding priorities.

Fundamentalsof Budget in an Organization

Onemay therefore need to understand the fundamental sof budget inrelation to:
Budget adminigtration

Budget eva uation

Budget inefficiency

Possibleinadequate research and technique

Theweight of evidence

Accountability

SouhkhwbdpE

Budget Administration and |mplementation

Budget administration and implementation rest with head teacher or the principal sof
preand post primary schools. When the budget i s approved, it becomes operational
but an appropriation order or authority toincur expenses must beissued. Theapproval
of abudget by the Ministry of Education or State School Board can expend monies
and items/programmes specified in the budget subjectsto theavailability of fundsand
budgetary control. However, administration simply means the act or process of
administrating especially the management of agovernment or alargeinstitution, for
example, aschool. Therefore, ‘ budget administration’ isadetailed official financial
plan for an upcoming period for abusiness. It isusually prepared on an annual or
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quarterly basisand it identifiesthe costs of running an operation that arenot tied to
producing aproduct or service. Thiscost includes non-production and supervisory
payrall, depreciation, amortization, consulting, sales, duesand fees, legd fees, marketing,
rent and insurance. The budget enablesthe management to exercise control of theday
to day activities of the business. Therefore, an administrative budget isaformal
breakdown of al planned expensesthat allow the manager to make estimationsand
messure progressby way of preparing management reportsand accountsthat provide
accurate and timely financial and statistical information required by managers or
administratorsto make day-to-day and short-term decisions (Firesmith, 2013).
Hence, it deal swith theadministrative side of running abusiness. Operatively,
budget administration coversthe devel opment, implementation, review, control and
maintenance of thegovernmenta and non-governmenta operation budget. It represents
those activitiesnecessary to ensurethe efficient and effective use of financial resources.
Budget administration istherefore meant to servethree main purposeswhich areto:
1. Coordinatetheorganization’sfinancia activities.
2. Communicatefinancia expectations.
3. Motivate managersto act according to the organi zation/company’ sbest interest.

Budget Evaluation and Review

Another aspect of budget administration in preand post primary schoolsis budget
evaluation and review. It involvesthemonetary, evaluation or appraisal of personnel
and physical resourceslevel of contribution to achieving theoveral godsof theschoal.
Thisisexpected to lead to programme modification, staff motivation, recycling of
human and material resources, transfer or outright down —sizing where and when
necessary. Infact, evaluation isasystematic determination of asubject’smerit, worth
and significance; using criteriagoverned by aset of standard. Theprimary purpose of
evaluation, inadditionto gaining insight into prior or existing initiative, isto enable
reflection and assist in theidentification of future change. According to Okontaand
Onobun (2001), budget evaluaionisvery essentid becauseit enablestheadministrator
ensurethat abudget meetsthe current financia goa's. Sincebusinessor organi zationa
needsand godsarelikely to changeover time, thereisneed for the* budget administers
to eva uateitsbudget on aperiodic basis. In budget evaluation, it isideal toreview the
budget on amonthly basisin order to adjust any categoriesthat are cons stently |ower
or higher than the existing budget (Richard, 2002). However, itisimportant to makea
total comprehensive assessment of the budget and financial goa sof aningtitution or
organization at |east once every year. Doing thisevaluation will help the* budget
administrator’ to know that:

1. It hel psaninstitution or organization ensure whether the budget and changes
madeareworking effectively or not.
2. It hel psto ascertain whether the current budget i s hel ping theinstitution or

organization to reach thosefinancial goal sthat were proposed.
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3. It dsohdpsto detect if aningtitution or organization hasover spent or actudized
their budget.

In other words, budget evaluation isthefinal stage of the budget circlethat assesses
whether public resources have been used appropriately and effectively. In essence
budget evaluation actually support good governance assessments of the budget
implementation and itsimpact must include assessment by bodiesthat areindependent
of theinstitution, organization or government and they must have sufficient capacity
and resourceto performtheir task (Richard, 2002).

Budget I nefficiency

In corporate world, budgets are as much areality of everyday lifelikethe air we
breathe. Budgets are made for areason. Without budget, corporations would not
know how well they are doingswhether they are spending too much money, or if there
areroomsstill remaining for additional investments. Budget isnecessary and useful.
However, corporate budgeting and funding process can stifleinnovation and lead to
inefficient decision making (Firesmith, 2013). Therefore, abudget may beinefficient
or falsif:

1. Itisjust tooinefficient. Thisisaprocessthat takestoo long depl etes, too many
resources and too many wasted hoursin achieving results.
2. Itisobsolete. If theannual budgeting processisarchaic, their annual nature

and grictinflexibility budgetsare often outdated shortly after they are created.
Despitethelack of red-timedatain atraditional budget, financia goalsareset
through thismode and departmentsareforced to try and hit outdate numbers.

3. It doesnot motivatetheright behaviour. Traditiona budgeting fostersaculture
of bureaucracy over collaboration.
4, Itisout of conformity with the overal strategic performanceover strategic

plan. Budgeting alwayspushesfinancid performanceover srategy. Department
managersareunder pressureto meet budget numbersand stay within an often
unreasonableand ill-advised set of parametersthat were set without the ability
toadjust.

AdministrativeAlternativein Budget M aking

Thefollowing areadminidirativeaternativein budget making in an organization:

1. M echanical Budget: Thisded swiththebaancing of revenuesand expenditure
withlittleregard to the educational programme which the school district or
boardispursuing. Inthissituation, budgeting becomes simply book-keeping
task that isrequired by law. Towardsthe end of thefiscal year, the central
adminigrativestaff undertakesfew weeksof intendveand tediousbook-keeping
analysisof the previousand current budgetary recordsand triesto project for
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theensuing annua budget with little consideration for theboardslong-range
budgetary needs. The schoolsboardsthat undertake thiskind of budget are
referred to asmediocre and they undertake the same educational programme
year after year.

Functional Budget: Inusing thefunctiona budget the school official will first
determineitseducationd objective. Aneducationd planisidentified uponwhich
the objectiveto be achievedisbased. The budget isdrawn up to determine
the cost of the educational plan. The next stepisto present the budget to the
community and inform them of theeducationa provisonsandwhat it will cost
in the budget. What is finally presented to the appropriate authority isa
compromise between what the school officialsthink isneeded and what the
community iswillingto pay for.

Yearly Budget: Theeducationa plan of the school isnot alwaysgiven much
attention when theyearly budget isused. Attentionis often directed towards
getting enough figuresand datawithin ashort period of 3—4 weeksprior to
the presentation of the budget to the approving body in order to ensureits
passagefor another year. The education needs of the community areaways
forgottenintrying to hurry and meet the deadline asrequired by law.

TheContinuousBudget: Assoon asthe new budget has been approved,
work on theensuing year’ sbudget startsin order to meet up withthe school’s
system budgetary caendar. Theeffectivenessof theschool districtseducationa
programme, personnel requirements and facility needs are continuously
evauated and provisionsfor necessary changesare noted for future budgeting.
With thiscontinuous or year round budgeting system, good administrative
decisions are reached about the various ways through which the school
programme can beimproved.

Administrative—Dominated: Thistypeisthemaking of managementandis
oftenrigidly enforced by it. Thecentral adminisiration however, seeksfor help
from the peopl e, theteaching and non—teaching staff. It must be stressed that
theteaching, operation and maintenance staff are not consulted about budget.
Inthissituation they accept docilely whatever appropriation allocated tothem
and useit to runtheavailable programme. Financia requeststhat fail outside
the budget are often not entertained. Thismeasureisto place the superintended
priority so that he can spend withintheitemsand fund all ocated.

Participatory Budget: Thisbudgetary system hasthe belief that snceschools
aretax supported, the tax-payers or the peopl e should be consulted about
budgetary requirements to finance the educational programme of the
community. Theteaching and non-teaching staff needed be consulted to suggest
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proceduresand materialswhichwill enablethem perform their duty very well
sincethey areresponsi blefor planning the education of the school.

7. Centralized Budget: Thecentralized budget could also bereferredto asthe
overdl budget inwhichtheneedsof al schoolsinthedistrict aretaken care-
of. Under thisbudgetary system, the programme needsof al theschoolsare
put together in one master budget. It doesnot pay attentionto theneedsof a
particular school, rather theneeds of all schoolsasif they areone.

TheWeight of Evidenceisthestrength, value, validity and believability of evidence
presented on afactual issue by one side ascompared to evidenceintroduced by the
other side. Itisbased onthebelievability or persuasivenessof evidence. Theprobative
value (tending to convinceaperson of thetruth of some proposition) of evidence does
not necessarily turn on the number of witnesscalled, but rather the persuasiveness of
their testimony. Meanwhile, particular evidence hasdifferent weight ininducing belief
with respect to thefactsand circumstancesto be proved. Evidencethat isindefinite,
vague or improbablewill be given lessweight than evidencethat isdirect and un-
refuted.

In ethicsand governance, accountability isanswerability, blameworthiness,
liability and the expectation of account —giving. Inindividua context or leadership
roles, accountakility istheacknowledgement and assumption of respongbility for actions,
product, decision and policies including the administration, governance and
implementation within the scopeof theroleor employment position and encompassing
the obligationto report or explain and be answerablefor resulting consequences. Itis
frequently described asan account giving rel ationship betweenindividua s Accountability
cannot exist without proper accounting practices; in other words, an absence of
accounting meansan absence of accountability. Therearetypesof accountability, which
are paliticd, ethica, adminidrative, individua, condtituency reaions, mord, managerid,
market, lega/judicid professona andleadership accountability. However, accountability
asandement whichispart of auniquerespons bility and which representsan obligation
of an accountant to achievethe goal or to perform the procedure of atask and the
judtification that it isdoneto someone el seunder threat of sanction.

CONCLUSIONAND RECOMMENDATIONS

Itisclear that no stage of the budgetary procedure can work without the other. The
process should befollowed systematically by all the head of schools. For abudget to
sarveefficiently asatool for resource mobilization, economic management and control,
itisexpected to have some characteristics. Hence, Richard (2002) highlightsthat a
good budget should have aclear set of development objectiveswhichwill serveas
guidesfor resourcealocation over thelife span of the budget. Budget administration
supervises al the areas incorporated into the Department of Finance. It helpsto
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coordinate and produce organization’sannua budget, monitorsand modifiesthe budget
during the scaleyear. It reviewsbudget transfer and preparesordinancefor amending
the adopted budget. It arranges appropriate bond sales and structure debt refining.
Thefollowing recommendationsare made. Therefore, school heads should acquire
adminigirative qualificationsthat will make them competent and confident beforethe
daff they adviseand guide. The school headsshould bewe | equipped through training
ineducationa adminigration. Thisknowledgewill helpthemto handleschool budgeting
effectively. School heads should be knowledgeabl e and competent in thetechniques
of management in the areas of budgeting, accounting and information management.
For efficient manageria ability, training and retraining of head of schoolsmust evolve.
Also, gender isgenerdly viewed asamajor source of conflictingissueswhenit comes
to position of authority, hence, school headsin Nigerian preand post primary schools
could bemaleor female. With regard to budget, it isnot gender that determineswho
doesit well or better. Financial releases should consistently be reflecting linear
progressionin both recurrent and capital sub-heads.
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