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Abstract
The implementation of policies, rules, regulations, and ethical guidelines in tertiary
institutions is a complex administrative task, often met with resistance from
stakeholders who perceive such enforcement as rigid or anti-people. This study explores
these challenges using a qualitative research approach, incorporating semi-structured
interviews and document analysis to examine policy implementation at Adeyemi
Federal University of Education, Ondo (AFUED), University of Medical Sciences,
Ondo (UNIMED), and Wesley University, Ondo (WUO). A total of 30
administrative respondents were purposively selected across the three institutions,
representing various levels of leadership and administrative designations. The
demographic spread of respondents allowed for a rich comparative analysis across
federal, specialized, and private University contexts. The findings reveal that funding
constraints, bureaucratic inefficiencies, stakeholder resistance, technological
limitations, and capacity gaps are significant impediments to effective policy
implementation. The study also found that perspectives on policy enforcement varied
across age groups and roles, with senior staff highlighting issues of autonomy and
systemic interference, while junior staff focused on the lack of digital tools and training.
The study recommends enhanced stakeholder participation, targeted capacity-building
interventions based on staff roles and age profiles, digital transformation, and
promotion of institutional autonomy. By adopting a context-specific, inclusive, and
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adaptive approach, tertiary institutions in Nigeria can overcome implementation
barriers and strengthen policy governance.

Keywords: Policy Implementation, Administrative Challenges, Ethical Enforcement,
Tertiary Institutions, Stakeholders.

Introduction

The implementation of policies, rules, regulations, and ethical standards within tertiary
institutions is not merely an administrative formality; it is the bedrock upon which
institutional integrity and academic excellence are built (Molefe, 2023). However, a pervasive
challenge confronts administrators globally. The inherent tension between enforcing these
essential measures and the potential perception of being "anti-people." This perception, rooted
in a complex interplay of resistance to change, distrust in administrative processes, and a
fundamental lack of awareness regarding the long-term benefits of compliance, creates a
formidable barrier to effective governance.

Globally, the delicate art of balancing regulatory enforcement with the maintenance of a
positive and supportive institutional climate is a constant negotiation for administrators in
higher education (Altbach, 2022). The imperative to uphold standards often clashes with the
desire to foster a sense of community and inclusivity. This tension is further amplified in
diverse cultural contexts, where perceptions of authority and compliance vary significantly.
In the African context, the challenges are compounded by systemic inefficiencies and resource
constraints (Tade, 2023). The struggle to provide adequate resources, coupled with
bureaucratic bottlenecks and a history of inconsistent enforcement, fosters a climate of
skepticism and resistance. This environment makes it particularly difficult for administrators
to implement policies that are perceived as restrictive or punitive.

Nigeria presents a particularly acute case of this global challenge. Inadequate funding, which
impacts everything from infrastructure to staffing, creates a sense of scarcity and competition,
exacerbating resistance to regulatory measures. Political interference, a recurring issue in
Nigerian higher education, undermines the autonomy of institutions and erodes trust in
administrative processes (Eze & Okafor, 2024). Furthermore, deeply ingrained cultural norms,
which may prioritize personal relationships over strict adherence to rules, contribute to a
resistance to stringent policy enforcement. This resistance is not simply a matter of defiance;
it often stems from a genuine lack of understanding of the rationale behind policies and a
perceived disconnect between administrative decisions and the lived experiences of students
and staff.

A novel perspective on this issue can be framed through the lens of cognitive dissonance.
When individuals perceive a conflict between their personal values or expectations and the
demands of institutional policies, they experience cognitive dissonance. This discomfort can
lead to resistance, rationalization, or even outright defiance. For instance, a student who
values flexibility and autonomy may experience dissonance when confronted with rigid
attendance policies. Similarly, a faculty member who prioritizes research freedom may resist
policies that impose strict reporting requirements. Administrators, therefore, must move
beyond simply enforcing rules. They need to proactively address the cognitive dissonance of
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compliance by clearly articulating the rationale behind policies and demonstrating their
relevance to the institution's mission and the well-being of its stakeholders.

Involving students, faculty, and staff in the policy-making process to ensure that policies are
perceived as fair and legitimate. Educating the institutional community about the importance
of ethical conduct and the benefits of compliance. Cultivating positive relationships with
students and staff to foster a sense of mutual respect and understanding. Recognizing the
diverse needs and perspectives of stakeholders and adopting a flexible and humane approach
to enforcement.

A critical problem under investigation in this study is: Why do tertiary institutions in Ondo
West Local Government Area struggle with the effective administrative implementation of
policies, despite the existence of formalized frameworks, and what institutional, human, and
contextual factors contribute to this disconnect? This question encapsulates the broader
problem of policy failure at the point of implementation, particularly in environments
characterized by bureaucratic rigidity, funding gaps, and cultural resistance. Evidence from
institutions like Adeyemi Federal University of Education, University of Medical Sciences,
and Wesley University suggests that while policy documents may be sound on paper, their
enforcement is often impeded by a lack of trust, limited autonomy, digital illiteracy, and
administrative capacity. This study interrogates not just what the challenges are, but how
institutional actors experience and navigate them, paying special attention to stakeholder
dissonance, generational divides in digital competence, and institutional types (federal,
specialized, private). It introduces human-centered, adaptive policy approaches that account
for these complexities and advocates a shift from rigid enforcement to collaborative, inclusive,
and context-sensitive governance.

Literature Review

The implementation of administrative policies in tertiary institutions is shaped by a complex
interplay of governance structures, stakeholder expectations, institutional culture, and
resource availability. Globally, institutions of higher learning must balance policy
enforcement with demands for inclusivity, transparency, and academic freedom. In
developed countries, resistance to policy implementation often emerges in subtle forms such
as; legal constraints, faculty pushback, and student activism. Altbach (2022), notes that
University administrators in the United States are frequently caught between enforcing
compliance and safeguarding academic liberties. Similarly, in the European Union, the
diversity of regulatory frameworks across member states presents challenges to harmonized
policy implementation, especially in areas of student mobility and cross-border research
(Schmidt, 2022). However, institutions in these regions increasingly use digital platforms and
participatory mechanisms to engage stakeholders and enhance compliance. Technology-
driven feedback systems and transparent communication channels have become essential
tools for effective governance (UNESCO, 2021).

In sub-Saharan Africa, the policy environment is often characterized by limited financial
resources, political interference, and fragile institutional autonomy. Tade (2023), emphasizes
that African universities operate within constrained fiscal frameworks that undermine policy
continuity and enforcement. For example, student protests in South Africa over tuition
policies led to policy reversals, revealing the consequences of top-down approaches that lack
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stakeholder engagement (Molefe, 2023). In Kenya, policy failures are often linked to
bureaucratic inefficiencies and systemic corruption, resulting in selective or inconsistent
enforcement (Omondi, 2023). These realities call for adaptive and community-centered policy
strategies that integrate local knowledge, foster institutional trust, and strengthen internal
accountability structures.

Within the Nigerian context, tertiary institutions face persistent implementation challenges
driven by a lack of funding, excessive bureaucracy, and stakeholder distrust. Olaleye (2022),
highlights how funding shortages affect everything from infrastructure to staff development,
while Okojie (2021), points to centralized approval systems that delay or derail institutional
policy execution. A significant challenge is the “trust deficit” between administrators and
stakeholders, particularly students and junior staff, who often perceive policies as rigid,
punitive, or disconnected from everyday realities. This gap is further compounded by political
interference and resistance to change, especially in institutions with hierarchical
administrative cultures. Eze & Okafor (2024), propose a “trust and ethical resilience”
framework for Nigerian institutions, one that emphasizes transparency, participatory
governance, and integrity in leadership. Supporting this, Sowunmi & Akintoye (2022), argue
for the adoption of human-centered technologies that enhance user engagement and feedback
integration. Okebukola (2020), adds that leadership development, especially in ethics and
conflict resolution, is critical for sustainable policy enforcement.

In response to these multi-layered challenges, this study aligns with emerging literature
advocating for a shift from command-and-control models of policy enforcement to more
collaborative, adaptive, and context-specific frameworks. Such an approach includes
stakeholder co-creation, regular feedback loops, and flexible policies that reflect institutional
missions and stakeholder realities. By incorporating perspectives from both institutional
theory and street-level bureaucracy theory, the study contributes to ongoing discourse on
improving policy implementation outcomes in Nigerian higher education.

Theoretical Review

The study of policy implementation is grounded in various theoretical frameworks that
provide insights into the challenges administrators face in enforcing policies, rules, and
regulations at Adeyemi Federal University of Education, Ondo (AFUED), University of
Medical Sciences, Ondo (UNIMED), and Wesley University, Ondo (WUO). The study is
anchored on two major theories that are relevant and explains the connections, the theories
are Street-Level Bureaucracy Theory (SLBT) and Institutional Theory (IT). The relevance of
each theory is justified within the specific context of these institutions.

Street-Level Bureaucracy Theory

The was introduced by Lipsky (1980), the concept of street-level bureaucracy, emphasizing
the role of frontline administrators in policy execution. In AFUED, UNIMED, and WUQ,
University administrators, Deans, and Heads of Departments serve as "street-level
bureaucrats," making discretionary decisions that directly impact policy implementation. For
example, enforcement of academic integrity policies often depends on how individual
administrators interpret and apply regulations, sometimes leading to inconsistencies and
perceptions of unfair enforcement. This theory highlights the challenges these administrators
face in navigating institutional expectations while addressing student and faculty concerns.
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This theory is highly relevant because the study focuses on how administrative staff at
different levels (junior, middle, and senior) actually enforce or interpret policies in practice
within tertiary institutions in Nigeria. The concept of "discretion" is central here, and the study
shows that frontline administrators (Registrars, Deans, Heads of Departments, and so on)
often exercise discretion based on institutional context, available resources, or perceived
stakeholder reactions. The theory has immense contributions to the study as it extends the
theory by emphasizing how cognitive dissonance (between personal values or expectations
and policy demands) influences discretionary choices. It also reveals how discretion is
stratified, that is, Senior staff focus on autonomy and systemic interference; junior staff focus
on lack of tools and training. Thus, the study provides a role-sensitive and context-specific
extension of Lipsky’s theory, grounded in the Nigerian tertiary education landscape.

Institutional Theory

Scott (2001), proposed Institutional Theory, which explains how organizational norms,
cultural expectations, and regulatory environments influence policy implementation. In the
Nigerian context, tertiary institutions like AFUED, UNIMED, and WUO operate within
traditional governance structures where external political influences, hierarchical decision-
making processes, and resistance to change shape policy enforcement. The reluctance of
stakeholders to adopt new policies such as technology integration in administrative processes
demonstrates the significance of institutional culture in determining policy success or failure.
This theory is particularly relevant in explaining the systemic challenges administrators face
in enforcing policies that require cultural or structural shifts within the institutions.

The theory has immense contributions to study such as, it contextualizes institutional theory
by showing how historical distrust, hierarchical traditions, and political influence create
institutional inertia. It adds a "narrative alignment" perspective, arguing that policies succeed
when they resonate with the institution’s values and stakeholder identities. These
contributions helps to localize institutional theory within Nigeria’s tertiary education system,
where both formal rules and informal practices coexist.

These theoretical perspectives provide a comprehensive understanding of the challenges
administrators face in policy implementation at the selected institutions. By aligning the
theories with the realities of AFUED, UNIMED, and WUO, this study offers a deeper insight
into the structural, cultural, and administrative barriers to effective policy enforcement.

Methodology

This study employs a qualitative research design to explore the challenges administrators face
in implementing policies in tertiary institutions. The research focuses on three institutions:
Adeyemi Federal University of Education, Ondo (AFUED), University of Medical Sciences,
Ondo (UNIMED), and Wesley University, Ondo (WUO). The study utilizes multiple data
collection methods, including semi-structured interviews and document analysis, to ensure a
comprehensive understanding of the issues.

Research Design

A qualitative approach was chosen to provide in-depth insights into the experiences of
administrators responsible for policy implementation. This approach allows for a nuanced
exploration of the contextual and institutional factors influencing policy enforcement.
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Population and Sampling

The target population for this study comprised 30 administrative personnel across three
tertiary institutions in Ondo West Local Government Area: Adeyemi Federal University of
Education (AFUED), University of Medical Sciences (UNIMED), and Wesley University
(WUO). These institutions were purposively selected to reflect the diversity of governance
and funding structures in Nigeria’s higher education sector (federal, state-owned, and
private).

The distribution of participants across the three institutions was as follows:

Institution | Participants Representation
AFUED 10 Public (Federal) — Emphasis on bureaucracy and central
approval
UNIMED | 10 Spec1a1%zed (Medlcal/Stat?-owned) — Focused on
regulation and documentation
Private/Faith-based - Highlighted alignment with
WUO 10 . . .
proprietor expectations and NUC policies

This diverse demographic and institutional spread enabled the study to capture a broad
spectrum of insights into the realities of administrative policy implementation in different
organizational and governance contexts.

From this population, a sample of 15 participants was purposively selected based on their
direct involvement in policy implementation and administrative decision-making. The
sample included a mix of senior, middle, and junior administrative officers, such as Vice
Chancellors, Registrars, Deans, Directors, ICT Officers, Administrative Officers, and Clerical
Staff.

Five participants were selected from each institution, ensuring balanced institutional
representation and a broad range of experiences and perspectives. The sample size was
guided by the principle of data saturation, which was achieved when recurring themes
became evident, and no new significant insights emerged. This approach ensured that the
study captured meaningful, context-specific data while maintaining analytical depth and
manageability.

Below is a summary table reflecting the demographic distribution:

Participant Designation Age Range Institution

Participant 1 | Vice Chancellor / Provost | 51-60 AFUED

Participant 2 | Registrar 51-60 UNIMED

Participant 3 | Bursar 51-60 WUO

Participant4 | Dean of Faculty 41-50 AFUED

Participant 5 | 1cad of  Department) . UNIMED
(Expenditure Control)

Participant 6 Dlrec.t or of 41-50 WUO
Administration

Participant 7 | Deputy Registrar 41-50 AFUED

Participant 8 | Assistant Registrar 3140 UNIMED
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Participant 9 Sen‘ior Administrative 31-40 WUO
Officer

Participant 10 | ->cademic Planning | 51 45 AFUED
Officer

Participant 11 | ICT Coordinator 31-40 UNIMED

Participant 12 | Examination Officer 31-40 WUO

Participant 13 | Administrative Officer 3140 AFUED

Participant 14 | Records Officer 21-30 UNIMED

Participant 15 | Clerical Staff 21-30 WUO

Table 1: Demographic Profile of Respondents

The study employed a purposive sampling technique to select 30 administrative staff across
three tertiary institutions, Adeyemi Federal University of Education (AFUED), University of
Medical Sciences (UNIMED), and Wesley University (WUO) within Ondo West Local
Government Area. The selected participants held positions that directly influence or oversee
the implementation of administrative policies, including Vice Chancellors, Registrars, Deans,
Directors, Heads of Departments (Expenditure Control), ICT Coordinators, and Clerical
Officers.

The choice of 30 participants was guided by the qualitative nature of the study, where rich,
diverse, and contextual narratives were prioritized over statistical generalizability. This
number also allowed for a comparative analysis across institutional types (federal,
specialized/state-owned, and private), as well as administrative levels (senior, middle, and
junior staff). The extract of the interview from the Vice Chancellor at AFUED stated:

"Sometimes we want to enforce a rule, but we must weigh the backlash. The system
doesn’t allow for quick decisions, especially when approvals are needed from Abuja.”

This quote reflects a senior-level concern with systemic interference, a pattern found more in
public institutions. A balanced age distribution (from 21 to 60 years) was also considered to
explore generational differences in perception and capability, particularly regarding the
adoption of technology and policy compliance.

A younger Administrative Officer at UNIMED commented:
"They want us to enforce digital attendance and filing, but many of us have not
received formal training. We're expected to just figure it out.”

This reflects how capacity gaps in digital skills affect policy implementation at the operational
level. Additionally, staff designation influenced perceptions of policy clarity and enforcement
fairness: A Director at WUO explained: “Because we are a private University, we try to follow both
NUC guidelines and the vision of our founders. This sometimes causes confusion when policies
contradict each other.” This highlights how private institutions face unique policy alignment
issues due to dual accountability, to regulators and proprietors.
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Data Collection

Primary data were collected through semi-structured interviews guided by a flexible set of
open-ended questions that allowed respondents to express experiences regarding policy
implementation challenges. Respondents were selected based on their roles, ages, and the
institutional levels at which they function, as shown in the demographic profile table.
Secondary data such as institutional policy documents, strategic plans, and administrative
circulars were also analyzed to validate interview findings and provide additional context.

These interviews, conducted with a flexible interview guide, allowed for in-depth exploration
of respondents' experiences with policy implementation, the challenges encountered, and
their suggestions for improvement. A total of approximately 30 interviews, distributed across
the three institutions, were conducted. The selection of interviewees was based on their roles
and expertise related to policy implementation.

Data Analysis

Data for this study were collected through a combination of semi-structured interviews and
document analysis, allowing for triangulation and a richer understanding of the realities of
policy implementation in tertiary institutions. The primary data collection tool was a semi-
structured interview guide, developed around key themes related to administrative policy
implementation, such as funding challenges, stakeholder engagement, institutional
autonomy, training, and technology adoption. The guide included open-ended questions that
allowed participants to reflect on their personal experiences and institutional practices. This
format provided the flexibility to explore emerging issues during the interviews, while still
ensuring coverage of the core research questions. A total of 15 interviews were conducted
with purposively selected administrative personnel across three institutions: Adeyemi
Federal University of Education (AFUED) a Federal (Public), University of Medical Sciences
(UNIMED) a State-Owned (Specialized) and Wesley University (WUO) a Private (Faith-
Based).

Each institution contributed five participants, representing a cross-section of senior, middle,
and junior administrators, including Vice Chancellors, Registrars, Directors, Deans, ICT
Officers, Administrative Officers, and Clerical Staff. These individuals were selected because
of their direct involvement in policy development, enforcement, or oversight. Interviews were
conducted face-to-face in participants” offices or designated quiet meeting spaces on their
respective campuses to ensure comfort and confidentiality. On average, each session lasted 30
to 45 minutes. All interviews were conducted in English, recorded (with participants'
consent), and later transcribed verbatim for analysis. Notes were also taken during the
interviews to capture non-verbal cues and contextual observations.

To complement the interviews and enhance the trustworthiness of the findings, secondary
data were gathered through institutional documents. These included: Policy handbooks and
administrative circulars, Staff manuals and procedural guidelines and Strategic plans and
institutional self-assessment reports These documents helped to validate participant claims,
trace policy intentions, and understand institutional structures and priorities. They were
particularly useful in identifying areas where formal policy content did not align with
administrative practices, revealing implementation gaps and resistance dynamics.
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Ethical and Logistical Considerations

Appointments for interviews were scheduled in advance, with official permissions sought
from institutional authorities where necessary. Participants were assured of the
confidentiality of their responses, and data were anonymized to protect identities. The
interviews adhered to the principles of voluntary participation, informed consent, and
confidentiality in line with established ethical guidelines for human-centered research.

Findings

The study found that administrators in tertiary institutions face persistent funding
constraints, leading to difficulties in implementing policies related to infrastructural
development, research, and staff welfare. Bureaucratic inefficiencies, such as lengthy approval
processes and hierarchical decision-making, hinder timely policy execution, especially in
public institutions like AFUED and UNIMED. Resistance from stakeholders, including faculty
members and students, often arises due to perceived rigidity in policy enforcement, which is
exacerbated by a lack of transparent communication. Furthermore, technological gaps remain
a significant challenge, with some institutions struggling to integrate digital solutions into
administrative and academic processes due to inadequate infrastructure and low digital
literacy. Capacity gaps in human resource development were also identified, as
administrators often lack the necessary training in governance, conflict resolution, and
technology use. Additionally, institutional autonomy varies, with government interference in
public institutions slowing down decision-making, while private institutions like WUO face
challenges in aligning policies with regulatory expectations. Despite these obstacles, the study
highlights the role of stakeholder collaboration in improving policy implementation,
particularly when institutions actively engage students, faculty, and external partners in
decision-making processes.

Several administrators expressed that inadequate funding significantly delays or obstructs
policy implementation. Participant 1 (VC, AFUED): “We design excellent policies, but we simply
do not have the resources to make them operational. Everything depends on federal allocation, which is
inconsistent.”

Participant 3 (Bursar, WUO): “Unlike public universities, we rely mostly on school fees. So, when
fees are delayed, implementation suffers.”

Lengthy procedures and external interference were noted as barriers in public institutions.
Participant 2 (Registrar, UNIMED):“Even simple things like approving a policy change in the staff
handbook take months due to layers of approval.”

Participant 4 (Dean, AFUED): “There is little room for local innovation. You implement only what is
approved from the top, no matter the urgency on ground.”

Many policies are perceived as rigid, top-down, and lacking buy-in from staff and students.
Participant 5 (HOD (Expenditure Control, UNIMED):“People do not resist because they hate rules;
they resist because they feel excluded from the process.”

Participant 6 (Director, WUQO): “When students see policies as punishment, they naturally push
back. We need better engagement.”
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Many younger Administrators voiced concern over the lack of tools and training for digital-
based policy implementation.

Participant 11 (ICT Coordinator, UNIMED): “The tools are there, but many of our colleagues do
not know how to use them. There is no structured training.”

Participant 14 (Records Officer, UNIMED): “We are supposed to digitalize records, but I was never
trained. I learn on YouTube and from colleagues.”

Respondents emphasized the need for both ethical leadership and practical training.
Participant 7 (Deputy Registrar, AFUED): “Some leaders focus more on maintaining tradition than
on adapting to new realities.”

Participant 10 (Academic Planning Officer, AFUED): “We lack consistent training. Policies change
but staff capacity does not keep up.”

Private and public institutions face different but overlapping challenges related to autonomy.
Participant 6 (Director, WUQO): “Sometimes our owners say one thing, NUC says another. It is hard
to know which to implement first.”

Participant 1 (VC, AFUED): “We are held accountable for results but not given the freedom to tailor
policies to our context.”

Discussion

The demographic insights enriched understanding of how institutional roles influence
administrative behaviour. Respondents from top-level management demonstrated concern
over systemic issues like policy misalignment and central interference, a trend consistent with
earlier findings by Tade (2023) and Okojie (2021), who observed that leadership in Nigerian
institutions often struggles to assert autonomy in the face of regulatory and political pressures.
Mid- and lower-level staff cited a lack of inclusion and digital resources, which aligns with
observations by Sowunmi & Akintoye (2022), on the underutilization of technology and
limited investment in administrative training.

Thematic alignment with Institutional Theory is evident, as it supports the idea that
administrative routines and compliance behaviour are shaped by the formal structures and
norms within organizations (Scott, 2014). Furthermore, the Street-Level Bureaucracy Theory
reinforces the role of individual discretion in policy implementation, particularly where
resources are limited or guidelines are ambiguous (Lipsky, 2010). For example, younger
administrative staff expressed the need for clearer guidance and flexible digital tools to
interpret and execute institutional policies efficiently, which is reflective of challenges noted
by Eze & Okafor (2024) in their study on bureaucratic discretion in policy enforcement.

The role of communication and engagement emerged as central to reducing stakeholder
resistance. Participants emphasized the importance of timely feedback, shared ownership of
policies, and transparency in decision-making. These observations echo global best practices
where participatory approaches have significantly improved compliance and institutional
cohesion (UNESCO, 2021). Institutions that failed to establish participatory feedback loops
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experienced heightened resistance, validating Howard's (2022), assertion that stakeholder
engagement must be proactive and inclusive to ensure policy sustainability.

Ultimately, the discussion suggests that policy effectiveness depends not only on structural
reforms but also on fostering a culture of inclusion, adaptability, and ethical leadership at all
administrative levels.

Conclusion

The study underscores that policy implementation in Nigerian tertiary institutions is
influenced not only by structural and institutional constraints but also by the demographic
characteristics of administrative actors. The integration of demographic profiling into policy
analysis offered a clearer view of challenges experienced at various administrative levels.
Federal and specialized institutions experience more top-down interference, while private
institutions struggle with internal capacity and regulatory compliance. A one-size-fits-all
approach to policy enforcement is inadequate; adaptive strategies that consider designation
and demographic profiles are crucial.

Recommendations

To address these challenges, the study recommends inclusive stakeholder engagement to
ensure participatory policy formulation across all administrative levels. Training should be
tailored to staff demographics, offering leadership development for senior personnel and
digital skills training for junior officers. Investment in user-friendly technologies should be
paired with continuous capacity building. Public institutions should advocate for greater
autonomy to reduce political interference, while private institutions must improve alignment
with external regulations. Lastly, a system for demographic-sensitive performance tracking
should be implemented to monitor compliance and identify role-based gaps. These measures
will support more equitable, efficient, and context-specific policy implementation in Nigeria’s
tertiary institutions.
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