management and administration

organisation and administration

this is the first of a series of units. it is a key unit in the education management course.  the unit introduces you to basic principles and functions of an organisation and administration.

section 1

 what an organisation is

introduction

this section attempts to define what an organisation is by giving you a variety of definitions from renowned scholars of management and educational administration. you are required to look at the meaning of organisation and examine some of the important issues that some scholars of organisational management have identified and explained. 

objectives
define an organisation
compare different views on what an organisation is
explain the importance of an organisation
explain what a system is and how it is related to an organisation.
state and explain the merits and demerits of bureaucracy in an organisation
describe the different functions and characteristics of an organisation.
state different types of organisations.

organisation
as you are aware, people organise themselves in order to fulfil their needs and achieve their goals. it is important that people who have similar objectives form groups so that they can coordinate their efforts and activities in order to achieve more.

you should realise that society is one of the largest organisations. in order for it to achieve more, there is a need for division of labour in every organisation. in some organisations like society, as you may be aware, division of labour is based on talents or skills. in most modern societies, specific training provides individuals with special skills in a particular field.

you should be aware that management is heavily influenced by the nature of organisations that have to be administered and managed; their purposes, the people they employ, their work processes and technology found in them and above all their culture or dominant values.  for our purposes now, we shall look at an organisation as a social entity formed by a group of people having a common purpose.  we, therefore, look at an organisation as a system deliberately constructed to coordinate activities of people in order to achieve specific goals. parsons (cited in cole, 1993) refers to an organisation as a social unit or human grouping deliberately constructed and reconstructed to seek specific goals.  examples of organisations include: armies, churches, factories, companies, hospitals, prisons, schools, universities, cooperatives, etc. he does not, therefore, consider human groupings such as tribes, social classes, friendships and families as organisations because they are not in control of their destiny and are not deliberately constructed and reconstructed for a common purpose. as we try to define the term management, we shall always do so in the context of an organisation.
we also look at the term organisation to refer to a process of organising or as a social entity formed by a group of people.  here we are concerned with an organisation as a social entity.  you should also bear in mind that there is no widely accepted definition of an organisation.  

however, from the following quotations you will notice some commonly accepted features of organisations such as purpose, people and structure.

1.	“organisations are intricate human strategies designed to achieve certain objectives.” (argyris 1960, cited in cole, ibid).

2.	“since organisations are systems of behaviour designed to enable humans and the machines to accomplish goals, organisational form must be a joint function of human characteristics and the nature of the task environment” (simon 1960, cited in cole, ibid).

3.	“organisations are systems of interdependent human beings.” (pugh, 1971).
from the above statements, we can actually say that an organisation is an integrated system of interdependent structures and consists of people who work in harmony.

organisations as systems
according to cole (1993), organisations are social systems. we defined a system as a collection of interrelated parts, which form some whole.  typical examples of systems are the solar system and the human body.  systems may be closed or open. closed systems are those that are self-sustaining and do not depend on any external environment, e.g. the astronaut’s life support pack.  open systems are those that depend on others for obtaining essential inputs and for the discharge of their systems outputs.  social systems are just like physical, biological and information systems.
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in terms of an organisation, the inputs include people, materials, information and finance. these inputs are organised and activated to convert human skills and raw materials into products, services and other outputs, which are released into the environment.

environment

the key feature of all open systems is their interdependence on the environment, which may be relatively stable or relatively uncertain at a particular point in time.  this is a very important feature in business enterprises, which need to adapt to the changing fortunes of the market place if they are to survive and flourish.

bureaucracy
you may have already heard of the term bureaucracy. what do you understand by this term?
 here, we shall refer to the term bureaucracy simply as an organisational form with certain dominant characteristics such as a hierarchy of authority and a system of rules.

according to weber, the main features of bureaucracy are:
a continuous organisation of functions bound by rules.
specified spheres of competence i.e. the specialisation of work, the degree of authority allocated and the rules governing the exercise of authority.
a hierarchical arrangement of offices (jobs) where one level of jobs is subject to control of the next higher level.
appointment to offices made on grounds of technical competence.
the separation of officials from the ownership of the organisation.
official positions exist in their own right and the jobholders have no rights to a particular position.
rules, decisions and actions are formulated and recorded in writing.

these features of bureaucratic organisation enable the authority of officials to be subject to published rules and practices.  here the authority is legitimate and not arbitrary.  it is this point more than any other that made weber comment that bureaucratic organisations were capable of attaining the highest degree of efficiency and were, in that sense, the most rational known means of carrying out imperative control over human beings.

weber felt that bureaucracy was indispensable for the needs of a large-scale organisation, and there is no doubt that this form of organisation is the one adopted by practically every enterprise of any size the world over.  the two most significant factors in the growth of bureaucratic forms of organisation are undoubtedly size and complexity.  once an organisation begins to grow, the amount of specialisation increases, which leads to an increase in job levels.  new jobs are created and old ones redefined.  recruitment from outside becomes very important.  relationships, authority boundaries and discipline generally have to be regulated, and issues of coordination and control become very important. why do you think these are necessary?

max weber says without structures, there can be no organisation.  he further suggests that people on these structures should enter through competition and not by birth as in a monarchy.  people in these positions should qualify. what do you think about your own position?

principles associated with formal organisations
there should be a clear line of authority from top to bottom.  this is referred to as scalar chain.
every worker should be responsible or responding to one person above them so as to be effective - unit of command.
authority must be equated with responsibility.
there should be one responsible for communication so that information flow is not distorted. (spokesperson).
the spun of control should be appropriate, meaning, one should have a reasonable number to supervise.
specialisation should be based on the amount of knowledge and skills attained.
there should be clear job descriptions.
there should be a minimized number of bosses. max weber recommended a pyramid type.
there should be order in doing things as max weber recommends in his bureaucracy.

however, as much as you strive to be a good manager you should be aware of informal organisations like tribal groupings and peer groups, as these can be useful in running a formal organisation. you should also make attempts to be flexible as being too rigid can make your staff hide important information from you.  this, when it happens, can definitely affect performance and production as the staff can be bound by rules.

as a manager you should understand the role motivation plays so as to influence human behaviour. therefore, you should avoid prejudices in order to reduce or eliminate some attitudes, which can lead to demotivation of your staff in your organisations.  be objective; be aware of humans as being complex.  humans can resist commands or instructions or can choose not to have understood, depending on the environment and circumstances such as salary, conditions of service, type of accommodation etc.

remember, an organisation is an integrated system of interdependent structures and functions consisting of groups of people who work in harmony.  each person in the group should know what others are doing.  information flow should reach everyone.

it is also important to bring to your attention that every organisation should have a vision, which is its mental image of a possible and desirable future state.  it may be difficult to achieve this if not put on paper and communicated to the rest of the staff so that they can be compelled to move towards the goal.

a good leader of an organisation should always look into the future and there is a need to be trained to be a leader.  good leaders make things happen.  every leader needs, courage, initiative and knowledge in order to achieve the task continuously.  as you provide leadership in your organisations ensure it is of high quality.

it is important once in a while to go and help out.  you should know that a leader who is seldom visible is accused of not caring.  aim at building a team and not a group as a group can be quite disorganized at times.  a good head should be seen talking to people and walking around the institution. 

remember also that a good leader has other obligations in an organisation.
s/he should spend time to think through activities. 
s/he is expected to be honest and a good listener. 
s/he should make prompt decisions and manage time well. 

you should realise that all these are expected of you if you are to provide good and effective leadership.

characteristics of an organisation

dawson also identified five key characteristics or components of an organisation.  these are:

people - the personnel in an organisation.  these have attitudes, values, aspirations and diverse experiences of different types of work.  the extent to which these are shared varies greatly and the differences will be reflected in the formation of interest groups.
strategies and tactics, which constitute the plans and policies.
structure of roles and relationships illustrated through charts and job descriptions. the structure of roles and relationships extends the content and form of control system under administrative procedures.

technology - this is the hardware and other operational resources for the organisation's production processes

the environment of the organisation: there is an environment in which goods and services are supplied to and drawn from. an organisation will always make use of the environment for its attainment of its goals but at the same time the environment in turn regulates the organisation. the environment consists of individuals, groups of individuals, the natural and physical surroundings and other organisations, which have their own internal complexities and sources of stress and strength.

features of an organisation
turn your attention to some of the most important features common to all organisations.  you will realise that all organisations have these features.
they have a purpose or raison d’etre.
they are composed of people.
they have a degree of structure.
they utilise technology.
they operate in the context of an external environment.
they develop their own dominant value system or culture.

truly, these six features do interact and are heavily interrelated, so that change in any one of them has a repercussion on the others.  the interrelationships are shown in figure 1.4. as you may be aware, each of the features given above has a number of sub-features or components. we show these in a table below.
features and their subcomponents of an organisation

	1.	purpose/goals
mission statements
organisation policies
organisation strategies

	3.	technology
machines (office, factory, laboratories etc)
libraries
information processing

	2.	people
knowledge, skills and competencies
different perceptions and meanings
in groups and as individuals
	4.	structure
corporate structure (e.g. functions/divisions etc)
task structure
roles allocation


	5.	culture
dominant organisation values
management style
sub-cultures

	6.	environment
social impact
political influence
technological development and impact
market forces
economic pressures



summary
in this section we have defined an organisation as a human-created structure that provides a system through which people can perform assigned roles and activities contributing to their common goals and aspirations.  we have also examined and compared different views on what an organisation should be and explained the importance of an organisation.

we have further explained what a system should be and how it is related to an organisation. we have also attempted in this unit to explain what bureaucracy means and outlined the merits and demerits of bureaucracy in an organisation. and finally looked at the different functions and characteristics of an organisation, types of organisations and briefly explained why a school can be considered as an organisation.

organisation structure

introduction
in this section you will examine different structures for different organisations.  you will also be expected to pay particular attention to structures in the ministry of education and zero in on those of our educational institutions, particularly schools.

some people have argued that, the way the organisation is structured greatly influences how people behave in an organisation, and vice-versa.

objectives
describe the process of organisation design
describe the process of designing the organisation structure of an organisation.
work out different organisation structures
explain why specialisation is essential in organisations
develop an organisational structure of your organisation
distinguish between centralisation and decentralisation
state the main advantages and disadvantages of centralisation and decentralisation.

organisation design
child (1977) sees the design of an organisation as one of the management’s major functions and priorities.  this involves creating a structure that suits the needs of a particular institution or enterprise, achieving consistency between the various aspects of the structure and adapting it over time to the changing external and internal environments. 

here you will see that managers design organisations, which means that the structures will reflect managerial intentions and values rather than those of other stakeholders such as employees and customers.  secondly, the structures that are created are primarily there to promote corporate interests rather individual or group interests.  thirdly, no structure can be considered as permanent, and must adapt to the changing external forces.
before designing an appropriate structure, a manager in an organisation has to ask him/herself a number of basic questions.  some of the questions may include:
what is the best basis for dividing up the work?  should it be by specialist function, by products/service or by geographical position?
how much specialisation should be encouraged?  how closely should individual tasks be defined in relation to other tasks?
how much standardisation of procedures should be encouraged?
how much freedom should be given to individuals and how much formality should be encouraged?
what is the best way to achieve coordination and integration across the specialised sections and/or departments?
to what extent should decision-making be centralised or decentralised?

as you know, specialisation is concerned with the division of labour within an organisation.  it serves to break down the total mission of an organisation into a number of subordinate objectives, which in turn give rise to tasks of various kinds.  it is basically a disintegrating process.  this process acts initially as a task formulating process by grouping key activities in the organisation, and subsequently by allocating roles and tasks to individuals. 

specialisation is initially done by putting in groups some key activities and subsequently defining their tasks.  these are allocated to individuals as jobs.  specialisation is achieved mostly on the basis of the following factors.
common functions such as production, subject areas, personnel or accounting.
type of product or service
geographical location.



centralisation and decentralisation
in many large organisations we see an inevitable need for specialisation leading to diffusion and accountability.  the need to structure activities develops logically into the need to allocate appropriate amount of authority to those responsible for undertaking those activities.  as you may have noticed from the organisation structures given above, the issues are as much about authority as they are about grouping activities and deployment of key roles and functions.  this implies that every organisation of any size has to consider how much authority to delegate from the centre or the top.  many organisations have to make decisions how and how much to delegate to managers and others in their day-to-day operations

the idea of centralisation we are considering here refers to the way the organisational operations and commitment of its resources are being dispersed.  the physical deployment of an organisation may or may not reflect genuine power sharing.  the definition we are considering therefore is that a highly decentralised organisation is that in which the authority to commit human resources, money and other material resources is widely diffused throughout every level of the structure.  conversely a highly centralised organisation is one in which there is very little authority exercised outside a key group of senior management team or managers.  in principle you will find that some functions are more easily decentralised than others.  because of this you will notice that even the most decentralised organisations usually reserve certain key functions to the central administration.  functions relating to policy, planning, finance and personnel are usually among the many that are left to the central administration.

the main advantages of decentralisation are:
it reduces top-management overload by freeing them from many potential decisions and enabling them to concentrate on their strategic responsibilities.
it speeds up operational decisions by enabling line units to take actions without referring to top management all the time.
it makes local management flexible in their approach to decisions in the light of local conditions, and thus is more adaptable in situations of rapid change.
it concentrates on the important cost and profit-centres within the total organisation, which sharpens management awareness of cost effectiveness as well as revenue targets.
it can lead to staff motivation by enabling the junior and middle management to have a taste and a share of responsibility, and by encouraging the use of initiative by all employees.

the main disadvantages of decentralisation are:
it requires adequate communication and control systems if major errors of judgement are to be avoided on the part of the operational management.
it requires greater coordination by senior management to ensure that individual management units are not working against the interest of the whole organisation.
it can lead to inconsistency of treatment of customers, clients or public especially in service organisations.
it may encourage parochial attitudes in subsidiary units, who may be inclined to look more to their own needs than to those of colleagues in the organisation.
it requires a plentiful supply of capable and well-motivated managers, who can easily respond to the increased responsibility which decentralisation brings about.

even though we have stated an equal number of advantages and disadvantages of decentralisation, the advantages outweigh the disadvantages, principally, because of the enormous pressures on modern business organisations to concede more and more authority to staff at executive and specialist levels.  ultimately, all organisations have to cope with the conflicting forces of central control on one hand and delegated responsibility on the other.  some organisations will prefer the bias to be towards centralised direction and control; others prefer loose central direction and strong development of decision-making and action.  on the balance, the larger and more complex the organisation, the more likely it will incorporate strong central functions.

summary 
in this unit you have been introduced to the process of organisation design and the different types of organisational structures.  there has been an attempt also to look at the importance of specialisation in an organisation and examine the differences between centralisation and decentralisation in various organisations.



[bookmark: _Hlk86306947]administration

introduction
for a system to achieve its intended goals there should be an effective administration at all the levels in that system.  in this unit you will be introduced to the general administration of an organisation and look at how it promotes effective service delivery or it brings about efficiency in the production process in your area or country.

administration
according to pfiffner, cited in cole (1993) administration is the organisation and direction of human and material resources to achieve desired goals and aspirations.  marx says it is determined action taken in pursuit of a conscious purpose.  he further says, it is the systematic ordering of affairs and the calculated use of resources aimed at making things happen, which one wants to happen.

however, administration is the process of integrating the efforts of personnel and utilising appropriate materials in such a way as to promote effectively the development of human qualities.  it is concerned not only with the development of children and youth but also with the growth of adults and particularly with the school personnel.  it is the management of an educational institution or organisation.  here management means to run, handle, control and conduct.  administration refers to the handling, conducting and controlling the affairs of the organisation.  administration is therefore, a comprehensive effort intended to achieve some specific goals and it deals with policies and practices. it stands for planning, directing, controlling, executing and evaluating the policy. 

what is administration?
the administration is a systematic process of setting up objectives and crucial policies of any organisation. these objectives and policies are set by top-level authorities.
administration tends to comprise of forecasting, planning, organisation, and decision making in the organisation. the success of the company is dependent on the performance of the administration department.
to start with you need a powerful and skilled administrative planner for its welfare. the crucial responsibility of the administration is to ensure the quality results of the company.
the main duties of administrative experts are to maintain, properly plan, and coordinate the programs. the team also provides innovative direction for the company to achieve its goals without landing in crisis.
administration is concerned with both human and material resources.
human resources: these include employees, administrators, employers, the community, politicians, board of directors and other institutions within and outside.

material resources: these include; funds, buildings, grounds, equipment/ machinery, and other institution supplies.
in addition to the human and material resources, administration is also concerned with rules and regulations, laws, methods, community requirements, ideas, and so on.  the coordination of all these elements into a unified effort is the main role and function of the organisation

goals of the administration
according to sidhu (1996) the following are the goals or objectives of administration:
define functions of the organisation
coordinate effectively the organisational activities and programmes.
eliminate wastage and maximise utilisation of resources in order to provide high quality services and products.
simplify complexities of tasks to ensure the best results in the production line or process.
create conditions for experimentation and encourage research and follow-up activities for the improvement of your services or products.

principles of administration
according to sidhu, in every administration, the responsibilities have to be carried out in accordance with certain principles.  these principles are given below.
promoting optimum contributions by everyone through cooperation and coordination.
maintaining consistency with the philosophy of the organisation.
promoting democratic practices and approaches at the workplace.
recognising and respecting individualities by taking into account their needs, interests, ideas, contributions and capabilities.
paying equal attention and attaching due importance to the different programmes and activities in the organisation.
adopting optimistic outlook by being objective, positive and forward looking.
promoting and encouraging ongoing professional development for the staff.
creating and maintaining a cordial and purposeful relationship with the community/clients.

section 4

elements of organisation

introduction
here we consider organisation as a process of seeing activities done, a process of organising activities so that they are done effectively and timely.  organisation is generally concerned with a wide variety of tasks.  

learning outcomes
at the end of this unit you should be able to:
describe the different elements of organisation
explain how each of the elements contributes to the functioning of the system
state reasons why it is essential for the manager an institution to be familiar with the various elements of organisation.

the elements involved in the organisation of this wide variety of tasks are given under the short subheadings below.

1. policy making and planning
many decisions have to be taken at every level in education.  policy matters are decided at the highest level.  many decisions have to be taken at institutional level and still many decisions have to be taken at classroom level. the policies framed require efficient plans for their successful implementation.  through proper planning we can avoid offhand and hasty decisions, gaps, over-lapping and any wasteful adventures.

2. financial provisions
it is important that your institution should have financial security. there should be good budgeting with clearly prioritised expenditure framework. the budget must ensure proportionate allocations for your various requirements. it is important for you to march priorities with the flow of funds. your ventures to generate funds for developmental purposes and running some activities not covered in the government funding are very useful in the life of the school and need the support of all the staff in your institution and, possibly, of the community around your school.

3. material provision
one of your administrative tasks is to always ensure an effective and efficient organisational plant, well equipped in all departments and ensuring all role materials are available.
4. provision of personnel
this is concerned with the recruitment of specialised and other support employees. it is essential that staff returns be regularly maintained to avoid shortages and needs.  there is a need also to judiciously distribute workloads among staff and promote favourable work conditions and environment within your means under the prevailing conditions.

5. provision for experimentation
as an administrator, you are expected to help your organisation and personnel to discover new ideas, methods, techniques and practices to keep up with market forces.  while you ensure that you conserve suitable practices of the past, new approaches and techniques are to be evolved through experimentation and action researches because you will always need new products that are demand driven.

6. evaluation of products
your administration is expected to take stock of the situation and do self-appraisal from time to time.  this will help you come up with achievements and failures in order to make improvements.  you will notice that some practices will work well and other will fail.  discard the bad ones and replace them with workable ones, improve on those you need but seem not to work well.  ensure all sections of your institution are pulling together in the manner that will lead to organisational improvement.

7. controls, direction and coordination
controlling, directing and coordinating are some of the fundamental elements of any administration. the administrative authorities at various levels have to exercise control over different aspects of the organisation through the media of rules and regulations, norms and traditions, financial provisions and personnel.  you will provide this direction in the form of orders, commands, policies, programmes, suggestions, advice, guidance and proposals.  ultimately your administration machinery will focus on creating and ensuring coordination between all the wings of the organisational set up.


unit 3

the concept of management

introduction

in this section you will be introduced to the theoretical perspectives of management and examine a number of key management concepts.  in introducing these concepts, an attempt will be made to relate to practical applications in order to enable you to apply your newly acquired knowledge and skills in the management of your institutions.

objectives
define and explain the word management;
identify management functions;
mention the types of management;
differentiate between administration and management;
explain the need for management.


what is management?

management has many definitions, just as there are many managers.  management can be defined as a social process, which is designed to maintain the involvement and participation of individuals concerned in the implementation of institutional objectives.  this social process operates within the framework composed of groups of people entrusted with the responsibility of leading, planning, directing and controlling the activities of those involved in the actual action leading to the achievement of institutional objectives.  

blandford (2004:1) defines management as the achievement of organisational objectives through other employees.  as a manager you are responsible for the work of others.

management is a process of planning, decision making, organizing, leading, motivation and controlling the human resources, financial, physical, and information resources of an organisation to reach its goals efficiently and effectively.

threefold concept of management
to understand the definition of management and its nature, a threefold concept of management for emplacing a broader scope for the viewpoint of management.
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we can say;
1	management is an economic factor
for an economist, management is one of the factors of production together with land, labour, and capital. as the industrialization of a nation increases, the need for management becomes greater. the managerial resources of a firm determine, in large measure, its productivity and profitability. executive development, therefore, is more important for those firms in a dynamic industry in which progress is rapid.

2	management is a system of authority
from an administrator’s point of view, management is a system of authority. historically, management first developed an authoritarian philosophy.

later on, it turned paternalistic. still, later, constitutional management emerged, characterized by a concern for consistent policies and procedures for dealing with the working group. finally, the trend of management turned towards a democratic and participatory approach. modern management is nothing but a synthesis of these four approaches to authority.

3	management is a class and status system
as viewed by a sociologist, management is a class-and-status system. the increase in the complexity of relationships in modern society demands that managers become elite of brain and education. entry into this class of executives is being more and more dependent on excellence in education and knowledge rather than family or political connections. some scholars view this development as a “managerial revolution”. but you might have a different point of view about management but the purpose of it remains static; reach the goal effectively and efficiently. it is a set of activates directed at an organisation’s resources to achieve organisational goals efficiently and effectively. the basic managerial functions or activities are planning, organizing, leading, and controlling.

these activities are undertaken by the managers to combine all resources (human, financial, physical, information) efficiently and effectively to work toward achieving the goals of the organisation.
so, we can say that the nature of management is such that;
management is a systematic process of planning, organizing, staffing, leading and controlling. as managers, people carry out the managerial functions of planning, organizing, staffing, leading, and controlling.
the concepts and activities of management apply to all levels of management, as well as to all types of organisations and activities managed.
the aim of all managers is universal: to create a surplus.
management identifies a special group of people whose job is to direct the effort and activities of other people towards common objectives.
management is concerned with productivity, thereby implying efficiency and effectiveness. factors of production of an organisation such as labour, capital, land, equipment, etc. are used efficiently and effectively prepared through management for achieving organisational goals.
management has to pay attention to fulfilling the objectives of the interested parties.
management is the art and science of getting work done by other peoples.
“maximum results with the minimum of efforts” is the motto of management of any organisation.

management as a concept has broadened in scope with the introduction of new perspectives by different fields of study, such as economics, sociology, psychology and the like.

features of management
management is the process of setting and reaching goals effectively and efficiently. management process has some qualities or features;
management is associated with group efforts
management is purposeful
management is accomplished through the efforts of others
management is goal-oriented
management is indispensable
management is intangible
management can ensure better life

management is associated with group efforts
it is usual to associate management with a group. although people as individuals manage many personal affairs, the group emphasis on management is universal.

every enterprise entails the existence of a group to achieve goals. it is now established that goals are achieved more readily by a group than by any one person alone.



management is purposeful
wherever there is management, there is a purpose. management deals with the achievement of something definite expressed as a goal or objective.
management success is commonly measured by the extent to which objectives are achieved. management exists because it is an effective means of getting the necessary work accomplished.

management is accomplished through the efforts of others
management is sometimes defined as “getting things done through others’ efforts.”
besides the manager of a firm, there may be accountants, engineers, system analysts, salesmen and a host of other employees working but it is the manager’s job to integrate all their activities. thus, it can well be said that participation in management necessitates relinquishing the normal tendency to perform all things oneself and getting tasks accomplished through group efforts.

management is goal-oriented
managers focus their attention and efforts on bringing about successful action. successful managers have an urge for accomplishment. they know when and where to start, what to do with keeping things moving, and how to follow a goal-oriented approach.

management is indispensable
management can neither be replaced nor substituted by anything else. even the computer which is the wonderful invention of the twentieth century can only aid but not replace management. we know that the computer is an extremely powerful tool for management. it can widen a manager’s vision and sharpen his insight by supplying more and faster information for making key decisions. 

the computer has enabled the manager to conduct analysis far beyond the normal analytical capacities of man. but what happens, in reality, is that the computer can neither work by itself nor can it pass any judgment. the manager plays his/her role by providing judgment and imagination as well as interpreting and evaluating what the information/data mean in each case.

management is intangible
management is often called the unseen force; its presence is evidenced by the results of its efforts – motivation among employees, discipline in the group, high productivity, adequate surplus, etc. conversely, the identity of management may also be felt by its absence or by the presence of its direct opposite mismanagement. the consequence of mismanagement is anybody’s guess.

management can ensure better life
a manager can do much to improve the work environment, stimulate people to perform better, achieve progress, bring hope and accomplish better things in life. the study of management has evolved into more than just the use of means to achieve ends; today it includes moral and ethical questions concerning the selection of the right ends towards which managers should strive.

management is the science and art of getting people together to accomplish desired goals and objectives by coordinating and integrating all available resources efficiently and effectively.

management functions
have you ever thought about what management functions are? you would do well with the knowledge by taking into account the following:

according to cole (2006), management is not an activity that exists in its own right.  it is rather a description of a variety of activities carried out by those members of organisations whose role is that of a manager, that is, someone who normally has formal responsibility for the work of at least one other person in the organisation.  the activities carried out by a manager can be identified as planning, organising, directing, supervising and evaluating.

directing
as manager you need to direct the implementation of the plan. you should provide leadership by delegating duties and responsibilities to staff, and by motivating them.  the directing process involves co-ordinating and controlling the supply and use of the available resources.

supervising
in your capacity as a manager, you need to supervise the work, ensuring that activities are carried out in line with agreed standards, and taking steps to correct problems.

evaluation
the final stage of the management cycle is to assess the results and compare them with the set targets and objectives.  this is the time when the performance of the staff including you should be assessed.  the feedback is needed in the adjustment of future plans.

types of management
in your other readings and from your experience, you could have noticed that there are many types of management. for our sake, let us consider ‘management’ as varying according to the nature and purpose they are designed to serve.  we have public management, military management, educational management and business management.

management styles

there are several types of management that are common, including democratic, autocratic, paternalistic, and laissez-faire. democratic management style is used when employees are able to give feedback or input on business decisions. autocratic management lets the business owner be the person in charge of making all decisions and leading the company through the business environment. when the best work environment possible is created for each employee, it's known as paternalistic management. laissez-faire has the most employee autonomy and lets decisions be made with little to no business owner oversight.

traditional management is a hierarchy of employees, with low, mid, and senior-level management. the manager creates expectations for the goals employees need to make and accomplish.

what is business management?
business management is the coordination and organisation of business activities. business managers oversee operations and help employees reach their top productivity levels. a business manager may also supervise or train new employees, help a business reach its operational and financial objectives.

administration and management

main difference between management and administration
management implements policies and objectives whereas administration help in policy formulation.
management is done by both middle and lower-level authority while administration by top-level authority
administration forms the organisation while management maintain the functions of the organisation
management makes executive decisions while administration make crucial decisions of the organisation
management comprises of technical and human relationship skills while administration consists of administrative qualities
the main function of management is governing and executive while the administration is legislative and determinative
administrative entails policy formulation while management policy implementation.
management work under administration while the administration has full control over activities of the organisation
management represents employees while administration represent owners of the organisation
administrators are mainly found in government, military, religious and educational organisations while managers in business organisations

in summary;
the core difference between management and administration is that management deals with policy implementation while the administration deals with policy formulation.

both administration and management are crucial in developing any business organisation. keep in mind that the management department is guided by the administration department.

besides that, the administration department is nothing without the assistance of the management department. it is a clear indicator that the success of the company is dependent on management and administration.


comparison table (management vs administration)
	basic terms
	management
	administration

	meaning
	it is the skill of organizing people, resources and getting work done
	it is the process of setting up objectives and crucial policies

	authority
	both middle and lower level
	strictly upper level

	core function
	policy implementation
	policy formulation

	role
	executive
	decisive

	area of operation
	work under administration
	fully control over activities

	key person
	manager
	administrator

	function
	governing and executive
	legislative and determinative

	main focus
	managing work
	making policies and assembling resources

	application
	profit-making organisations
	government offices, business enterprises, military, religious, hospitals, clubs, and educational organisations.

	decides on
	who will do the work? and how will it be done?
	what should be done? and when should it be done?














unit 4
theories of management

introduction

you will realise that managing organisations is not easy. for efficient management, you need to have a good background on management. theories are mostly the basis for good managerial skills. many different theories have been advanced to explain why some organisations function more effectively than others and how an organisation’s effectiveness can be improved.  by studying them, we can understand better how organisations work and the rationale behind modern management philosophy.

learning outcomes
after studying this unit, you should be able to: 
analyse views held by managers as regards theories;
apply the organisation theories in management.
explain what ‘bureaucracy’ means and the types of bureaucracy;
identify types of authority from weber’s point of view;
analyse the tenets of the human relations theory and maslow’s hierarchy of needs;
discuss mc gregor’s theory of human relations.

what is a theory?
have you ever given yourself some thought about what the word ‘theory’ means?  a theory can be explained in two ways as indicated below:
 a set of ideas that is intended to explain why something happens or exists.
 a statement (generalisation), which explains some phenomena in a systematic way.

however, theories in themselves provide a guiding framework for understanding, predicting and controlling behaviour in organisations.

the classical theory
many scholars, practical managers and social scientists have contributed to the understanding of management theories. the reflection of the practical managers has been centred on reflecting and theorising about their own experiences in management with the idea of producing a set of principles of management applicable in a variety of situations. in reality, the theorists have emphasised the structure of organisations instead of other aspects e.g. human beings. the label that has been given to such theorists is “classical” or “scientific managers”. the theoretical approach to management has been described as prescriptive, which simply means suggesting what is good for organisations.

within classical approach to management; scientific management and administrative management will be studied. 

taylor (1856-1915) was one of the early theorists.  in his desire to realise greater efficiency at his workplace, he noted problems and sought solutions based directly on his own experience at work both as a worker and a manager. it was during this period that taylor’s ideas of scientific management emerged.



reasons for the emergency of taylor’s scientific management.
in the last 20 years of the 19th century, hardships were the realities of reflection in factories due to the following: 
factories experienced problems of efficiency work methods.  
as industrial revolution was taking place in the western world, there was a correspondingly rise in new factories, new plant and machinery and plentiful labour which never matched with well-organised efficient and profitable operations of the aforementioned elements. 

taylor at this stage generated ideas, which adopted efficient working methods that embodied systematic analysis of work and removing attitudes that induced workers to put in less effort to their daily work.

he termed the tendency as soldiering which was further grouped into two:
as natural soldiering i.e. man’s natural tendency to take things easy
systematic soldiering which is the deliberate and organised restriction of work-rate by employees.

according to taylor, the following were reasons behind workers putting in less effort in their daily work (soldiering): -
fear of unemployment
fluctuation in the earnings from piece-rate systems
rule of the thumb permitted by management.

in his research, therefore, taylor mentioned that for the issues above to be solved, the answer lay in practising scientific management. to this, taylor realised that his proposals of scientific management would appear to be just a new method. 

in line with this development, he realised the need to take up a drastic measure to change things and as such he proposed a complete mental revolution on the part of both management and workers.

going by the above discussion, taylor recommended that in its application to management, the scientific approach required the following steps to be carried out:
developing scientific job analysis – this would replace intuitions or rule of the thumb methods of doing work in organisations with a scientific approach based on observation and analysis.

scientific selection and training of workers- scientifically selecting the best person for the job, train the workers thoroughly in performing the tasks and procedures well.

management operation – cooperation be with mutual faith and trust between management and workers for measuring work being realised based on established standards, procedures and principles.

equal division of labour between management and workers – remove unhealthy trends by managers who enjoyed a monopoly of doing little work (assumed minimum responsibilities) at the expense of workers being given more than one’s ability in terms of responsibility.

criticisms of taylor’s scientific management approaches
you may have realised as you went through this piece of writing that the targeted beneficiaries of taylor’s work raised criticism against his scientific management. this should be understood from the human point of view of the normal reaction to any new ideas and as such let us view the criticisms as a challenge for the best way forward. 

the following are the criticisms against taylor’s scientific management: 
he concerned himself with the mechanical aspects at the expense of human aspects of production which earned him by his approach to scientific management to be impersonal resulting in it being viewed as underemphasising the human factor 
managers who had fought their way to high managerial positions without attaining higher education were extremely sensitive to taylor’s view that unless assisted by highly trained experts, they were unqualified to manage.

you will now realise that although principles of scientific management were enthusiastically adopted in industry and education, they were not a full-fledged theory of organisation and administration. it was during this time that max weber a german socialist proposed a pure form or idealisation of an organisation, which he termed bureaucracy.

the bureaucratic theory
having discussed the classical theory, let us now look at the other theory, which is very prevalent in most organisations and the government institutions. we shall start by defining the bureaucratic theory, and then look at the types, ending with the criticisms of the theory.

definitions 
the term has several meanings as indicated below: 
a bureaucratic organisation is one in which there is a rigid system of rules, a detailed stratification of organisational positions and impersonal approach to employees and customers (rashid & archer 1982).  according to rashid & archer, the organisation put emphasis on offices rather than people who hold these offices or appointments. the word bureaucracy is derived from the word bureau or desk at which minor officials would be seated and which would normally contain written rules, regulations and other documents. 

cole g.a. (2006) defines bureaucracy as ‘red tape’ used disapprovingly as an excess of paper work, rules leading to gross inefficiency and full of officialdom.

on the other hand, he says it is an organisational form characterised by hierarchy of authority and a system of rules. 

these definitions clearly show that bureaucracy may have different interpretations.

bureaucracy highlights the need for every organisation to have a formal structure and systems of formal controls. why?  it is inevitable to thwart degeneration into chaos. caution is given that the structure and controls should not be seen as an end to themselves; only as a means to an end. each member of an organisation needs to have a well-defined role, responsibility, authority and a proper place in that organisation.  the theory brings out that functions of each individual must be planned, directed, co-ordinated and controlled. 

further, the theory explains that though every organisation needs a structure, there may be significant variations in the degree of “formalisation” and therefore controls are required.  here the emphasis on application of the rules, procedures and hierarchies may not be the same in all organisations. the theory puts it explicitly that those organisations that choose to be extremely formalistic, characterised by comprehensive rules and rigid hierarchies, are the ones called bureaucratic.

power and authority
in the analysis of the organisation, weber identified three basic types of legitimate authority and also distinguished authority from power as:
power is a unilateral thing- it enables one individual to force the other to behave in a certain way due to either force or an incentive (reward).
authority- acceptance of rule by those over that it is exercised. this, weber said implies that power may only be exercised within limits agreeable to subordinates. this is what weber refers to as legitimate authority.

let us now consider the three types of legitimate authority as described by weber:
traditional authority- this is one where acceptance of those in authority arises from tradition and custom.
charismatic authority- here acceptance arises from loyalty to, and confidence in, the personal qualities of the ruler.
rational legal authority- acceptance arises out of office, or position, of the person in authority as bound by rules and procedures of the organisation.

characteristics of a bureaucratic organisation.

according to max weber, organisational bureaucracy is the ideal form of organisation because of the following characteristics:
specialisation within the working group. this should bring about expertise.
hierarchy of authority, based on detailed and precise stratification.  this should promote discipline and co-ordination.
a system of procedures and rules. this should promote simplicity and predictability within the organisation.
depersonalisations of relationships (impersonality). this should encourage continuity and rationality in decision-making.
emphasis on appointment or office (recruitment and organisation).  this should eliminate personality clashes and promote continuity and rationality.
use of a measurable reward system (remuneration). this provides the organisation with promotion ladders. this leads to an efficiently run organisation and give a rational basis for proper administration.
the separations of officials from the ownership of the organisation (non-appropriation of office) - offices are not personal to-holder as the case is with private property. at retirement one must leave the office for others. the office should be left as it was or better.
rules, decisions and actions are formulated and recorded (written documents) - all oral discussions to be documented for easy reference.
work on contract - positions of work is filled on a contractual basis.



why is there resentment to the term bureaucracy from the theorist point of view?

there is resentment in the use of bureaucracy because:
the answer seems to be such that organisations are generally inefficient.
the unfortunate thing about most human beings is not as rule-oriented and rational as weber had envisaged.
what is seen is that people learn to live by rules over a period of time. 

 rules are no longer regarded as the means to certain end, but become the ends themselves.  organisations in the extreme of bureaucracy become the embodiments of rules, regulations and self-perpetuating hierarchies and people in these organisations become like machine-like-creatures.  as mentioned earlier, people learn the art of hiding behind rules.  survival and security become very important, objectives are forgotten, rules and regulations are followed for the very sake of following them and no room is left for the use of individual discretion and creativity.

criticisms of the theory of bureaucracy

among the criticisms made about bureaucracy are:
it is viewed to be a ‘red tape’ organisation with a set of rules full of unnecessary details that delay work;
bureaucratic organisations have been criticised for being coldly rational (behaviour or idea-based);
it is well deemed to be highly formalised and dehumanising.

the human relations theory
you have learnt that the critics of the bureaucratic theory say that it is highly formal and dehumanising. this led to other scholars to come up with other theories that were not deemed dehumanising, thus the birth of the human relations theory.

this theory is based on the principle that the impact of both environmental and internal changes in organisation, directed more of their attention to the influence of individual participants in working organisations. it expresses that organisational behaviour is largely shaped by the attitudes with which an organisation’s people regard and treat each other. the human relations view emphasises the potential influence of group behaviour norm, individual job satisfaction, morale, personal identification with the organisation and its goals, and changing perceptions of roles and status.

the human relations approach introduced experimental research as a useful tool in developing and testing organisational theory. it notes the possibility that formal organisations may not satisfy personal wants or needs of individuals and those reactions of people frustrated by formal relationships may influence organisational performance. individuals may rebel against organisational constraints and develop informal organisations or formal unions to overcome them. by now you should have realised the importance of satisfying the personal needs if an organisation is to perform well. a number of people worked on theories related to human needs.

among the people that came up with the human relations theory is maslow who looked at the hierarchy of needs. according to maslow, human beings possess five categories of needs, arranged in a specific hierarchical order, so that once one need has been satisfied it no longer acted as a motivator, and a higher-level need emerged which required satisfaction. he also made the controversial assumption of ‘pre-potency’. according to this the higher-level needs would not manifest themselves until the lower-level needs had first been satisfied. 

marlow’s hierarchy of needs is shown below.

self-actualisation
(self-actualisation/ self-fulfilment)

esteem needs
(self-respect; feeling of confidence; being appreciated and desire for prestige and recognition)

love needs
(love; affection; friendship; feeling of belonging to a group)

safety needs
(freedom from danger, desire for stability and security)

physiological needs
(homeostatic needs: food, drink sleep)

maslow’s hierarchy of needs

maslow’s hierarchy of needs had its own problems, some of which are listed below:

there is no evidence to suggest that a hierarchy of needs actually exists.
a rank order exists, and that pre-potency is a necessary condition, is somewhat doubtful other than in a very simple sense.
there is evidence to suggest that overlapping occurs. there are cases where higher level needs are given priority over lower-level needs.

you will agree with us that the hierarchy of needs does not really satisfy human needs, as it is restricted to the different priorities in the individuals.

apart from these hierarchical needs, there are also psychological needs, which affect human relationships. some of them are listed below:
(a)	feeling of security
(b)	affection
(c)	response
(d)	belongingness
(e)	sensory gratification
(d)	feeling of adequacy and independence
(e)	achievement recognition.

implications of this theory in management 
now that we have looked at the human relations theory, there is a need for us to have a look at what this means to us. this theory means that you as a manager must consider the following in decision-making.
there are individual differences in need strength such as levels of education, location and social economic status. as a manager, there is a need to take these differences into consideration when making decisions.
if you employ people with higher-level education, you have to offer them better incentives if you are to retain and get something out of them.
education being tied to occupation is a final structural approach in this theory.
people’s needs and past experience influence how you evaluate the whole reward structure. past experience also helps you to appraise a specific situation.
people’s needs help to redefine certain messages. there is a need to pay attention to peoples’ needs if you are to make well-informed decisions.

according to maslow, effective management depend on a way of seeing human beings in an organisation which allows you as a manager to see that there are certain things that everybody requires, and some which only a few might require. so, you have to be selective in creating opportunities for certain people by working with such people.

now that we have come to the end of the discussion on human relations theory, you will realise that you have covered the following:

human relations theory is based on the principle that human needs may influence organisational performance.
maslow categorised the human needs into five groups that are arranged in a hierarchy.
the lower order needs must be satisfied first before higher order needs can be satisfied.
the human relations theory in management implies that one has to consider people’s needs when making decisions.
people’s needs and past experiences influence how you evaluate the whole reward system in your organisation.

douglas mc gregor’s theory of human relations

we have considered maslow’s theory of human relations; douglas mc gregor also came up with his own theories. he mentions two theories in relation to the concept of management. these theories are qualitatively different and they lead to distinct leadership behaviours and human resource policies and practices. the two theories are theory x and theory y.

theory x
the theory states that the average person is lazy and does as little work as possible, prefers to be led, and lacks ambition, puts personal needs before organisational needs, dislikes change and is gullible and easily manipulated (craig, 1998).

this theory emphasises that individuals need strong control and force and they should even be threatened with disciplinary measures and punishment in an effort to realise the goals of the organisation. the average person likes to receive unmotivated orders from his leader and would prefer to avoid responsibility as far as possible. 

the theory’s concept therefore is that employees dislike work and tend to avoid it. they should always be coerced, controlled and threatened. they will shirk (avoid) responsibility and seek formal direction. while this type tries to seek security, they also display very little ambition. most people have little capacity for creativity in solving organisational problems.

people who subscribe to this theory are likely to believe in an autocratic view of leadership. this means that all-important decisions are made by the manager who persuades the employees either by reward or threat of punishment. this means that there is supervision over staff and all thinking is done by the manager and ensures that work procedures are correctly and rigidly followed. all work problems are solved by detailed instructions. theory x emphasises strongly control and direction (more and wegner 1990:89). procedures in this case are devised for supervising staff closely and providing rewards and punishments. theory x is pessimistic, static and rigid. control is primarily external and is imposed by the superior on his/her subordinate.

theory y
theory y is just the opposite of theory x. this states that people are not by nature passive or resistant to organisational needs but only become so in response to the way they are treated by the organisation. people have the capacity for hard work on behalf of the organisation, for ambition, personal and professional development and it is management’s job to create the circumstances where these potentialities can be realised. individuals can gain personal satisfaction through the fulfilling of the institutional goals.

in this theory, most individuals have a built-in awareness of duty and will exert intrinsic control over them. they also demonstrate loyalty with regard to working towards the realisation of goals in which they are intensely involved and with which they feel closely connected. people are not naturally antagonistic towards work; the average individual has as strong a desire to work, as he/she has to relax.

in this theory, willingness to attain certain goals is closely linked with the expected reward. this reward should not necessarily be of material nature, but may be the fulfilment of the higher hierarchical needs of acceptable, prestige and self-actualisation. creativity, originality and innovative thought are latent in many people and not only in the lucky few. the average person will learn quickly, particularly when the correct motivational factors are strong enough. many organisations utilise only a limited part of the average person’s intellectual capabilities, expertise and creative potential. 

theory y is therefore optimistic, dynamic and flexible; with emphasis on self-direction and integration of individual needs with organisational demands. school managers that support this view consider and treat their staff with respect. they create pleasant work climate and assure their staff regularly of their importance to the organisation. they inform their staff about future plans that will affect them and they involve staff members in decision-making. they delegate effectively to their staff in the interests of higher productivity, greater creativity and greater job satisfaction that lead to higher morale. subscribers to theory y are more likely to see their leadership role in terms of satisfying the individual, professional needs of the staff thus motivating the staff to serve the needs of the school or organisation.

we have so far discussed the two theories x and y in relation to the management of our institutions. these theories are very much vivid in our institutions and whichever one may want to follow should be done so with the caution and relevance that it may deserve. the behaviour of individuals is motivated by their personal needs (in most cases) than by the pressure that can be exerted on them by management. as indicated earlier the two theories are quite distant. theory x is more pessimistic, static and rigid while theory y is optimistic, dynamic and flexible.







principles of management
introduction

you are now going to read the most important of fayol’s ideas on administrative management.  administrative management emphasizes principles of management from a functional viewpoint.  the most significant contribution of administrative management was the definition of the general duties (functions) of managers within a framework of clearly articulated guidelines (principles).

henri fayol (1841-1925) a french engineer and managing director of one of france’s largest coal mining businesses, was the first to propose a comprehensive list of fourteen principles of administrative management.

principles of management	
a principle is a generally accepted truth, which is based on experience and the available information.  according to henri fayol, fourteen principles of management were compiled and explained as:
1.	division of work: 	reduces span of attention or effort for any one person or group. develops mastery of the work.
2.	authority:	the right to give orders should not be considered without 
          reference to responsibility.
3.	discipline:	respect in accordance with formal and informal agreements between firm and its employees.
unit of command: orders of one worker should come from one superior.
5.	unit of direction:one head and one place for a group of activities with same objective.
6.	subordination of individual interest to the general interest: the interest of one individual or one group should not prevail over the general interest of the organisation.
7.	remuneration:  pay should be fair to both the worker and firm.
8	centralisation:  there should be centralisation in decision-making so that workers get the same command and have uniform direction for proper coordination.
9.     	scalar chain:  line of command from higher authority to the lowest is 
        	clearly defined in terms of chain of supervisors.
10.   	span of control:  the number of subordinates reporting directly to 
        	superior should be such that a balance is maintained with regard to 
their activities, knowledge and attention required of the superior.
11.	equity: a combination of kindliness and justice towards the workers.
12.	stability of tenure of personnel: to ensure continuity and improved productivity. managerial policies should encourage long-term commitment of workers to the firm.
13.	initiative: within the limits of authority and discipline, all levels of staff should be encouraged to show initiative.
14.	esprit de corps:  managers to foster teamwork, team spirit and sense 
         of togetherness among workers.

these principles derive from industrial management in a western context.  are they relevant in managing education in your country today?  consider the current practices.  is there any evidence for the application of some of the above principles of management?  there are two principles that are practised:

to be a good manager, one has to look at what principles are involved in management. we have looked at the principles of management among which are discipline, authority, division of labour, span of control and initiative.  you are supposed to put into practice some of these principles if you are to be a good manager. however, you should bear in mind that application of these principles depends on a number of factors such as conditions in the institution in relation to other institutions.

unit 5 	delegation of duties and responsibilites

introduction

as a manager, you are expected to manage the institution through your own work, and the work of all employees.  in the case of the school, the manager can manage the school through the work of teachers, supporting staff and pupils too.  as a manager you cannot achieve your goals and objectives if you do all the tasks alone.  for example, you cannot be in charge of all the departments and sections of your institutions.  you are expected to use the talents of the staff who work under you.  you should not think that they would take over from you, but rather trust them and have confidence in them.  in fact when you make use of even the most unco-operative members of your staff, this may result in their trusting you and feeling more motivated and loved.  by doing what is described above you will actually be delegating duties and responsibilities to your subordinates.

in this unit, we shall discuss the process of delegation, by considering its importance and the barriers to effective delegation.

learning outcomes
after going through this unit, you should be able to:
define and appreciate the importance of delegation;
outline the key principles and procedures involved in delegation;
delegate duties and responsibilities to your staff according to their talents, abilities and capabilities;
build a team among your staff through sharing the institution’s workload by more effective delegation;
improve your own material performance by concentrating on more management tasks.

what is delegation?
the positions, authority, and jobs of all the staff must be defined and made known to all.  additionally, the flow of authority must be clear to all.  this means that the manager must respect the principle of running the institution with a team; he or she is there to lead the team.  if members of staff are to play their roles with confidence and satisfaction, they must be given a slice of the cake of authority and responsibilities in the duties allocated to them.  they will perform these bits of work on your behalf.  this is delegation of duties and responsibilities (longwe, 1997:7).

cole (1999:154) says delegation is the process by which an individual manager or supervisor transfers part of his or her legitimate authority to a subordinate but without passing on the ultimate responsibility which has been entrusted to him or her by his or her own superior.  the fulfilment of every task in an organisation requires a certain amount of authority.  chatterjee (2004:304) defines delegation as a systematic allocation of duties and responsibilities.  it is the authorisation to undertake activities that would otherwise be carried out by someone in a more senior position.

delegation is not:
1.	abdication – it is not simply a matter of giving people duties and responsibilities to do and telling them to get them done.
2.	simply an abandonment of the manager’s responsibility.
3.	that the manager loses control.
4.	that the manager avoids making decisions.

the importance of delegation
the important point in delegation is that the manager can concentrate on decisions and issues of more importance and allow subordinates to make those decisions which are best made at the point of direct contact.  in order to empower your staff, as supervisors you need to delegate responsibility.  but managers have often resisted the delegation of responsibility because it implies a loss of power.  in the traditional organisation power was defined in a comparative sense: 

in many organisations today new management principles so that
managerial power	=	manager’s power	+	employee power
suggest a new formula for managerial power:

the manager’s power is defined by what the collective group can accomplish, allen & allen (1996).  delegation is an act of trust and an expression of confidence of the leader in the subordinate.  it is one of the most important methods of creating and maintaining democracy in schools. it helps in creating leadership in subordinates.

factors to consider for effective delegation of tasks.
delegating authority with responsibility – remember as a manager, you remain accountable for the responsibilities delegated
delegated responsibilities must be clear, specific and effectively communicated
delegating authority with enough responsibility.

determination of the right degree of delegation is part of the art of management.  effective delegation means delegating the right amount of authority and the right kind of duties.  there will always be some tasks, which should not be delegated at all.  

principles and procedures of delegation
1.	select the person to delegate to, on the basis of a sound knowledge of all employees in terms of their varying levels of competence, commitment and capability.
2.	the nature and scope of the work to be delegated must be clearly defined and be for the benefit of the organisation as a whole.
3.	delegated tasks must be clearly described.
4.	the person to whom a task is assigned must be capable of carrying out the task or duty to the best of his/her ability and willing to take responsibility.
5.	mutual co-operation, understanding and faith between the manager and staff members are of the utmost importance to enable delegation to be successful.
6.	some form of regular reporting to provide a means of progress control is required.
7.	reward successful achievement of delegated tasks.

barriers to effective delegation
insecurity:  where the leader is not to take chances/risk or fears that the subordinate may let him down. some subordinates are reluctant to accept responsibility due to insecurity.
loss of power:  if the subordinate does the task very well, and even better than the leader would have done it.
failure to plan ahead:  this makes it difficult to decide which task to delegate and to whom and when.

are you a good delegator?
a good delegator is one who stimulates and motivates subordinates to undertake duties and responsibilities delegated to them by:
clearly indicating the standard of performance expected, time limit and any other conditions involved;
giving the delegated a chance to perform the given task without undue interference;
appreciating the efforts, the delegated has made, and assisting whenever assistance is needed;
learning to accept that some delegated duties may not be done as perfectly as they would by oneself;
making use of the mistakes made to develop rather than to ridicule and threaten the delegated. however, the delegator should make sure that the mistakes made will not endanger the institution.

it is important that you consider how you might improve your own performance of this crucial management function, to enable you to build a team amongst workers/employees through the sharing of the workload of the school. create a team: together everybody achieves more.

importance of organisational planning
having discussed the various meanings of planning, let us now look at some of the reasons why it is important in the management of your organisation. as you read through the list below, try to think of other merits, which you could add to the list.

can you think of some of the benefits of planning? you may have come across situations where as a manager you just woke up in the morning, prepared for work, walked in the office and waited for the day to take care of itself; and at the end of the day, you had a successful day. 

think of what made it a success. you may agree that it is almost impossible to justify your answer since the day was not planned for.
 
lack of proper planning can lead to poor decisions and failure to achieve your organisational goals (kochhar 2003). good planning on the other hand has a lot of benefits. 
some of the benefits of good planning are: 
it makes it possible for your organisation to address its problems in a systematic way as opposed to the trial-and-error approach
it helps you as a manager to identify priority areas of development or improvement and strategies of how to address them
it helps you to prepare for the future in advance and in good time
it enables you to achieve your goals in the most economical, efficient and organised way
it gives you a direction or purpose towards which your goals can be realized or achieved
it provides a mechanism through which the performance of your organisation may be reviewed or evaluated
it enables you to anticipate, influence and control the nature and direction of the development of your organisation in an organised manner
it guides you in the proper utilisation of the resources of your organisation to improve operations, productivity, and practices.

forms of planning
note carefully the differences between forms of planning and types of planning as discussed in this unit. in forms of planning, we look at the following. 

strategic planning
 strategic planning is concerned with the long-term relationship between the goals of your organisation and the environment or “market” in which it operates.  in order to define its relationship with the environment, your institution is expected to establish its mission (a statement of its overall purpose in the context of its environment), together with a set of objectives relating to individual activities, against which progress can be measured.  the mission and more specific objectives of your institution are likely to change from time to time as the environment changes.  equally, your institution may try to change an aspect of its environment, and use the strategic planning process to this end.  the resulting plan, achieving an over-view of your institution’s future activities in relation to its environment, is termed as corporate strategic plan.


operational planning
operational planning takes place over a shorter time scale than strategic plan.  it is the means by which your organisation may address its strategic objectives and monitors its successes in doing so by annual programmes, capable of intermediate review and adjustment.  

notice here that operations plans are designed to meet your tactical objectives (strategic objectives translated into goals/targets at the activity level).  they are action, as opposed to mission oriented, and need to draw their detail from a comprehensive management information base.  this encompasses budgets, equipment allocations, pupil number targets, teaching loads and a whole range of relevant data. remember that during this stage, you need to be focused in such a way as to enable judgements to be made not only about whether specific targets have been achieved, but also about the extent to which there has been progress towards objectives.

corporate planning
this is a ‘rolling’ process.  the annual planning cycle involves a process of objective setting, option evaluation, monitoring and evaluation and adjustments of activities.  each of your annual plan takes account of the previous annual plans, and shifts of emphasis are likely to occur as the plan currently in operation is ‘rolled on’.

approaches to organisational planning
as a manager, you may have come across the term approaches several times. can you still remember situations where you came across the term?  one such situation is when you were doing a methodology course. you may have learned about ‘approaches to learning or teaching. now we extend the term to organisational planning. the specialists during the strategic planning use different approaches when carrying out institutional need assessment and resource allocation, among which the most prominent ones are:

social demand approach
this is used when public demand puts the policy makers under pressure. for instance, a situation where the state provides education as an obligation to the citizens even though the type of education is not very strategic to the economy. planners are responding to the needs of the people rather than the education to meet the economic changes

human resources requirement approach
here planners and policy makers take a more realistic perspective about national development. they consider preparation of human resources for strategic sectors which need more specialised personnel. this enables policy makers to tell that by a particular target year, such a certain number of people will be required to man such strategic industries or economic sectors. 
it also helps planners identify sectors with more crucial needs of certain skilled personnel and how education can meet the required human resources shortfalls. equally, planners need to be correctly advised on why investment must be made in a certain sector of education.

new trends in organisational planning
as a manager you may have received many orders or instructions on how to implement or run certain projects. the modern trend in institutional planning advocates making the planning a two-way process.  instead of organisational planning to come from the top, the new thinking is that it should start from the grass root.  this is because the successful implementation of any plan hinges to a large extent on what is known as the “human factor in planning”.  the new trend is that the success of a plan is affected to a large extent by whether the grass roots have been involved in its preparation. 
types of planning
there are different types of planning. two main types discussed in this unit are: centralised planning and decentralised planning. note the main differences between the two types of planning.

summary

in this unit, we have discussed the concept of planning, the different types of planning and the importance of planning in the management of an organisation. by now you must have realised that planning is an essential tool for successful management without which no organisation can successfully achieve its goals. it is therefore important that you as a manager ensure that all programmes/operations in your organisation are properly planned before implementation. this will help you to use your available resources properly.

now that you have read through the unit, it is hoped that you can see why a manager like yourself need planning regardless of whether you have the resources and means to do so or not.











organisational change management

change affects every aspect of life, taking a pro-active approach to change is the only way to take charge of the future, either as an individual or an organisation. you should approach change with an open mind and learn to develop its positive elements.

learning outcomes.
after completing this unit, you should be able to:
explain the meaning of organisational change management
discuss what is involved in organisational change management
analyse the causes of organisational change management
examine the different types of organisational change management
discuss the importance of managing change
justify why managers need to be skilful in managing change 




virtually every organisation will, at some point, undergo a transition or change in order to remain viable and scale. whether onboarding new employees, growing a department, or merging with another company, these changes can have a significant impact on the trajectory of your business.

this unit looks at some aspects of the process of change and examines how you can improve the management of change in your organisation. so, you can see that change in your organisation is inevitable.  it can never be prevented especially in our modern times, where various forces are at play.  hence managing change involves: 
understanding the forces of change and therefore being able to recognize the need for change.
understanding the factors that may work against change.
recognising the agents of change and how they bring about change.
developing a clear perception of one’s role in the change process.
clearly outlining the intended goals of the change.
developing a plan with clear strategies for effecting change.
continuously evaluating and redirecting the change processes towards the intended goals.


what causes organisational change?
many factors make organisational change necessary. some of the most common faced by managers include:
new leadership at the helm of the company or within its departments
shifts in the organisational team structure
the implementation of new technology
the adoption of new business models

[bookmark: _Hlk114680536]what is organisational change management?

organisational change refers to the actions in which an organisation or business alters a major component of its organisation, such as its culture, the underlying technologies or infrastructure it uses to operate, or its internal processes. organisational change management is the process of guiding organisational change to a successful resolution, and it typically includes three major phases: preparation, implementation, and follow-through.

types of organisational change
organisational change is a broad term. some change is sweeping: a substantial evolution in the direction of a company. other shifts are less dramatic, focusing instead on a small aspect of a firm.

it can be helpful to think of change as a spectrum. on one end, you will find adaptive change, which speaks to those modest iterations. on the other, there is transformational change, in which vast change is pursued.

adaptive changes are small, incremental changes organisations adopt to address needs that evolve over time. typically, these changes are minor modifications and adjustments that managers fine-tune and implement to execute upon business strategies. throughout the process, leadership may add, subtract, or refine processes. one example of an adaptive change is an organisation that upgrades their computer operating systems from windows 8 to windows 10.

transformational changes have a larger scale and scope than adaptive changes. they can often involve a simultaneous shift in mission and strategy, company or team structure, people and organisational performance, or business processes. because of their scale, these changes often take a substantial amount of time and energy to enact. though it's not always the case, transformational changes are often pursued in response to external forces, such as the emergence of a disruptive new competitor or issues impacting a company’s supply chain.

an example of a transformational change is the adoption of a customer relationship management software (crm), which all departments are expected to learn and employ.

many changes will fall somewhere between adaptive and transformational on the spectrum. for this reason, managers need to understand that the change process must be tailored to the unique challenges and demands of each situation.

why is organisational change management important?
organisational change is necessary for companies to succeed and grow. change management drives the successful adoption and usage of change within the business. it allows employees to understand and commit to the shift and work effectively during it.

without effective organisational change management, company transitions can be rocky and expensive in terms of both time and resources. they can also result in lower employee morale and competent skill development. ultimately, a lack of effective change management can lead the organisation to fail.

a manager’s role in organisational change
within an organisation, every employee has a different role in assisting with change. while many staff members may complete heavily detailed work, senior-level executives with longer tenure might have different goals. even within management, leaders and managers perform different tasks.

leaders, for example, have to be courageous by taking on risks. they need to look at the big picture and articulate high-level change to the company, explain why it’s occurring, and motivate people to support the transition. to be successful as a leader, you must be insightful and know who to put in charge of carrying out change processes.

managers are more concentrated on making business transitions successful. they focus on implementing change by determining the discrete steps that need to happen and their sequence. managers are also typically responsible for allocating resources, such as personnel, and determining how success is measured. ideally, leaders will also be managers, but it’s the primary responsibility of a manager to know how to design, direct, and shape change processes.

to achieve this, managers must have a wide array of skills, such as:
the ability to communicate clearly and effectively—this includes actively listening to their team and colleagues
a highly developed level of emotional intelligence 
strong organisational skills
an eye for detail
problem-solving and decision-making skills
delegating without micromanaging 

preparing for organisational change
to prepare for organisational change, it’s essential to first define the organisational change, understand why it’s critical, and garner support from your colleagues. then, create a roadmap that clearly articulates and measures success, and explains how the business—and its employees, customers, and constituencies—will be affected. ensure the process plan aligns with business goals and outlines the implementation and sustainability of the organisational change. note what challenges may arise and be flexible enough to adjust accordingly. be sure to celebrate small victories along the way.

change management doesn’t stop once you have successfully executed the transition. both throughout and following the process, you need to continuously assess outcomes, measure data, train employees on new methodologies and business practices, and readjust goals as necessary.

developing the skills, you need to manage organisational change

many managers experience organisational change throughout their careers. by learning how to pre-empt and address the challenges associated with change, you can ensure you are equipped with the skills and knowledge needed to manage it.

factors that militate against change
resistance to change is not always a conscious and deliberate effort.  it is characterized by lack of enthusiasm, which may be a consequence of many factors, some of which include:
fear of unknown  
lack of information
misinformation
threat to the core skills/competences
threat to status
threat to power base
no perceived benefits
poor relationships.
fear of failure
fear of looking stupid
custom bound
reluctance to let go
peer group norms

overcoming resistance to change
your ability to handle resistance to change will depend on your awareness of the sources of that resistance.  whilst there may well be some employees who will always resist change, the organisation should try to ensure that resistance does not develop in the first place or if it does, that is minimal.  this can be done by adopting appropriate implementation strategies and ensuring good communications and support for implementation at all times.
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