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Introduction

This course is aimed at explaining how an orgamisabperates and
functions for the purpose of achieving its predeieed goals and
objectives. Human organisations such as educatgyséém have some
characteristics that differentiate them from othe@n-organic ones.

Among such characteristics are the behaviours atattactions of the
people which to a very large extent can predictsiinecess or otherwise
of the administrator. The course is essentiallygies] to increase your
knowledge about organisational theory as a conaegtfield of study,
as well as equipping you with the necessary skdlsunderstanding
how human organisations operate.

The course is compulsory, and a three-credit cainaeaddresses basic
concepts and principles that will enable you dewelore competencies
in the key areas of organisation. Special focus lteen laid on the

administration of educational system as an edutaltiorganisation.

Also, relevant examples, tables and illustratioasehbeen included to
assist you in becoming familiar with the subjecthed discourse.

Structured in four modules and twenty-one unitsheaomponent of the
course provides you with comprehensive informatlwat would enable
you appreciate the nature and application of oggdiunal theory, basic
concepts and principles of organisation. On the leshthe course
promises to be exciting, informative and learneemted, and you are
bound to be well equipped to be a successful adimator of an
organisation, if you follow-through the processdascdssed in this
course.

In this Course Guide, you will be provided with tleéevant information
that you need to know about the course. Thesedeclu

I Course aims

. Course objectives

iii. Course materials

\Y2 Study modules and units

V. Recommended materials for further reading
Vi. Course assignment

vii.  Course assessment

viii.  Final examination

IX. Overview of the course content
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Course Aims

The overall aims of this course are to enable you:

i.
il
iii.
V.
V.

learn the basic concepts of organisational theory

discuss the principles and essentials of orgaoisaiti
performance

learn why theory is very important in educationgrgnistration
discuss the development of organisational theory

learn about the backgrounds and contributions gamisational
theorists

Course Objectives

In order to achieve the above aims, there are fipemhjectives that
have to be accomplished under each unit. Thesstatements of what
you are expected to have learnt by the end of asaaethy unit. It is

expected that by the end of this course, you shiogldble to:

NoohkrwhpE

o

10.
11.

12.
13.
14.
15.

16.
17.

identify the concepts associated with organisatitreory
explain the concept ‘organisation’

explain the relevance of organisation

discuss the meaning of structure and organisdtgineture
differentiate a formal organisation from an infofragganisation
identify the criteria for a good organisationalusture.

identify the major approaches to organisationalothe in
particular, the classical school

examine the major contributions made by the thevris the
development of organisation practice.

define and distinguish between human behaviour and
organisational behaviour

explain the causes and effects of conflict in trgaaisation
enumerate the strategies that can be adopted nagaaonflict
in the organisation

define what motivation is and discuss the importanaf
motivation in educational organisation

define the concepts of ‘administration’ and ‘edumadl
administration’

identify the basic task areas in educational adstraiion
enumerate the uses of the theories in educatsmimainistration
trace the development of educational administratiddigeria
identify and explain the roles which education ayes and
parastatals play in Nigeria.
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Working through the Course

This course requires that you match study with fpralcobservations.

The contents have been painstakingly selectedfés pbu a sequential
and easy to comprehend study package. You areadised to avall
yourself the opportunity of attending tutorial gess. The course is
organised into four modules of twenty-one unitsath Module 1

introduces you to the study of organisational thieord development. It
explains the meaning of some basic concepts, thetstal view of

organisation, and some major approaches to the lajguent of

organisational theory. The backgrounds and cortidhs of selected
organisation theorists to organisation practiceewaso visited in this
module.

Module 2 examines the study of human behaviouhénarganisation; it
presents the concept of motivation and its appboat in human
organisations such as the school system. Alsoisnniodule, the social
dimension of educational organisation was discussed

Module 3 focuses on the study of educational adstretion in Nigeria
where such issues as meaning, scope and significaheducational
administration, task areas and principles of edocal administration as
well as development of theories and stages of dewednt of

educational administration in Nigeria are examined.

The last module, Module 4 highlighted institutionalachinery for
administration and control of educational orgamset in Nigeria. The
roles of the major ministries of education and edional parastatals are
covered in this module.

To reinforce your learning, some assignments andlisa of
recommended reading materials are provided at iikdeoé each study
unit. If you diligently follow through these exeseis, you would have
increased your knowledge of the new concepts asakidiscussed. You
would also have been well equipped for taking timalfexamination,
which comes up at the end of the course.

The Course Materials
The resource materials available for this courskude:

Course Guide

Study Units

List of Reading Materials
Assignments

Other Support Materials

arwpPE
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Study Units

The course is a-three credit compulsory courseloti@ts in all. The
layout of the Modules and Units are presented below

Module 1  Introduction to the Study of Organisationd Theory
and Development

Unit 1 Basic Concepts of Organisational Theory and
Development

Unit 2 An Overview of the Relevance and ElementsGafod
Organisation

Unit 3 The Structural View of Organisation

Unit 4 Major Approaches to the Development of Orgational
Theory | (The Classical School)

Unit 5 Major Approaches to the Development of Orgational
Theory Il (The Neoclassical and Modern Schools)

Unit 6 Backgrounds and Contributions of Selectedadrsation

Theorists to Organisation Practice

Module 2  The Study of Human Behaviour in the Orgarsation

Unit 1 Understanding Human Behaviour in the Orgaiiis
Unit 2 Motivation and Individuals in the Organisati

Unit 3 An Overview of Motivational Theories

Unit 4 Social Dimension of Educational Organisation

Module 3  The Study of Educational Administration in Nigeria

Unit 1 Meaning, Scope and Significance of Education
Administration

Unit 2 Task Areas in Educational Administration

Unit 3 Principles of Educational Administration

Unit 4 Development of Theories in Educational Adisiration

Unit 5 Stages of Development of Educational Adntraison in
Nigeria

Module 4  Institutional Machinery for Administration and
Control of Educational Organisations in Nigeria

Unit 1 The Major Education Ministries

Unit 2 Basic Education Regulatory Machinery

Unit 3 Higher Education Agencies

Unit 4 Research, Training and Development Councils

Unit 5 Measurement and Evaluation/ Examination Miaery

Unit 6 Education Decision Making Councils and Other

Regulatory Councils/Parastatals
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Textbooks and References

To support further learning, a list of recommendeslource materials
has been provided at the end of each unit. Thederiada contain
additional information that would add value to wiat have learnt. For
instance, they may include additional illustratiopgtures and relevant
information that would help you not only to compeeld what you have
read but also to remember and apply what you reevat.

Self Assessment Exercise

To assess your level of absorption and comprehensb the
information contained in each of the units, you @guired to conduct
some tests at the end of each of the units. Thexreéach unit contains
some questions with accompanying answers for sskssment. You
are also encouraged to look at the answers onér attempting the
guestions yourself. Your sincerity comes to playehso that you would
not deceive yourself.

Tutor-Marked Assignments (TMAS)

The Tutor-Marked Assignment (TMAS) is the continscassessment
component of your course. The assignments at tldeoéreach unit

make up your continuous assessment. You wouldvendbour of these

assignments (i.e. 4 TMASs), which you must attenipese forms a total
of 40% of the total score for the course. Theségasents would be
given to you by your facilitator and returned tauyafter reviewing the

assignment. You are expected to submit at leastetlassignments
before being allowed to take the final examination.

Final Examination and Grading

The final examination constitutes 60% of the scdoeshe course. This
would be the final assessment of the course. Youldvbe given an
examination notice to enable you prepare for yoang&nations.

Summary

This course is expected to build your competenoyra organisational
theory and the operations of human organisatior @& educational
system. It entails comprehensive information aldmagic key concepts
in organisational theory, organisation, motivatibonman behaviour and
organisation conflict. The modules and units hawerb carefully
organised to enable you achieve the course obgsctwnd it is hoped
that the various assessment strategies and resadopted will provide
the necessary support you need for a successfupleton of this
course. It is expected that you will find this cesirexciting and | wish
yOUu success as you begin this interesting course.
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MODULE 1 INTRODUCTION TO THE STUDY OF
ORGANISATIONAL THEORY AND
DEVELOPMENT
Unit 1 Basic Concepts of Organisational Theory and
Development

Unit 2 An Overview of the Relevance and ElementsGafod
Organisation

Unit 3 The Structural view of Organisation

Unit 4 Major Approaches to the Development of Orgational
Theory | (The Classical School)

Unit 5 Major Approaches to the Development of Orgational
Theory Il (The Neoclassical and Modern Schools)

Unit 6 Backgrounds and Contributions of selectagjaisation

Theorists to Organisation Practice

UNIT 1 BASIC CONCEPTS OF ORGANISATIONAL
THEORY AND DEVELOPMENT

CONTENTS

1.0 Introduction
2.0 Objectives
3.0 Main Content
3.1 Meaning of Theory
3.2  Definition and Conceptual Model of Organisation
3.2.1 A System View of Organisation
3.3  Definition of Organisational Theory
4.0 Conclusion
5.0 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Reading

1.0 INTRODUCTION

Have you heard the following basic terms before Theory’,
‘Organisation’ and ‘Organisational theory'? Certgiryou must have
come across the term at your undergraduate lewklparhaps at your
graduate level. In this unit, the first of the 6itarin Module 1 of this
course, we shall discuss together in details, teammg of the three
basic concepts mentioned above and of course, tihacgevelopment of
organisational theories from the classical pertnddte. Over the years,
some theories have emerged and these theoriesalaigry firm
foundation for the structure of organisation anchagement. No doubt,
the prescriptions that these theories put forwpelie the way for the

1
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operations of efficient and effective organisatiddg course, the models
presented by these theories seem to be differerif bertain
commonalities can be drawn from them. Modern oigsions, because
of their complexities and of the need to standtdst of time, do apply
these theories in line with their situational deyehent, goal orientation
and culture.

2.0 OBJECTIVES

By the end of this unit, you should be able to:

. identify the concepts associated with organisatitreory
. define the concept ‘theory.

. explain the concept ‘organisation and

. define the concept ‘organisational theory.

3.0 MAIN CONTENT

3.1 Meaning of Theory

Theory as a concept is derived from a Greek waditgdria’, which
means “a look at”. However, the concept of theorynodern usage has
been argued to be more than just a mere “lookirig oat mere
“observations”. For this reason, several meaniray® been given to the
concept. Some of the meanings will be given herecofding to the
Advanced Learners Dictionary, a theory is “a setpodperly argued
ideas intended to explain facts or events”. Itlg d'the principles on
which a particular subject is based”.

Let us examine other definitions ascribed to thdyrgome experts.

1. A theory is “a set of assumptions from which a é&rget of
empirical laws can be derived by purely logico-neatiatical
procedures. The theory thereby furnishes an exptanaf these
empirical laws and unifies the originally relatiyéieterogeneous
areas of subject matter characterised by those re@iplaws”
(Feigl, 1981).

2. A theory is “regarded as a hypothesis which hadergone
verification and which has potential,

(a) for explaining and predicting events, and
(b)  for the production of new knowledge” (Walker, 1970

3. Theory is “a set of logically interrelated constsjcdefinitions
and propositions that presents a systematic viewhehomena
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by specifying relations among variables, with th&pose of
explaining and predicting phenomena” (Kerlinged/B).

4. A theory is “a set of interconnected propositiohatthave the
same referent - the subject of the theory....”(Argyand Schon,
1974).

5. “A set of logically interrelated proposition is lted theory. A
theory then is an integration of constructs représg clusters of
concepts pertinent to the world of human experighg&ilver,
1983).

6. “A theory is a set of statements intended to lafic and
convincingly capture or express some aspects ofityéa
(Harrison, 1976).

7. A theory “consists of a set of related assumpticmscerning the
relevant empirical phenomena, and empirical defng to
permit the user to move from the abstract theorenapirical
observation” (Hall and Lindzey, 1978).

8. A theory can be viewed as “a set of relevant iraltyrconsistent
postulates about a particular observable phenomelang with
definitions to enable the user to move from therabsto the real
in order to describe, explain, predict, and/or aeaknowledge”
(Kimbrough and Nunnery, 1983).

Some common characteristics of these definitiookide:

(&) The procedures for developing a theory.

(b)  The logic involved in the abstract thought procesdeveloping
the theory.

(c) The elements of a theory must appear interconnected
interrelated when viewed collectively, and add t@amsistent
whole.

(d) A theory must consist of substantive or empiridaieents.

Theory has two broad sets of meanings; one usetthanempirical
sciences (both natural and social) and the othed us philosophy,
mathematics, logic and across other fields in thmdmities. There is
considerable difference and even dispute acrosteata disciplines as
to the proper usages of them. What follows is danght to describe
how the term is used, not to try to say how it dugtbe used.

A theory in the scientific sense of the word is amalytic structure
designed to explain a set of empirical observatiénscientific theory
does two things:

1. It identifies this set of distinct observatioms a class of
phenomena, and
2. Makes assertions about the underlying realiy lthings about or

affects this class.
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In other words, theories are analytical tools ferderstanding and
explaining a given subject matter. It can also lescdbed as a
constructed set of sentences which consists entifetrue statements
about the subject matter under consideration. Hewete truth of any
of these statements is always relative to a thebngrefore the same
statement may be true with respect to one thearg, reot true with

respect to another.

A theory can now be summarised to be:

1. A set of statements or principles devised to erxphigroup of
facts or phenomena, especially one that has bepsatexdly
tested or is widely accepted and can be used t@ ipeddictions
about natural phenomena.

2. The branch of a science or art consisting of itplanatory
statements, accepted principles, and methods olysasmiaas
opposed to practice.

3. A set of theorems that constitute a systematic \oéa branch of
materials.

4. Abstract reasoning, speculation: a decision basedxperience
rather than theory

5. A belief or principle that guides action or assistsnprehension
or judgment.

6. An assumption based on limited information or krexge; a
conjecture.

From all the arguments raised above, we can nowigeo an
encompassing and fundamental definition for thedhys encompassing
and fundamental definition refers to a theay a set of interrelated
constructs (concepts), definitions and propositicimat present a
systematic view of phenomena by specifying relatamong variables
and describing, explaining, and predicting the iatites of the
phenomena.

SELF ASSESSMENT EXERCISE 1

1. Provide simple definition for a theory.
2. What are the common features or characteristitisenfry?

3.2 Definition and Conceptual Model of Organisation

In this section, we are going to examine the conhoémrganisation in
relation to its openness and closeness. Beforaifwussion, can you
imagine the place where you are working presenilyyw can you
describe the place? Does it look like what can dléeed organisation?
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What name can you give to the place? In order o y®u answer these
guestions correctly, let us now discuss what aarmigation is.

There are so many definitions and ideas that haen ladvanced by
experts and organisational theorists as to whaarosgtion is. For
instance, Edem (1982) defines it as a number df uvith well defined
functions and activities while Adepoju (1998; 20(lieves that an
organisation arises when any group of people cargether to strive
towards a common purpose.

An organisation has also been viewed as a systeanfaamework of
activities of an establishment. It is a collectaféort and the pulling of
resources together to achieve a common goal. Aanisgtion can also
be described as an enterprise or group of arrangsnsecording to
which work is divided up in order to achieve a &ngr group of
objectives. An organisation is a combination of gdleaworking together
in pursuit of certain common purposes or specifgohls called
organisational goals. The goals may be to make itp(blsiness
organisation), to spread knowledge (educationalamisgtion), to
provide defense (Army) or to provide social satistan (social clubs or
societies). It is the pattern for combining the orgses (human,
materials and finance) of an establishment to pvihe most
successful means for achieving the objectives of sirganisation. The
type of structure to be adopted, however, depema@svery large extent
on the nature of production being carried out ichsorganisation.

According to Nwankwo (1981), organisation impliesree things
namely:

(@) Group of persons working together for a common psep E.g.
companies, school, institutions;

(b) A network of relationships among individuals antiaties. This
implies the structural and/or strategic arrangenwnperson’s
positions and roles; and

(© A process of executive function aimed at ensuttag resources,
activities and authority relationships are so cdwmated to
achieve specified goals.

From the foregoing, it would not be out of contthérefore, to describe
an organisation as a system of co-operative effoftswo or more

individuals working together for the purpose of iaging a common

goal.

Now that we have discussed what an organisatiocais,you now link
our discussion with what operates in your placeafk?
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SELF ASSESSMENT EXERCISE 2
Provide a simple definition for the concept “orgaation”.
3.2.1 A System View of an Organisation

Having learnt what an organisation implies, letnesv discuss why an
organisation is regarded as a system. Think ofdwibree variables that
are interrelated and that can only achieve a dkgioal only when they
act together. If you are able to attempt this qaastthen, you are
moving toward identifying what a system is.

A system could be considered as an assemblage figredit but
interrelated components or entities. The componenttheir own form
an entity within a supra system. In other wordsystem is a series of
interrelated and interdependent parts, such that ititeraction or
interplay of any of the subsystems (parts) afféleces whole (Adepoju,
2004).

Johnson, et al (1975) as cited by Adepoju (199&32@lescribed a
system as follows:

A system approach suggests a view of the schoa@nmagtion as a
network of interrelated subsystems, each chargeld accomplishing
part of the overall task of converting inputs irdesired outputs. The
idea of likening an organisation to a system igake a macro view of
an organisation in which various ideas and compasdparts) act on
one another to bring about the realisation of predined objectives.
Such components or subsystems include individugisups or

departments each of which is a subsystem withintote (supra)

system. School organisation is therefore, a systaming components
or subsystems that interplay to bring about results

A system may be ‘closed’ or ‘open’. A closed systsnone which for
all practical reasons is completely self - opeggtiself-supporting and
self-directing without any interaction with its extal environment.

Conversely, an open system is one which interadts its external

environment in so many ways and in all directioasduse, it obtains its
inputs from the environment, processes them andsséme products
(outputs) back to the environment for its use.
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Let me explain this to you with this simple modefigure 1 below.

NN ’
e
Env ::: Process il S
~ Inputs  ——> (Conversion) | 7| Output ::Ew'
~— H'““--.H
]
— ™
™k
External Environment
Fig. 1: A Simple Model of an Open System

Source: Adepoju, T.L. (2004
Characteristics of Open Systems

The following are the basic characteristics of oggatems using the
above example:

1. They receive inputs or energy from their extermadi®nment;
2. They convert the inputs into outputs; and
3. They send their outputs into the external enviromme

SELF ASSESSMENT EXERCISE 3

1. What is meant by system?
2. Mention and explain the types of systeat #xist?
3. What are their characteristics?

3.3  Definition of Organisational Theory

In the previous sections, we have attempted toigeodefinitions for
the two key wordsprganisation and theory. In this section, we are
going to base our discussion on what an organisatibeory implies.

Organisational theory can be explained in terma aditional edifice or
prescriptions built by people to explain human béha in the
organisation. In other words, it implies the bodykmowledge and
principles which provides the touchstone for effectadministrative
action in organisations. Put more succinctly, orgmional theory
enables people to describe, explain, and prediada range of human
behaviour within organisations.
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Ajayi (1986) described organisational theory as ajomelement of
science which provides the grounds for managemetitees in a
number of significant areas of business endeavbwso attempts to
provide a framework for understanding the influenadnich bear upon
organisations.

Several theories on organisation have emergedinadin attempt to
explain that no organisation operates in a vacudlocording to Scott
and Mitchell (1972), the origins of organisatiottaory are traceable to
Europe. Fredrick Winslow Taylor, Henri Fayol, MaxeWér, Henry

Gantt, Frank and Lillian Gilbreth were major cohtriors to

organisation theory. The developments of the variouganisational
theories proposed by these individuals were baseth&r experiences
in the organisations where they worked.

According to Hills (1980, 21), the main features Gfreenfield’s
organisational theory are as follows:

. The function of organisational theory is to deserdnd not to
prescribe.

. The aim of organisational theory is to explain antighten.

. The data for the theory can only be obtained froithiw the
specific organisation.

. Scientists who study the human being cannot makiemsents
about the structure of human behaviour in everyesdn

. Organisational theory does not only concern whatxglained
but also to whom it is explained and by what means.

. Organisational theory provides insight into humahdwiour.

. Organisational theories are as diverse as theithdils within an
organisation.

. No universal theory about organisation exists.

SELF ASSESSMENT EXERCISE 4

1. Do you subscribe to the thesis that organisatitmedry provides
the grounds for management activities in a numibaigmificant
areas of endeavour?

4.0 CONCLUSION

To properly understand the operation of modern risgdions, there is
the need to study the formalised principles thateuheir activities
such that the organisation can stand the testrd. tit is also important
that you understand the basic meaning of theory agdnisation as
presented in this unit. These two concepts und#éréeunderstanding of
this course, they form the nucleus of the coursenuwhich other

8
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contents are based. Therefore, what you have l@athis unit will be
elaborated upon in the subsequent units of thisseou

5.0 SUMMARY

In this unit, you have learnt about what theorygamisation and
organisational theory are, and their major chareties. You have also
learnt about the system view of organisation angl tiho types of
system. The links between theory and organisatiereslso explained.

In the next unit, you will be introduced to an oxiew of the relevance
and elements of organisation,and organisationatejais.

6.0 TUTOR-MARKED ASSIGNMENT
Provide definitions for the following terms:
I Organisation

. Theory
1 Organisational Theory
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UNIT 2 AN OVERVIEW OF THE RELEVANCE AND
ELEMENTS OF ORGANISATION AND
ORGANISATIONAL CONCEPTS

CONTENTS

1.0 Introduction
2.0 Objectives
3.0 Main Content
3.1 The Relevance of Organisation
3.2 Elements of Good Organisation
3.3 Rationale for Studying Organisation
3.4  Organisational Concepts
3.4.1 Organisational Climate
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1.0 INTRODUCTION

Having introduced you to the basic concepts in Wirof this module, it
becomes very imperative to examine the relevandeslments of good
organisation as well as the rationale for studyamganisation in this
unit. This will help you to appreciate and be adqiea with the reasons
why an organisation exists. Some basic organisatotepts will also
be examined to give you more idea of how orgarusatperates.

2.0 OBJECTIVES

By the end of this unit, you should be able to:

. explain the relevance of organisation

. explain the elements of a good organisation
. list and explain the rationale for organisation
. explain the following organisational concepts:

- organisational climate
- organisational goals
- organisational culture
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- organisation and Methods (OM)

- group cohesiveness

- organisational behavior

- organisation and development (OD).

3.0 MAIN CONTENT

3.1 Relevance of Organisation

Organisation is a predominant concept and evergcsyg human race
is closely associated with organisation. The prtidacof goods and
services are all important aspects of organisatidits this reason,
human race cannot be separated from organisatidmswale, 1999).

Organisation can be said to be the wealth of nateomd which has the
following features; goal, attainment, coordinatiopJanning and
procedures.

Organisation, since it is the embodiment of comrparpose and unity
which offers workers to work together and achielag agreed upon by
all the stakeholders towards the realisation ofcthrporate goals, makes
organisation as a concept very importance to aditnation. In the
organisation, are two important elements, thesédnamean resource and
material resource. The former includes the skiltbeé, semi-skilled and
the unskilled. The combination of these elementd pmrsonalities
makes up the strength of organisations (Akinwa899). However, the
latter comprises the physical as well as the firdaspects.

The two elements (human and material) can be maderaduce
effective administration and management of an asgdion.

Organisation also provides the basis which attrapeteple to work
together in the process of realising their indiaband corporate goals.

Without organisation being put in place, the sexsiof the individuals

within it would not be needed. It is therefore aisture put in place to

ensure that objectives and / or goals of individwald organisations are
accomplished in a systematic way. This makes ¥ iraportant.

SELF ASSESSMENT EXERCISE 1

Why in your own view do you think organisation igrgficant?
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3.2 Elements of Good Organisation

The following are the elements of good organisation good
organisation:

a. definite and clear cut responsibilities shouddassigned to each
executive to prevent frictions.

b. responsibility should always be accompanied wiitresponding
authority.

C. no change should be made in the scope or regiiies of a

position without a definite understanding to thi¢et on the part
of all concerned.

d. no executive or employee, occupying a singleitiposin the
organisation should be subject to definite ordemfrmore than
one source.

e. order should never be given to a subordinataowtt the prior

knowledge of his immediate executive head. Rathan do this,
the officer in question should be supported.

f. criticisms of subordinates should whenever gussibe made
privately and in no case should subordinates leised in the
presence of executives or employees of equal cerloank.

g. no dispute or difference between executive opleyees as to
authority or responsibility for prompt and caredwaljudication.
h. promotions, wage changes and disciplinary aststrould always

be approved by the executive immediately supenothe one
directly responsible.

I no executive or employee should be the accaisérthe judge of
another at the same time (Roger and Hin, 1990, 49).

3.3 Rationale for Studying Organisations
Organisations are studied because of the follow@éagons:

To achieve social transformation

To make major investment decisions
To make organisational analysis

To examine outcomes

To achieve consolidation and growth

arwbdPE

Let us briefly explain the reasons given abovebfeter illustrations.

1. Social Transformation

No doubt, the great social transformations in hsthhave been
essentially organisational based (Hall, undated)r Hstance, the

current reforms being embarked upon by the Fedgoakrnment of
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Nigeria either in education, economy, health, ei® to bring about
social transformations which are compelled by glatiallenges. All
these reforms or transformations cannot be undmistaithout a
consideration and an understanding of their orgdioisal contexts.

2. Major Investment Decisions

Major and rational investment decisions cannot baden without

studying the organisation in question. For instamoeestors constantly
assess how business firms are doing and buy alnst@eks accordingly.
The knowledge about this will help them to makeoradl decisions on
whether to invest in a given project or not.

3. Organisational Analysis

Organisation analysis does occur at all levels afiagement. The job of
organisational management is to assess the statkeobrganisation.
Labour unions and also analyse the operations efctmpanies with
which they have contracts. Customers assess tHiygolaproduct. In
other words, organisations are studied to anallge@ structures and
products before having dealing with them. Every elewof the
organisation should be analysed to determine thed(B that default(s)
in the realisation of the corporate goals.

4, Examination of Outcomes

Organisations are studied because they have ouscarhh may be
good or evil, because they can spread hatred erIsss, because they
can wage war or bring peace. We therefore studgrisgtions to assess
their outcomes.

5. Consolidation and Growth

There is the need for the study of organisatiomgatds consolidation
and achievement of growth. For instance, when asg#ons are
recording successes, there are strong tendendiethdm to become
larger and larger through growth or merger.

3.4 Organisational Concepts

There are some concepts or terms commonly usedelatian to
organisation. A clear understanding of these caisceqll help those
working in the organisation system to be well egeh with the
principles, procedures and theories of organisatiomhese
concepts/terms are; organisational climate, orgdioisal goals,
organisation culture, organisation and methods (Q&Myroup
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cohesiveness, organisational behaviour, organmsaii@velopment,
power and authority etc. Some of these conceptddamel discussed in
this section.

3.4.1 Organisational Climate

Organisational climate according to Hodgetts andmah (1979)
implies “a set of properties of the work environmeerceived by
individuals who work there and which serve as aomdprce in
influencing their job behaviour”. Organisationainthte is also referred
to as the internal working environment or situatdrthe organisation as
perceived by the workers or members of such orgéois Essentially,
varying characteristics make organisations diffeseveral respects; for
instance, organisation structure, leadership styiles and regulations,
the size, communication network, goals, objectivesgiire, interpersonal
or intergroup. What make organisations differ ate telements
mentioned here.

3.4.2 Organisational Goals

Organisational goals are said to be the mission pamdietermined
objectives of the organisation. They refer to fatuarget of the
organisation. Every organisation must set its gbafere it commences
operation. In other words, goal setting is an dssleaspect of the
organisational life and existence which gives iteaion for a specific
time. According to Akinwale (1999), the idea of angsational goal is a
scheme which stipulates not only the purpose anssion of the
organisation but also the general expectationsinedjof workers by
management. If the general expectations and purpasiectives or
mission are to be accomplished however, there brighe wherewithal
such as the human, material and financial resouffles goals of an
organisation may be to make profit (business osgdiun), to provide
defence (Army) or to provide social satisfactiorocfal clubs or
societies).

3.4.3 Organisation Culture

Organisation culture is the dominant pattern ofetideliefs and values
(Cole, 1996). Morgan (1986) as cited by Cole (ijpgkes organisation
culture from a sociologist’'s perspective, and déss it as; “shared
meaning shared understanding and shared senseghakhe structure

of an organisation is essentially influenced byd¢bkural disposition of

such organisation. As Cole (1996) would say, ‘tbenghant culture that
develops in an organisation is primarily the prddot the aims and
methods of its founders, or their successors inosemanagement,
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combined with their interaction with a variety aiternal and external
forces”.

3.4.4 Organisation and Methods (O&M)

The concept relates to administrative and officekw@rganisation and
methods seek to have the most effective managemsteméture, to
improve efficiency and effectiveness of working.n@eally speaking, O
& M aim at achieving improvements through:

I improvement in management
. improvement in working organisation

Thus, O & M can be described as any systematiengtt@t improving
procedures, methods and systems, communicationcantlols in the
organisation (Adepoju, 2004).

3.4.5 Group Cohesiveness

Group cohesiveness, otherwise refers to the attesess or drawing
power for the members of the group. Groups varyelyidrom one to

another in the extent of their cohesiveness. Tiesiweness of a group
Is the determination of group members to be thérnesns available for
meeting the individual’s needs. The cohesion of grgup is always

subject to the attractiveness of other groups wipidmise to satisfy

needs more effectively. Cohesiveness is importanaibse it affects the
power of a group. Group develop norms or standafdshaviour, and

it has been found that “the more cohesive the grahe more

effectively it can influence its members” (see kegr, 1 et al. 1950;
Adepoju, 2004).

Behling and others (1936) and Mayo and others (193890) studies
revealed the extent to which group cohesiveness icdinence
organisational productivity. While Behling and aothe (1936)
emphasised that “cohesiveness in work groups loéesaa positive effect
on absenteeism, turnover and tardiness...” Mayo ather® (ibid.)
found that group cohesiveness brings about highdymtovity. By
implication, a more cohesive work group is not ormgre powerful in
influencing its members; it can also withstand migtgpressures and be
productive in clarifying and working toward its owgoals (Adepoju,
2001). According to Newell (1978), the cohesivenalsaork groups is
thus significant to the productivity of any orgaatisn. This is in
agreement with Mayo and others’ position.
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3.4.6 Organisational Behaviour

Organisational behaviour according to Amold anddfeln (1986) is
concerned with the way organisations influencettiwights, feelings,
and actions of their members in order to creatdtliiea and more
productive environment. Organisational behaviouraiso concerned
with understanding the ways in which behaviour gedformance of
individual organisation members influence the periance and
effectiveness of the organisation as a whole. heowords, it is an
attempt to have basic knowledge of how individuaf@rmance, actions
and effectiveness influence the corporate goate@brganisation.

3.4.7 Organisation Development (OD)

This term implies a systematic process aimed at romipg

organisational effectiveness on the basis of behaal science
knowledge; typical stages in an organisation dgueknt programme
include analysis, diagnosis, action plans and vevien external third
party assists in the process (Cole, 1996). Orgaoimsaevelopment is
also a strategy or approach to organisational chatgt can be
employed or used to analyse and diagnose the soafa@ganisational
problems and to develop and implement action giangheir solution.

According to Amold and Feldman (1986), organisatlatevelopment is
a collaborative process in that members of therosgéion who will be

affected by change are actively involved in diagmgshe problems and
in designing new ways of operation in their orgatie.

SELF ASSESSMENT EXERCISE 2

Briefly examine the organisation concepts and gl their basic
characteristics.

4.0 CONCLUSION

You have learnt in this unit that organisation &xior some reasons,
and that the concept ‘organisation’ is more thaatyeople think it is.

Thus, it has a wider scope and context. The emeegaf human
organisation therefore indicates that certain behavmust prevail in
order to achieve the stated objectives of suchrisgton. You have
equally learnt various organisational concepts wimig doubt must have
equipped you adequately for the subsequent units.
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5.0 SUMMARY

In this unit, we have discussed the relevance andogse of
organisation, which gives you more idea of how aigg@tion operates.

Also, you have learnt the rationale for studyingasrisation and some
basic organisation concepts. What you have learrhis unit is very

necessary for you and will equip you for the nexit wn the structural

view of organisation.

6.0 TUTOR - MARKED ASSIGNMENT

1. What have you learnt in this unit about orgaios®
2. Briefly explain why organisation should be sadli
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1.0 INTRODUCTION

In this unit, attempt is made to acquaint you witl structural view of
organisation. You will also be introduced to thetecra for a good

organisation framework. Organisational structurespribes the types of
relationship that exist between and among the werkand the

management of an organisation. No doubt, produdivities in any

human organisation should be closely monitored,estiped and

coordinated by superior officer for effective realion of the

predetermined objectives of the organisation. Thections of

organisational structure and types or forms of wiggtion will also be

discussed in this unit. Organisation must haveracsire, to enable it
design role expectations for its members and déterrthe expected
rule of behaviour in the organisation.
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2.0 OBJECTIVES

By the end of this unit, you should be able to:

. provide a simple definition for the concepts ‘Sture’ and
‘Organisational Structure’

. differentiate between a formal organisation and iaformal
organisation

. identify the criteria for a good organisationausture

. explain the functions of organisational structure

. explain what is meant by line and staff organisatio

. define flat and tall structures.

3.0 MAIN CONTENT

3.1 Meaning of Structure and Organisation

Can you bring to your view, the type of house yae &ving in
presently, what does the pattern or structure ld@@ We can start our
discussion by attempting the above question. Hadioge that, let us
now provide meaning to the concepts of ‘structaed ‘organisation
structure’

3.1.1 Meaning of Structure

The structure of any organisation is like the asstiural plan of a
building (Newman, 1972). Structure can be describeda designed
framework or arrangement of things, it connotesfthenework within

which people act. Thompson (1977) refers to strecas “the internal
and patterning of relationship within the organsait

Edgar and James (1977:329) noted that;

Oganisational design and structure is a powerfulywa
change and influence people’s behaviours....orgaioisat
structure is the result of human thought. It is radquct of
human hands.

The structure of an organisation involves five maanables:

centralisation or the hierarchy of authority, dieis of labour, or
specialisation; formalisation or rules and regolasi, unified direction
and chains of commands. In view of the above d&imi organisation
structure is described as having similar charasttesi with the term,
“bureaucracy’ (Edgar and James, 1977).
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Newman (1998) defines structure as “The processgifally grouping
activities, delineating authority and responsipilind establishing work
relationships that will enable both the organisatod the individuals to
realise their mutual objectives”. In other wordsusture is the pattern
of relationships among members of the organisalibe. purpose of the
structure is the division of work among membersheforganisation and
the co-ordination of their activities so that thase directed towards
achieving the goals and objectives of the orgaioisat

Child (1984) argues that the structure of an oiggtion does not only
affect productivity and economic efficiency but@lkhe morale and job
satisfaction of the work force. Therefore, struetshould be redesigned
to encourage performance. Miller (1986) stated that objectives of

structure are to provide economic and efficientfqremance and the

level of utilisation, monitoring the activities dhe organisation and
different areas of work and the social satisfactbmembers.

Mullins  (1993) stated that structure defines thesksa and
responsibilities, works, roles, relationships andharmels of
communication. Structure makes possible the apmlicaf the process
of administrator and creates a framework of order @mmand through
which the activities of the organization can benplked, organized,
directed and controlled.

Douglas and Mussazi (1989) stated that structurea idevice for

integrating the tasks, types of authority and sibmal factors in

accordance with matrix approach such as routink, tdest requires

repetitive solutions by personnel with technicalckgrounds, the

engineering situation with professionals analysang advising the line
managers, the craft situation that deals with inggibut repetitively

processed output requiring flexible and personnbei@ structure and the
uncertain situation that calls for a flexible arattipative design. The
approach encourages adaptation of organisationtstaeuto the existing
situation in different parts of the enterprise depeg on the

environment, tasks and personnel involved to whachhority and

responsibility are distributed.

Cole (1995) stated that structure can be classifiiedthe following:

High or low degree of specialisation
Narrow or wide structure

Flat or tall structure

Centralised or decentralised structure
Tight control and lose control structure

®oo o
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3.1.2 Definition of Organisational Structure

According to Mussazi (1987), organisational struetis the systematic
arrangement of facilities and tasks so that aritunigtn can work with

maximum efficiency. Organisation is seen here ammasing of

materials and people whose differentiated use dfivies are

deliberately coordinated for the purpose of aclmigvbrganisational
goals. The activities are consciously planned aiidberately structured
so that every member has a role to play towardsstlezess of the
organisation. Harvey (1990) referred to organisatsructure as the
logical relationship of functions and authority aarged to accomplish
objectives in an efficient manner. He argues thaidgorganisational
structure does not by itself produce performancst jas a good
constitution does not guarantee great presideng®ad laws or morally
sound society. But a poor organisation structurekema good

performance impossible, no matter how good indi@idnanagers may
be.

Lawrence and Lorseh (1987), in their study founat @ useful way to
look at organisational structure is in terms of fiwndamental processes
which aredifferentiation and integration Differentiation is viewed as
the process of breaking down the task into substamdile integration
is the pulling of all pieces together to accomplisierall goals. The duo
discovered that major barriers to organisationtdativeness stem from
consequences of differentiation which are diffei@enbackgrounds and
interest of people in various departments or psg¥Es, minimal
communication, tendencies of unit giving prioritytheir own roles than
those of others or the total system. The processtegration therefore
attempts to overcome the above listed barriergaigiig or integrating
roles; interacting across groupings, committees yotint membership
direct meetings to foster familiarity with otheras. Cole (1998) noted
that, the criterion of the appropriateness of ayanisational structure
must be the extent to which it furthers the obyexgtiand the degree to
which it conforms to a prescribed pattern. Orgaiosal structure can
also be described as a designed framework, chah @mrganogramme
that shows the chains of command and the type latioaship that
exists between two individuals or among many irdlrals (super -
ordinate-subordinate officers). Organisation stitet involves the
identification and grouping of work to be performadd delegation of
responsibility and authority and the establishmantelationships for
the purpose of enabling people to work most effety in
accomplishing organisational objectives (Allen, 799

Organisational structure is therefore an ordengragement of authority
to ensure effective decision making and control. diganisation can
survive without effective structure as this invavesharing of
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responsibilities among managerial and non-mandgstadf to ensure
effective running of an organisation. Structure Idobe tall or flat,
which is associated with narrow span of controlat Btructure has few
levels of relationship in its hierarchy authorityhive tall structure has
many hierarchical levels and few workers reportmgach boss (Johns
1983).

Simply, organisational structure involves dividingctivities into
departments, divisions, units and sub-units, dedinirelationship
between the heads and members that make up ths. ukitgood
structure;

0] Identifies the operating departments (sales deatim
production department, and finance department)

(i)  Isolates the service department (personneaesh)

(i)  Places emphasis on balancing the structamel

(iv)  Shows the role of committees in the orgata.

3.2 Steps Involved in the Establishment of Organsdional
Structure

The following three steps should be followed in tpeocess of
establishing organisational structure.

1. Determination of the responsibilities to be edited to the
particular positions concerned.

2. Allocation of responsibilities to the individual isen who is to
hold the managerial position concerned.

3. Establishment of certain formal relationships betwenanagers
and the emergence of informal relations amoegith

Four variables or forces are said to be of pawdicuhportance in the
design of an organisational structure accordingthe contingency
approach to organisational theory. These are,

0] forces in the manager;
(i)  forces in the environment;
(i)  forces in the task; and
(iv)  forces in the subordinates.

All these variables should be taken into considenatvhile designing
an organisational structure if such organisationtas achieve its
objectives or goals; the more clearly set-out, lega and utilitarian the
plan, the stronger and more serviceable the streickor the structure to
be appropriate and good, the following variablesusth be considered:
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. Effectiveness

. Efficiency

. Division of work and specialisation

. Functional definition of authority and responsttyili
. Chain of command

. Channel of contract or type of relationship

. Agreed procedure

. Effective and efficient administrator. (Adepoju,020

SELF ASSESSMENT EXERCISE 1

1. Briefly describe a structure of an organisation kaaw.
2. Draw an organisational framework for such orgatira

3.3 Types and Forms of Organisational Structure

Let us examine the following types of organisatlosiaucture in this
section.

3.3.1 Formal Organisation

These are the forms of organisations in which there structured
programmed, formalised or routine-based rules ohabm®ur, the
behaviour and activities of the members are gulbedn established or
laid down rules and regulations which consequewniéermine the
extent to which members can patrticipate in the miggdion’s activities
and decision making processes. A formal organisatistructure is
usually described in terms of the task, positiomd aauthority
relationships. It is also characterised by connobugh the formulation
of rules and regulations in order to promote digwgp and common
standards.

The administrative process perceived as a formgdrosation has the
limitation of being too impersonal with the humawnsiderations
completely absent. An ideal type of formal orgatisaaccording to the
classical belief (Max Weber, 1946) is the one whtre following
components or variables are embedded. These are;

0] Rules and regulations

(i)  Hierarchy or authority

(i)  Impersonal-orientation

(iv)  Career-orientation

(v)  Official record keeping

(vi)  Division of labour and speculation.

Formal organisations tend to be official in allpest and relations and
membership is absolutely compulsory. Good exampmiésformal
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organisations are educational institutions and congs (private and
public). A group formed through and by the formabamnisational
structure is called a Formal Group.

Informal Organisational Structure

These are social groups or cliques which develapaperate within a
formal organisation. The basic objective of an infal organisation is
to achieve or fulfill individual's social needs afs members. It is
characterised by unstructured or un-programmeds rakel regulations.
Informal groups and activities form a network ofrgmal and social
relationship which are not established or presdrilby the formal
organisations. Davies (1981) says that the inforamghnisation arises
from the social interaction of people, which medhat it develops
spontaneously as people associate with each oth&ormal
organisations or groups arise from people’s neenlsrélationships,
affiliation, friendship and security.

Argyris (1964) also contends that the informal oigation helps to
decrease the basic cause of conflict, frustratiod &ailure. Group
solidarity is the bond of group membership streagdd by the co-
operative and collective action of its membersoinfal organisations
tend to be concerned with membership goals at tkgerese of
organisational goals. There are many well docuntenteses of
restriction in output and other dysfunctional agmtres used by the
informal organisational at the expense of the o@igogoals of the
organisation. Membership of an informal organisaii® voluntary and
not prescribed by strict rules and regulations (#ae, 1998; 2004).

It may interest you to note that no formal orgatiisa can operate
effectively without informal organisation. This e say in essence that
group dynamics is essential for successful operawd a formal
organisation. Within a formal organisational sturet there may exist
two or more informal or social groups. Consequenilyformal groups
may terminate when the present membership leavetoes not exist
again, in other words, while formal organisatiomttaues to exist as
long as the organisation is operating, informaboigations have shorter
life span. Informal group or association helpsntcréease communication
flow among workers. This is also known as grapevine Apart from
spreading rumours, the grapevine can be used ipEsmation from
one person to another orally in the organisatiogef@oju, 1998; 2004).

In educational organisation for instance, informalimacy among

teachers can emerge as a result of their dailyactsin the staff room
during free periods. Unofficial consultations amoegchers and the
proximity of their classrooms can also lead tonatie relationships.

24



EDA801 ORGANISATIONAL THEORY IN EDUCATION

Other examples of informal organisations are sttglemnion, trade
unions, clubs association/union based on ethnaeityreligion, etc.

Informal organisational structure is of three bagpmes namely:

1. Horizontal type

2. Vertical type

3. Mixed type

1. Horizontal type: When membership is drawn from workers who

are in the same or similar rank in the organisafidns is known
as horizontal type of organisational structure.

2. Vertical type: This comprises membership drawn from higher
level employees, managers, and supervisors eto. waink in the
same department.

3. Mixed type: This is otherwise known as random clique. This
type comprises employees of different ranks, daffeer
departments and even different locations (Peretemb@d1).

3.3.3 Line and Staff Organisational Structure

Line organisation refers to the officials who hdu# responsibility for
success or failure in achieving organisation’s aiffisey are officials
who are usually responsible for the operation ef iilajor units of an
organisation, such as a school system. Line auyhigroften referred to
as direct authority because it encompasses thetagiive orders and to
have decisions implemented. These are the deasakers or those
found at the top management level of an organisafitbiey see to the
formulation of policies concerning the achievemeftorganisation
objectives or goals. In the school system, the tffecers at the state
level comprise of the commissioner for educatiome tpermanent
secretary, chief inspector of education, principaksad-teachers, vice-
principals and assistant head-teachers.

Staff organisation comprises officials whose fumies are principally
advisory in nature. Staff organisation is the seunt ideas, it advises
the line officers of such matters relating to thervesal of the
organisation. The line and staff organisation carused to identify and
describe the kind of person required to fulfill $keroles. However,
while line and staff organisation places too muchpkasis on the
delegation of authority and responsibility by suesto subordinates, it
gives little or no room for staff participation jpolicy decisions and does
not encourage a free flow of communication. It gidaces excessive
emphasis on the strict chain of command which eses the social
distance between superiors and subordinates.
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3.3.4 Flat and Tall Organisational Structures

These types of structure relate to the span ofrabat management or
span of supervision adopted. A wide span of contneans that the
executive or the administrator supervises a largmber of people
reporting to him or her and a relatively flat orgational structure
results (Obilade, 1989:63). A narrow span of cdntegjuires that the
organisations have more levels in the hierarchy #ma structure
therefore, looks very much like a pyramid. The oigational chart of
the school system with the narrow span of
management/supervision/control is called the talicsure. This type of
structure levels between the lowest and the higpesitions in the
hierarchy.

3.4 Functions of an Organisational Structure

The structure of an organisation is very importéort the following
reasons:

1. It shows the pattern of communication flow bedwethe
administrator and the subordinates.

2. Organisational structure presents at a glanedidlv of authority
and responsibility among workers.

3. Through the structure, the act of responsibdityl accountability
is made simple. The individual is conscious of wis
accountable to whom.

4. Delegation of responsibility and authority acsgible.

5. The performances of individuals and their cdniibns can
easily be assessed and evaluated.

6. As a reference point, administrative structuresents the true
picture of the institution to the outsider. It exfts a genuine
formal organisation.

7. Organisational structure classifies functionseath unit or level
thereby averting the situation of conflict or clash

8. It shows the order of promotion of staff therebhgking every
staff significant in the organisation.

SELF ASSIGNMENT EXERCISE 2

State and explain the functions which organisatistracture performs.
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4.0 CONCLUSION

The structure of an organisation is the framewankdarrying out the
responsibilities of management. Organisationalcsting prescribes the
types of relationship that exist between and antbegworkers and the
management of an organisation. No doubt, produdiivities in any

human organisation should be closely monitored,estiped and

coordinated by superior officers for effective reafion of the

predetermined objectives of the organisation. Thi® say that certain
variables must come into play or be considered evidesigning

organisation structure. Such variables includegatisfaction, nature of
job, channel of communication, span of control agothers.

5.0 SUMMARY

In this unit, you have been introduced to whatcitree and organisation
structure are. You have also learnt the steps wedblin the

establishment of organisational structure. Alsaaariteria that should
be considered before an organisation can be saidet@ood were
highlighted. We also discussed the four basic foronstypes of

organisation structure;formal, informal, line anaf and tall and flat.

Finally, you were given the functions of organisagl structure. In the
next two units, you will learn about the major ammhes to the
development of organisational theory.

6.0 TUTOR-MARKED ASSIGNMENT

1. What is meant by structure and organisatiomatsire?
2. Briefly draw a simple organogram of an orgamigatyou are
familiar with.
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1.0 INTRODUCTION

In unit 3 of this module, we have discussed extatg] what structure
and organisational structure are. We have alsomerated key

organisational concepts. It is therefore expediemxamine in this unit,
the major approaches to the development of orgémimsd theory, more

specifically the classical school. This will helpowy to become
acquainted with the earliest approach to a systensatidy of what

workers in industrial organisations were doing wathview to finding

out the best and cheapest way of doing it. Ourudsions so far must
have equipped you and prepared you for our negtidgson.

2.0 OBJECTIVES

By the end of this unit, you should be able to:

. identify the major approaches to organisationalothe in
particular, the classical school

. identify and describe the emphasis of the threeasts of
thoughts under the classical school, and

. enumerate the strengths, weaknesses and criti@ériige three

streams of thought under the classical school.
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3.0 MAIN CONTENT

3.1 Brief Overview of the Classical School

According to Adepoju (1998, 2004) the idea of caognilmgether by
people to achieve a common purpose forms the beginrof
administrative thought and practice. However, @& émnd of the 19
Century, Western European and American businesswaes putting in
more efforts to increase profits from industriesd{istrial Revolution
Era). Then, it was generally believed that indestrcould make more
profits by lowering the unit cost of produced gotysemploying more
experienced and technically oriented scientists emgineers. All these
therefore led to the emergence of the managemeatdtige, which
started with the classical school that dominatefhoisation stage in the
period, 1900-1930s.

Adepoju (2006) pointed out that the classical stimaoncerned with
the structure of organisations and the determinaid the tasks
necessary to attain organisational objectives. Thehool also
emphasised efficiency of work structure. The CladsiSchool of
thought comprised three streams namely;

1. The Scientific Management developed by Fredricknalor
2. The Administrative Theory developed by Henri Fayol,
3. The Bureaucratic Theory developed by Max Weber.

These three streams or schools of thought camehtgéo produce
what is today known as the classical or structom@hagement approach.
The classical approach is a point of departure fother contributions
made by organisational theorists to organisatioreldg@ment. Notable
among the names associated with the classical agipere Frederick
Winslow Taylor, who developed the Scientific Managat and
referred to as the father of Scientific Managem@iatylor's associates
were Henry Gantt, Frank and Lillian Gilbreth (husband wife). Other
notable names were Henri Fayol, regarded as thderfatof
Administrative theory and Max Weber, who came ughwhe idea of
Bureaucracy (Adepoju, 2004, 2006).

Let us now examine each of these streams, thdamrkes strengths and
weaknesses.

3.2 The Scientific Theory/View

One of management and perhaps, the earliest systeview was that
management intended to maximise the output of werka an

29



EDA801 ORGANISATIONAL THEORY IN EDUCATION

organisation by applying the principles of sciantihanagement. The
most notable representative of this view was Fieklé&Winslow Taylor.

Taylor gave as his goal, the rational analysis dmiaistrative

procedures for exploiting human and material resesirin order to
attain the objectives of an organisation most ekjpecly. Excellence
in management, he thought resided in “knowing dyaghat you want

men to do and then seeing that they do it the dosstcheapest way”. It
is a philosophy dedicated to improving efficienciiraugh the

elimination of wasted effort. It's ideal is a coast growth in wealth
achieved through productivity. This mechanistic rapgph of Fredrick
Taylor was later referred to as Taylorism.

Among the disciples of Frederick Taylor were He@&ntt, Frank and
Lillian Gilbreth (Husband and wife), Warrington, Emson, e.t.c. All
these names were also associated with scientiffagement.

Taylor's scientific management advocated efficiemayich could be
achieved when workers are made to work to achibgeobjective, set
by the organisation. The type of management adedcatdescribed in
his Principles of Scientific Managemeand may be summarised thus;

1. Time-Study Principles: All productive efforts should be
measured by accurate time study and a standardestablished
for all work done.

2. Piece-rate Principle: Wages should be proportional to output
and their rates based on the standards determinéche study.
As a corollary, a worker should be given the highgrsde of
work of which he is capable.

3. Separation-of-planning  from  performance  principk:
Management should take over from the workers, the
responsibility for planning the work and making ftesformance
physically possible. Planning should be basedmoe studies and
other data related to production, which are sdieatly
classified. It should be facilitated by standartisa of tools,
implements and methods.

4. Scientific-Methods of work Principle: Management should take
over from the workers, the responsibility for themethods of
work, determine scientifically, the best method #nagh workers
accordingly.

5. Management-Control Principle: Managers should be trained
and taught to apply scientific principles of mamagat and
control (such as management by exception and casopawith
valid standard) so that they can train the workeordingly.

6. Functional-Management Principle: The strict application of
military principle should be considered as the Bsidal
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organisation should be so designed that it besesdhe purpose
of improving the coordination of activities amorfget various
specialists.

Taylor and his followers were enormously influehtia establishing
these principles in such powerful organisations Mislland Steel,

Bethlehem Steel, Santa Fe Railway, and ACMC Wiren@any among
others. Taylorism was criticised as being too maddtie, forceful,

exploitative, inhuman, and for not having any cdesation for human
factors but rather in favour of organisation ancbkasised productivity
at the expense of human elements. Some of the nmjbcs of

Taylorism are Campbell and his associates (Adef24j04).

3.3 The Administrative Theory/ View

Henri Fayol was a French industrialist; he was la@omajor contributor
to the systematic study of administration. In 198&yol came up with a
book Administration Industriale and Generalghere all his ideas on
administrative theory were embedded. Fayol cre#itedfamous five
elements/functions of management, which include;anfihg,
Organising, Coordinating, Commanding, and Contglli

Planning: To plan is to foresee and provide means to exathméuture
and draw up the plan of action.

Organising: To organise means, building up the dual structumagerial
and human of the undertaking.

Coordinating: This means binding together, unifying and harmogsi
all activities and efforts.

Commanding: This implies giving directives to the subordinatg,the
superior for them to carry out.

Controlling: This implies seeing that everything occurs infoamity
with established rules and expressed command.

These five elements/functions of management idedtiby Henri Fayol
have been variously modified by modern writers ardanisation
theorists such as Luther Gulick and Lyndall Urwidkor instance,
Gulick used the acronym POSDCORB to representuhetions of the
Chief Executive in a typical organisation. Eachteetrepresents an
activity essential to the proper functioning of thitice. POSDCORB
stands for Planning, Organising, Staffing, DiregtinCoordinating,
Reporting and Budgeting.
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Among Fayol's achievement was his attempt to rdlse level of
administrative practice by providing a framework mfinciples and
functions, which are referred to as Fayol's 14 @ples. They include
the following:

I Division of work
. Authority and Responsibility

1 Discipline

\Y2 Unity of Command

V. Unity of Direction

Vi. Subordination of Individual interest
vii.  Remuneration of Personnel according to efforts
viii.  Centralisation

IX. Chain of Command

X. Order

Xi. Equity

xii.  Stability of Job and Tenure

xiii.  Initiative and

xiv.  Espirit de Corps (Team spirit)

You will read more on these principles in Module®it 3 as they
apply to educational administration.

3.4 The Bureaucratic Theory View

The bureaucratic model developed by Max Weber fothes third
stream of thought under the classical approach.oilicg to Max
Weber, the bureaucratic concept of organisationamministration isa
pyramidal, hierarchical organisational structure which all power for
making decisions flows from super-ordinates to stibates.

Weber emphasised that bureaucratic apparatus wdodd very
impersonal, immunising, irrational, personal andotamal factors.
Weber therefore proposed the following principles the modern
organisation in order to bring forth efficiency gobductivity.

I Division of work and specialisation

. Hierarchy of Authority

iii. Rules and Regulations

Iv. Impersonal Orientation

V. Career Orientation

Vi. Official documentation/record keeping.

I Division of work and specialisation: According to Weber, the
principle of the bureaucracy demands competenceeftire,
assignments should be allotted to individual woskbased on
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their technical knowledge and capacity. This, hgssavould
bring about efficiency and high productivity in theganisation.

. Hierarchy of Authority: In Weber’'s view, it is the job of the
higher officer to supervise and control the junadficers. He
emphasised that in an ideal type organisation, evhbings
worked well, each lower officer is under the cohtiend
supervision of a higher one.

iii.  Rules and Regulations:This principle according to Weber is “a
continuous organisation of official functions boubg rules”.
Bureaucracy believes in creating rules and reguiati which
cover the rights, duties and operations of all mersib

Iv. Impersonal Orientation: Impersonality in official matters
means that the administrator or manager shoulanpersonal in
his official dealings and should not personalise theans of
production or owning any property in the organsatiHe should
therefore neither reflect his personal interest pootect the
interests of anybody in his dealings with offiaiatters.

V. Career Orientation:Weber emphasised that employment and
promotion of staff should be based on qualificatiotechnical
knowledge or competence and experience/skills aeduover
time.

Vi. Official Documentation/Record Keeping: Weber advocated
that all official transactions and matters in tmgamisation should
be done officially and be properly documented.

The ideas preached and advocated by the classitablsof thought is
efficiency and high productivity in organisation.

4.0 CONCLUSION

The idea behind the classical approach to managemneaministrative
thought and practice is to bring about efficienaog &igh productivity in
the organisation. In other words, the process afisiag organisation
objectives is viewed from the standpoint of indivédl workers. This
however led to the idea that workers should be asadachines or what
others will call Taylorism. The classical approasisaid to be a point of
departure from other schools such as the neocksaicd modern
schools which are going to be discussed in the uneikt
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5.0 SUMMARY

We have discussed the major approaches to the apewmeht of
management/administrative practice in this unithvépecific emphasis
on the classical school. | have discussed with ffwei three major
components of the classical school; the scientifianagement, the
administrative theory and the bureaucratic priregplYou have equally
been briefed in the unit, that the classical scippeached and advocated
for efficiency and high productivity. In the nexhitiwe are going to
discuss, the neoclassical and modern schools.

6.0 TUTOR-MARKED ASSIGNMENT
Briefly comment on the features of the three stearhthought that

produced what is today known as the classicalracttral management
school.
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1.0 INTRODUCTION

| am sure that your knowledge about the developroéntganisational

theory is improving with the discussion made intdnabove. Of course,
| also believe that your mind will be agitatinglde acquainted with the
other organisational theories such as the neoicdsand modern

school (system analysis). Certainly, those aretlireries we are going
to consider in this unit. If you are a studenthistfield of study, it is

expedient for you to be able to explain what edcthe theories stands
for.

2.0 OBJECTIVES

By the end of this unit, you should be able to:

. explain the features of the neoclassical and mosignnols
. appraise the two schools of management thought
. describe succinctly, each of these approaches avithhasis on

the strengths, weaknesses and implications of dpglications in
educational system.
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3.0 MAIN CONTENT
3.1 Brief Overview of the Neo-Classical and Moder®chools

Following the criticisms raised against the eatliapproach, which
centred on mechanistic and human nature of theoappes adopted by
Fredrick Winslow Taylor, Henri Fayol, Max Weber atieir colleagues
who have their names associated with the classichbol, another
movement called the neoclassical school came ordbB&member, we
stated that the classical school views the prooegsoduction from the
standpoint of organisation structure. However, rire-classical school,
which comprises, the human relations and behavisgrances or social
sciences movements considered the process of gioduitom the
standpoint of individual or group efforts.

The major concern of the classical organisati@maiunctional school
or movement was with how to make the worker anddfganisation
more productive. They were not concerned with therker as an
individual and his special needs and interests; tbeked at the whole
organisation as if it had a fixed structure (BarygsaEjieh, Adelabu &
Alege, 1998). The neoclassical movement believas workers either
individually or collectively be allowed to determeirwhat they need
themselves in order to bring about high productivih other words, job
satisfaction became noticeable early by the nessidal schools.

The neoclassical theory of organisation embarked tlo task of
compensating for some of the deficiencies in ctadsdoctrine. One of
the main contributions of the neoclassical schedhe introduction of
behavioural sciences in an integrated fashion itite theory of
organisation. The inspirations of this school wehe Hawthorne
Studies.

Despite all the contributions made by the neodtasgheorists to the
study of organisation, neoclassical school of oig@ion theory has
been called bankrupt. Criticisms range from, “humglations is a tool
for cynical puppeteering of people” to “human riglas is nothing more
than a trifing body of empirical and descriptivafarmation”. Of
course, there is a good deal of truth in both asitns since the school
like the classical movement lack integration amtmgfacets of human
behaviour studied by it. However, modern organisatheory has made
effort to cover the shortcomings of the current yoaf theoretical
knowledge (Ajayi, 1986).

The distinctive qualities of modern organisationedty are the
following; its conceptual analytical base, its aelkke on empirical
research data and above all, its integrating naflinese qualities are
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framed in a philosophy, which accepts the premisat the only
meaningful way to study organisation is to studyast a system of
mutually dependent variables.

Five parts of the system, which are interdependente been identified
in modern organisation theory. These include:

I individual;

. formal arrangement of functions;

iii.  the informal structure;

V. research findings; and

V. the physical setting in which the job is penfied.

At this point, it is very expedient to affirm thahodern organisational
theory and general system theory are similar irt, tkizey look at

organisation as an integrated whole. They howeviéerdn terms of

their generality. General system theory is conagmigh every level of

system, whereas, modern organisational theory &scysimarily on

human organisation. The modern school otherwisewknas newer
perspective or integrated school or system analygswys an

organisation as a set of interrelated and intendget elements that
make up an organised whole.

3.2 The Human Relations Movement (1930s-19§0

This movement has as its point of departure, thesatal or structural
approach of Frederick Taylor, Henri Fayol and Maeb&r. It started
through a series of long experiments at the Harkdmiversity in the
early 1940s. This movement took another view of agamg

organisation with much emphasis on the human gif@btor) which the
classicists failed to consider. Among the major tdbators and
proponents of the human relations movement was NPamker Follet,
regarded as the leader of the school, Elton Mayoetliisberger,
Dickson, etc.

In the studies conducted by Elton Mayo and his @ats

Roethlisberger in the early 1930s (1932) at the tHame Plant of the
Western Electric Company near Chicago, it was finebncluded that
the involvement of workers (social clique) in theguction processes
had great impact on their productivity. Even thautjle human relations
approach ushered in such things as group dynamatsy making by

consultation, justice and fair play, democracy aoedthmunication, it

was criticised for being too soft toward the woské&s the detriment of
the organisational objectives. While the classarglanisation approach
ignores the impact of social relations, the humealations approach
ignores the impact of the formal structure of oigation. In summary,
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human relations’ approach stresses people ratlaer shructures, their
motives and behaviour rather than the activitieat theed to be
harnessed for achieving organisational goals.

3.2.1 The Hawthorne Studies (1924-1936)

Elton Mayo and Fritz J. Roethlisberger conducted thawthorne
Studies or experiments at the Hawthorne Plant ef\itestern Electric
Company near Chicago between the period, 1924 886. IThe studies
/experiments divided into five stages, had distofaracteristics.

First Stage

This stage took place between the period, 1924 188Y, under the
direction of Pennock and Dickson. The stage wasvknasthe lighting
stage The company’s staff to know the effect of liglgtion output of
the workers conducted it. Two groups were involiedhis stage, the
experimental group and the control group. Whilefthrener had lighting
varied, the latter had a constant supply of ligitifihe finding of the
study revealed that outputs of the experimentatgrand the control
group increased. It observed that when the lighththe experimental
group reduced, the group produced more.

Second Stage

This stage took place between the periods 19279.1B2e stage known
as the relay assembly test roomvas mainly conducted to know the
effects of differing physical conditions on produity. It revealed that
the output of the six women-workers involved instistudy increased
even when the physical conditions change. The itradf the workers
to the conditions became known as lHewthorne Effect

Third Stage

This stage took place between 1928 through 1930kawgvn asthe
interview stage,where attention focused on finding out the atésidf
the workers towards workers’ conditions, supervisend jobs. This
study, conducted before the completion of tieéay assembly test
showed the importance of working condition and sug®n in
increasing workers’ performance. It was revealett the relationships
with people were important determinants of emplsyaditudes.

Fourth Stage

In 1932, this study known abke bank wiring observation roontook
place. It was the fourth stage of the experimemt iavolved fourteen
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workers removed from among other staff on bankngirio a separate
observation room though, under the same workinglitions. The aim
of this stage was to observe the group working wundiéfering
conditions over a period of nine months.

Fifth Stage

This fifth stage was conducted in 1936 and knownhasfinal stage.

This stage focused on lessons learned from theeeatlidies and aimed
at discovering employees’ relations. The findinglo$ study led to the
improvements in personal adjustment, employee ersugor relations

and labour management relations that eventuallydymed positive

influence on workers and organisation productiigge Peretomode,
2003; Ogunu, 2000; Adepoju, 2006).

Major Findings of the Hawthorne Studies

1. Workers in any organisation cannot be treated isolaite
isolation hence should be seen as members of ardymaoup.

2. Informal groups (social clique) exercise much iaflue on
members’ behaviour and organisation productivifyhis is also
known asGroup Dynamics.

3. Membership of an informal organisation or sociabugy was
found to be more important than monetary incentivephysical
working conditions.

4. Administrators or managers need to be aware ostiec&al needs
of the workers and cater for them in order to enage workers
to work toward achieving the corporate goals of dhganisation
rather than working against the survival of theamigation.

SELF ASSESSMENT EXERCISE 1

1. Briefly highlight the position of the Human Rebns School.
2. In your view, do you think educational admirasbrs should
have knowledge of the Hawthorne Studies?

3.3 The Behavioural Sciences/Social Sciences Movearne
(1950s-1975)

This movement came up as a significantly differsetiool or approach
from the earlier ones (Classical and Human Relajio@ne of the major
pioneers of this movement was Chester Barnard. emretical

framework of this new movement derived from the ialoc
sciences/behavioural science disciplines like pshdy, sociology,

political science, economics, etc. According to preponents of the
approach, every administrator or manager shoulddugpped with the
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knowledge of these social science disciplines abblie belief was that,
through the knowledge of these fields of study, imdistrators or
managers would have better insight into the sibmatjob content, job
context and the nature of the workers.

Another fact to know about this movement was thelemsis on some
prior knowledge of basic principles or procedurésdministration by
administrators, which can assist them to accomglsh goals of the
organisation. Such principles or procedures are ecaffe
communication, behavioural disposition of the waoskerewards,
inducements, etc. In other words, the impact o thovement was the
apparent loss of identity of the science of managemather; attention
shifted to the social sciences.

Among the adherents of the behavioural science mewé were
Gouldner, Argyris, Bakke, March, Simon and Parsons.

SELF ASSESSMENT EXERCISE 2

What is the position of the Behavioural Sciencesagton the study of
organisation and its member?

3.4 The Modern View (System Analysis)

This school was lately developed. It therefore grages the earlier
schools discussed above. Among the notable figafdbe integrated
school were Simon and March. This school viewsdiganisation as a
system of interrelated sets of activities, whichalda inputs to be
converted into outputs. This approach enables igisoto study key
elements of organisation in terms of their intaacg with one another
and with their external environment. Whereas, ire tpast, the
explanations were in terms of structures or peapdy, it is possible to
identify theories, which seek to explain or predmtganisational
behaviour in a multi dimensional way by studyingople, structure,
technology and environment at once and at the samee

There are several socio-technical systems under dpproach; the
highly embraced one is theontingency approachvhich states that
“there is no best way to organise and manage rather best form
depends on some contingencies or situation thatvapges the
organisation at one time or the other” such as:

. The goals of the organisation

. The characteristics of its members
. Kinds of the tasks or job

. The content of the job
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. The context of the job and
. The structure of the organisation.

4.0 CONCLUSION

Our discussion in this unit has shown that orgaiosa and people
within such organisations are viewed from differpatspectives. While
some organisation theorists such as the neo-cdssimvement
emphasised that individual or group of individusit®uld be motivated
and made more satisfied with their tasks in ordebring about high
productivity, the advocates of modern school emigkds that
organisation should be viewed in terms of a sysbenmterrelated sets
of activities which enable inputs to be convertedo i outputs. In
addition, the contingency approach under the modetmol indeed
emphasised that, there is no best way to organisk raanage an
organisation. Hence, the situation should be altbwee predict what
approach to use.

5.0 SUMMARY

In this unit, you have learnt that the neoclassscailool is the movement
that came after the classical school while the lassical school is a
point of departure from the modern school. Alsothis unit, | have

taken you through the major features of the nessatal and modern
schools. What you have learnt in this unit is vagcessary for your
comprehension of Unit 6 which deals with backgraundnd

contributions of selected organisational theoridts organisation

practice.

6.0 TUTOR-MARKED ASSIGNMENT

1. Briefly comment on the positions of the neodtzedsand modern
schools.

2. What exactly, do you find interesting about ttheories so
discussed?
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1.0 INTRODUCTION

In the previous units, (1 — 5), you have come acgmme names who
have themselves associated with some theorieshignunit, you will
read and study more on their backgrounds and thermantributions
they made to the development of organisational rihemd practice.
These organisational theorists have over the yaas,in no small way
contributed and set a pace for the study and dpuedat of
organisational theory. Their contributions haveoalsfluenced the
practice all over the world. It is important to poout that the works and
views of many of these scholars overlap and arg nerch interrelated
or in simple terms, many of their works and views eomplementary
and universal. Thus, an amalgam of approachesitgestan effective
tool-kit to educational administration and managemeowever, this is
not to say that the works, views and theories patsd by these
pioneering administration / management scholars airecompletely
correct or perfect. In fact, their works/views/ dhies had been subjected
to a wide range of criticisms and challenges ad a®lgoing through
several amendments before subsequent adoptionitttheutastes, and
peculiarities of diverse sectors of human endeaveluding the field
of education. Such contributions and backgrounddiseussed in this
unit.
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2.0 OBJECTIVES

By the end of this unit, you should be able to:

. identify the organisational theorists and theirkgaounds

. examine the major contributions made by the thevris the
development of organisation practice

. identify the areas in which such contributions weigde.

3.0 MAIN CONTENT
3.1 Frederick Winslow Taylor (1856-1917)

Frederick Winslow Taylor was an American who rds@agh the ranks
as an apprentice, labourer, clerk, machinist, fammand chief
industrial engineer. He popularised the theory ahagement and was
regarded as the father of the Scientific Manager8ehbol. In addition,
Taylor posited the concept of Management by Exoept{MBE).
Taylor's major concern throughout most of his lileas to increase
efficiencyin production, not only to lower costs and to egmofits but
to make possible increased pay for workers throtiggr higher
productivity. His contributions to the school atersnarised as follows.

. He pioneered the development of science in managgméich
replaced therule of the thumbmethods. He did away with
guesswork.

. He developed scientific selection of workers anel phogressive
teaching and development of work.

. He advocated scientific education and developmensélected
workers.

. He raised the idea that workers should be paichoentive basis
l.e. tie salary to how much a worker can produce.

. He advocated that every worker should be develapdus/her
highest level or fullest capability.

. He instituted friendly cooperation between managemand
staff.

Taylor further opined that:

- In each daily task, each man should have cledafined task to
accomplish.

- A worker should be given standard condition addcuate tools
to work with.

- There is high pay for a job well done, for exaephcentives.

- There is loss of pay for work failure.
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Most of Taylor's contributions to management areitamed in his
famous work,The Principles of Scientific Managememiblished in
1911. In his view, excellent management resideknowing exactly
what you want men to do, then, seeing that theyitda the best
cheapest way. He propounded the following manageprerciples.

. Time - Study Principle

. Piece - Rate Principle

. Separation of Planning from Performance Principle
. Scientific Method of Work Principle

. Management Control Principle

. Functional Management Principle

. Differential Work-Plan Principle

In addition, Taylor listed ‘new duties’ for managemt. These include;

. The development of true science.
. The scientific selection, education and developnoémtorkers.
. Friendly close cooperation between management amnkiens.

Taylor and his contemporaries Gantt, Emerson, Fran# Lillian
Gilbreth stressed the engineering approach to nemeanqt.

3.2. Henry L. Gantt (1861-1919)

Henry L Gantt was a contemporary and colleagueredérick Winslow

Taylor at Bethlehem Steel Works. He was the fistsee human
relations in industry as an important element. Gdmlieved that
scientific management should entail the study abfam according to
scientific methods. He also believed that trainifigvorkers should be
the sole responsibility of the management. He wasforerunner of
modern techniques such as programme evaluatiomesa@lv technique
(PERT). In addition, Gantt developed building tasid bonus system,
that is, sequencing production activities and inednthe Gantt chart,
which shows the relationship between ‘events’ in peoduction

programme.

He was the person that developed the philosophgoonsideration for
and fair dealings with workers. Unlike Taylor andlb@th, Gantt
believed that, the worker was a human and insisetedhe basic day-
wage as a minimum. He was also of the view thatctience to earn
more money was all that was needed to motivate everito accept
improved methods.
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3.3 Henri Fayol (1941-1925)

Henri Fayol was a Frenchman and an industrialistwas regarded as
the father of modern operational management thebayol in his book
published in 1916 identified five basic elementsagdiministration or
management, which include planning, organising, rdioating,
commanding and controlling. He developed fourteemcpples of
management and was of the opinion that, all busioeganisations are
the same all over the world i.e., they are uniMend& contributions
amongst others are the codification of administeafirinciples such as:

I Division of Labour/Work - He believed that specialisation leads
to efficiency and higher productivity and as suahmanager
should give an employee specialised job or actisiti

. Authority and Responsibility - The responsibility of an
employee should be commensurate with the authgntgn to
him.

iii.  Unity of Command - An employee can only report to only ONE
super officer i.e., no one should serve two masters

\Y Scalar Chain/Chain of Authority and Communication - The
formal line of authority should be cleared and whkien from top
to bottom through the organisation in which infotioa,
directives, responsibility and obedience should/flo

V. Discipline - There must be respect for rules and regulatems
authority of command.

Vi. Unity of Direction - Work or activities that are related to a group
or department and with the same objectives muse lzaleader
and a plan.

vii.  Subordination of individual initiative/ intere st to general
interest - The corporate goals of the organisation mose tak
precedence over individual goals.

viii. Remuneration of Personnel- There should be adequate
payment of wages and salaries.

IX. Centralisation: - Authority should reside at the centre.

X. Order: - People and materials should be found in thitnace
at the right time. In other words, ‘a place for s¥king and
everything in its place’, the right man should Heacpd in the
right place.

Xi. Equity and Justice- There should be fairness in the treatment of
all

xii.  Stability : - The tenure of personnel must be stable; a tagh of
worker turnover should be discouraged.

xiii.  Initiative :- Employees should be allowed to think and execute
plan of action independently.

xiv. Espirit de corps. - There should be unity of effort through
harmony of interest or teamwork.
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Henri Fayol was regarded as the leader of the adtrative approach to
organisation.

3.4

Luther Gulick and Lyndall Urwick

Professor Luther Halsey Gulick, a management exgettauthor along
with Lt. Col. Lyndall Urwick in 1937 expanded Faigfive elements of
administrative functions and came up with the papuhcronym,

POSDCORB which implies Planning, Organising, SkaffiDirecting,

Coordinating, Reporting and Budgeting.

1.

2.

Planning - Developing outlines of activities and execution of
methods so as to accomplish organisational goals.

Organising- Establishment of a formal organisational structure
functions and subdivisions that are required farysag out the
duties for the achievement of defined objectives.

Staffing - The recruitment and training of personnel, and
maintenance of favourable work climate for the perel.

Directing - Organisational leadership, decision making and
embodying them in specific and general orders astructions
for each member.

Coordinating - The vital function of uniting and interrelatingeth
various parts of the work.

Reporting - Keeping subordinates and super-ordinates informed
about the status of the work through record repogsearch and
inspection.

Budgeting - This embraces fiscal planning, accounting and
control.

It must be stressed here that both Gulick and Wvaelonged to the
same school of thought. In addition, Lyndall Fows&kwick, a British

management thinker and writer of all times was ofhghe greatest
British Army Officers of the rank of Lt. Colonel. eHalso had an
engineering background and held management positimth in the

British military and public service. He belongedtte®e administrative
wing of the classical school of management theorgg founded the
Institute of Industrial Administration. He was a magement consultant
who authored the ten-principles/articles on orgatios building as

indicated below:

1. Objective — All organisations should have clearly defined
objectives for which they are set up.

2. Specialisation -The activities of members of an organisation
should be defined and codified into simple funcsion

3. Coordination - The effort of individuals should be harmonised

and coordinated towards a goal(s).
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4. Authority - There should be clearly defined lines of authority
from the top to everyone in the organisation.

5. Responsibility The super-ordinate should assume absolute
responsibility for the actions and inactions of subordinates.

6. Principles of definition — Duties, authority and responsibilities
should be written and communicated to all concerned

7. Principles of correspondence -In every position, the
responsibility and authority should correspond.

8. Span of Control -Urwick was of the opinion that for effective

control, a manager or an administrator should opessise more
than five or at most, six, direct subordinates veha®rk “inter-
lock”; although where no interlocking exists, tfentrol could be
more.

9. Principles of Balance -This implies that various units should be
kept in balance.

10.  Principle of Continuity - The process of re-organisation and re-
engineering should be a continuous exercise.

3.5 Max Weber (1864-1920)

Max Weber was born on 21of April 1864 in the German town of
Erfurt. His father was a lawyer and member of ailfamf prosperous
textile manufacturers. The Weber family moved toliBen 1869 where
his father became a member of the German Reiclestag National
Liberal. Max received a classical education andtwento study law at
the university. He did his military training andapticed as a lawyer in
Berlin until 1893. He lived in a period that leddatastrophe of the First
World War when the European powers struggled faldvwmastery, and
their societies transformed by the emergence ofcthss of industrial
workers. It was also a period of value crisis - @t&istian world view
was challenged by natural science on one handlendlorification of
power and freedom for self-expression on the dtlaed. It was also the
early period of establishing institutionalised sbciand economic
research for policy purpose.

Although, Max obtained his academic qualificatiop &tudying the
history of law and the ancient world, his socialaa@ness drew him to
the Association for Social policy. While working dawyer, he

completed a major research project on the social anonomic
conditions of the Prussian peasantry in 1892. 18318J1ax married
Marianne, a second- generation cousin and a fobstedatellectual that
became a prominent leader of German feminism, amyihim until

1896. His academic reputation grew and in 1894whe called to a
Chair of Economics in Freiburg from where he moweda similar

position in Heidelberg in 1896.
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Max gave up his teaching position in 1903. Thus, pleriod between
1903 and 1920 were marked by a stream of writingclvcontinues to
be a treasury of ideas for later scholars. He wootéopics as various as
the Russian Revolution and the sociology of mukie,religion of China
and the development of the city industrial psychgland bureaucratic
structure. He also worked on the religion basibuhan rationality and
on the development of western capitalism as welihasphilosophical
implications of empirical social science, and capusntly, he became a
well-known political commentator. In fact, it waket product of his
works that eventually culminated in his conceptir@mework for
sociology, which was linked to his enormous studlyhe relationship
between the economy and society.

In addition, as a journal editor, Max turned thechieve for Social
Science and Social Policy’ into the major forum fagpplied social
research. He also worked strenuously to help fotimel German
Sociological Society in 1910.

Furthermore, Max developed the concept of Typolo§Bureaucracy
and wrote a book titledThe Theory of Social and Economic
Organisation His study of the development of organisationabtly and
capitalism is still the first and provides the taKé point for
sociological studies. Max argued that a bureaucratganisation has
five basic attributes namely:

1. Division of Labour - Work should be broken down into
components and there should be specialisatiorsk§ta
2. Hierarchy of Authority - Organisations and offices should have

an arrangement of authority from top to the lowes$tthe
organisational pyramid.

3. Rules and Regulations The rights and responsibilities of each
position and individual should be stated and weflreed.

4. Impersonal Orientation - Official decisions should be taken
without sentiments or prejudice.

5. Career Orientation - Technical competencies is the key to

career advancement and achievement and / or ggnstrould
form the basis for promotion i.e. super-ordina@ssessment or
evaluation of employees should be based on emptoyeee
talents and must be defended against denial of girons and
arbitrariness to ensure continued loyalty to thgaarsation.

6. Official Record Keeping —Official matters should be treated
officially and appropriately documented for easference (see
Adepoju, 1998; 2003; 2004; 2006).

Finally, in 1919, Max took another permanent chairMunich and
lectured in overflowing lecture theatres on basinaepts in sociology,
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on economic history and on political science. Halaed for years on
his great work: the three-volum@ociology of Religiorand the two
volumesEconomy and Societylthough, he never saw them in print.
His other works includeThe Methodology of Social Science, The
Protestant EthiandThe Spirit of CapitalismHe died of pneumonia on
14thJune 1920.

3.6 Frederick Herzberg

Fredrick Herzberg is one of the behavioural sca&ativho developed
the ‘Job Enrichment and Two-Factor Theory on Mdtwa namely;

Motivator/Hygiene/ Satisfiers and Maintenance/Dis$i@rs otherwise
known as the concept of duality. Motivator/ Saésdiare intrinsic to the
job and provide job satisfaction and self-actuéilisa They include
achievement, recognition, advancement or growth rasgonsibilities.
On the other hand, Maintenance/Dissatisfiers/Hygjiemariables are
those variables that do not provide motivation Ibugrely prevent
dissatisfaction in an organisation. They include fibllowing:

I Company policy and administration

. Supervision

iii. Interpersonal relations with peers, superiansl subordinates
Iv. Working conditions

V. Salary

Vi Status

vii  Job Security (see Adepoju, 1998; 2003; Polld:2i78).

These variables are extrinsic in nature, and if leyges perceive them
to be deficient, they are likely to be unhappy,sdisfied and less
productive. Although, this theory had been crigcisby House and
Wigdor (1967-369-390) and King (1970-18-31), it m® doubt a
systematic approach with an easily understandaplguiage. Thus, the
theory can be used to develop better conceptualsatrather than
wholesome acceptance or rejection (Ajayi and C882).

3.7 Douglas M. McGregor

Douglas M. McGregor belonged to the behaviouraurman relations
school. He discovered the human side of enterpaise formulated
Theory X a reallocation of pessimistic view of workers arfteory Y,
which takes optimistic view of workers. These ame bpposing views
or assumptions that represent more of the philosaghthe human
relations schools (Adepoju, 2004).
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Theory X

This theory states the following assumptions. That;

1. The average being has an inherent dislike forgjed will avoid
it, if possible.
2. The average person lacks ambition, dislikes wahkd

responsibility but prefers to be directed, coercamhtrolled and
threatened with punishment to get his/her adegefébet towards
meeting organisation’s objectives. However, he wafab
security and economic rewards.

3. The average person is resistant to change.

4. The average person is self-centered and indiffeto corporate
objectives and goals.

Theory Y
This theory has the following assumptions. That;

1. The average person is not by nature passivei@esito the
organisation’s need. That expression of physical amental
effort in the work place is as natural as playestr

2. The average person does not lack ambition,kdisiork and
responsibilities and does not desire undue punishnmerce,
being controlled and threatened, rather, he leandgr rewarding
conditions to seek and accept responsibilitiesis &in contrast
to item number (2) in Theory X.

3. The average person learns under ideal situatiten.wants to
exercise autonomy and creativity. This is relevatd self-
actualisation of Abraham Maslow’s hierarchy of red#ukeory. In
other words, avoidance of responsibility, lack afbétions and
emphasis on security are generally consequencegparience,
not inherent human characteristics (see Adepoj@812003;
2004; 2006).

Essentially, Theory X simply implies that adminggors must use both
the ‘carrot and stick’ to motivate workers and aghs suited for
organisations that are characterised by non-corfgrantagonism and
mistrust. On the other hand, Theory Y is based rost,t openness,
concern for others and respect for individualitgug Theory X and
Theory Y are on the two extremes.

McGregor’'s theory is generally regarded as an suaplification of
reality, where the work and worker are viewed eithg X or as Y. In
reality, situations fall within the continuum thaange from the X
extreme to the Y extreme. Furthermore, McGregorfedry X and
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Theory Y are useful to educational administratord enanagers in the
formulation of meaningful personnel policies. Theselude selecting
the competent, training the inexperienced, elinmgathe incitement
and providing incentive for staff to maintain gpowork and ensure
maximum productivity. In addition, while Theory X ay prevent
educational administrators from discovering andisirtig the best
potentials of the average teacher, Theory Y is idened ideal for
efficiency and improved productivity in educatiomagjanisation.

3.8 Elton Mayo (1880-1949)

Elton Mayo was an Australian by birth, a psychabdpy training, and,
according to some, Mayo was a natural public rehsti man by
inclination. At the time of the Hawthorne studibs, was a Professor of
Industrial Research at the Harvard Graduate SclajolBusiness
Administration. He was involved in the study of daip turnover and
was approached by the executives of the WestertriEldCompany for
advice on issues relating to fatigue and accidents.

The name of Professor Elton Mayo was mostly astetmith what has
come to be considered as the best - known andwndsty quoted piece
on social research in the 2@entury, namely, the Hawthorne Studies
carried out at the Hawthorne Plant of the Westdattiic Company in
Chicago, U.S.A between 1927 and 1932. The emphiadise studies
was on the workers rather than on the work itdé¢hilike Taylor and the
scientific managers, the researchers at Hawtholaet Rere primarily
concerned with studying people, especially in terofistheir social
relationship at work. The conclusions of the Hawmigostudies are as
follows:

. Informal group leaders are often as important as#b leaders
and they should be consulted by the organisatiordeagement
to resolve issues and execute decisions in thenma@#ons.

. Changing and modifying physical work conditionselikarying
rest period and increasing pay packages all tend too
sufficiently explain productivity. Group social b and
attitudes to work were found to explain organisaio
productivity. Attention should therefore be direttat the
working of groups as a basis for effective admraigdn and
management of the organisation.

. Subjects taking part in an experiment often wantinipress
researchers in their behaviour in response to #weareness that
an experiment is going on. This confounding mateéfisn has
been labelled theHawthorne effect’.
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3.9 Mary Parker Follet

Follet was an American philosopher and human @aticonsultant.
She first adopted social science to industry anctldped new concept
of management and relations with industrial groupe:. works focused
on group efforts in the organisation while payirggd attention to
individual efforts in industry. She was noted foevdloping and
advancing the human relations approach to the sitidyganisation.

3.10 Abraham H. Maslow

Professor Abraham H. Maslow developed man’s baseds, which he
called hierarchy of needs theory on motivatidie was a behavioural
Psychologist who developed and contributed in nallsmmeasures
towards motivation with the concept of basic neefisnan, which he
categorised into five levels namely:

Physiological needsfood, clothing, shelter and rest
Safety needsprojection against damper, job security
Social/ love needslove, affection, association with others
Esteem/Ego needsstatus, reputation and natural respect
Self-Actualisation self fulfillment.

akrwpnPE

3.11 Fritsz J. Roethlisberger

Fritz Roethlisberger was a sociologist. He workkxh@ with Professor
Elton Mayo, an industrial psychologist under thenéas Hawthorne
Studies between 1927 and 1932. The result of thethtane studies
pointed out the importance of ‘human relationshmorganisation.

Roethlisberger’'s study emphasised ‘human relatitmosh the point of
view of top administrators who had interest in Ingvihe cooperation of
their employees with a view to getting more outlem by social and
psychological manipulations. The results of the Henne Studies also
pointed to the fact that, what goes on inside tlweker has greater
effects on his productivity than what goes on algsie. the physical
conditions of the plant were not the only factdnattaffect workers
productivity. Secondly, economic incentives weret rihe only
motivators of workers, and that, social sanctiatigues and subgroups,
were found to be important in organisations.

The conclusions of Fritz Roethlisberger and Eltoaybls Hawthorne
Studies are highlighted B8 above.
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3.12 Frank B. Gilbreth and Lillian Gilbreth

Frank and Lillian Gilbreth were husband, wife andrkvas team to
develop the ideas of Taylor. Frank Gilbreth gave ggng to the

university to become a bricklayer at the age ofifl2885. He rose to
become chief superintendent of a building contractirm 10 years
later and established his own building constructtmampany shortly
thereafter. During this period, and quite indepeartigeof Taylor's work,

he became interested in wasted motions in work;rdgucing the

number of bricklaying motions from 18 to 5, he mauessible the
doubling of a bricklayer's productivity with no grer expenditure of
effort. His contracting firm work soon gave waydaly to consulting on
the improvement of human productivity. After megtihaylor in 1907,

he combined his ideas with Taylor's to put scientthanagement into
effect. In undertaking his work, Frank Gilbreth wgreatly aided and
supported by his wife, Lillian. She was one of #wmliest industrial
psychologists and received her doctorate degraaisnfield in 1915,

nine years after her marriage and during the pewdegn she was
involved in having and raising her celebrated doceifdren. After her

husband’s premature death in 1924, she carrieditnhis consulting

business. She was widely acclaimed as the “fidy laf management”
throughout her life, which ended in 1972 when shes @3. Lillian

Gilbreth’s interest in the human aspects of workl &er husband’s
interest in efficiency — the search for one besy wladoing a given task
— led to a rare combination of talents. It is there not surprising that
Frank Gilbreth long emphasised that in applyingstific-management
principles; we must look at workers first and ursd@nd their

personalities and needs. It is also interesting, tbat the Gilbreths
came to the conclusion that it is not the monotoiwork that causes so
much workers’ dissatisfaction but, management'k lat interest in

workers.

4.0 CONCLUSION

While some of the postulations of the organisatidheorists discussed
in this unit overlap or are interrelated or compdetary, others have
been subjected to a wide range of criticisms. itnigortant to emphasise
here that the contributions of these pioneer sehdlarm the basis of
management practice all over the world. In otherrdsp a clear
appreciation and knowledge of their works and viewmis would no
doubt assist in the study of organisational thesttyer as a discipline or
as a course of study. Even though, the works olofayayol, Gantt,
Gulick, Urwick, Frank and Lillian Gilbreth were nmy in the field of
industrial organisations or in the broad field afrmanistration, the
influences have left imprints on educational adstmiions.
Educational scholars such as Franklin Robbins (L& Elwood

54



EDA801 ORGANISATIONAL THEORY IN EDUCATION

Cubberly (1916) adopted the scientific managememtorty for
schoolteachers, supervisors and administratorsigeasa Similarly,
Douglas McGregor’s (1960) theory x and theory yx\deber’'s (1947)
theory of social and economic organisations, Fiekldderzberg'’s two-
factor theory on motivation have all been adopted aised in
educational administration and management. This c@nsonance with
the trend in other fields of human endeavour scpublic and business
administration where the pioneering works of theseolars have been
used as foundations and springboards for laterasho

5.0 SUMMARY

In this unit, you have learnt how some renowned gndneer
organisational theorists such as Fredrick Winslayldr, Henry Gantt,
Henri Fayol, Luther Gulick, Lyndall Urwick, Max Web, Fredrick
Herzberg, Douglas McGregor, Elton Mayo, Mary Parkéollet,
Abraham Maslow and Fritzs Roethlisberger have daouied to the
development of organisation and administrative forac Their brief
backgrounds have been discussed in the unit.

6.0 TUTOR-MARKED ASSIGNMENT

Briefly highlight the contributions of Fredrick Tly, Henri Fayol and
Elton Mayo to the development of organisationatpca.
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APPENDIX
Appendix 1: Significant Administrative/Management Theorists
by Contribution and Period
Years of
SN Contributor Theory or Model Pgbl?qation or
Developed Significant
Research
1 F.W. Taylor Scientific Management 1911
2 Mayo Hawthorne Studies 1933
3 Barnard Executive Function 1938
4 Coch-French Michigan Studies 1948
5 Stogdill Ohio State Studies 1948
6 Homans Human Group 1950
7 Maslow Hierarchy of Needs 1954
Theory
8 McGregor Theory X and Theory V] 1957
9 Tannenbaum- | Continuum of Leader 1957
Schmidt Behaviour
10 | Blake-Mouton Managerial Grid 1964
11 | Argyris Maturity-immaturity 1964
12 | McClelland Achievement theory 1965
13 | Odiorne Management by 1965
Objectives
14 | Herzberg Motivation-Hygiene 1966
Factor Theory
15 | Likert Systems 1-4 1967
16 | Fiedler Contingency Model 1967
17 | Reddin 3-D Management Style 1967
18 | Olsson Management by 1968
Objective
19 | Hersey- Situational Leadership 1969
Blanchard
20 | Vroom-Yetten Contingency Model 1973
21 | House-Mitchell Path-Goal Theory 1974
22 | Vroom Expectancy Theory 1976
23 | House Charismatic Leadership 1977
24 | Burns Transformational 1978
Leadership
25 | Kerr-Jermier Substitutes for 1978
Leadership
26 | MccCall- Fatal Leadership Flaws 1983
Lombardo
27 | Greenleaf Servant Leadership 1983
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28 | Bennis-Nanus Leadership 1985
Competencies

29 | Tichy-Devanna | Transformational 1989
Leadership |

30 | Manz Super Leadership 1989

31 | Yukl Integrating  Leadership 1989
Model

32 | Covey Principle-centered 1991
Leadership

33 | Fisher Leading  Self-Directed 1993
Work Teams

34 | Johnson SOAR Model 1994

35 | Pansegrouw - 1995

36 | Gyllenpalm - 1995

37 | Whetter- - 1995

Cameron

38 | Tichy Leadership Engine 1997

39 | Ball DNA Leadership 1997

40 | Byham-Cox Empowerment 1998

41 | Fairholm Values-Based Leadership 1998

42 | Cohen 8 Universal Laws of 1998
Leadership

43 | Ulrich, Zenger| Result-Based Leadership 1999

Smallwood

44 | Wheatley Leadership and the New 1999
Science

Sources: . Hersey, P., Blanchard K.H., Johnson, D.E. (3002

Management of Organisational Behaviour; Leading

Human Resources. New Delhi:

India Private Limited. Page 87
il. Babalola, J.B. and Atand.l. (2006) pp. 43-44

Prentice-Hall of
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Appendix 2: Other Significant Administrative/Management
Theorists by Nationality and Contribution
S/N Contributor Nationality Theory orModel
Developed
1 Frederick W. Taylor| United States Scientific
Management
2 Frank and Lillian| United States Time and Motian
Gilbreth Studies
3 Mary Parker Follett| United States Industrial Huisa
4 W. Edwards Deming United States Global Quiality
Pioneer
5 Charles Handy Ireland Organisation Thepry
6 Tom Buras Great Britain Organisation Theory
7 G.M. Stalker Great Britain Organisation Theory
8 Joan Woodward Great Britain Organisation Theory
9 Henri Fayol France, Europe Classical
Management
10 | Geert Hofstede Netherlands Cross-culture
11 | Max Weber Germany Bureaucracy theory
12 | Peter Drucker Austria Management by
objectives
13 | Fred Hedler Austria Leadership
14 | Joseph M. Juran Romania Quality
Improvement
15 | Ichak Adizes Yugoslavia/lsrael Managing Change
16 | Elton Mayo Australia Directed Hawthorne
Studies
17 | Kaori Ishkawa Japan Quality
Improvement
Sources: . Kreitner, R. (2002). Management. Delhi: A.BT.
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of

the

History

of

Administrative/Management Thought

School
Thought

of

Contributor

Year

Publication

of

Contribution

SCIENTIFIC

1. F.W. Taylor

1903-191

Acknowledged

scientific
management.
His  primary
concern was t(
increase
productivity
through greate
efficiency in
production anc
increased pa)
for workers
,through the
"application of
scientific
method.
principles
emphasised
using science
creating grou
harmony and
cooperation,
achieving
maximum
output
developing
workers.

His

and

as the father of

-

2. H.L. Gantt

1901

Gantt called for
scientific
selection off
workers  and
harmonious
cooperation
between labou
and
management.
Developed the
Gantt's  chart
and stresse
the need fol
training.

-

3. F.&L.

1900

Frank is know
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Gilbrethfor primarily  for
his time and
motion studies
Lillian, an
industrial
psychologist,
focused on the
human aspects
of work and
the
understanding
of workers’
personalities
and needs
Referred to as
“the father of
modern
management
theory”.
Divided
industrial
activities into
Six groups:
technical,
commercial,
financial,
security,
accounting and

MODERN managerial.
OPERATIONAL Henri Fayol 1916 | Recognised the
MANAGEMENT need for
teaching
management.
Formulated
fourteen
principles  of
management
such as
authority and
responsibility,
unity of
command,
scalar chain
and esprit de
corps.
BEHAVIOURAL | 1. Hugo 1912 Application of
MANAGEMENT Munsterberg psychology to

industry and
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management

2. Walter Dill

Scott

1911

Application of
psychology to
advertising,
marketing, anc
personnel.

3. Max Weber

1946,194

7 Theory
Bureaucracy

of

4. Vilfredo
Paretothe

1896-1917

Referred to 4
“the father of
social system
approach” to
organisation
and
management

S

\*2J

5. Elton
and F.J.
Roethlisberger

Mayo

1933

Famous studie
at the
Hawthorne
plant of
Western
Electric
Company.
Influence  of

and
relationships of
work  groups|
on
performance

social attitudes

D

SYSTEMS
THEORY

1. Chester
Barnard

1938

The task of
managers is t
maintain a
system of
cooperative
effort in a
formal
organisation.
He suggested
comprehensive
social system:
approach td
managing.

O

\*2J

MODERN

MANAGEMENT

1. Peter F.

Drucker

1974

Prolific writer
on many
general
management
topics.

2. W. Edwards

After

Introduced
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“ Demingin World Wadrquality control
I in Japan.
3. Lawrence 1969 Observed that
“ eventually
people get

promoted to
level where
they are
incompetent.

4. William Quchi 1981 Discussed
selected
Japanese
managerial
practices
adapted in the
U.S.
environment.

174

5.Thomas Petar 1982 Identified

and Robert characteristics

Waterman of companieg
they
considered
excellent

Sources:
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MODULE 2 THE STUDY OF HUMAN BEHAVIOUR IN
THE ORGANISATION

Unit 1 Understanding Human Behaviour and Conflgtissues
in the Organisation

Unit 2 Motivation and Individuals in the Organisat

Unit 3 An Overview of Motivational Theories

Unit 4 Social Dimension of Educational Organisatio

UNIT 1 UNDERSTANDING HUMAN BEHAVIOUR AND
CONFLICTING ISSUES IN THE
ORGANISATION

CONTENTS

1.0 Introduction
2.0 Objectives
3.0 Main Content
3.1 Definition of Human Behaviour and Organisational
Behaviour
3.1.1 Developmental Trends in Human Behaviour
3.2 Meaning, Nature and Types of Conflict in the
Organisation
3.2.1 The Concept of Conflict
3.2.2 Nature of Conflict
3.2.3 Types of Conflict
3.3 Causes and Effects of Conflict in Educational
Organisation
3.3.1 Causes of Conflict
3.3.2 Effects of Conflict
3.3.2.1  Arguments in favour of Conflict
3.3.2.2  Arguments against Conflict
3.4 Management Conflict in EducatioBafjanisation
4.0 Conclusion
5.0 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Reading

1.0 INTRODUCTION

It is obvious that while organisations’ objectivdgfer somewhat in
various organisations; the individuals involvedoalsave needs and
objectives that are especially important to thenmcke human or
employee behaviour also tends to differ in humaganisation. This is
probably due to the different backgrounds of theleyees. They only
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meet in the organisation and are working towardbieang the

organisational goals and objectives. The goalshefworkers are not
usually the same with the corporate goals. Esdbntthe organisation
prescribes the rule of behaviour expected of thekigoce.

Organisation, through the administrator, also hélpsvorkers to see
that they can satisfy their own needs and utillseirt potentials and
simultaneously, contribute to the aims of the gnise. When there is
incongruence between the individual goals and asg#ional goals,
then, conflict ensues, which may be positive oratieg. Administrators
have roles to play in managing whatever confliccuss through
adoption of several strategies at their disposakr§ administrator
should thus have an understanding of the rolesivichaality and

personalities assumed of the workers.

2.0 OBJECTIVES

By the end of this unit, you should be able to:

. define human behaviour and organisational behaviour

. highlight the developmental trends in human behavio

. define the concept conflict

. identify the types of conflict

. explain the causes and effects of conflict in trgaaisation

. enumerate the strategies that can be adoptedriageaonflict.

3.0 MAIN CONTENT

3.1 Definition of Human Behaviour and Organisation&
Behaviour

Individual workers or employees should display ai@rtbehaviour that
should be in consonance with their role expectatiarthe organisation.

Individual workers also have certain characterssticat differentiate
them and make them distinct from their fellow wogkeThe need to
understand individual characteristics thereforeonmfed the study of
human and organisational behaviour. The study dividuals and their
characteristics is called human behaviour. It i® @i the essential
components of organisational behaviour.

Organisational behaviour on the other hand is & f& study that
investigates the impact that individuals, groups] atructures have on
behaviour within organisations and the applicatodrsuch knowledge
towards improving an organisation’s effectivenes®lbins, 2000).
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From the above, three distinct areas are said toindeators of
behaviour in organisations. These are

0] Individuals,
(i)  Groups, and
(i)  Structure.

The knowledge of these three components is vegnéiasto ensure the
realisation of organisation’s goals and objectiaed of course, ensure
that organisations work more efficiently and efieslty.

It will be interesting to explain to you again thatganisational
behaviour is concerned with the study of what peodb in an
organisation and how that behaviour affects thdop@ance of the
organisation. Since it is specifically concernethvamployment-related
situation, you should not be surprised to find thiatemphasises
behaviour as related jobs, work, absenteeism, gmm@at, turnover,
productivity, human performance, and managemenblfidg, 2000).

Thus, human or employee’s behaviour is just on®icomponents that
constitute organisational behaviour. Equally, yawveén learnt that three
distinct areas are emphasised in organisationa\whedr. These are the
individuals, the groups and the structure. The Kadge of these three
components will help in making the organisation kvorore efficiently
and effectively. In the next section, we are goitng discuss the
developmental trends of human beings in the orgéois.

3.1.1 Developmental Trends in Human Behaviour

Over time, individuals working in the organisati@md to develop along
specific developmental trends or dimensions. Acogrdto Argyris
(1972), these trends or dimensions are operatirddifinable and
empirically observable. These developmental tremadsspect of human
behaviour in the organisation are as follows:

. Individual tends to develop from a state of beiraggive to a
state of increasing activity as adult.

. He tends to develop from a state of dependencetloerso as
infant to a state of relative independence as adult

. He tends to develop from being capable of behauingnly a

few ways as infant to being capable of behavingmany
different ways as adult.

. He tends to develop from having a short time patspe ( i.e.,
the present largely determines behaviour) to a nhoieher time
perspective ( i. e., behaviour is more affectedhgypast and the
future).
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. He tends to develop from being in a subordinateitiposto
aspiring to occupy a more equal and/or super-otdipasition.
. He tends to develop from a lack of awareness ofs#ikEto an

awareness of and control over self.

These dimensions, according to Argyris (1972) ascdptive of a basic
multi-dimensional developmental process along whioh growth of
individuals in our culture may be measured. Presiynaevery
individual, at any given moment in time, could haws degree of
development plotted along these dimensions.

SELF ASSESSMENT EXERCISE 1

Differentiate between human behaviour and organisak behaviour.

3.2 Meaning, Nature and Type of Conflict in the
Organisation

In every organisation, conflict is inevitable no ttea the size of the
organisation. The reason being that every indiMidsiadependent on
others in the organisation and once there is iotemra there is bound to
be conflict. In the same vein, since individualeneists may clash with
the organisational goals, conflict is likely to aagAdepoju, 2004).

3.2.1 The Concept of Conflict

Conflict has been conceptualised as the behavipar fprerson or group
of people that is purposely designed to inhibitdatteainment of goals by
another person or group. This purposeful inhibitam be either active
or passive. McFarland (1979) defined conflict assitaiation in which
persons or group disagree over means or endsyanal éstablish their
views in preference to others”. Human behaviourses complex;
different objectives of individuals are broughtaran organisation hence
the moment these various goals / objectives interfeith another or
with the goals of the organisation, conflict exists

Conflict connotes the act of conscious oppositioetwieen two
identifiable human elements over incompatible goklilss possible for
opposition to exist and where this is resolved tmpged by mere
explanation between the parties involved, peaceldvonly hold when
the goals are compatible.

Furthermore, for a clear understanding of the cphoé conflict, it is

necessary to distinguish conflict from competiteord tension. Conflict,
unlike competition involves one person thwarting #fforts of other. In
conflict, it is impossible for the parties involved laugh with each
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other, as we normally have in competition. Durigftict between two
parties, there would be a perceived divergencentgfrest, which may
result into hostility or mutual suspicion or evesud action. However,
conflict may result into tension.

3.2.2 Nature of Conflict

Conflict from a popular opinion is necessary foe ttlevelopment of
strong interpersonal relationships and hence fangt group loyalties
(McNileil, 1965). Through conflict, interpersonahton and differences
which otherwise would be continually expressedhiirect ways can be
resolved. Such resolution increases mutual feetihgonfidence and
trust among the contending parties and provideatgreonfidence that
future differences can be resolved. Succinctly panflict is inevitable

in a period of changing values and occurs on maogt$ (Adepoju,

2004).

Conflict establishes conditions, which may enab@ga@up to modify its
goals, values, norms, structures, and programmestliCt is tolerated
more readily when the contenders sense that theycammitted to
common objectives and that, only their means ofieathg the

objectives differ. Conflict is most intense whenatises out of close
relationships. Thus, conflict between two persorihinv a unit in an

organisation tends to be stronger than a similanflicd in an

organisation as a whole. One must admit that cdni§ sometimes
dysfunctional and destructive but it sometimes $i¢g organisation to
grow. A relationship strengthened through resolutd prior conflict, is

more vulnerable to disruption.

3.2.3 Types of Conflict

Normally, conflicts fall under four major headingsorganisations (the
school system inclusive).

I Individual Conflict: This is where individuals believe that others
have infringed on their rights through their aci@nd inactions.
Here, the objective of the individual is at variamwith that of the
organisation or other individuals in the organisadi

. Group Conflict: This is also known as collective conflict and it
arises from unresolved individual conflict. It miayolve a group
of workers (e.g teachers or students in the schyggiem). It may
be school management versus a group of teacherdergs
versus school authority e.t.c.

iii. Inter — personal conflict: This occurs between members of an
organisation, e.g. teachers versus teacher, teaehsrs students,
students versus student.
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Iv. The Inter — Union conflict: This occurs between two unions or
more in an organisation, e.g. graduate versus na@raduate
teachers, teaching staff versus non - teachingf, stid
professional teachers versus non — professionethées.

3.3 Causes and Effects of Conflict in Organisation
3.3.1 Causes of Conflict

Causes of conflict are discussed under two majadings; internal and
external conflicts. Internal conflict refers to aiggeements within the
organisation while external conflict occurs outstle organisation but
have remote effect on the organisation in quesfidre variables that
contribute to them are discussed below.

Causes of Internal Conflict

I. Poor Communication: This is when communication is distorted
and creates a gap between the members of the school
organisation. When this communication gap exigisrd is no
official channel of information thus; there will lg@ssip. A good
administration needs to ensure that there is friesv fof
information to avoid communication gap or misinfation.

. Size of the Organisation: When the size and scope of the
organisation grow bigger there is bound to be @omfln the
school system, the bigger the school, the higheptbpensity for
conflict.

lii.  Wages/Salary: This is the most potent factor that can cause
conflict within the organisation. Workers are alwaseeking for
better pay and good conditions of service.

V. Changes:This has to do with the re-organisation of theictire
of the organisation. Human beings, naturally, dolike changes;
hence, they will always resist reorganisation ie tystem’s
structure.

V. Policy: Some policies can cause conflict in the orgarosati
particularly, when staff -members are not adeglyahformed
and carried along.

External Conflict

I Government Policy: Some government policies affect the
members of the organisation and by extension caos#ict in
such organisation. For instance, if there is ingeda fuel price to
which the labour union is reacting through strikss will affect
workers and hence cause conflict in the organisatio

. Fear of Technology:When there is the fear among workers that
modern technology will threaten their jobs, theyl wesist the
administrator’s attempt to introduce one.
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1 Political and Economic Factors: Political and economic
instability can cause crises in the organisatioohsas school
system, e.g. the June 12 crises (1993 to 1998).

\2 International Influence: The International Labour Organisation
has been having great influence on labour lawsigefi&. The
human rights activities and series of reports toula activities in
the country can also inform disruptions in the oigation.

3.3.2 Effects of Conflict in Educational Organisabn

Professor Edwin Flippo observed, “A total absenteanflict will be
unbelievable, boring and strong indication thathsoonflicts are being
suppressed”. From the above expression, it becopeesnent that
conflict should be allowed, resolved and finallymaged.

3.3.2.1 Arguments in favour of Conflict in the Scbol
Organisation

a. Like other organisations, conflicts strengthen #wucational
administrators or managers. It will show wheth@&ytlre experts
or not because the way they handle conflict canentakmar the
organisation.

b. In addition, constructive conflict, which leads doticisms, will
put the school administrator on his toes as toféheulation of
policies in the organisation.

C. Conflict will also enable the educational admiragtr devise
strategies for dealing with staff members accoriging
d. Conflict and conflict resolution will make the dents and

teachers to be aware of their duties, obligationsd a
responsibilities.

3.3.2.2 Arguments against Conflict in the School
Organisation

a. Conflicts, if not properly resolved, can lead te ttiisruption of
school activities. In addition, poor interpersom@lationship in
the school system can lead to mutual distrust ampision,
which may hamper the attainment of organisatiooal.g

b. Conflicts, if not properly and promptly resolve@nclead to riots
in the school system, which may in turn lead to gutei
destruction of lives and properties.

C. Conflicts, if not resolved will generally lead thet abortion of
educational organisation’s goal attainment.
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3.4 Managing Conflict in Educational Organisation

Fredrick, A.S. et al (1980) as cited by Adepoju(Q2)) identified two
broad techniques of managing conflict in the orgaton. These are the
interpersonal conflict management and structuraflimd management;
that can be applied in school system for confisiotution.

1. Interpersonal Conflict Management

This is the technique of dealing with personal Gotd within the school
system. They are numerous and range from the uderce by a
superior over a subordinate to the problem solajpgroach.

. Use of force — This is where the principal employs official
authority in compelling his teachers and studentsadcept a
policy. Here, the expression “he may not be righithe’s still the
boss” applies. The party for which the decisionoliqy was
directed may not agree with the results, but ibheshe wants to
stay within the organisation, the directive mustréspected and
accepted.

. Withdrawal - This is where both parties to a conflict withdraw
avoid themselves. Here, conflict is reduced, bet rsason that
originates the conflict remains.

. Smoothing - Smoothing is the principal’'s attempt to provide a
semblance of peaceful co-operation by presentingrage that
all members of the school community are one bigilfariVith
this approach, problems are rarely permitted to eedm the
surface; but the potential for conflict remains.

. Compromise - Neither party gets all it wants when compromise
Is used. For instance, school management may ofiethundred
naira per hour for afternoon lessons while teacheayg seek for
one hundred and fifty naira. A compromise figureoné hundred
and twenty naira may result in a settlement of kcthbut neither
side may be happy with it.

. Mediation and Arbitration - Some principals and head teachers
may engage community leaders or PTA executive mesntme
assist in resolving the conflict. Where the vicengipal for
example, is in conflict with the senior teachergha school and
if this is getting out of hand for the principak may engage the
above-mentioned group as arbitrators or mediaidrs.arbitrator
assumes the authority to act as a judge in makihgcaion. The
decision rendered is binding on parties involvedyilev a
mediator can only suggest, recommend and attemgédp the
two parties talking in the hope of reaching a sotut

. Corporate Goals-This is where a goal that supersedes the
personal goals of two opposing factions is encaentelf the
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school is in danger of being closed down by theestiping
ministry after the result of an inspection, stafidaschool
management, may put aside their conflict and workards a
common goal for the survival of the school system.

. Problem solving- This is an open and trusting exchange of views
and facts among the members of the school commuiith this
approach, individuals can disagree with each asherew and
remain friends. It is a healthy approach, whiclelsaproduces a
person who is completely right or person who is plately
wrong. With problem solving, a person is encouratedring
difficulties into the open without fear of reprisalVhen this
occurs, a situation that appears to be a majorigmoinay evolve
into only a minor instance, which is easily resdl eAdepoju,

2003; 2004).

2. Structural Conflict Management

. Procedural Changes:If the organisational procedure is changed,
many difficulties will be resolved.

. Organisational Changes: The organisation can be changed to

promote or reduce conflict. To reduce undeservetilico within
an organisation, transfers of incompatible workiershe same
unit of the organisation can be made.

. Problem — Solving Stimulation — Physical works have been
used effectively to reduce or eliminate conflidt.al manager
desires to stimulate a problem-solving atmosphepen office
arrangement is permitted.

. Expand Resources — A source of conflict caused by
incompatibility of goals can be reduced if resosra@an be
expanded (see Adepoju, 2003; 2004).

SELF ASSESSMENT EXERCISE 2

In your own view, do you think conflict is good am@n help the
organisation to grow? Explain.

4.0 CONCLUSION

The need to study human and organisational behaigoery expedient
in any organisation if such organisation is to leeoeffective and
efficient. Organisational behaviour on the othemdhas a field of study
that investigates the impact that individuals, geguand structures have
on behaviour within organisations for the purpogeapplying such
knowledge toward improving an organisation’s efiegmtess. The
knowledge of human and organisational behaviout fdlp inform
administrators about dimensions of developmenheirtemployees. It

71



EDA801 ORGANISATIONAL THEORY IN EDUCATION

Is established in the context of this unit thatftonhis inevitable in any
human organisation no matter the size. The indaliémployee tends to
have his interest at variance with the goals ofditganisation and when
this occurs, the result is conflict. AdministratsBould therefore be
pragmatic by adopting effective strategies towasblving conflict in
the organisation.

5.0 SUMMARY

You have learnt in this unit, the meaning of hunishaviour and
organisational behaviour as well as the developatd¢rgnds in human
being. Equally, the meaning, nature and types aoflicd that exist in

the organisation, and the causes and effects @etloenflicts were
discussed. Finally, we examined the strategiessthaiild be adopted to
manage conflicts.

6.0 TUTOR-MARKED ASSIGNMENT

1. Give a concise definition of Organisational Beabar.
2. As an administrator in the organisation, explam $trategies that
you will adopt to manage conflict if it occurs.
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1.0 INTRODUCTION

There is no doubt that the concept ‘motivation’ igmes the centre
position in any human organisation. In an orgaiosatwhere the
workers are not motivated, the overall productioould be affected
while labour turnover may be experienced. Managergany human
organisation should note that, individual workensidd first be studied
before motivating them. In other words, what cartimade an individual
worker may not be the source of motivation for aeotworker. For this
reason, the needs of individuals need to be astedidefore applying
motivation mechanism (see Adepoju, 2008).

2.0 OBJECTIVES

By the end of this unit, you should be able to:

. define motivation

. discuss the types of motivation in the organisation

. explain how an individual can be motivated in tihgamisation

. discuss the importance of motivation in educatiamnghnization.
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3.0 MAIN CONTENT

3.1 Meaning of Motivation

Motivation according to Adepoju (1999) refers toatthinternal or

intrinsic drive that compels an individual to actbehave (positively) in

a certain manner. It is an incentive that encowgagel drives a person
to act. Motivation as Adepoju (1999) explainedIsoahe willful desire

to direct one’s behaviour towards goal attainmdntrefers to the

complex forces, drives, needs, tension, statedh@r anechanisms that
starts and maintain or that spur voluntary actidirected towards the
achievement of personal goals. In the school systentivation can be
referred to as those forces, inducements, inteynakternal drives and
reinforcements which urge pupils to learn bettet which encourage or
stimulate teachers to increase their productivity performance. It

involves all that can engender, direct and suspaipils or teachers’

action and behaviour towards effective teachingAlieg outcomes

(Adepoju 1998; 1999). Robbins (2001) defines mditbva as the

processes that account for an individual's intgmsdirection, and

persistence of effort toward attaining a goal.

Weihrich and Kootz (2003) opined that, motivati@ana general term
applying to the entire class of drives, desiregdsewishes, and similar
forces. To say that managers motivate their subatés is to say that
they do those things, which they hope will satisifigse drives and
desires and induce the subordinates to act inieedemanner.

Staw (1983) refers to motivation as ‘a proponeatesthat energizes and
guides behaviour’ whereas, Mondy, Holmes and Fligi##80) defined
motivation as the process of influencing or stintinga person to take
action that will accomplish desired goal. Motivatibas been a very
crucial factor in the progress of any individualasganisation (such as
school system). It could be likened to grease used machine to make
it more effective if it is becoming stiff and unjpluctive.

It needs to be stressed that during the proceswmufating the workers
in the organisation, it is essential for the mamaget of such

organisation to know that, the factors that mogwvane set of workers to
work positively (or that brought satisfaction t@th) may be sources of
dissatisfaction to others. This is because; theisieéthe individuals are
different.

An active, agile and happy teacher for instance; beademoralised and
discouraged by unfavourable conditions around therking

environment. His conditions or attitude has a pasitorrelation to his
work. Thus, a demoralised teacher will perform lowe&n expected and
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if this occurs, then a serious crisis is loomingthe school system.
Conversely, a teacher with high morale, enthusiasm sense of
belongingness will definitely reflect these in Ipgrformances. The
result will be an increase in productivity, whichillWlead to the
achievement of the purpose for setting up the dchgstem. These
motivational factors also lead to less friction ime working
environment, Iinitiative, better efficiency, incredsoutput and zero
wastage of the resources committed to educatioegéi, 2004).

Teacher’s morale could be dampened by stiffeninggit frustrating or
alienating school rules or policies. In additiohe teconomic condition
of his environment may have an adverse effect om Iror example,
periods of rising cost of living without commensigrgpay or lack of
comparison of the teacher’s condition with similachool may
demoralise a teacher. The teacher’s psychology rasvavork and
productivity may be affected by the management-alibate
relationship, that is, lack of recognition of theog job done by the
school administrator or government. Poor humantiogls, lack of
delegation of responsibility and authority couldalcontribute to a
downturn in teacher's behaviour and thus, seriousamper his
productivity (Herzberg two-factor theory on motivat captures the
idea expressed here).

In motivation, there are some factors to be comstiethese are the
management and climate that tend to vary from timetime. As
indicated above, one thing may motivate an emplaee at the time
turn off another. Human beings tend to have a tyaé motives and
needs; hence, it is almost impossible to satisimih These needs
therefore, underlie the motivation of every indivadl In other words,
the more you are able to satisfy the needs, theteréhe motivation and
the less you are able to satisfy the needs, tisethesmotivation. Once a
need is satisfied, that need is no longer a soofcmotivation and
performance rather, another need automaticallyaogysl the need that
has been satisfied. The essence of motivation entourage the worker
to increase their (i) Productivity and (ii) Satisian.

A considerable amount of studies have been undartekidentify those
motivational factors, which relate to job performan Although, the
research results are controversial, they have ipghdgtnplications that
need attention.
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From the above explanations, the following couldlbduced:

I Motivation relates to both human behaviond gob performance

. Motivation involves what can engender, dirand sustain human
action or behaviour

iii. Motivation involves certain ‘forces’ actingnoor within a person
(to initiate and direct behaviour) (Peretomode, 2,99 112)

SELF ASSESSMENT EXERCISE 1

Provide at least three definitions on motivation.

3.2 Types of Motivation

There are two types of motivation; the intrinsic tiwation and the
extrinsic motivation.

3.2.1 Intrinsic Motivation

This occurs when a pupil decides to learn or a&hieducational goal
for his own sake. That is, the desire to learn cfrem within the pupil

himself. He does not attach or expect to get artgreal reward. He
engages in classroom activities as a matter ofastenot influence.

When a pupil or student is reading for pleasure roidnecessarily for
examination, intrinsic motivation is being displdyd.argely, intrinsic

motivation reduces the task of the teacher in #asscoom as extra
effort may not be expended before the pupils witaginterest or desire
could be trained or taught. This type of motivatamtording to Adepoju
(1999) is endogenously inclined; it operates withiperson or system
without any need for external assistance or infteen

3.2.2 Extrinsic Motivation

This type of motivation according to Adepoju (1998)curs when an
external reward is attached to performance or icedativities in the

school and classroom. This reward is attachedderdo induce learners
to learn and achieve certain educational objeativgoals. In addition,
when a worker is promised a reward if he completaask within a

specified period and he agrees to do so, this ex&msic motivation.

When extrinsic motivation is displayed, the pumled not learn for his
own sake or for pleasure, but as a means of ohtpisome desired
goals, which are externally related to such agctivinlike intrinsic
motivation, the pupil reads or performs certairsstaom assignments or
activities purposely for external reward such atirgg prizes, praise or
to do better in examination. This type of motivatiaccording to
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Adepoju (1999) is exogenously inclined. It only o because of
external or foreign influence.

SELF ASSESSMENT EXERCISE 2

Briefly distinguish intrinsic motivation from extrsic motivation.

3.3 Importance of Motivation in School Organisation

Motivation is very important in school organisatifan the teachers and
pupils alike as it will ensure the realisation ahsol goals. Let us
examine the points highlighted below:

1. Motivation encourages pupils to learn and adahigne purpose of
going to school

2. Motivation helps teachers to arouse pupils’ rege and thereby
stimulate them to learn

3. It leads to higher achievement on the part efphpils

4, It helps teachers to appreciate and understamdiitferences in
behaviours and performance of pupils in the classro

5. It reduces the incidence of truancy and otherm$o of
indisciplined behaviours among the pupils in thieosdt

6. It brings about cordiality between the teachet the pupils
7. It leads to effective classroom management antfal

8. When teachers are motivated by the head of ¢heos or the
government, they work better and possibly have rthei
productivity increased

9. Motivation increases the morale, enthusiasm aedse of
belonging of the teachers

10. Motivation increases the satisfaction of theckers and if there
Is job satisfaction, the tendency is there forpeformance to be
increased (Adepoju, 1999).

SELF ASSESSMENT EXERCISE 3

Why is motivation important in the school organisa®
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3.4 Human Factor and Worker’s Productivity

All sorts of encouragement and recognition of wpegkformance have
been confirmed to be good sources of motivation ¢tlaa bring about
high school productivity. Taylor (1911) in hRrinciples of Scientific
Managementcame up with some ideas and the fastest methads fo
performing a given task without due consideratmthe human factor.

The principles were applied in some organisationts fesisted in the
school setting. The critics of “Taylorism” in edtic&al organisations
argued that teachers deal with the minds of hune@mgl. This, to them
means that, the obsession with the physical aspédiaman activities
implied in Taylor's doctrine is practically not iconsonance with the
goals of education.

Apart from this, experts have continued to crigcigaylor’s doctrine in
educational setting because it tends to allow ®achnd head teachers
to lose sight of the individual difference in atyiliinterest and goals that
predominate within the entire school setting andictvh cannot be
absolutely eliminated. Campbell, et al (1971), ¢oded that Taylor
took a narrow view of management. He tended to rignthe
psychological or personal aspect of mobilising hare#ort. This is in
essence to say that, Taylor and his followers saghGant, Gibreth
among others failed, to recognise the human faoctancrease workers
productivity.

Mayo’s (1933) Hawthorne studies have indeed shoawv important
the human factor is in increasing productivity. Bbedies, which started
in 1924 and ended in 1932 involved several stagest interesting of
the experiments was the ambition to find out otfa@tors that could
motivate productivity of workers. Focus was thervegi to the
environment hence; the result was an increasediptiody that was not
consistent. The studies however, discovered th&tevs love freedom.

They want to interact socially, to belong to grdugormal group) and

indeed participate in the management. The recagnigiven to the

informal group is called group dynamics. The stadiave also shown
that the recognition given to the human factor lsang about increased
productivity. (see discussion of Hawthorne studiieModule 1, Unit 5

under Human Relations School).

According to Synder and Anderson (1986), since Naydawthorne
studies, the field of motivation has included aivdr state” which
activates behaviours towards something desirabkver@l studies
(Knezevich, 1973; McGregor, 1960; Ivancerich, 197iéye identified
goals, both personal and work, as perhaps theesimgist important
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stimulants for worker’s productivity. House (1948)veloped the path-
goal theory for workers’ motivation. The assumptisthat;

Workers productivity is likely to increase if maeagent
actually assists the worker in achieving his or ark
goals. (P.5)

SELF ASSESSMENT EXERCISE 4

Briefly explain what you know about human factordaworkers’
productivity.

4.0 CONCLUSION

As discussed in this unit, motivation is a very atall factor in the
progress of any individual or organisation. It e tprocess through
which individuals are driven to increase their @asi or performance
either by internal (intrinsic) or external (extric)sforces. Motivation
relates to both human behaviour and job performamadso involves
what can engender, direct and sustain human aatibehaviour.

Organisations’ management should always take theemi as a prime
factor through which organisational objectives doog realised.

5.0 SUMMARY

You have learnt in this unit, the meaning and typ&snotivation. In

addition, our discussed has also addressed theriamoe of motivation
in school organisation. Equally, the human facterd aworkers’

productivity vis-a-vis Taylor's’ human relations’deas have been
examined. What you learnt here will be very usdful you since the
next unit will address motivational theories.

6.0 TUTOR-MARKED ASSIGNMENT

Justify the reasons why individual workers shoull fmotivated in
human organisation.
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1.0 INTRODUCTION

In unit 2, you studied the meaning, types and irtgyare of motivation.
In this unit, we are going to examine the varidusoties on motivation
and their applications in organisation, specifigalin educational
organisation. You will also learn about the vasidgsues raised by

motivation theorists.

2.0 OBJECTIVES

By the end of this unit, you should be able to:

. identify various theories on motivation
. explain the arguments and issues raised in eatttedheories
. appraise each of the theories.
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3.0 MAIN CONTENT

3.1 Abraham Maslow’s Hierarchy of Needs Theory
In 1943, Abraham Maslow, a renowned psychologistmiilated his

theory of human motivation known as Maslow’s Hiehgr of Needs,
which attempted to explain human behaviour in hema

3.1.1 Propositions of Needs Theory

The theory, according to Obilade (1989) and Adepdj98; 1999;
2003) has the following four propositions.

1. Man’s needs are arranged in a hierarchmpbrtance.

2. Man is continually insatiable (i.e. wantinghetefore, all needs
are never fully satisfied.

1. Once a need is fully well satisfied, it no longerotivates

behaviour. Man is then motivated by the next higlemel of
unsatisfied need.

2. The needs are interdependent and overlapping. Sineeneed
does not disappear when another emerges, all rieadsto be
partially satisfied in each area.

3.1.2 Classification of Needs

Motivation in human being according to Maslow candategorised into
five. These are:

(1) Physiological needs;

(2) Safety needs;

(3) Social needs (Love needs);
(4) Esteem needs (Ego); and
(5)  Self Actualisation need.
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self

5 Actualisation
{zelf-fulfillment,
zalf-
development
and creativity)
q‘ Esteem (Ego) Needs

(honours, prom otion, tithe, selection,
recagnition)

h/ Social {love) Needs

3
{School group, dass, team)

Safety Needs

2 . . . .
{assignment, pension, contract, threat, job security,
fear of physical and / or Paychological abuse)
1 Physiological Needs

{food, air, water, sex, shelter, rest, termper ature)

Fig.2: Maslow’s Hierarchy of Needs

These five categories of needs are operative inahutveings and
therefore can motivate them.

1. Physiological Needs

These are survival needs as food, air, water, Selter etc., which are
very important when they have not been satisfidoks€ needs must be
satisfied before any others. If one is hungry, wir@bccupies his mind
iIs how to get food rather than safety, love, esteanu self -
actualisation; all these will be meaningless to.him
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2. Safety Needs

Following the satisfaction of the physiological dseg are the safety
needs. Safety needs become important when physgialogeeds have
been adequately satisfied. These needs includsgjolrity, assignment,
pension, contract, and protection from danger,edfy economic
disaster, physical or psychological abuse.

3. Social (Love) Needs

Social needs tend to be meaningless unless tht sededs have been
adequately satisfied; social needs become a motivdten other needs
below can no longer motivate. The need for belogo@ss, association,
acceptance by one’s fellows, class and team becgreficant and
motivates one before honour, promotion and tittégem needs).

4. Esteem Needs

Esteem needs do not become motivators until therdsvel needs have
been reasonably satisfied. Experts have categodstsem needs into
two namely; the type that comprise of self-esteee §elf-confidence,
achievement, knowledge and independence), and ype tvhich
involves the need for approval, prestige and reitiognof one’s work
and respect from one’s fellows. These needs musatified before the
last one in the hierarchy.

5. Self-Actualisation Needs

These are the top-most needs in the hierarchy. TdmWy become

motivators after the lower level needs have beecessfully satisfied.
According to Maslow, these needs imply the desioe become

everything that one is capable of becoming in hirer lifetime. This

level displays the personal potential of an indindafter other needs
are fulfilled. It is however, noteworthy to emplsesihere that not
everyone reaches this stage.

3.2 Herzberg's Two-Factor Theory (Hygiene Factor ad
Motivators)

Herzberg (1959) found out that in an organisatite, events, which
lead to satisfaction, were of different kinds frahose, which lead to
dissatisfaction. Job satisfiers relate to job contehereas, dissatisfiers
relate to the job context. Among Herzberg's studieserged the two-
factor theory on motivation. The satisfiers werbeléed “motivators”

and the dissatifiers, “hygiene factors”. Workersraveategorised into
two, motivators and hygiene seekers. Herzberg wbkderthat the
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hygiene seekers are interested primarily in workoogdition factors;
when problems are resolved with the conditions,kexs’ productivity
does not necessarily increase. Only the motivatdrese who are
interested in the job content, actually contribute organisational
productivity (Synder and Anderson, 1986). Satisfigimotivation
factors) include achievement, recognition, worlelits responsibility,
and advancement whereas, dissatisfiers (hygierteréaanclude, salary
(money), possibility of growth, interpersonal redas, status,
supervision, policy and administration, working ddions, job security
and personal life.

From Herzberg’'s observations, satisfiers (motivatiactors) stimulate
workers’ performance and satisfaction whereas;atisfters (hygiene
factors) tend to prevent dissatisfaction but doleatl to satisfaction or
to productivity.

3.3 McGregor’s Theory X and Theory Y

In his book, The Human Side of the Enterpriseublished in 1960,
McGregor identified two noticeable different sefsassumptions made
by managers about their employees. These are tikeang theory Y.

These two theories developed his ideas of leaqeesid motivation.

Theory X Assumptions:

1. The average human being has an inherent dislikevivk and
will avoid it if possible.

2. Because of this human characteristic of dislike iark, most
employees must be coerced, controlled, directedtharehtened
with punishment to get them to work.

3. The average human being prefers to be directedhewito avoid
responsibility, has relatively little ambition angnts security.

4. The average person is by nature indolent (he waskéttle as
possible).

5. He is by nature resistant to change.

This theory emphasises the negative side of aragearorker.
Theory Y Assumptions:

1. The expenditure of physical and mental efforts iorkvis as
natural as play or rest.

2. External control and the treat of punishment aré the only
means of bringing about efforts toward organisatiarbjectives
to which they are committed.

85



EDA801 ORGANISATIONAL THEORY IN EDUCATION

Commitment to objectives is a function of rewardsaxiated
with their achievement.

The average human being learns, under proper comnslinot
only to accept; but also to seek responsibility.

The capacity to exercise a relatively high degreanagination,

ingenuity and creativity is the solution of orgaatienal problems
widely and not narrowly distributed in the popubati

Under the condition of modern industrial life, th@ellectual

potentialities of the average human being are qudytially

realised or utilised.

This theory emphasises the positive side of anageeworker.

3.4 Handy’'s Theory on Motivation

Handy propounded three theories on motivation bews:
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Satisfaction theory
Incentive theory
Intrinsic theory

Satisfaction Theory: This theory is based on the
assumption that a satisfied worker will work hard&lthough,
there is little evidence to support this assumptimwever, there
Is possibility for satisfaction to reduce laboumrniover and
absenteeism. In other words, if a worker is higbdyisfied, his
level of performance will increase and he is likebt to engage
in absenteeism, but may not necessarily increasévidual
productivity.

Incentive Theory: This theory is based on the assumption that
individual will work harder in order to obtain asied reward
(e.g. money). Incentive Theory works under the ofwlhg
conditions:

If individual perceives the increased rewardhe extra-effort.

If performance can be measured and clearlyibatied to that
individual.

If individual wants that particular kind of weard.

If increased performance will not become the newimim
standard.

The Intrinsic Theory: This theory is based on the belief that
people will work hard in response to factors inwuaak itself that

is the content of the job (participation, respoitisjbetc.) The
contacts that employees have at work are very itapband that
the boredom and repetitiveness of tasks are theesdactors
that reduce motivation.
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3.5 Vroom’s Expectancy Theory

The development of this theory otherwise called eYiae-
Instrumentality-Expectancy (VIE) theory is mainliget result of the
work of V.H. Vroom (1964) and E.E. Lawyer in the itédl States
during the 1960s. The theory recognises that pewjflleonly work

when they have a reasonable expectation that #degions will lead to
desired goals. They will perform better if theyibeé that, money or
other incentives will follow effective performancéherefore, if money
has a positive value for an individual, higher parfance will follow. It
places emphasis on performance noting that, tharst toe a clearly
recognised goal relationship between performandeoatcome.

Motivation (M) is a function of the Expectancy (&)attaining a certain
outcome on performing a certain activity multiplieg the Value (V) of
the outcome for the performer.

M =f (EXV) = O

Where: M= Motivation
E = Expectation
V = Valence or value
O = Outcome
f = Functional notation

Outcomes that are highly valued and having higheetgiions of being
realised will direct a person to make a greateorefin his task.
Outcomes with high expectations, which are lesklizigalued (or even
disliked), will reduce effort expended.

3.6 McClelland’s Theory of Needs
McClelland (1962) identified three types of motingtneeds.

1. The need for power:People with a high need for power usually
seek positions of leadership in order, to influeand control.

2. The need for affiliation: People who need a sense of belonging
and membership of a social group tend to be coedemith
maintaining good relationships.

3. The need for achievementsPeople who need achievement have
a strong fear of failure. Such people tend towastsgnal
responsibility, moderately difficult goals and agtable, realistic
levels of risk taking.
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McClelland’s study therefore suggested that:

a. Entrepreneurs tend to rank high on need for achiewt and
high on need for power.

b. Chief Executives of large companies, having acldeveeir
ambitions tend to rank low on need for achievenierithigh on
need for power.

C. Successful up and coming managers rank high on heed
achievement.

d. A need for achievement can be taught to managersagmng
courses. This has potentially important inferencésr
management development and training programmes.

3.7 Pay as a Motivator

This is based on the principle that people areimglto work harder to
obtain more money. The work of Elton Mayo and Toummpton had
shown however that there are several constrairttgshwcan nullify this
basic principle. These constraints are,

1. the average worker is generally capable of influgncthe
timings and control systems used by managementsandan
adjust the figures.

2. workers remain suspicious that, if they achieveghHhevels of
output and earnings then management would altebésts of
incentives rates to reduce future earnings.

3. generally, the workers conform to group norm anel tieed to
have the approval of their fellow workers by confiorg to that
norm is more important than the money urge.

4. rates of pay is more useful as a means of keepirgganisation
adequately staffed by competent, qualified peogilear than as a
means of getting them to work harder.

5. when employee expects a regular annual review chlary,
increases in pay will not motivate them to workdear

Despite this, as Adepoju (2002) posited, money lsana motivator,

depending on the individuals’ need for money. Morgegot usually an

end in itself but it provides the means of buyihg things an individual

wants, to satisfy his physiological, safety, sqciakteem and self
actualisation needs. It is generally agreed th#tefe is a clear, short-
term and direct link between extra effort, resaltsl higher pay then, an
individual can be considerably motivated by moneyg. esalesmen

commission.
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4.0 CONCLUSION

Motivation is an extremely complex process, whgharely predictable
in the end. What motivates one man may not motieaigther. What
motivates a man at one time may not at another.eédew it is clear that
motivation is closely linked with and has importax@nsequences for
organisational demand, reward systems, statusmyated leadership
coordination and communication. Motivation is tHere part of the

system of the working environment. It may be detifrem the situation
as much as cause it by recognising some of theiplas and forces
involved in motivating others. Administrators shibuind out a well

balanced but flexible system in which their membarstaff can work

with high morale and job satisfaction.

5.0 SUMMARY

In this unit, you have learnt different perceptiook motivation as
advanced by experts. You have also learnt differémories on
motivation as well as their assumptions. | trieddse an issue on pay
vis-a-vis motivation. The reason is to let you ke&v human behaviour
can or cannot be influenced by money.

6.0 TUTOR-MARKED ASSIGNMENT

Choose two of the motivation theories discussethim unit and apply
them to real life situation in the school system.
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1.0 INTRODUCTION

In this unit, you will study the social dimensiohszhool organisation.
The arguments, which support the thesis that sasakocial or human
organisation, will be re-echoed here. A social argation is essentially,
a human organisation, which consists of a numbendividuals and

group. School organisation is a typical exampleadfocial system of
organisation in which most systems are open antireally interacting

with outside environment to produce desired results

2.0 OBJECTIVES

By the end of this unit, you should be able to:

. explain what a social organisation is

. explain why an educational organisation is saicbéoa social
organisation

. discuss the key concepts guiding the operatiomodéducational

organization.
3.0 MAIN CONTENT
3.1 The Social Dimension of School Organisation
The school is a social system. It is an open, ¢i\gncial system that can

be conceptualised in several ways in terms of systieory. The social
systems theory developed by Getzels and Guba (1i858garded by
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many as the most fundamental theory in the fieldedficational

management and administration. Getzels and Gubelamd a model
for explaining social behaviour. In a social systéhe homothetic and
idiographic dimensions influence the observed bighav of each

person. Getzels conceived the social system advingatwo classes of
phenomena, which are at once conceptually indepéndend

phenomenally interactive. These two phenomena laeeinstitutions

with roles and expectations fulfilling the goals thie system and the
individuals with personalities and need disposgidihat inhibit the

system.

Parson (1959) as cited by Adepoju (1998) summahsesonception of
a social system as:

a plurality of individual actors interacting withaeh
other in a situation which has at least a physioal
environmental aspect...... actors who are motivated
in terms of a tendency to the optimisation of
gratification and whose relation to their situation
including each other, is defined and mediated rmge

of a system of culturally structured and shared
symbols.

Any social system or human organisation consistsaofiumber of
individual groups or departments each of which sub-system within
the total system. School organisation is a typeample of a social
system of organisation in which most systems aenamd continually
interacting with outside environment. Being a humanganisation
therefore, school system is open in that, it exrs& wider environment
of many other larger or smaller organisations @teays. Thus, since it
is a human organisation and a sub-system in its agimt, which
interacts with other sub-systems in the societypr@system), we
cannot understand the functioning of the schookwigation without
taking into consideration the influences of othdr-systems.

For example, the behaviour of a school organisatannot be fully
understood without, knowing something about itspaut(products),
inputs, the public, government policies, ministrdy emlucation, school
board, etc., affecting it. Like any other sociatstems, school
organisation experiences two major conflicting &xe one is directed
towards maintaining the status quo and the otheards change and
growth.
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Such forces emanate from,

0] increasing rate of change;

(i)  increasing pressure from public;

(i)  changing values of the workforce including managers

(iv) government policies; and

(v) increasing knowledge in behavioural and quantiasigiences.

A school system is also characterised by a mutitgliof sub-systems,
each of which is in dynamic interaction with othékslepoju, 1998).

For example, a single school might be conceptuhles® a system; its
departments and sections can be viewed as subysysied the ministry
of education, local school board and the centrabstboard may be
conceptualised as supra-systems (Obilade, 1989:45).

In a social system, the observed behaviour of gackon is influenced
by the homothetic and idiographic dimensions. Taet that a school
organisation consists human beings with a definite of behaviour,

interactions and the interplay of individuals andgamisation’s

objectives qualifies it to be a social organisatibhe school system as
an organisation consists of the inputs, processiniigor through put and
outputs. The inputs as regards school and socgdnisation are the
students, teachers, instructional materials, tinamd books; the

processing unit consists of the teaching - learrpngcess while the
outputs include school graduates. The above isserig¢ion of a social

organisation.

In respect of social organisation as a system, waitd particular
reference to the school system, the school doesxisttin a vacuum or
operate as an island; rather, it operates alongsiden relationship with
many other organisations or elements in the saciety

3.2 The School as an Educational Organisation

Schools are regarded as organisations because rtfeey all the
universal, general requirements of an organisatkor. instance, in
schools, people are grouped together in orderbranchical structures
of authority in order to attain a common objectivamely educative
teaching. Schools, therefore, form systematic ardkred structures
within which people are grouped together in thesnest of educative
teaching (Westhuizen, 2003).

However, schools have their own individual chanasties, which make

them different from other organisations. Schooés structures qualified
by educational factors and they cannot like an stiquor business, be
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explained in terms of certain input - output pr@essor a profit motive.
Schools are exclusively concerned with people wieoagsociated with
each other in a teaching and learning situation.

3.3 Whenis a School an Effective Educational Orgasation?

According to a report of the British National Conssion on Education
published in 1993, the following ten features masimmonly
characterise effective and successful schools (Ah994:3).

. Strong, positive leadership by the head and sestabf

. Good atmosphere or spirit generated both by shamed and
values, and by the physical environment which isatisactive
and stimulating as possible

. High and consistent expectations of all learners

. Clear and continuing focus on teaching and learning

. Well-developed procedures for assessing how lesrrae
progressing

. Responsibility for learning shared by the learribesnselves

. Participation by learners in the life of the school

. Rewards and incentives to encourage learners teedc

. Parental involvement in children’s education andsupporting
the aims of the school

. Extra-curricular activities, which broaden learnenserests and

experience, expand their opportunities to succest teelp to
build good relationships within the school (Westdam, 2003).

The important leadership role of the educationablérs in schools is
guite evident from these features.

3.4 Key Concepts Guiding School Organisation

In a system, five key concepts guide its operat@md sustain its
existence. These key concepts are:

. The Concept of Interaction: This shows that school system
interacts with other elements outside it and elgémesithin it (i.e.
endogenous and exogenous elements).

. The Concept of Interrelationship: Which shows that school
system interrelates within itself and outside saif. with politics,
economics, etc;

. The Concept of Interdependence:This indicates that school
system is interdependent within self and outsideother words,
school structure cannot be easily understood unieese is
understanding or diagnosis of other sub-systentsmnyit
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. The Concept of Cultural Entity: This shows that, the school
system has its own culture or rules of behavioud avith
manifest values, tradition, norms, symbols, etc.

. The Concepts of Internal Structure: This indicates that school
system has its own internal structure, which cosgwiformal
and informal organisations, channel of communicatiand
hierarchy of authority.

4.0 CONCLUSION

The school is a social organisation, which congisi®ian beings with a
definite rule of behaviour, interactions and th&eiplay of individuals

and organisation’s objectives. As an organisatsahpol consists of the
inputs, processing unit or throughput and outp8isme concepts do
guide the operation and sustain the existence ef dthool, such
concepts are interaction, interrelationship, int@ehdence, cultural
entity and internal structure. For a school to fiieient and successful,
we have learnt in this unit, that there should beositive and, strong
leadership, good and conducive environment amamegy dactors.

5.0 SUMMARY

You have learnt in this unit, the social dimensidrschool organisation.
Equally, you have been introduced to some key quscguiding the
operation of school organisations. You have alsoniethe features of
effective and successful schools in this unit.

6.0 TUTOR-MARKED ASSIGNMENT

1. Briefly explain why a school is a social organisati
2. Explain five key concepts that guide the opera#ind sustain the
existence of a school organisation.

7.0 REFERENCESFURTHER READING
Adepoju, T.L. (1998). Fundamentals of School Administration,
Planning and Supervision in Nigeria.lbadan: Alafas (Nig)

Company

Obilade, S. (1989)An Introduction to Educational Administration.
Ibadan: Odusote Bookstores Ltd.

94



EDA801 ORGANISATIONAL THEORY IN EDUCATION
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1.0 INTRODUCTION

In the previous module (module 2), the study of horbehaviour in the
organisation where such issues as motivation, hurbahaviour,
motivational theories and social dimension of etinoal organisations
were extensively discussed. There is no doubt yoat have been
developed intellectually on the rudiments of therse. In this unit, you
are going to be introduced to the meanings of ot
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administration, schools of thought on educatiomhiistration, levels
and significance of the study of educational adstiation. These
aspects will further strengthen your knowledgehim subject matter.

2.0 OBJECTIVES

By the end of this unit, you are expected to:

. define the concepts ‘administration’ and ‘educadion
administration’

. identify the implications of the definition of adnmstration and
educational administration

. distinguish the nexus between the two basic schobthought
on educational administration

. explain the significance of the study of educationa
administration

. distinguish among the levels of educational adriai®n.

3.0 MAIN CONTENT

3.1 Meaning of Administration and Educational
Administration

3.1.1 Definition and Scope of Administration

The practice of administration is as old as theldvitsself; however, it is
relatively a new idea in Africa and in most devetgp(Third World)
countries. Its emergence in developing countriesaefrse, constitutes
one major academic revolution within the past twecatles and
correspondingly, with the novelty of this developmecontroversies
abound on what its meaning should be. In other wjotidere has not
been a consensus definition of the concept admatich (Adepoju,
2003).

However, certain things that usually emerge frone tdifferent
conceptions of the subject matter are basic adtratiige processes that
featured prominently. These processes are plannmganising,
communicating, controlling, decision-making, leaginstaffing, and
coordinating.

Representatives of several schools of thought heage major
contributions to the development of administratiynexpressing their
viewpoints on the subject matter.

For instance, Campbell and Gregg(1957) view aditnatisn as:
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The totality of the processes through which
appropriatehuman and material resources are made
available and made effective for accomplishing the
purpose of an enterprise

According to Sergiavanni, et. al (1980, p.5), adstration is the
process of working with and through others to éfitly accomplish
organisational goals. Breach (1975), in his ownwypeint sees
administration as the part of management, whiotorscerned with the
installation and carrying out of the procedureswdyich programmes,
plans and targets are laid down and communicatetiffee progress of
activities regulated and checked against them. HEY@73) defines
administration as “the process of building indiat¢kiinto organisations
and with managing and directing those organisations

Nwankwo (1987) have this to say on what administrais;

It is the careful and systematic arrangement and o$
resources (human and material), situations and
opportunities for the achievement of the specifigctive of

a given organisation.

Peretomode (1991) specifically views administra@snconcerned with
the performance of executive duties, the carrying @f policies or
decisions to fulfill a purpose and the controlliof the day-to-day
running of an organisation.

Ozigi (1980) opined that;

The main primary objectives of administration in
anyorganisation is that of coordinating the effo$
people towards the achievement of goals.

According to Ozigi however, administration of orgation aims at
improving organisation lines of activities and #tle efforts of the
administrator or manager of that organisation niestlirected towards
these lines.

Nwankwo and Lulsegged (1985) defined administraéien
A conterminous with leadership, leadership of peopl

towards the achievement of the group goals or thesgof
the organisation
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Livingstone (1954) argues that:

Administration consists of being pushed by evéimding

immediate questions, and the difficulty behind noyeto

remain aware of anything ultimate to avoid mortgapi
the future.

According to Betram (1964) however;

When we look for recorded administrative thoughtha

more general sense, we found that, in most casisspart

of a rich-apes-try of philosophic (or even relig®u
commentary on man and his relations to fellow nséate

and society.

From various submissions expressed above on thecepbn
‘administration’, one may conclude that administnatimplies wise
utilisation of human, material, financial and adlas other resources in
the organisation such that the predetermined abgsctof such
organisation are achieved.

3.1.2 Meaning of Educational Administration

Educational administration implies arrangementhef human, material,
financial, time and other resources and programmade available for
education and their effective utilisation to acle@eke purpose which an
educational system set to achieve.

According to Nwankwo (1987),

educational administration is the systematic arramgnt

of human and material resources and programmes that
are available for education and carefully using rthe
systematically within defined guidelines or polgiéo
achieve educational goals.

Peretomode (1991) emphasises that educational edration involves
the application of the various principles, typoksgyior taxonomies and
theories of management or organisation to educatatording to
Peretomode (1991), the basic purpose of educatammainistration is to
enhance teaching and learning. In other words, athral
administration according to Peretomode is not an ienitself but a
means to an end.

While differentiating educational managers from ueational
administrators, Peretomode rightly observed tredutational managers
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are those who plan and formulate educational gsliand programmes,
while educational administrators are those whoycaut or implement
these educational policies and programmes as soandhafter they are
formulated”.

Arising from these definitions is the fact that asducational
administrator, whether he operates from the fedstate and local level
or from the ministry of education, state schoolrdoar at the school
level is essentially and functionally a plannergaoiser, coordinator,
director, controller, reviewer or evaluator of panpolicies and
programmes related to education and means for fgpeducational
objectives (Adepoju, 2006).

The major function of an educational administrasiconcerned with
analysing and interpreting the general plans arlitips for education
and making specific plans for implementing thesenpland policies in
his own school in accordance with the specificatian in his school
(Nwankwo, 1981, p. 15).

Nwankwo (1981) summarised the general functions aofschool
administrator to include;

. Resources and programmes planning and policy making

. Provision and maintenance of funds and facilities

. Improvement of instructional programmes

. Maintenance of effective interrelationship with gt@nmmunity as

an external agency.

From the above, it can be summed up that educ&tadmainistration
implies effective and efficient application and exton of educational
plans, policies and programmes through appropaiatejudicious use of
available human, material, financial and other weses allocated to
system of education. We can also establish fromd#éfenitions above
that educational administration is the processuinowhich all human
efforts and materials are appropriately mobilised harnessed towards
the realisation of goals of the school.

3.1.3 Implications of the Definitions for Educatioral
Organisations

According to Adepoju (2003; 2004), it may be empded that, the
definitions of administration have four implicatefor the educational
administrator and school organisation. These fmplications may be
represented with an acronym FPGA.
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1. Function: Administrators have some functions to perform wthi
the school organisation, even though, such funstio@ay vary
from one organisation to another and simultanequsBcipitated
or dictated by such area with which an administrapecialises.
However, one obvious observation is that the psE&volved
are almost the same.

2. Production: The essence of administration and organisation is t
produce goods or render services hence, the udirgatl or
objective of an administrator is to create surptuprove worthy
of his ability, credentials and position which hezopies.

3. General Application: Administration applies to all kinds of
organisation, either profit-making or non-profit kney
organisations, public sector or private sector.

4. All Levels of Organisational Hierarchy: Administration
applies to all levels of organisational hierarchtop, middle and
lower levels. Within each organisation, there is\apped out or
designed structure or framework which depicts thawv fof
authority and who is responsible for what.

SELF ASSESSMENT EXERCISE 1

Briefly define administration and educational adstiation in your
own words.

3.2 Schools of Thought on Educational Administratia

3.2.1 Educational Administration as an Art

The representatives of this school emphasise tthat, underlying

variable that can make or produce a successfulrastnator is natural
gifts, traits or abilities. Those who regard admiration as an art
believe that administration like painting, drawinggulpture e.t.c.,
belongs to those who have the natural gift, traitsabilities for it.

Therefore, one becomes a good administrator notrdiging or the

mastery of any special techniques of administrabah by possessing
the essential traits of administration (Nwankwo310

Nwankwo (1981) citing Ashby (1962) highlighted that

The successful administrator has skills, which haog
been reduced to order and codified in
textbooks....administration is an un-codified art.
Therefore, the only sure way to learn administnatis to
administer.
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From the above statement, an administrator is bmime administrator
and not trained. This however, emphasises the meeadentify and
select good administrators in the organisationerathan how to have
them trained. This school also emphasises thak tiemo need to
subject oneself to a codified principle or techeicior one to be a
successful administrator (principal or head teacher

3.2.2 Educational Administration as a Science

As modern organisations become more and more cammaidies on

administration (Stogdill, 1948; Mayer, 1954; Gibb954; Szilagyi,

1981; Bass, 1982; Donelly, Jr., et al (1984) hdw@ws that a successful
administrator today needs more than in-born petggrteaits. In other

words, there is the need for more than appropriadits in the

application of scientific principles, rules, lawsica methods to the
solution of organisation problems.

The exponents of this viewpoint use various tersi$iaman or social
engineering, human management, resource optimmsabio simply

management to characterise administrative procedamecinctly put,

this viewpoint emphasises that good administraaoesnot born but are
trained through the use of scientific approach.evant theories,
techniques, body of knowledge and modes of ingdingng the various
conceptions advanced by experts, administrativeorists and

practitioners. Administration therefore is to argamisation what the
central nervous system is to the brain and thera@leptocessing unit
(CPU) is to the computer operation. An administramitiates, directs,

controls and monitors the functioning of the diffier organs of the
system. The central purpose of administration iseesally to co-

ordinate the efforts of people and ensures judgiaose of resources
towards the achievement of some pre-determinecctngs ( Adepoju,

2003).

For a serious administrative process to be in a@jeracertain variables
must be considered. These include:

a. the presence of an organisational frameworkractsire to show
who is responsible for what and the flow of auttyori

b. the presence of a leader or administrator / genaho initiates
ideas and activities and who directs and makescipsliand
decisions;

C. the existence of a clearly stated and defingélctibe or goals to
direct actions and activities of the major departteeor groups;
and

d. the existence of an agreed procedure towardact@mplishment
of the stated and defined objectives or goalsezamientioned.
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SELF ASSESSMENT EXERCISE 2

1. Is educational administration an art or scghDiscuss
2. Is a good school administrator born or made?

3.3 Levels of Educational/School Administration

Three distinct but interrelated levels can be idiext in school
administration. These levels are:

I Administration at the Primary School level,
. Administration at the Secondary School level;
iii. Administration at the Tertiary level.

According to Adepoju (2003), these three levelsdasénct in their own
right but interrelated in the sense that, the dugfiuhe first level forms
the input of the second level while the outpuths second level forms
the input of the third level. If the administratia@i the first level is
dysfunctional, it will have a multiplier effect dhe other levels and vice
versa.

3.3.1 Administration at the Primary School Level

This is otherwise known as Primary School Admimistm. It is the type
of administration that takes place at the primaryosl level in which
the head-teacher and his assistants are direethvied.

Using Reeser's (1973) definition of administrati@s a point of
reference here, primary school administration cadédfined as:

Wise utilisation of both human and material res@src
withinthe primary school system such that the dhjes of
the primary school are achieved or accomplished.

Primary school administration is the process thhoudpich all human
efforts and materials are appropriately mobilised harnessed towards
the realisation of the goals of primary schoolisltalso the process
through which primary school head teacher (admmist) plans,
organises, coordinates, directs and controls tfarafand activities as
well as the human, material and financial resouriceshe primary
school maximally to accomplish the corporate gaafisthe primary
school.
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3.3.2 Administration at the Secondary School Level

As the name implies, it is the type of administratithat occurs at the
secondary school level. It is also known as seagndschool
administration and involves the principal, vice finpipals and
sometimes heads of departments. Secondary schouhiattation is
also the process through which the secondary schprwoicipal
(administrator) plans, organises, coordinates,ctireand controls the
affairs and actions as well as the human, matendlfinancial resources
in the secondary school maximally to ensure thatctbrporate goals of
the secondary schools are achieved. It is the nsdpibty of the
principal to mobilise and harness all human effartghe school where
he functions as the administrator.

3.3.3 Administration of Tertiary Institutions

This occurs at the higher level of education (pEdfnics, colleges of
education, universities and other equivalent instihs) where we have
the rector, provost and vice-chancellor respedtivak the chief

executive/administrator. It is the process throwghich the rectors,
provosts and vice-chancellors effectively harnessobilise and

systematically utilise all the resources at th@assl of their respective
higher institutions to achieve the fundamental clbjes and corporate
goals of the system, which are essentially, teaghmesearch and
community services. The ability of the chief ex@gfadministrator to

plan, organise, coordinate, direct, and controlatfiairs and activities as
well as the human, material and financial resouriteghe higher

institution maximally to achieve the goals of higlestitution is known

as higher school administration.

3.4 Significance of the Study of Educational Admirgtration
in Nigeria

Tuoyo (1992) and Adepoju (1998; 2003; 2004) opitieat the study of
educational administration helps in the followingys:

1. In Nigeria, like other developing countries, theudst of
educational administration is very essential beeao$ the
growing demand for education at all levels. Becaosethe
demand, enrolment of students has continued teaser almost
to an unmanageable level. This development has lal$oto
change of attitudes and behaviour of both studantsteachers.
Financial and other problems have also pervadedsti®ol
system. In order to cope with all these pressimgplems, the
study of educational administration becomes morepsiling.
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10.

11.

12.

13.

14.

15.

Through the study of educational administratione d@comes
more knowledgeable on the vital aspects of schowiiaistration
such as planning, organising, staffing, directiogprdinating,
reporting, budgeting, evaluating and controlling.

The study of educational administration makes rodon
professional development of staff through whichease of self-
fulfillment can be achieved.

The study also helps to equip school administraitr the art of
solving complicated school problems.

The study makes the art of administration easied &8s
confusing.

The basic management techniques of co-ordinatiorsahiool
human and material resources, setting of goalsndtation of
policies and the art of programming are all acquiterough the
study of educational administration.

The study of educational administration helps thehosl
administrators see the need for involving teach@arents,
students and other stakeholders in the processaidn-making
in the school.

The study of educational administration also hefpguide the
actions and inactions of the school administrator.

Through the study of educational administrationpdyduman
relations are promoted between the school admatgss and
their staff.

The study also facilitates continuity of work of we
administrators and their predecessors.

It also helps to achieve set goals and implemanmtainf
programmes of action.

The study of educational administration preparesioskc
administrator against the consequences of his rectiand
inactions.

The study also enables school administrators tocaié
educational resources rationally within the scleystem.

The study of educational administration ensures pgro
organisation and management of both human and iaater
resources in the school system.

The study of educational administration also broadehe
knowledge of educational administrators and makemtexperts
in their chosen career.

SELF ASSESSMENT EXERCISE 3

Why should the school administrator have deep kedgé of
educational administration? Provide not less tearréasons.
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4.0 CONCLUSION

The term administration has been viewed from dafifrstandpoints

however; there is a consensus on the focus of askmstion and

educational administrator, which is the realisatmmachievement of
organisational or school goals or objectives. Ascassed in this unit,
educational administration is the process througdticlv all human

efforts and materials are appropriately mobilisad harnessed towards
the realisation of the school goals and objectiltels. one thing to have
human and material resources, it is another thiaghave them

appropriately mobilised and harnessed. This these@mphasises the
importance of an administrator who is well groundedhe study of

administration. Modern school organisations are en@nd more

complex and this has contributed to the probleras itave engulfed the
system in the recent times. In this unit, we hagieerated the need to
acquire knowledge of educational administratioroiher to cope with

problems bedeviling the educational system.

5.0 SUMMARY

Our discussion in this unit has intimated us wille tmeanings of
administration and educational administration; joave also learnt
about the two schools of thought on educationaliagtnation as well
as the implications of the meanings provided on ¢bacepts under
discussion. In addition, we have discussed the eedanagers and
administrators to acquire the knowledge of educatiadministration in
Nigeria.

6.0 TUTOR-MARKED ASSIGNMENT

Discuss in detail, the significance of the study eflucational
administration within the Nigerian context.
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1.0 INTRODUCTION

Educational administrators have some administratitasks or
responsibilities to discharge apart from their bafsinctions, which
include planning, organising, staffing, coordingtin controlling,
reporting, decision - making and budgeting. Thditgbto discharge
these tasks is usually used to judge their effentgs. Educational
administrators should be well versed in these tasglas and discharge
them efficiently towards the realisation of the manate goal of the
system. These tasks are discussed in this unit.

2.0 OBJECTIVES

By the end of this unit, you are expected to:

. identify the basic task areas in educational adstraiion

. discuss in details, the task areas in educatiatralrastration

. explain the role which school administrators play

. make a distinction between pupils, personnel aafl personnel
functions.
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3.0 MAIN CONTENT

3.1 The Basic Task Areas in Educational Administrabn

Administrative tasks are areas or activities tocheducational/school
administrators are concerned. In other words, they the major
responsibilities toward which any educational adstiator (at the
primary, secondary or higher levels of educatidrutd be focused. In
the literature (Campbell, et al, 1971; Nwankwo, Z;9®eretomode,
1993; Adepoju 1998; 2003; 2004; 2006), six admiatste task areas
have been identified. These are to be discusst#tinext section of the
unit (3.1.1.-3.1.6).

3.1.1 School-Community Relationship:

The tasks related to school-community relationshmglude the
following:

I to determine the level of aspiration, interest dedire which the
people have for the public schools.

. to ascertain and determine the character aathéwork of the
school and community.

iii. to disseminate useful information about thehmol to the
community. This may be done using different striaggor
mechanisms such as the mass media, P.T.A or Boaedings
e.t.c.

3.1.2 School Curriculum/Instruction Relationship

The tasks related to school curriculum and insitoast include the
following to:

I develop or initiate student — centred programmiastfuction.

. develop and encourage continuity of curriculum giesn each
area of study in the school.

Iii. differentiate between general or broad-based iostms and
specific instructions.

V. determine and identify the instructional problend drindrances
of effective or purposeful teaching-learning sitoiat

V. establish and maintain school-wide commitment ®ahademic
achievement of all students.

Vi. develop a uniform system of evaluation of stafffpenance.

vii.  help teacher to gain more insight into learnindestyof children

and introduce them to theories that are usefuiferob.
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viii. ensure effective supervision and evaluation of leex and
students performance.

IX. ensure that school programmes correlate with stadéuture
vocational achievement.

3.1.3 Student/Pupil-personnel

This task involves the realisation of the aims @@i@tion of the pupils
in the school by the administrator and his cohortthe school system.
The administrator is charged with the responsibilaf ensuring
conducive atmosphere for effective teaching anchieg in the school
system. Apart from this, the need for child groveihd development
through proper direction by imparting the right diof knowledge is
very essential in the school system. The ideal a&tlutal administrator
ensures that every student is given adequate appiyt attention and
motivation to learn. This could be realised throwgious ways by the
school administrator thus by:

I ensuring pupil’s discipline.

. directing all the activities in the school toward=alising the
purpose of child’s education (@+dentred).

Iii. exposing each child in the school to more functionad
meaningful education.

V. making himself aware of the problems and need$®fchild in
the school and making provision for meeting thebfgms and
needs.

V. providing opportunity to the children for developmeof their
varying potentials.

Vi. seeing the pupil as the necessary input or ingnédaavards the
realisation of the objectives of the school system.

3.1.4 Staff-Personnel

Just as the school administrator must be readgdstathe pupils in the
school in order to achieve the purpose of theircadon. He must also
be aware of his leadership roles and functionsritigtabout functional
staffing. He must be fully skilled in matters invinlg staff personnel
and policies such as recruitment, selections, iaffigorocedure,
delegation of duties and responsibilities, commatnd, human
relations and modern management or administragisfertiques.

The following areas should be considered by theiaidtrator in order
to bring forth effective staff-personnel in the soh
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He should:

I consult his staff on matters relating to decisioaking.

. communicate all important matters and decisionstadf and
pupils well in advance.

iii. provide opportunities for individual staff growth na
development.

Iv. create a high sense of morality and professionainsibment in

the school.
V. delegate function with enough authority.
Vi. avoid nepotism and favouritism.
vii.  avoid exposing confidential matters about teachers.

3.1.5 Equipment and Facilities Management

For educational goals/objectives of the school ¢oaghieved in the
school system, funds, equipment and physical fesliare not only

essential but are also of immense value. Apart fthenprovisions of

these equipment and facilities, their maintenamoeilsl always be taken
seriously by the school administrator. The schatiaistrator must

ensure that essential and basic equipment and ialatare provided in

adequate quantity and in good time. He should sethd satisfactory

storage of the various school items while all tbleo®l records must be
properly kept and maintained.. All physical fagdg such as the school
building, libraries, laboratory etc, should be prdp maintained and

always be put into use.

3.1.6 Finance and Business Administration

This is related to school budget and accountinggsyswhich the school
administrator must prepare and keep. Finance msrawital area in the
school and the effectiveness of the administrator be determined
through his ability to prepare and maintain gooddat and accounting
system. Because of its sensitivity, school admmaists are left with the
responsibility of maintaining and preparing scha@acount by the
government. To ensure proper budget and accoustystem, school
administrators must:

I ensure that receipts are issued for all transaxtemmd money
collected such as tuition fees, PTA levy, Examoratevy etc.
keep proper record of all items of expenditurendnch imprest
is expended or spent

. ensure that the allocation in the school budgespeat according
to the direction of the government and in accordawtth the
financial regulations and procedures
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iii. ensure that the school bursar/accounts clerk mairdagood
system of accounting in line with the accountinggedures laid
down by the government

\2 be trained on how best to ensure good system ofdiun) and
accounting presumably, through seminars, workshmpsther
training programmes for the purpose

V. be financially prudent and disciplined.

Peretomode (1991, pp 5-8) citing Gorton (1983, @yidentifies seven
broad categories of administrative task areasestinool administrator.
Six of these areas have been discussed abovegvkath one is called
General taskswhich is the administrator’s ability to:

I organise and conduct meeting or conferences
. handle delicate interpersonal situation

1 direct the work of administrative assistants

Iv. publicise the work of the school

V. diagnose the strengths and weaknesses of the suogramme

Vi. attend such school functions as assemblies, pddlyigtic contest
etc.

vii.  respond to correspondence

viii.  prepare reports for the local districts and schoalrds

IX. attend principals or head-teachers’ meetings

X. schedules school programmes.

SELF ASSESSMENT EXERCISE |

Briefly discuss the major task areas of a schooliagtrator.
4.0 CONCLUSION

Every educational organisation has its predeterthigoals and
objectives that are intended to be achieved, ard¢chwcan only be
achieved if the administrators of such organisatiappropriately carry
out their responsibilities and assigned tasks.thermowords, the success
of any educational administrator is adjudged thhoags/her ability to
discharge his tasks and functions respectively.

5.0 SUMMARY

In this unit, you have learnt the major task aréaseducational

administration. You have also learnt that thesk #asas, if successfully
carried out by educational administrators, willdea the realisation of
goals and objectives of schools.
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6.0 TUTOR-MARKED ASSIGNMENT

Enumerate the task areas in educational admin@irat
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1.0 INTRODUCTION

Modern approach to organisation has informed the o some

principles to replace guesswork or rule of thumibeSe principles guide
the operations of educational organisations. Thaptexity of modern

educational organisation has almost ruled out ofilehumb hence the
need for the application of the principles for thealisation of

organisational goals and objectives by educatiadatinistrators. In the
context of this unit, you will be acquainted wittese principles.

2.0 OBJECTIVES

By the end of this unit, you should be able to:

. identify the basic principles of educational adrsiiration
. mention the general principles of educational aistration
. state Henri Fayol’s 14 principles of educationahadstration.

3.0 MAIN CONTENT

3.1 Basic Principles of Educational Administration

Good and effective organisation does not exist wva@um or by mere
coincidence instead, it is the outcome of consittara of some
fundamental principles or rules. These principletednine largely, the
realisation of the stated objectives and goals,ciwhihe system or
organisation aims at achieving. School organisalike any other
human organisations is a professional environmevitich has a
pyramidal structure with the leader in controlts top (head teacher or
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principal or provost, rector or vice-chancellor)dasubordinate staff
(teachers) in lower levels ( Adepoju, 2004; 2008)e basic principles
that are essential for the realisation and admmatish of primary,
secondary and even higher institutions includealewing:

1. Single Executive

This principle states that, for school to be effecit must have a single
executive head (principal or head teacher or pipvestor and vice-
chancellor as the case may be) who must controlcanddinate all the
activities of the school.

2. Unity of Purpose/Objectives

This principle states that school like any othenfal organisations must
have a defined or specified purpose/objective @l.gadmittedly, the

main objective of primary school is to provide paity education to
pupils of ages 6 - 11+ in Nigeria. This goal mustjbintly determined

by the entire staff to avoid friction and conflicts

3. Unity of Command

This principle states that orders, directives atrinctions to a staff in
the school should be given by a superior officerdeds or directives
should not come from more than one superior offiseurce). This is to
ensure organisation’s efficiency which is pronouheghen members
know what is expected of them and to whom theyesponsible.

4, Division of Labour

Since it is not possible for a head of the schogdrform all tasks and
functions alone, he should therefore divide thekwnto number of task
areas such that others are charged with the refddies of carrying
out these tasks. This principle leads to speciadisaand engenders
higher efficiency and greater productivity.

5. Span of Control

This is otherwise known as span of managementam sp supervision.
The objectives of the school can be effectivelyoagglished when the
school head have under him the required numbetaéffand pupils that
can be directed or supervised conveniently. A nurobé&ctors such as:

0] administrator’s ability,
(i)  nature of job,
(i)  experience,
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(iv)  qualification,

(v)  physical technicality of the organisation, tention a few have
been identified as important determinants of theloer of staff
to be controlled by an administrator or manager.

6. Stability of Operation

The achievement of primary and secondary schoolecties is
enhanced by continuing policies and evaluation. ptlicies and
programmes affecting the school system are cayefdéfined,
diagnosed, attained and given a thorough trialregbeen abandoned or
changed, success will always be maintained. Goodicig® or
programmes should be given enough periods to aperat

7. Delegation of Authority and Responsibility

This principle demands that all responsibilitiessinbe accompanied
with commensurate authority. The effectiveness b tschool
organisation is enhanced when the head delegasegnasents to the
teachers (subordinates) and with appropriate aityhtor carry them out
successfully. It should however be noted that whlghority can be
delegated, responsibility cannot be delegated.

8. Standardisation

It is the process of maintaining the standard. Tikatvork should be

done in the same efficient way by every staff. iRgtance, development
of standard procedures of record keeping, exanoinaind other vital

activities should be adequately maintained and Ishbe a continuous
process. This principle plays a significant roledaods the realisation of
the stated objectives of the organisation.

9.  Flexibility

This principle makes provision for innovative ideasl changes.

The need for flexibility of administration and orgsation increases in
the period of rapid change and development. Schwobrammes,
policies, and procedures must be broad in ordaldav innovations and
accommodate necessary changes when the need Wises.innovative
ideas and changes are not encouraged, then, thaissmgon may not
stand the test of time.

10.  Security of Tenure
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When security is provided, the members work wallthe attainment of
the school goals. Different members of the schaskhndividual needs
but the need for security is paramount and univerBhis implies
making the job of the workers more permanent imste#facasualisation
of labour.

11. Proper Setting

Proper setting and conduciveness of an organisdgtermine to a very
large extent, the efficiency and effectivenessumfhsorganisation. This
may involve the promotion of individuals with sp@ci aims of

promoting knowledge and developing individual mersbprofessional
development. This can be achieved when there ipepreetting and
conducive working environment for the members. Timciple also

implies good climate.

12. Personnel Policies

Good personnel policies evolve from good persom@hinistration or
management. Good and effective personnel polices @mogrammes
relating to staff welfare should be incorporatecliow job satisfaction
for the members of staff and increase productifetythe organisation.
Personnel policies include selection of competdaff,sintroducing

training programmes (including induction traininghd provision of
incentives for the staff. Good personnel policieduce labour turn-over
and increase efficiency in the organisation.

13. Evaluation

There is the need for constant evaluation systethanorganisation to
enable the objectives of the system to be accohmalis Evaluation

allows the review of performance, and the juxtagmsiof both plan and

implementation, to know what has been achievedvdrat has not been
achieved. Any observed deviation should be quickiidressed (see
Adepoju, 1998; 2003).

14.  Defined Structure

This principle states that, in the organisationdedined and definite
structure should be established such that everkevowill know his /
her functions without going off the track. In orderords, clear
understanding of the procedures for selecting lsad@uld be known
and their roles defined.

3.2 Fayol's 14 Principles of Educational Administréion
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Apart from the five administrative functions othése referred to as the
basic elements of administration, which includenplag, organising,
coordinating, commanding and controlling, identfiey Fayol in his
book Generale and Industriale Managemgemgublished in 1916,he
prescribed 14 principles which administrators/mamnsaghave been
cautioned to adapt to their particular needs (sgepaju, 2004).

These principles are:

. Division of Work

. Authority and Responsibility

. Scalar Chain/Chain of Command
. Unity of Command

. Unity of Direction
. Espirit de Corps

. Subordination of Individual Initiative Interest @eneral Interest

. Centralisation

. Discipline

. Order

. Equity

. Stability of Tenure

. Remuneration of Personnel

. Initiative

1. Division of Work: This involves the concept of specialisation of

labour whereby work processes are split or brol@mndin which
experts are assigned to the departments where dheymost
function effectively and efficiently. This can le&anl increase in
productivity and greater efficiency can be achieved

2. Authority and Responsibility: According to Fayol, authority
and responsibility must always go together thatarsy official
assigned specific responsibility must be given mmensurate
authority to enable him perform as expected of him.

3. Discipline:  Fayol believed that superiors have a right to
obedience, application of due energy and outwaraksnaf
respect from employees.

4. Unity of Command: This implies that employees should
receive orders from one source (superior) only.e@anly from
a source will practically reduce the problem ofctions,
confusions, commotion, and conflicts in the orgatis.

5. Unity of Direction: According to this principle, work or
activities that are related to a group or departnaend with the
same objectives must have a leader and a plan.
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6. Subordination of Individual Interest to General Interest:
This principle recognises that, there are generatarporate
goals of the organisation and specific goals of itidividuals
within the organisation. However, it emphasisest tllae
corporate goals of the organisation must take pleoee over
individual goals.

7. Remuneration of Personnel: This principle emphasises that
remuneration and methods of payment should beafadr afford
the maximum possible satisfaction to employees emgloyer.

In other words, no party should be adversely ag@dvy the
method employed for rewarding performance.

8. Centralisation: According to Henri Fayol, centralisation of
authority is a natural tendency of organisationaces a few
people at the top of the structure typically makk raajor
decisions. The idea of centralisation believes #ghaéntral point
should be identified as the source of authority.

9. Scalar Chain: This is also called chain of command. Fayol
defined this as the line of command or the flovaothority from
the highest to the lowest rank.

10.  Order: According to Fayol, order as a principle is defireeda
“place for everything and everything in its place”.

11. Equity: Loyalty and devotion should be elicited from persein
by a combination of kindness and justice on thet pérthe
managers when dealing with subordinates.

12. Stability of Tenure: In his own contention, Fayol argued that
unnecessary turnover should be avoided in the @gion. He
therefore, opined that, employees should be engedrto settle
down to a job and perform satisfactorily. Thus, amgations
should encourage the long-term commitment of teeployees
which can best be offered when they have statmfitgnure.

13. Initiative: This principle involves the power to conceive ideas
and execute a plan of action without necessarillpang the
procedures of the past that are not the best. hthavideas and
change should be allowed and encouraged in theisajan.

14. Espirit de Corps: This is also called team spirit or morale and
harmony or unity among an organisation’s staff. ¢xding to
Fayol, harmony and unity among personnel are inapras this
will help them to arrive at their common objectivwgcessfully.

3.3 General Principles of Educational Administration
Principles are general guides to management. Tise wnd modern
manager/administrator is one who can identify asel tlnese principles

when they become relevant to particular situatidne following are
therefore offered as general guide to the organisaand control of
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management/administrative practice. Under eachhefprinciples are
sub-principles.

1.

The Fundamental Principle

Responsibility
Delegation of Authority
Communication

The Humanitarian Principle

Democracy
Justice
Human Relations

The Prudential Principle

Economy
Responsibility and Authority
Loyalty

The Principle of Change

Adaptability
Flexibility
Stability

The Bureaucratic Principle

Division of work

Impersonality in Official matters
Hierarchy of Authority

Rules and Regulations

Career Orientation

Emphasis on Documentation

The Fundamental Principle

Responsibility: This principle holds that, at all times, and at all
levels of the organisation, each person in his awea and
capacity must act responsibly. It further states, tbnce a staff of
an organisation has accepted to perform an obdigatie must be
accountable for such obligation.
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Delegation of Authority: By this, sectional or departmental
functions are entrusted to a person or group afqrey based on
biographical location, expertise, position or rol&ékis principle
therefore confirms the fact that no person can viryhing in
any complex organisations. Authority or functioms delegated
because excessive centralisation can weaken ansymtd can
encourage inefficiency.

Communication: This principle states that easy and quick flow
of information is very essential for organisatioansval. It
further states that, information is the life-wireany successful
organisation.

The Humanitarian Principle

Democracy:The basic idea behind this principle is the
recognition of individual worth. It further emphsss that, all
people/workers to be affected by a decision, rulagis and
regulations must have a say in the formulation deelopment
of such decision, rules, laws and regulations. timeo words,
workers should be involved in the decision makimgcpss and
each be given due recognition.

Justice: This principle implies rigidity to established rsland
regulations without victimisation or repressivenébss could be
likened to the concept of the Rule of Law in Poéti Science
being propounded by A.V. Dicey in 1885).

Human Relations: This principle holds that, “friendliness
begets friendliness”. It relates to the principfgustice and fair

play. Human relations as a principle entails thatrkers should

be seen as human beings first before any consiolerahd they

must be seen as individuals who have personal rieatimmust be

satisfied.

The Prudential Principle

Economy: This principle holds that, since resources are very
limited and scarce, the available resources museffactively
allocated and optimally utilised to achieve maximouput.

Responsibility and Authority: The principle demands that, all
responsibility must be accompanied with commensurat
authority. This will ensure that the tasks beindedated are
effectively performed.



EDA801 ORGANISATIONAL THEORY IN EDUCATION

C. Loyalty: Here, loyalty must be given to the organisatiosksa
and functions to support the goals of the orgaiosat_oyalty
implies working towards ensuring the corporate texise of the
organisation by workers rather than working against

4, The Principle of Change

This principle advocates for ‘change’ to take platdhe organisation
but emphasises that such ‘change’ should be incargsd and allowed
to take place only when necessary.

a. Adaptability: This principle demands that, organisation
must be able to adapt to change to stand the tedheo time.
Adaptability is necessary if the organisation istwovive many ‘threats’.

b. Flexibility: This addresses the situational nature of change and
development in the organisation. It emphasises trganisation’s
programmes, policies, objectives, structure, aodisiand procedures
must be made flexible and not rigid to accommoadaeessary changes
and innovative ideas.

C. Stability: ~ This principle sounds more antithetical to the
principles of adaptability and flexibility. The i@t interpretation of
this principle is that, there is a need to conserveetain the good goals,
practices, ideas, policies, programmes, rules agdlations of the past.

5. The Bureaucratic Principle

a. Division of Work based on Functional Specializabn:
According to Weber (1946), assignments should Hetted
individual workers based on their technical knowledexpertise
and capability. This, he says, would bring aboticieincy and
high productivity to the organisation.

b. Hierarchy of Authority: In Weber’s view, it is the job of  the
higher officers to supervise and control the jurdiicers. He
emphasised that in an ideal-type organisation wtiengs work
well, each lower officer is under the control angervision of
the higher one.

C. Impersonality in Official Matter (Impersonal orient ation):
This principle means that, since the rules of tligce® in a
bureaucracy are technical, the managers shoulchpersonal in
their official dealings and should not personalise means of
production. They should therefore neither refldwtirt personal
interest nor protect the interest of anybody inlidga with
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official matters. Impersonality implies that ifethrelation of the
manager fails to discharge his duties and respibitist he
should be treated officially the way non-relati@mns treated.

d. Emphasis on Documentation and Written Records:
Officialsof the organisation (school) are requirday
regulations to keep records of administrative oy,
decisions, instructions, business and communicdieween
them and the external agencies e.g. Ministry ofdadan,
Ministry of Trade, e.t.c.

e. Rules and Regulations: This i® continuous organisation
functions bound by rules and regulations. It is afiethe
characteristics of a formal organisation. Webetisshucracy
believes in creating rules and regulations, whatdver the
rights, duties, and operations of all members.

f. Employment and Promotion of Staff based on Techal
Knowledge (Career Orientation): Weber (1946)
emphasised that employment and promotion of staftilsl
be based on technical knowledge or competence.

It should be emphasised here that, these generatigles emerged
from the idea of various schools of thought on adstiation and
management. Some of the representatives of theusaschools that
subscribed to these principles are Taylor (1914ayoF (1916), Mayo
(1953), Simon (1957), Banard (1938), Urwick (193@Gylick (1937),
Follet (1924) and Weber (1946), to mention fewham.

Modern administrative and management theorists havwbeir recent
studies, come up with shortcomings of most of tleeke of the earliest
organisation theorists such as Taylor, Fayol ana M&ber, who were
the notable representatives of the classical appraa the study of
organisation. For instance, Campbell, et al (19%hued that Taylor
took a narrow view of management and that Taylotisnided to ignore
the psychological or personal aspects of mobilisinghan effort. They
therefore, discouraged the use of Taylorism insttteol system.

Some of his critics have also referred to webebareaucratic model as
a machine model. For instance, Katz and Kahn (126®) Shelekar
(1984) stated that, the model could not count fopartant human
elements. In a summary provided by Shelekar (198%&as opined that
Bureaucracy cannot offer satisfaction for higherdeof employees.
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SELF ASSESSMENT EXERCISE

1. Make a list of Fayol's 14 principles of educatbadministration

2. Why do you think a school administrator shoutd\ how to use
the principles of administration to guide his opierss instead of
rule of thumb?

4.0 CONCLUSION

A professional educational administrator shouldabguainted with the
principles that guide the operations of an orgditisasince effective
educational organisation does not exist in a vacutim knowledge of
these principles and their appropriate usage helpo small way in
achieving the corporate goals of an educationdésys

5.0 SUMMARY

In this unit, you have been acquainted with theqpiles of educational
administration. Some of these principles are calbedic principles
while some are classified into general principl€se 14 principles
developed by Henri Fayol were also discussed in uh#. These
principles are essentially guides in the operatiaiseducational
organisations.

6.0 TUTOR-MARKED ASSIGNMENT

List and discuss the basic principles of educatiadeninistration.
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INTRODUCTION

After Nigeria’'s independence in 1960, educationdineistration has
been viewed from the perspective of the behavioscantist that sees
human beings whose needs, situations and reactaygsfrom place to
place and from time to time. The ideas of the adtex of the classical
school through the neoclassical and to the modenodds have been
variously adopted to bring about efficiency in th@ucational system.
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Several theories were developed in the system iatBampt to have
empirical explanation of issues and concepts. Hewefacts have
emerged that in educational administration, the®mot as precise as in
the physical sciences. Some of the theories tnat been developed in
educational administration include the followingngral system theory,
bureaucratic theory, leadership theory, decisiorkinga theory, role
theory and so on. These theories are useful toolthe practice of
educational administration. In unit 1 of the firsbdule, you have learnt
what theory is, the knowledge so gained then vellbed here.

2.0 OBJECTIVES

By the end of this unit, you are expected to:

. identify the various theories in educational adstiraition
. explain the characteristics of each of the theories
. enumerate the uses of the theories in educatiaimaingstration.

3.0 MAIN CONTENT

3.1 Basic Theories in Educational Administration

Several basic theories have emerged in educatammainistration, these
theories that were developed by educational thisorie explain,
describe, predict and analyse issues in educatamralnistration are as
follows:

3.1.1 System Theory

A system is defined as an assemblage of differestt itterrelated
components or entities. The components on their fonm an entity but
systems within a supra system. It is a series ¢érrelated and
interdependent parts such that the interactiomi@rplay of any of the
sub-systems (parts) affects the whole (Adepoju420Griffiths (1975)
defined a system ascomplex of elements in mutual interaction

From the definitions above, a system can be destrids series of
interrelated and interdependent parts that work exldte together
towards achieving a common objective.

All systems have the following properties:

. They exist in time-space

. They tend toward a state of randomness and disdtaeultimate
of which is entropy or inertia.
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. They have boundaries
. They have environment which is external to them
. They have factors that influence the structurefandtion.

System theory provides a means of viewing the dcimoterms of its
general properties and the specific dynamics. ku$es on the
interrelationships and linkages between and ambagstibunits of the
school as well as on the relationship of the schimolits larger
environment. A system approach to administratiorsafool has been
divided into two major categories vigsystem analysisand system
synthesis. Kaufman (1970) viewed system analysis to include t
following steps;

1. identification of the problem; and
2. determination of solution, requirements and altévea

System synthesis also involves the following treps;

a. choosing a solution strategy from alternatives
b. implementing the solution strategy; and
C. determining performance effectiveness.

System design therefore includes all the five skegilighted above.

The properties of general systems apply to the alchnd provide a
model for examining the school as a dynamic intitu It also provides
a holistic approach for planning and implementinggoammes for
improving the school’s instructional and persorselices.

3.1.1.1 Importance of System Theory in Educational
Administration

a. System Theory enables the school administrator dlate,
describe and interpret the school problem to otbecietal
factors, which operate sub-systems in the society eould
influence education.

b. System Theory enables the school administrator hinose a
particularl level, analyse action or organisatiomsdues and
problems while keeping in mind that he is dealinghva total
system.

C. System Theory enables school administrator to ifyeand find a
solution to specific educational problems.

d. System Theory enables the school administratoeteemsitive to
the interaction of the school system with the sigysiem and the
society.
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e. Adequate knowledge of the system theory enablessdheol
administrator to recognise the need to keep thedabpen so
that it can exchange resources and information mattmmediate
larger system.

f. System Theory helps the school administrator toetstdnd the
relationship between and among the units and sub-wurnthin
the school and between the school and the larg@oament.

3.1.2  Bureaucratic Theory

This theory was developed by Max Weber (1947). Tbhacept of

bureaucracy according to Weber (1947) is “hieraahi pyramidal

organisational structure in which all power for den making flows

from super-ordinates to subordinates”. In otherdgp bureaucracy is
an organisational structure designed specificallyjnbke maximum use
of administrative specialists who possess a higkllef expertise and
technical competence.

According to Weber (1947), three types of orgaiosag¢xist, these are:

i Traditional organisation where the riglat ascend or occupy
positions of power or authority is inherited or dad down from
generation to generation.

. Charismatic organisation where a single leader whom
everyone owes loyalty and allegiance by virtue lod teader’s
personalities is in charge.

lii.  Bureaucratic organisation where authority issed on the
supremacy of the existing laws, where positionscagated on a
functional basis and office holders are recruitedilt them on
the basis of their technical competence.

Weber emphasised that an ideal-typical of modergarmsation
consisted of regulated official tasks and dutiedject to a functional
division of labour and specialisation, ordered ihigrarchy of officers,
regulated procedural rules and staffed by expeattddficials appointed
on merit and one of impersonal orientation in adfiecnatters.

According to Weber (1946), bureaucracy is the nedtient type of

organisation in that, it minimises irrational, pmwal, and emotional
attachments and maximises decision-making and asknative

efficiency. In organisation where bureaucracy axistasks and
assignments are allotted to individual workersféisial duties based on
a division of labour and specialisation, which emages a high degree
of efficiency and technical expertise among stafiis model is also
characterised by dependence on formal rules andateons, which are
established to guide and control official actiond abnehaviours of

128



EDA801 ORGANISATIONAL THEORY IN EDUCATION

members. Rules and regulations not only ensure ocantly and
uniformity, they also promote organisation’s couatig even, when
changes of personnel occur.

Bureaucratic model of organisation according to pgaje (2003),
stresses the employment of staff based on thewntieal qualifications
and not on political, family or ethnic grounds. &remployment by an
organisation constitutes a career prospect faniployees, there should
be job security for all. In addition, advancemeotspromotion should
be based on seniority and achievement or both. dkitghy position or
offices according to Weber should be organisedtarctired into a
hierarchical order in which all power for decisiomaking flows from
the top management level (super-ordinates) to tbeed level
(subordinates). The school system is characterlsedbureaucratic
apparatus just like any other formal and moderramigation. Several
features of bureaucracy as indicated above stédgminate in the
administration and organisation of educationale&ystn Nigeria. Such
features are:

I Hierarchy of Authority

. Rules and Regulations

iii. Division of Labour and Specialisation
\Y2 Career Orientation

V. Impersonality

Vi. Official Record Keeping

A cursory examination of the features above revelads Weberian
bureaucratic elements exist in our educational esyst(primary,
secondary and higher education sub-sectors) eveuagth Weber's
ideal-type is being criticised as it renders thbjettive springs of the
school's social action less and less relevant.hin words of Bennis
(1965), bureaucratic techniques and methods wetenmthemselves
sufficient to achieve the purposes of an orgamsatand could
sometimes conflict with substantive rationality @bju, 2003).

Despite all these criticisms of Weber's model apgligations in the

school system, his (Weber) bureaucratic apparauesented the most
rational form of administration simply because,w#s the one best
designed to achieve predictability, stability ancharowly conceived

efficiency.

Peretomode (1991) citing Blaug (1956) has statat] to administer a
social (formal) organisation such as a school syspirely on technical
criteria of rationality and formality is irration@lecause, that ignores the
non-rational aspects of social conduct. Kramer {)%so argued that
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bureaucracies in practice are not paragons of pffreency as often
claimed.

3.1.2.1 The Impact of Bureaucratic Theory on Educabnal
Administration

Bureaucratic theory has greatly influenced the gprawf educational or
school administration in the following ways:

I School administrators delegate authority to theibasdinates
based on interest, ability, competence and spsatain.

. Hierarchy of authority exists in the school systsith the school
administrator occupying the position of Chief Exioel

iii. In every school, there are clearly defined ruled esgulations
that guide the actions and inactions of individe@mbers of the
school system.

\2 There is impersonal orientation towards discharfeluties by
the teachers. Teachers even regard their jobs @gergment
work’.

V. Professionalism is considered when recruitment iset made. In
the same vein, promotion is based on qualificaticarsl
experience on the job.

3.1.3 Leadership Theory

Stogdill (1950) as cited by Adepoju (2003) defineadership as the
process of influencing the activities of an orgadigroup toward goal
setting and interpersonal influence, directed tglothe communication
process and toward the attainment of some goalspihd, et al (1974)
conceptualised leadership as the influencing ofoast behaviours,
beliefs and feelings of an actor in a social sysbgnanother actor with
the working cooperation of the actor being influetc

Leadership as described by Adepoju (2003; 2004;6R0€an be
conceived in two basic ways viz:

I as an organisational position and/or
. as an influence process.

As an organisational position, leadership referartondividual who has
been placed in a leadership or decision makingtipasior role by
government or the management of the organisationth® other hand,
the influence process suggests that to be a leather,must inspire
others to follow willingly. This view also suggedtsat the dynamic of
leadership is a process of influencing others tdwahne achievement of
the organisational goals.
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From the definitions provided above, it can be nréd that leadership,
is a process through which one influences the (ghéo carry out an
action and the willingness of doing such actiorhaitt being forced or
coerced. Leadership roles include planning, osiagj directing,

coordinating, controlling, decision making, guidingtaffing and

delegating. Therefore, a leader is expected toduepped with these
administrative functions in order to ensure thdisation of the stated
and defined objectives of the educational orgamisaivhere he leads
(Adepoju, 2009).

The discussion so far made has revealed that:

I leadership involves the use of influence

. leadership is a process

iii. leadership focuses on the achievement of gaalsobjectives
earlier set

\Y2 leadership involves the person who leads (supeate or
leader) and the person who follows (subordinatefoliower)
(Adepoju, 2003:34).

3.1.3.1 Attributes/Qualities of a Good School Managy/Leader

Adesina (1980) asserts that the leader in anyt®tuanust have both
social and psychological attitudes in order to sedcon the job. The
effective leader is the person who is not only atie make his
subordinates want to do what they have to do ksd etcognises that,
they must be motivated to ensure that the goalsadmelctives of the
institution, organisation or system are met.

The following according to Adepoju (1998) are soaiethe attributes
generally considered desirable for a school letmlbe effective.

I He must be intelligent and knowledgeable

. He must be self-confident and firm

iii.  He must be academically sound

V. He must be professionally superior to his staff
V. He must be sociable

Vi. He must possess good human relations

vii.  He must be morally and ethically upright

viii. He must be disciplined

IX. He must be humane and modest

X. He must be honest and trustworthy
Xi. He must have a developed intuition
xii.  He must possess sound judgment

xiii. He must always have consideration for others
xiv. He must be one with stable character.
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SELF ASSESSMENT EXERCISE 2

1. What are the impacts of the system theory budcaucratic
theory on educational or school administration?
2. List the attributes of a good leader in educaticystem

3.1.4 Decision Making Theory
3.1.4.1 Meaning of Decision-Making

Decision - making occupies a vital position in &iryd of administrative

activity. It involves devising ways and means byickhdata can be
gathered, analysed, and interpreted for the ugkeomanagers in order
to achieve the identified goal of the organisatitinis a process of
choosing a specific course of action from altenestioffering the best
choice. Systematic decision-making is an on-gomagg@dure and not an
occasional process. New decisions are made andhoahy old ones

are modified daily. The quality of a decision maglwdetermine the

ultimate success or otherwise of business and atirdy (Adepoju,

2004).

Decision - making in school system aims at studyatigrnatives in a

problem situation, with a view to providing a quative basis for

arriving at an optimum solution in terms of the lgosought. A few

decisions can be of routine, short term or longhtarhile some can be
made easier and faster by means of special teamidune approaches
to decision - making involve the use of differemtdrls which set out a
logical sequence of events commencing with prodi@mmulation, data

collection, analysis and interpretation of data emdluation of possible
solution.

Decision - making and problem-solving in school tegs involve

decisions on examinations, provision of accommaodatin terms of

classroom, assessment of current staff strengtletermine the need for
extra teachers, etc. Decisions can be policy dewsi which are
deliberate and specific. It is a planned coursaadion by which goals
may be pursued. Administrative decision emanatesm frpolicy

decisions. They focus on how to achieve the golateeunit (Adepoju

2004).

3.1.4.2 Forms of Decision

Decisions range from those of vital, once-for-alture to those of a
routine and relatively trivial nature (Cole, 199%hey can be immediate
in their effect or they can be delayed. The magiegories of decisions
according to Cole (1999) are as follows:
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1. Strategic Decisions

These are the basic long-time decisions, whichliestte organisation’s
relationship with its environment. It is the managat prerogative to
achieve an objective pertaining to overall survighlan organisation.
Also included here would be the major policy statets of the
organisation. Such decisions tend to be non-roudime non-repetitive.
They are usually complex, especially in terms oé thumber of
variables, which have to be considered before fomalices are made.
They cannot be quantified.

2. Operating Decisions:These are the short-term decisions, which
settle issues such as academic and examinatiomsisgiewer
variables are involved in the decision making pssceand
repetitive by nature. Operating decisions tend aketpriority
over others because of the weight of their volum taeir ability
to show results in the short-term. They can be tjizch

3. Administrative Decisions: These decisions arise from and are
subject to the conflicting demands of strategic aperational
problems. They are essentially concerned withisgtthe school
organisation’s structure. They are focused on hmachieve the
goal of the institution. If the school authoritysitps the course
content, provision of accommodation in terms ofsstaom,
assessment of current staff strength or deterntimesneed for
extra teachers, such school authority is making iadirative
decisions.

4. Programmed Decisions: These are routine decisions made
within prescribed situation. They are capable ondpevorked out
by a computer. This means that the variables aaatdiable and
the decision rules can be clearly stated. Thederieriwould
certainly apply to numerous operating decisions. nAn-
programmable decision cannot be quantified and haonan
judgments have to be made in taking decision. Exasnpre
strategic decisions.

3.1.4.3 Process of Decision - Making

The process of decision - making in the schoolesysaccording to
Adepoju (2004) involves the following:

1. Problems Identification Definition: The problem must be
identified and defined.
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For example, if the school authority increases rinember of students
admitted into the school, a decision must be takbather to increase
the strength of the teaching staff, to increase wuekload of the
teachers or to employ part-time teachers to comptenthe existing
staff. The best choice must be made.

2.

xXTQo o
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Situation Analysis:The current situation affecting the problem
must be analysed. It is possible that out of theetu situation,
solution might be feasible or got pertaining to pineblems.
Collection of Reliable Data or Information: There are many
ways of collecting relevant data or informationmiay be through
the following instruments:

Desk research b. Observation methods
Experimentation d. Questionnaire
Interview f. Telephone etc.
Secondary data h. Transportation
Laboratory J- Administration
Opinionnaire

Analysis and Interpretation of Data: Sources of data could be
primary or secondary

Primary Data: They are original sources. They are specifically
collected for a purpose. They include interviewatjng scales,
surveys, educational reports etc. Primary data igeown the
sport or firsthand information.

Secondary Data: These include abstracts, periodicals,
educational journals, yearbooks, and publicati@sce the data
are gathered, they must be analysed to arrive etndeded
information.

Possible Solution: The objective is to find the best solution to
the problems because the quality of a decision maaj
determine the ultimate success and destiny of thanisation.
Therefore, there is need for genuine and accundtgment.
Evaluation of Alternative Course of Action: Each option or
solution is compared with others in terms of opataincome,
incurring costs; the best solution would be acakpfer
implementation. In selecting from among alternajvechool
managers/ administrators have three bases forioleaxpen to
them; these are experience, experimentation, aseareh and
analysis.
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3.14.4 Decision Making Model

Cefine

/ Problem/lssue \
Collect Re cvant

Meaazure Rasalts
Cata

Decisian Making Model

Imp cment
Develop Alternative
Solutions

\ /

Szlect Cptimum

Solution

Aseens

Solution +

CUI]SEL]U grces

Fig.3: Decision Making Model
Source: Cole, G.A. (1999)Management. Theory and Practice
London: Letts Educational.

Decision-making models are techniques developealddhe processes
of problem definition, devising solution optionsdaevaluating their
possible consequences. There are several technayaable to the
school managers/administrators to help them to amjle decision-

making. These techniques range from broad, ratiappioaches, which
set out a logical sequence of events commencingy \pitoblem

definition and concluding by measuring results bbsen solutions, to
highly quantifiable approaches in which informatiand options are
produced leading to the better decision being tal&me of these
techniques are discussed below:

1. Operational Research: Operational Research comprises a
collection of techniques, which apply the use oéstific models
to represent real situation. The model utiliseshmatatical and
statistical terms to express the variables inclubed decision.
Operational research techniques assist with thdysinaof
problems and the development of solution. The bagproaches
of these techniques are that they:
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I Formulate the problem in the context of the ltosystem
concerned

il. Construct a mathematical model

ii. Derive a solution from the model

\V2 Test the model

V. Install a feedback mechanism

Vi. Implement the solution.

It should be noted that operational research teckas do not implement
decisions themselves but they provide the school
administrators/managers with information and omit¢imat can lead to
gualitatively better decision being taken.

2. Decision Trees: This is a conceptual map of possible decisions
and outcomes in a particular situation. It is aprapch towards
seeing risks and probabilities in a problem situatinvolving
uncertainty, or chance or events, by sketchinghenform of a
“tree” decision points, or chance or events, aredgfobabilities
involved in various courses that might be undemak&he
decision “tree” makes it possible to see directitingt action
might be taken from various decision points and deeision
point relating to it in the future. This decisioraking model is
very significant. In the first place, it makes ibgsible for the
educational administrators / managers to see thgorma
alternatives open to them and the fact that sulesgqiecisions
may depend upon events of the future. In additidwy,
incorporating probabilities of various events iretlree, it is
possible to understand the true probability of eigien leading
to the desire results.

3. Risk Analysis: This is an approach/analysis that weights risks in
a situation by introducing probabilities to giverere accurate
assessment of the risks involved. This model attergpdevelop
for every critical variable in a decision problem,probability
distribution curve. These decisions can be derbsedsking each
specialist who estimated a variable to gauge theggaand
probability of each variable.

4. Preference Theory: This is also called utility theory. It is an
approach problem analysis, in which individualtattes toward
risk vary from statistical probabilities with somedividuals
being willing only to take lower risks than indiedt by
probabilities and others taking greater risks.
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3.1.45 Principles Guiding Effective Decision-Makig in
the Educational Organisation

The following are the principles that guide deaisionaking in
educational organisation:

1. A careful and critical examination of the al@ies must be
made as much as possible.

2. Decisions must be timely made and following #stablished
procedures governing that particular situation.

3. Decisions made must be based on consultatidibedstion and
participation by those to be directly affected bgts decisions.

4. Avoid taking a decision under emotional streBg patient
enough to think through the problem before arrivam@ decision.

5. Delegate as many decisions as you deem fitner stubordinates,
especially the minor things in the school system.

6. Decisions made must be communicated through oappte

channels, well in advance, to those who would eteethem.
SELF ASSESSMENT EXERCISE 3

Enumerate the stages involved in decision - makingducational
system.

3.1.5 Role Theory

3.1.5.1 Meaning of Role Theory

Role is a position that has expectations evolvingmf established
norms. It means not only overt actions and perfoicea but also covert
expectations held by an observer or a group ofrebsg Role theory
gives a way of viewing the behaviour of individualsa group and of
groups as they respond to and make demands upondunals in the

group. It means several models that are usefuliwing, assessing,
analysing and improving the principals and teachietes performance.

This permits assessment of the role expectatiolasdyethe principal or
teacher himself and by his significant referencaigs-parents, students,
central office personnel, other principals, etce Knowledge of the role
theory will enable the principal or teacher to uistend, adapt, modify
and fulfill his significant social role. Hence, ampts such as role
enactment, role expectations, role conflict ande rplerception are
paramount.

A role can also be described as specific taskahprson performs in an
organisation. In the school system for instanc@pstadministrator’s
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roles include the task-areas in school administnagiarlier discussed in
the previous unit (Unit 2 of this module) which ;asehool-community
relationship, school curriculum instruction relaship, students/pupils-
personnel, staff personnel, equipment and fadlitlanagement and
finances and business management.

In the school system, each role incumbent is exleitt perform certain
specific tasks in his relations with the personthwihom he interacts.

Getzels and Guba (1957), described the organisasoe social system
which features hierarchical role structures, andréde in the structure
there are certain behaviour expectations. Everyorike social system
is an observer of others and thus has certain p#oos and
expectations of how those in other roles will behdvwor instance, there
are certain behaviours associated with role oftélaeher or the role of
principal and thus the teacher is the observer hif principal’s
behaviour when performing his role in the school ance-versa
(Afolabi, 1992).

There is also an institutional role expectationtfoe incumbent of each
position, that is, things he must do, things hetrmag do, decisions he
must take, and so on. However, the role incumbeiat person with all
distinctive personality characteristics and neeHisus, according to
Getzels and Guba (1957) the observed behavioun mrganisation is a
function of the interaction between the organisatiamr nomothetic and
the individual personality or idiographic dimenssoriThis model is
presented in Figure 4.

Normative (Nomothetic) Dimension

Institution —> Role —> Expectation

A A
I\
Social System Social Behaviour
\ y Y

\ Ao F
Individual —>  Personality — Need disposition

Personal (Idiographic) Dimension

Fig. 4: The Normative and Personal Dimensions of Social
Behaviour
Source: Adapted from Getzels, J. N. and Guba, E. (1957).
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This model shows that every behaviour in a sogiatesn is a function
of the interaction between a given institutionaleraefined by the
expectations attaching to it and the personalityaoparticular role
incumbent defined by his need dispositions.

3.15.2 Usefulness of Role Theory in School
Administration

a. Through role theory, the school administratocooees more
aware of the need to define, allocate and integmales and to
maximise the probability of achieving the goalsh# school.

b. Role theory makes it imperative for school adstrators to take
both role and personality into account when allocapersons to
positions within the school system.

C. Through role theory, the school administratoraide to deal
realistically with factors, which contribute to dbct and job
satisfaction.

d. As a way of enhancing the accomplishment of gchoals, the

school administrator struggles to reinforce thossspnality
needs, which enhance the roles of the individualthe school
system. In other words, the administrator strivesthieve the
goals of the school as well as satisfy the persopealds of the
individuals.

3.1.6 McGregor Theory of Human Management

Douglas McGregor (1960) came up with two theoriekepry X and
Theory Y) to guide proper management of people @mdchieve
organisational goals.

3.1.6.1 Theory X — Description and Assumptions

The fundamental to this theory is a philosophy okdion, close-
supervision, external control and authoritarian aiective style of
leadership. McGregor based this Theory X on assomgptand
propositions generally associated with the conoemati or efficiency
views of management (i.e. classical organisatidmasls of thought), as
suggested by adherents of Taylorism. These assomspdre:

1. The average human being has an inherent digikevork and
will avoid it if possible.
2. Because of this human characteristic of disfikeworks, most

employees must be coerced, controlled, directed,threatened
with punishment to get them to put forth adequdtertetoward
achieving organisational objectives.
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w

The average human being prefers to be direutsthes to avoid
responsibility, has relatively little ambition am@nts security.
The average person is by nature indolent.

He lacks ambition, dislikes responsibility, govdfers to be led.
He is inherently self-centred, indifferent t@anisational needs
He is by nature resistant to change.

No ok

3.1.6.2 Theory Y — Description and Assumptions

McGregor’s dissatisfaction with Theory X managemeatd its
assumptions; failure to consider certain human si¢ledlt relate to self-
fulfillment, self-actualisation, ego satisfactiondathe social needs, led
him to formulate Theory Y which reflects a lesshauitarian leadership
style, as it would rely on employees’ self-con@al self-direction. This
theory is based on the following assumptions:

1. The expenditure of physical and mental effortswiork is as
natural as play or rest.
2. Eternal control and the threat of punishment ravée the only

means of bringing about effort toward organisatiastgectives
to which they are committed.

3. Commitment to objectives is a function of thevaeds associated
with their achievement.

3.1.6.3 Usefulness of McGregor’'s Theory X and Hory Y to
the School Administrators

. Theory X and Theory Y help school administratorsaonulate
meaningful personnel policies in the school systemard the
achievement of the school goals.

. Theory X and Theory Y help the school administratohknow
the two sides of human beings in the school system.

SELF ASSESSMENT EXERCISE 4
1. Briefly explain the usefulness of Role Theand McGregor's
Theory X and Theory Y in School Administration

2. What are the assumptions of Theory X andomheY as
propounded by McGregor (1960).

3.2 The Place of Theory in Educational Administratbn
Theory as earlier discussed is a systematic andictigd way of

thinking about reality in order to explain, undarsd, predict and control
such reality. It is a proposition, which helps inesdribing,
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understanding, explaining, predicting, controllirgnd synthesising
events, situations and issues.

In educational administration, theory is very useafuthe following
ways:

1. Theory helps to provide or create proper franméwior the
explanation of ideas or facts to be understood,lagxgd,
analysed, predicted, controlled and synthesised.

2. Theory also provides possible answers, suggest@pproaches
and occurrences to administrative situations.

3. Through the use of theory in educational adrrai®n, rational
decision- making are made possible and easier too.

4. Theory also helps the educational administreaasynthesis his

views, ideas, opinions, role and his relationshighw the
educational system and on the phenomena of leadessid
achievement.

5. Through the use of theory, the erroneous belibat
administration of educational institutions is essdly based on
mere common sense, experience and intuition rathan
practice, has been discarded.

6. Theory helps educational administrator to exploother
disciplines such as mathematics, statistics andrdiehavioural
sciences to collect relevant facts about admirisgg@roblems.

7. Through theory, complex situations, issues ammblpms are
resolved in educational administration.

8. Theory allows educational administrators to aver new ideas
and provides aids and direction to apply the ideasolving new
problems.

SELF ASSESSMENT EXERCISE 5

Enumerate the usefulness of theory in educatiahairastration.
4.0 CONCLUSION

Theory is a useful guide that helps the educati@thhinistrator to

predict events, situations and solve problemss k useful tool in the
practice of educational administration. Apart frdme fact that theories
provide a framework for explaining facts or ide#fsgy also help to

understand, explain, analyse, predict, control syrithesis events and
phenomena in educational administration.
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5.0 SUMMARY

In this unit, you have learnt again what theorgssyou have done in the
introductory unit to the course (Module 1, Unit The knowledge you
acquired then must have helped you to fast trackpecehension of the
concept. You have also learnt in this unit, theidakeories in
educational administration and their distinctivattees. Equally, the
uses of theory in educational administration haaenbexplained to you.

6.0 TUTOR-MARKED ASSIGNMENT

Explain why the knowledge of theory is very usetal educational
administrators.
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1.0 INTRODUCTION

The most distinct fact about the Nigeria Educatiofgstem is the
constant change in educational policies and progresn Various
governments in Nigeria (both Military and Civiliamave introduced
different policies in relation to the managemerdmaistration and
control of education that affect the three basiacation sub-sectors
(Primary, Secondary and Tertiary) in the past. @qosntly, these
policies have necessitated the management, adratmest and control
of this factor to be placed in different hands &nels. The knowledge
of the historical perspective of educational adstmaition in Nigeria is
very important for any student in the field of edtional administration.
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2.0 OBJECTIVES

By the end of this unit, you should be able to:

. trace the development of educational administrahddigeria

. identify the features of each programme(s) and cp(és)
introduced by various governments

. identify the levels of the sector that are mostiieced by the
policies.

3.0 MAIN CONTENT

3.1 Historical Development of Educational Administation in
Nigeria

3.1.1 The Pre-Independence Period

Formal education in Nigeria began around the micdlad" Century.
Educational management and control during thisopenas exclusively
in the hands of the Christian Missionaries. Uritéd 1960s, management
and control of education was a regional affair whthe Federal
Government only played a role in maintaining staddaApart from
Yaba Higher College that was established in 1932farmmally opened
in 1934 and the University College Ibadan (UCI) ndwniversity of
Ibadan (U.l) that was established in 1948 few prymand secondary
schools were in existence (Fafunwa, 1974; Taiw@®0)l9Untill 1951,
education at the three levels and its managemauiitl dze regarded as
unplanned and haphazardly done (Adepoju, 2004).owlteg to
Mgbodile (1986) Nigeria’'s educational system hadega number of
interesting characteristics during this period. Qufesuch was the
absence of a centralised or national planning atation.

Meaningful education policy started with the Richaonstitution of
1946. With the regionalisation of education in 198fe Western and
Eastern Regional governments placed higher primttyeducation by
introducing the Universal Free Primary Educatiorl®b5 and 1957 in
their regions respectively. Educational planning wegionalised during
this period following the three major regional dieins of the country —
the East, the West and the North; each region plhmamd executed its
own educational programmes without reference tothemoor to the
central government (Mgbodlie, 1986). By implicatiothere was
decentralisation of the local government, whichuigiftt the grassroots
into educational policymaking (Fagbamiye, 1982).c&#dese of this
absence of centralised planning, there were rebidiff@rences in the
structure, control and management of the educdtgystem in Nigeria
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prior to the independence in 1960. Another majaratteristic of the
primary and secondary education during this pewad the ownership
by voluntary agencies or the missionaries, commagiand private
proprietors with minimal contribution by the govarent.

3.1.2 The Post-Independence Period (1960-1969)

The first national policy that influenced educatgettor in Nigeria most
especially, the secondary and tertiary levels eseig 1960 following
the Report of the Ashby Commission. The Commissias set up in
April 1959 to among other things;

Conduct an investigation into the country’s manpoweeds
in the field of post-secondary and higher educateer the
next twenty years (1960 — 1980). (Federal Goverrinoén
Nigeria. 1960, p. 2)

The Commission, which was headed by Sir Eric Astdajgmitted its
Report in September, 1960 less than one month defalependence
and titled itinvestment in Education The report of the commission led
to the establishment of four more universities igdyia. These are;
University of Nigeria, Nsukka, Ahmadu Bello Univiys Zaria, the
University of Ife (now Obafemi Awolowo UniversityOAU) and the
University of Lagos, Yaba. These brought to fivee thumber of
Universities in existence in the country. In 196%e National
Universities Commission (NUC) was also establisttedoordinate and
control the growth of Universities in the countny leehalf of the Federal
Government. The Management and control of primany secondary
education was more or less a partnership in th®4.26 government
increased its interest in education unlike in tlastpwhen voluntary
agencies dominated the affairs (Adepoju, 1998; 2004

3.1.3 The Oil Boom Period (1970-1980)
The period, 1970-1980 was characterised by goveamhnadsolute

control of educational system at all levels in NigeThe period also
witnessed the introduction of major educationalge$ such as:

. Government take-over of schools

. Introduction of the Universal Primary Education @FRScheme
. Local Government Reforms

. Introduction of the National Policy on EducationRE)
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3.1.3.1 Government Take-Over of Schools (1974)

The take-over of schools in the early 1970s byRbderal government
in Nigeria following the civil war of 1967-1970 rexled another
development in the area of secondary educationtamianagement and
control. In Akangbou’s (1985) view, there is nodance to suggest that,
this was due to the poor “quality” of the schoa@kean over. It is widely
believed that such action is not unconnected vhthihcreased interest
of these governments in the functioning of the atiooal institutions in
their states. However, one way of achieving thivysassuming full
control, both in finance and functioning, of thaésstitutions. During the
period of take-over, all the secondary schoolvendountry were taken
over by the government. Consequently, the manageamehcontrol of
these secondary schools were in the hands of thergment. Schools
management boards were consequently establisheddawgly by the
government to assist in this direction.

3.1.3.2 Introduction of Universal Primary Education (UPE)
Scheme

The Universal Primary Education (UPE) scheme waadhaed in 1976
by the Federal Government to provide free primamgucation

throughout the country following the Somade CominissReport in

1973. The scheme also intended to make the operatioprimary

education uniform throughout the country. Towaits ¢commencement
of the scheme in 1976, Federal Government emplihtiisee principal

agents thus:

. The Federal Government was to lay down the poliggegjines
. The Federal Government to provide the Funds
. The State Governments to act as agents.

UPE scheme was very significant to the developn@neducation
(primary education in particular) in Nigeria. Haginobserved the
serious imbalance in the educational developmeth@fvarious states,
the Federal government then, introduced a nati@ewuniversal
primary education scheme with effect from Septemb876. The
scheme no doubt, provided for the first time, oppauty to every
Nigerian youth to go to school without the paymeritfees. The
financial burden by the time the programme was daed was the
responsibility of government (federal, state armhl@governments).

During the period, educational policymaking was anaurrent
responsibility of the federal and state governmeB{simplication, the
federal and state governments assumed the managanigontrol of
primary education in Nigeria.
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3.1.3.3 Local Government Reforms of 1976

The Local Government Reforms introduced in NiganaDecember
1976, brought about new development in the manageams control of
education at the primary level. As Fagbamiye (198@htly puts it,

these reforms made references to school admindstrat the local level
as a Local Government function. The reforms sta&rlia;

Schools system and ..... their management....shouldgrow
of the life and social Ethos of the community whilcay
serve.

The management and control of primary education heagever shifted

to the Local Government following the Local GovesmhReforms. By

this time, the Federal government responsibility famary education

has gradually declined in financial terms and tiagesgovernments were
no longer interested in primary education. The nmma®bempowered the
Local Government Education Authorities (LGEAS) tarry out the

functions delegated to them by the States Ministriéducation through
the Education Committee set up for the purpose. JE& was among

other things; to maintain school plant and carryt ouprovement

programme for the staff at its area of jurisdictias well as other
functions delegated by the Commissioner for Edoaoati

3.1.3.4 National Policy on Education (1977)

Some major reforms in the structure and contenevieeought into the
secondary and tertiary education in Nigeria follogvithe introduction of
the National Policy on Education in 1977 and theised editions in
1981, 1985, 1995, 1998 and 2004. The National ?alic Education
(2004) was introduced to create equal educatiognabdunities, provide
guality in education among other objectives. Theicgorecognised
formal education of a 6-3-3-4 structure. Under tpelicy, the

management/control of primary education was thpamsibility of both

the Federal and State Governments while the statgals secondary
education at the state level. Federal Governmenildvensure that
uniform standard is maintained. Apart from the @yneducation, all
secondary schools are under the supervision anttotasf the state
ministries of education. The Federal Governmerglgdinances federal
secondary schools. Prior to the commencement ofntipeementation,
the Inspectorate Division had been created at guefal level in 1973,
which was a partial response to the need to mainti uniform

standards (see Adepoju, 2004).

Various educational bodies and agencies were assignd set-up by
the government to assist in the management andot@iteducation at
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each of the level of education. For instance, ttigasls management
boards were established to take care of the prinaauy secondary
schools. The National Universities Commission (NW)s established
to be in charge of co-ordination, financing and ralledevelopment of
the Universities in the country. NUC was also cledrgwith the

responsibility of maintaining high standards in &lign Universities.

Accordingly, the National Commission for College$ Bducation

(NCCE) was established to manage and control allle@es of

Education in Nigeria on behalf of the Federal Gaweent. The National
Board for Technical Education (NBTE) was also dsthbd to manage
and control all Polytechnics and Colleges of Tedbapn in the country
(see Module 5 for the roles of educational agenares$ parastatals in
details).

3.1.4 The Period of Launching of Universal Basic Hetation
Scheme, Resuscitation of National Open Univergiand
Establishment of More Private Universities (1992009)

Prior to 1991, the responsibility for the managetmand control of
primary education in Nigeria had been shared by ¢ federal and
state Governments. However, in 1991, the federaéiguoment handed
over the management and financing of primary edmcab the local

government. Even though, this was for a short gennany problems
emanated until the policy was reviewed in 1994 wilea federal

government took up the responsibility again, thioutye National

Primary Education Commission (NPEC) that was eamistablished
under Degree 31 of 1988. This commission was t@dmsted at the
state and local government levels by the State @yireducation Board
(SPEB) and the Local Government Education Authesit(LGEAS)

respectively.

During this period, secondary schools owned byféderal government
were managed and controlled by the federal govembrtieough the
Federal Ministry of Education. Accordingly, thosistitutions owned by
the states were managed and controlled by the sfaternments
through the States Ministries of Education. Essdishient of higher
institutions was placed in the concurrent legiskatist.

In addition, during this period and particularly 1999, the National
Primary Education Commission (NPEC) was scrapped amother
commission known as the Universal Basic Educaticom@ission
(UBEC) was established following the introductioh tbe Universal
Basic Education (UBE) programme. At the state awall government
levels are the State Universal Basic Education @q&UBEB) and
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Local Government Universal Basic Education BoardGRBEB)
respectively.

This period, 2000 - 2009 witnessed unprecedentedease in the
number of private universities in Nigeria to compént the efforts of
the conventional public universities toward promisiof more access
and equity. As at October, 2009, the number of ensities in Nigeria
had risen to 96 out of which public ones are 5%ral 27, State 32).

The number of private universities has risen tdrdim 3 between 1990
through 1999 (Adepoju and Owoade, 2009).

The period under consideration also recorded tkasmtation of the
National Open University in Nigeria to provide wideccess to
university education in the country. Hitherto, thet that established the
institution in 1983 was suspended in 1984. It taéBkyears after, that is,
2002 before the institution could be resuscitated.

4.0 CONCLUSION

The development of educational administration igd¥ia has shown
that, educational system in Nigeria has passedigfrseveral stages of
development. Each of the levels of the sector Ismsexperienced major
reforms since Nigeria’s independence in 1960. Atedent times, the

Federal, State and Local Governments have alsagl#tyeir roles in

respect of administration of primary, secondary temtiary education.

5.0 SUMMARY

In this unit, you have learnt the stages of devalept of educational
administration in Nigeria; from the pre-independeperiod to the post-
independence period through the period of oil bannthe 1970s and
80s. Equally, the reforms introduced in respecttltd government
takeover of schools, introduction of the UniverBaimary Education
(UPE) scheme; Local government reforms and thediction of the
National Policy on Education (NPE) were discussedhis unit. The
policies introduced in the 1980s and 1990s and @bovere also
discussed in the unit.

6.0 TUTOR-MARKED ASSIGNMENT

Briefly trace the development of educational adstnation in Nigeria
and highlight the major features of each policygpaomme.
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MODULE 4 INSTITUTIONAL MACHINERIES FOR
ADMINISTRATION AND CONTROL OF
EDUCATIONAL ORGANISATIONS IN

NIGERIA
Unit 1 The Major Education Ministries
Unit 2 Basic Education Regulatory Machinery
Unit 3 Higher Education Agencies
Unit 4 Research/Training/Development Council
Unit 5 Measurements and Evaluation/Examination Nrealy

Unit 6 Education Decision Making Councils and OtRegulatory
Councils/Parastatals

UNIT 1 THE MAJOR EDUCATION MINISTRIES
CONTENTS

1.0 Introduction

2.0 Objectives

3.0 Main Content
3.1  Federal Ministry of Education
3.2  State Ministries of Education

4.0 Conclusion

5.0 Summary

6.0 Tutor-Marked Assignment

7.0 References/Further Reading

1.0 INTRODUCTION

The administration and control of education in aountry (developed
or underdeveloped) are usually placed under miesstr department of
education (as the case may be). The essence oistlis ensure that
government policies are adhered to strictly. Beeanfsthe volume of
their assignments federal and state ministrieslatation used to create
parastatals or agencies that can assist them tevackhe objectives
which they are set to achieve. In this unit, attempgl be made to
acquaint you with the functions which the Federal &tate Ministries
of Education perform in respect to administrationd acontrol of
education in Nigeria.
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2.0 OBJECTIVES

By the end of this unit, you should be able to:

. explain the functions of the federal ministry ofuedtion in
Nigeria

. discuss the functions of the respective state mniess of
education in Nigeria

. identify the compositions of federal and state stimes of
education.

3.0 MAIN CONTENT

3.1 Federal Ministry of Education (FME)

The functions of the Federal Government in ir@hato education are
carried out through the Federal Ministry &ducation and in
collaboration with those of its parastatals agdreies. The Federal
Ministry of Education is headed by a Minist¢ho is responsible
for the formulation of policies and decision-makiin the ministry.

The head of the administration in the ministry s tPermanent
Secretary. There are various units or sections egadments in the
ministry. These include; Higher Education UnitDepartment),
Secondary Education Unit (Department), Evaluatiod Examinations
Unit (Department), Inspectorate  Unit (Department)Planning,

Research and Statistics (PRS) Unit (Department.c., each of the
units (departments) is headed by a direcdocording to the
National Policy on Education (2004), the Fetlévlinistry of

Education is charged with the following resgibilities:

. The determination of a national policy on educatiororder to
ensure uniform standards and quality control;

. Co-ordination of education practice in Nigeria

. Advisory services in respect to all levels emlucation below
the university.

. Federal inspectorate advisory services to hehprove and
maintain standards;

. Planning and research on a national scale througB Bnit
(department) of the ministry;

. Coordination of non-formal education including adedlucation,
vocational improvement centres, correspondencesesuetc;

. Coordination of educational services and programmes

. International co-operation in education;
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. Co-ordination of national school examinations aredevant
teacher examinations- testing and evaluation;

. Establishment of a central Registry for teachers;

. Prescribing minimum standard for education atealéls.

3.2 State Ministries of Education (SME)

State Governments play an intermediate role in prevision,
management and control of education. They aretalgerform this role
through the parastatals or agencies of the ministrgducation and
other bodies at the state level. The state minwtrgducation is headed
by a Commissioner who is responsible for the foatiah of policies
and decision-making in the ministry. The headhaf &dministration in
the ministry is the Permanent Secretary. Justigehave in the federal
ministry of education, there are various units est®ns or departments
in the state ministry. These include; Higher Edioca Unit
(Department), Secondary Education Unit (Departmeegpluation and
Examinations Unit (Department), Inspectorate Uiltepartment),
Planning, Research and Statistics (PRS) Ufiitepartment), e.t.c.,
each of the units (departments) is headedabgirector. According
to the National Policy on Education (200#)e Federal Ministry of
Education is charged with the following resgibilities;

In the National Policy on Education (2004) guidelinhe functions of
the SME are outlined as follows:

. Policy, control and administration of educationthre primary
and secondary levels at the state level;

. Planning, research and development of educatistatd level;

. Inspectorate services to improve and maintain stasdthrough
regular school inspection and supervision;

. Provision of education services;

. Co-ordination of the activities of school boardsd/an local
education authorities;

. Examinations, particularly, certification of prinyar and
secondary school teachers, testing and evaluation;

. Establishment of state registries for teachers;

. Preparing educational development plans for thie staking into
account the social, economic and other needs of sthées
concerns;

. In addition to all the above, performing some othelated
functions of the state governments in relation tucation
includes:

- Supply of equipment and books to schools;
Formulation of rules and regulations for the eocément of
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discipline among staff and students in the stateaicsystem;
- Awarding scholarships and bursaries to deserstadents of the
state origin;

. Conducting basic and applied researches for theovenent of
the quality of education in the state;

. Prescribing guidelines for the establishment of meimary and
post- primary schools in the state;
. Educational financing as a joint venture with thedé&ral and

local government, local communities, parents aratdjans, etc.

4.0 CONCLUSION

The Federal and State Ministries of Education dagipg vital roles in
the administration/management and control of edorcaindustry in
Nigeria just like any other ministries perform ither sectors. These two
major ministries also have some parastatals or aégenthat are
established to assist them perform their respdit@bi These
parastatals or agencies will be discussed in theexuent units of this
module.

5.0 SUMMARY

In this unit, you have learnt the functions of thederal Ministry of
Education in Nigeria. Also, we have discussed thections which the
State Ministries of Education are performing in pas to the
administration / management and control of Eduacaitiothe respective
states of the federation.

6.0 TUTOR-MARKED ASSIGNMENT

Briefly highlight the major functions of the FedkerMinistry of
Education and State Ministries of Education in Mige

7.0 REFERENCES/FURTHER READING
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UNIT 2 BASIC EDUCATION REGULATORY
MACHINERY

CONTENTS
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3.1  Universal Basic Education Commission (UBEC)
3.2  State Basic Education Board (SUBEB)
3.3 Local Government Universal Basic Education Boar
(LGUBEB)
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3.5 Parent- Teacher Associations
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1.0 INTRODUCTION

Administration of education at the basic educatmrel should require
attention of the three tiers of government (fedesthte and local
governments). For instance, education at this levelxpected to be a
monumental national enterprise and its successdejlend largely on
the extent to which its efficient administrationdamanagement can be
assured. It is mainly for this reason that admiatgin and management
becomes a topical issue in the continuous poli@lodue on UBE
(Obanya, 2001). The UBE is a reform measure by fa¢d&sovernment
which is aimed at rectifying the existing distort#o in the basic
education sub-sector of Nigerian education syst&smmajor goal is to
bring about positive changes by making programmplamentation
responsive to the needs of the people and ensthraigndividuals and
communities becomes actively involved in the priorisof basic
education. | have tried in this unit to acquaint yeith basic functions
of some education agencies that are saddled watlrdbponsibility of
administering basic education programme in Nigeria.
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2.0 OBJECTIVES
By the end of this unit, you should be able to:

. state and explain the functions of the UniversalsiBa
Commission

. highlight the roles which the State Basic EducatiBoard and
Local Government Universal Basic Education Boandquen

. identify the composition of the school-based mansyd
committee.

3.0 MAIN CONTENT

3.1 Universal Basic Education Commission (UBEC)
The Universal Basic Commission is headed by a Nati@oordinator.

There are six departments at the commission helagetirectors. Such
departments are Monitoring and Evaluation, Teacheaining and
Curriculum Development, Social Mobilisation, Adnstration and
Supplies, Finance and Accounts and Planning Resemrd Statistics
(PRS). The management structure of the UniversaicBEducation
Commission (UBEC) is a model in cooperative and satiative
federalism, involving all the three tiers of goverent (federal, state and
local governments) and even extending to the contsnudf important
to note is that there are twelve (12) zonal offioéshe UBEC located
across the country in Ibadan, Ado-Ekiti, Benin, Uyawerri, Enugu,
Makurdi, llorin, Bauchi, Yola, Kano and Sokoto €.i2 in each of the 6
geo-political zones in which the country is divijledhe creation of the
zonal offices is to ensure proper and effective itooing of the UBE
programme in the states and local governments. fdll@ving units in
the National Coordinator's office complement thefodf of the
department; Special Projects, Internal Audit, RulRelations and
Protocol and Legal.

The following are the functions of the UniversalsigaCommission
(UBEC).To:

. Prescribes minimum standards for basic educaticugfhout the
country;

. Coordinates, supervises and monitors the implertientaf the
UBE programme;

. Initiates and monitors the execution of specifioggammes for

the attainment of UBE objectives after consultatiath all state
governments and relevant stakeholders;
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. Sensitises and mobilizes stakeholders for theirectffe
involvement and participation in the UBE programme;

. Collates, analysis and publishes information retatio basic
education in Nigeria;

. Carries out regular personnel audit in each stiatieeofederation;

. Advises the Federal Government on the funding sidoducation
in the country;

. Receives the grant meant for basic education fioenFRederal

Government and disburses the funds to states, ¢msedrnments
and any other aspects of the UBE programme basegmoved
guidelines;

. Carries out regular audit of UBE funds at the statecal
governments and other agencies implementing the UBE

programmes;

. Publishes a comprehensive list of basic educatathers in
each state of the Federation;

. Consulting with state governments in producing eraptans for

balanced and co-ordinate development of basic d¢dncan
Nigeria. Such plans will be in the area of:

- Proposals for the basic education curriculum atidisys tailored
to meet the needs of the country;

. Carrying out such other functions as may be dicefriam time to
time, by the president of the Federal Republic mfeNa through
the Federal Ministry of Education.

You should note at this point, that the establishinad the Universal
Basic Education Commission was informed by theoshiction of the
Universal Basic Education (UBE) programme in Seiem1999.

Hitherto, in 1988, the Federal Military Governmenft Nigeria
established the National Primary Education Commis$NPEC) under
decree number 31 of 1988, but, this commissionsgespped following
the introduction of UBE programme, which have aye@r basic
education structure (primary and junior secondarycation) in Nigeria.

3.2 State Universal Basic Education Board (SUBEB)

Following the emergence of the Universal Basic BEtioo Commission
(UBEC) at the National level, o monitor and overezoperation of the
Universal Basic Education programme throughout ¢bentry, each
state of the federation was mandated to establistaed to be known as
State Universal Basic Education Board (SUBEB). Btate Universal
Basic Education Board (SUBEB) was created to saddld the
responsibility of the control of the UBE programatehe state level.
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The Board is headed by a Chairman with the Exeeu®cretary as the
administrative head. There are six departmentbetbard headed by
directors. Such departments are Monitoring and u&atadn, Teacher
Training and Curriculum Development, Social Molatisn,
Administration and Supplies, Finance and Accountsl @&lanning
Research and Statistics (PRS).

The following are the functions of the State UnsadrBasic Education
Board (SUBEB)

. See to the day-to-day running of the universal dasiucation
programme at the state level

. Formulate policies for UBE matters at the statellev

. Appointment, promotion and discipline of teachingdanon-

teaching staff on grades level 07 and above
. Disbursement of funds provided to it by the UBEC;

. Posting and development of teachers, includingrinstate
transfer at the state Level

. Setting up an effective and functional supervisamy

. Supervision of other units set up under the boanddiction

. Providing guideline on the establishment of newosth and new
capital projects

. Retirement and re-absorption of teachers subjeotsthie
prevailing policy of the state government

. Approval of annual estimates and establishment ropgsals

from the Local:

- Government Basic Education Board

. Responsible for the approval, training and retrgnof teaching
and non-teaching staff at the basic education level

. Assessment and funding of salaries and allowantésaghing
and non-teaching staff based on the scheme ofcgedrawn by
the board

. Ensuring that annual reports are rendered by hefasishools on
teachers appointed to serve under them

. Preparing testimonials and certificates of serficeeaching and
non-teaching staff whenever necessary

. Dealing with leave matters including annual vaaatio

. Ensuring proper accounting; and annual auditing; an

. Perform any other functions as may be delegated thwy

Commissioner or State UBEC Chairman
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3.3 Local Government Universal Basic Education Boak
(LGUBEB)

The Local Government Universal Basic Education BqQRGUBEB) is
established in each local government area of ewaye of the
federation. The board is to be under the contradl supervision of the
state universal basic education board. LGUBEB &dkd by Education
Secretary. Each of the departments is headed bgctat.

The functions of the local government universalibaslucation board
are as follows:

. The day to day administration of the basic educatats area of
jurisdiction;
. The appointment posting, transfer, promotion arstidline, of

teaching and non-teaching staff on grade level®®in its area
of jurisdiction;

. Making recommendation to the SUBEB on promotion and
discipline of teaching and non-teaching staff oadgr level 07
and above in its areas of jurisdiction;

. Collection of approved dues;

. Payment of salaries, allowances and other bertefidl teaching
and non-teaching staff in its area of jurisdiction;

. Submission of annual estimates, annual accounts,namthly
returns to the state universal basic educationdyoar

. Acquisition and distribution of materials and equgnt to all
primary and junior secondary schools in its arepasdiction;

. Undertaking capital projects, and the general reaimce of
primary and junior secondary schools buildings’ amasdiction;

. Stimulating, promoting and encouraging communatigaation

in the running of primary and junior secondary sihon its area
of jurisdiction;

. Ensuring that annual reports are rendered to SUBREBall
activities of the board committee during the presioyear,
especially, on teaching and non-teaching staff tsh area of
jurisdiction;

. Providing regular feedbacks to SUBEB on the pegpteaction
to government education measures in its area sdjation;

. Performing such other functions as may be delegaydtie state
basic education board.

3.4 Village Education Committee (VEC)

The Act that established the Universal Basic EdanaCommission
provides for the establishment in “each village,each district of a
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government area of a state, a village educatiomuttee”. The village
education committee applies more to the NorthechEastern States of
the Federation. This committee is to operate undentrol and
supervision of the district education committees functions are
outlined as follows:

. Promoting, encouraging and sustaining communalresteand
participation in the running of primary and junisecondary
schools in the village;

. Ensuring good environment and full attendanceliprainary and
junior secondary schools within the village;
. Identifying the needs of the primary and junior@etary schools

within the village and submitting recommendatiomgite district
education committee;

. Keeping the district education committee informedl all
education committees;
. Performing such other functions as the district cadion

committee may, from time to time, assign to it.
3.5 Parents-Teacher Association (PTA)

A Parent-Teacher Association (PTA) is a democ@&ig@anization which
attempts to bring parents’ and teachers, togetméhe interest of the
child. The role of the PTA can be described awadl:

. It is a forum for passing information about the Igoand
aspirations of the school to the parents’ sympatiwand to elicit
participation in solution of problems likely to pent the
realisation of school goals.

. It gives moral, emotional and financial supportie school.

. It encourages the participation of local communitythe total
education of their children.

. PTA provides an effective link between the home tedschool

. It helps in decision-making in school by offeringggestions and

recommendations to the constituted authority indtieool so as
to create conducive teaching —learning environment.
. It encourages the existence of discipline in thest

3.6 School - Based Management Committee

School-Based Management Committee is the transferdawision
making concern in the planning, management and otkerall
development of the school level. When a group aippeare appointed
or selected to meet regularly or as the case mdy beke decisions at
the individual school level, the committee is adllschool-based
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management committee (SBMC). The need to move $choo
management to the local level stakeholders inforthedestablishment

of SBMC particularly, when there is the need toliaye efficiency and
guality at the primary school level through invaivent of the local
level stakeholders in planning the curriculum, sthdudgetary
planning and control, financial management, schplaint facilities
planning and maintenance, employment, and retrgiointeachers to
mention a few.

Every primary school in Nigeria has been mandateddvernment to
have SMBC with the following membership:

. A member of the traditional council of the communithere the
school is located

. A member of the community

. The headteacher

. Two other teachers in the school

. Representative of women organization

. A member of PTA

. Representative of faith based organization

. Representative of artisans/professional organizatio the
community.

The functions of the SMBC include the following:

. To sensitise and mobilize parents to send all thkildren to
primary schools, ensure regular attendance and letiom

. To participate in the recruitment of teachers

. To support the headteachers to supervise and mnosdtaool
activities

. To participate in school budgeting and planning

. To ensure the maintenance of the school facilities

. To participate in the procurement of school teagland learning
materials

. To participate in the development in the developngrannual
school programmes including term dates

. To serve as medium of transmission of skills, krexlgle, value

and traditions of the community to younger generati

The tenure of SBMC is expected to be three yeatharfirst instance
and a member can be re-elected for another thias.y@BMC members
are expected to meet twice in a term except forrgemees to discuss
Issues relating to the development of the primahpsi.
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SELF ASSESSMENT EXERCISE 1

Provide a structures of UBEC, SUBEB and SBMC ofimary school.
3.7 National Council for Nomadic Education (NCNE)

The National Council for Nomadic Education (NCNEjswvestablished
in 1989 by the Federal Government of Nigeria byr@edNo. 41 of 12th
December, 1989. The Council has a Governing Boddiwadministers

controls and directs all its operations and acégit

The objectives and functions of the Council incltige following:

. Formulation of policy and issue guidelines in ahtters relating
to nomadic education in Nigeria

. Provision of funds research, development programrard
equipment

. Arrangement for effective monitoring and evaluatioh the
activities of agencies concerned with nomadic etloica

. Establishment, management and maintenance of prirand
nomadic children

. Implementation of guidelines and ensuring geogi@hspread

of nomadic education activities and targets for timmadic
people who cross state boundaries

. Liasing with Livestock Department of the Rural Dinent,
the Directorate of Food, Road and Rural Infrastimes and with
the state governments, to form an effective intaristerial
committee that will carve out reserves, settlemgrdizing area
and dams for the nomadic people.

. Establishment of schools in the settlements careed for
nomadic people

. Cooperating with relevant ministries and parassatal

. Ensuring regular and effective inspection of noraatihools

. Collation and publication of relevant informatioelating to
nomadic education in Nigeria

. Determination of standards of skills to be attaimechomadic
schools

. Act as agency for channeling all external aidsdmadic school
in the country

. Performing all other functions for the promotion vbmadic

education in Nigeria.
SELF ASSESSMENT EXERCISE 2

List all that you have gained in this unit.
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4.0 CONCLUSION

In the process of ensuring that educatiooities and programmes
at the basic education sub-sector are successfiiiymulated and
implemented at the national, state and logavernment levels, the
universal basic education commission and boardg wat in place by
the government. This commission and boards weaebkshed to assist
the federal and state ministries of educatibm oversee the
operation of basic education programme at theethievels of
education in the country. The commission andhbards have been
the focus in this unit

5.0 SUMMARY

In this unit, you have learnt the functions of threajor parastatals that
are saddled with the administration and contrabasic education sub-
sector in Nigeria. These are the universal basica&ibn commission,
the state universal basic education board and dbal Igovernment
universal basic education board. Also, we haveudised the functions
of other agencies that help in the realizationh& $chool goals at the
primary and secondary schools. These are the stiaseld management
committee, the parent-teacher association and the&ger education
committee.

6.0 TUTOR-MARKED ASSIGNMENT

What are the functions of the Universal Basic EtiocaCommission?
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1.0 INTRODUCTION

The administration of tertiary institutions in Nrgge is defined by the
Federal and State governments’ legal instrumentehwlstablished
them. University education is administered by te@egnment through
the parastatal of the Federal Ministry of Educatiomown as the
National Universities Commission (NUC) while Coléeesgof Education
are under the supervision of the National Commis$a Colleges of
Education. The National Board for Technical Eduwratis saddled with
the responsibility of managing polytechnic eduaaiimthe country. The
functions of these three major parastatals wildliseussed in this unit.

2.0 OBJECTIVES

By the end of this unit, you should be able to:

. highlight the functions of the National Universgi€ommission
(NUC)

. explain briefly the history of each of the paraasisat

. define the scope of the National Commission forlé€yms of

Education and the National Board for Technical Edion.
3.0 MAIN CONTENT

3.1 National Universities Commission (NUC)

National Universities Commission (NUC) was estdids in 1962
following the recommendation of the Ashby Commissi@eport of
1960. The commission is a statutory body chargedh wihe
responsibility for the co-ordination, developmentdafinancing of
Nigerian universities. The commission is the onhklbetween the
government and all the universities in the countApart from
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establishing standards among all the universitigs,commission also
ensures that all universities are appropriatelydéech The Federal
Government in 1974 by degree No.1 gave the NUC powtherto, the
commission only existed as an interim body with&tatutory power.

The National Minimum Standards and Establishmentinstitutions
Degree No. 16 of 1985 also broadened the scopbeotdmmission’s
operation to include setting minimum standardsdibuniversities and
accreditation of their degrees and other academwdcds (Ogunu, 2000).

Among other functions of the NUC according to Adep.998; 2004)
and Ogunu (2000) include the following:

. approval of the establishment of new programmesjeusities
other degree awarding institutions in Nigeria.

. accreditation of courses and programmes in all hage
universities.

. co-ordination and development of all universitieshe country.

. formulation of policies and conduct researches tdwéhe
development of Universities education in the countr

. linking the government with the Nigeria universstie

. disbursement of federal government grants to thnewsities and
oversees the judicious use of such grants.

. ensuring the development of curriculum and prograspursue
in the universities in the country.

. undertaken of periodic reviews of the terms andddmns of
service of personnel in all universities.

. collection, collation and analyzing information aghg to
university development and education in Nigeria.

. acting as agency for channeling of external aidNigerian
universities.

. recently, the NUC has extended its scope to grattiedNigerian
universities according to the performances witlpees to their
programmes, facilities and academic staff.

Other NUC activities in improving quality in Nigan universities
include the following:

. Maintenance of minimum academic standards

. Monitoring of universities

. Giving guidelines for setting up private univeresgi

. Monitoring of private universities

. Prevention of the establishment of illegal campuses
. Appropriate sanctions
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SELF ASSESSMENT EXERCISE 1

Why do you think a commission like the National Ubrsities
Commission should be established to administercamdrol university
education in Nigeria?

3.2 National Commission for Colleges of Educatiof™NCCE)

The National Commission for Colleges of EducatiofiCCE) was
established by the federal military government wndiecree No. 3 of
1989 and has its headquarters in Kaduna. The caionis functions
are similar to that of the NUC and NBTE. While tR&JC is to all the
universities in the country and NBTE is to all gelghnics in the
country, the NCCE is to all colleges of educatianthe country. The
national commission for colleges of education amathgr things:

. advises government on the creation of new prograsnared
colleges of education in the country.

. accredits the approved courses and programmesllieges of
education.

. prepares periodic master - plans for the balancedcaordinate
development of all colleges of education.

. stipulates entry qualifications into all collegdseducation.

. disburses government grants into all colleges ofcation in the
country.

. oversees the judicious use of the grants in allegeb of
education.

. undertakes periodic reviews of the terms and cmmdit of
service of personnel in colleges education.

. develops general programmes and courses to beguutsuthe

colleges in order to ensure that they are fullyqade for the
development of teacher education and productiomualified
teachers for primary and secondary schools in dl@tcy.

. establishes standards and develops curriculumlifaobeges of
education in the country.
. collates, analyses and publishes information regato teacher

education and teachers in the country.

The National Commission for Colleges of EducatibfCCE) has also
been noted for organising and sponsoring confegnseminars and
workshops for the development of educational pnognas, practices
and teacher education vis-a vis its roles in naliaevelopment in
Nigeria since its inception. Some of the proceeslingf these
conferences, seminars and workshops have conségbesh published
in educational journals and books of reference fgapoju, 2004).
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The NCCE handbook recently published contains hal programmes
and courses approved by the NCCE to be undertakeh colleges of
education in the country. As a parastatal of thdeFa Ministry of
Education, NCCE is responsible to the parent miyist

3.3 National Board for Technical Commission (NBTE)

The National Board for Technical Education (NBTEgsaestablished as
a parastatal of the federal ministry of educatidime board was
established to cater for all institutions of leamqiundertaken technical
education programmes in the country. These inchamgtechnics and
colleges of technology that are either owned byféueral government
or state governments. The Board was establisheDdgyee No. 9 of
1977 and reconstituted by Degree No. 8 of 1993vanded.

The functions of the NBTE include the following:

. advises government on the creation of new prograsnared
polytechnics and colleges of technology.

. accredits the approved courses and programmeslyteplonics
and colleges of technology.

. stipulates entry qualifications into all polytectsiin the country.

. disburses government grants and oversees the qudiaise of
such grants in all polytechnics in the country.

. collects, collates, analyses and publishes infdonatelating to
technical and technological education in the cquntr

. sees to the development of technical educatioharcountry.

. undertakes periodic reviews of the terms and cmmdit of
service of all personnel in polytechnics in Nigeria

. establishes standard and develops curriculum fqradytechnics
in the country.

. allocate funds to polytechnics in Nigeria.

. assesses the financial needs of the polytechnics.

. establishes and maintains minimum standards ifsskil be
attained as it deems fit from time to time

. makes recommendations to the government on thenadfpolicy

necessary for the training of teachers, craftmahaher middle
level and skilled manpower needed

The NBTE is responsible to the federal ministrgdtication.
SELF ASSESSMENT EXERCISE 2

Make a list of the functions of the National Comsms for Colleges of
Education and the National Board for Technical Edion.
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4.0 CONCLUSION

From the discussions so far made in this unit, lyaue observed that
agencies or parastatals such as the NUC, NCCE &¥ENlay vital
roles in the administration and control of tertimgucation in Nigeria.
Apart from setting the minimum standards, they ase to the quality
assurance of the institutions under their jurisdi.

5.0 SUMMARY

You have learnt the functions of the National Unsittes Commission
in this unit. Equally, the functions of the Natibn@ommission for
Colleges of Education have been discussed. Thetidmsc of the
National Board for Technical Education have alserbexplained to
you.

6.0 TUTOR-MARKED ASSIGNMENT

Briefly explain the scope of two of the three p#atas discussed in this
unit

7.0 REFERENCES/FURTHER READING
Adepoju, T.L. (1998). Fundamentals of School Administration,
Planning and Supervision in Nigeridbadan: Alafas (Nig.)

Company.

Adepoju, T. L. (2004).Educational Management: A Basic Texagos:
Prospects Publications.

Ogunu, M. (2000).Introduction to Educational ManagemerBenin
City: Mabogun Publishers.
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1.0 INTRODUCTION

The importance of trainings for educational adntraters and managers
is recognized by the federal government in Nigdtia the belief of the
government that when educational administrators arahagers are
adequately trained, the system will be able toeahits set objectives
In the process of providing educational organisetiaat all levels
(primary, secondary and tertiary) and other reléevfaderal and state
governments’ parastatals with efficient and effect@dministrators and
managers, some institutions are put in place tstassderal Ministry of
Education to organize training programmes, sersiaad courses for
prospective administrators of primary, secondaxy laigher educational
institutions in Nigeria. Also, government also rgoizes the need to
introduce and publish approved teaching materiald eurricula for
schools as well as ensuring that educational pitscare suitable for use
in schools. In this unit, you will learn about sowfethe agencies that
are saddled with the responsibility of the tasksregsed above.

2.0 OBJECTIVES

By the end of this unit, you should be able to:

. explain the functions which the Nigerian EducatioRasearch
and Development Council (NERDC) perform

. discuss the functions of thiational Institute for Educational
Planning and Administration (NIEPA)

. identify some of the needs for training educaticamhinistrators
in Nigeria.
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3.0 MAIN CONTENT

3.1 The Nigerian Educational Research and Developme
Council (NERDC)

The National Educational Research and Developmemun il
(NERDC) was established in 1971 to stimulate antloot educational
researches and curriculum development in Nigetigs Body comprises
experts and specialists from various fields whocam@petent to conduct
researches in their areas of specialization. NERI2S its activities
covering the publication of educational materiald aesearches papers,
organisation or sponsorship of conferences reldtingew discoveries
in education, test and measurement. Other functainthe NERDC
include:

. Introducing and publishing approved teaching malteriand
curricula for schools.
. Introducing and promoting the publication of madéxifor both

teachers and pupils.
. Coordinating, publishing books on educational depeient.

. Organizing in — service training programme for tesrs
. Developing and trial trusting new products in edioca
. Ensuring that educational products are suitabl@i$erin schools.

Among the major achievement of NERDC in Niger waes @arganization
and publication of the National Curriculum Conferenof 8-12

September 1969. This conference to a greater efaants the basis of
the National policy on Education in 1977 (1981 sed). The outcomes
of that historic conference were published in akoad by 1972, a high
powered committee was set up to study the repoth@®fNERDC and
present recommendations based on its formulatitonannew national
policy on education (1977).

NERDC has also assisted in propagating and intiogusocial studies
as a subject in primary schools in Nigeria throdghelopment projects,
workshops, seminars and conference in 1972, 1988, letc. After the

conferences, NERDC recommended the teaching oblsstiidies not

only at the primary school level but also at theoselary school level
(Adepoju, 1998). The current curriculum for the €ay basic education
programme in Nigeria was designed by the NERDC witpports from

other stakeholders in education.
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3.2 National Institute for Educational Planning and
Administration (NIEPA)

The National Institute for Educational Planning aAdministration
(NIEPA), Nigeria was established by the Federalisig of Education
in collaboration with UNESCO-IIEP, Paris. The ihste is a sub-
regional staff college with the main operationalnoi@e and mission of
developing a critical mass of education sectordas and managers for
effective and efficient planning and managementtleé education
system through capacity building, continuous tragnimonitoring and
management information dissemination. The institigelocated in
Ondo, Ondo State.

Objectives and functions of the institute inclubde following:

. provision of specialized and relevant planning Iskiffor
Nigerians;

. provision of educational management and developmaetntities
like training, consultancy services, research aatkbbpment;

. continuing professional development of practitieneéhrough

programmes directed at equipping and enhancingdahgpetence
of services to the educational planning and adnnatiens;

. organisation and management of programmes of camayl
services to educational system;

. development of relevant programmes for the improyenof the
national and international educational system;

. projection and forecast of future trends in educeti
management and practices and relevance to educatiigeria;

. monitoring and review of regional and world trends
educational management and planning practices;

. serving as a resource centre and network of infbomain
educational planning in Nigeria;

. provision of training for principals / hearteachargl teachers in

primary and secondary schools in Nigeria.
4.0 CONCLUSION

You have noticed in this unit that the two agenciB$EPA and
NERDC, discussed are very important in terms ofinings of
educational administrators and managers and puidjsiapproved
teaching materials and curricula for schools asl aselensuring that
educational products are suitable for use in scholhe establishment
of these agencies becomes necessary becauser@ddtido ensure that
educational systems in Nigeria are put in the rightk. Since research
iIs one of the key areas in the development of ddu system at
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whatever level, the two agencies covered in thi$ used to conduct
researches on issues and problems that persisiucaton in Nigeria.
The results of such researches influence the ctntand strategies
adopted in education curricula in Nigeria over ybars.

5.0 SUMMARY

You have learnt in this unit, the functions of tRegerian Educational
Research and Development Council (NERDC) and thenk Institute
for Educational Planning and Administration (NIEPA) has been

established in this unit that, these two agendi&g gtrategic roles in the
development of Nigerian education system.

6.0 TUTOR-MARKED ASSIGNMENT

Highlight briefly, the functions of the NERDC artetNIEPA.

7.0 REFERENCES/FURTHER READING

Adepoju, T.L. (1998). Fundamentals of School Administration,
Planning and Supervision in Nigeridbadan: Alafas (Nig.)

Company.

Adepoju, T. L. (2004).Educational Management: A Basic Texagos:
Prospects Publications.
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1.0 INTRODUCTION

Evaluations and assessment of education inputsggses, outputs and
programmes is very important. In Nigeria, there se®eral agencies
saddled with the responsibilities of evaluating @sdessing education
inputs, processes, outputs and programmes. Inuthits attempts are
made to discuss with you those agencies with thécific functions

and/or objectives.

2.0 OBJECTIVES
By the end of this unit, you should be able to:

. highlight the functions of the JAMB, WAEC, NECO and
NABTEB

. explain briefly the history of each of the paraasiat
3.0 MAIN CONTENT

3.1 Joint Admissions and Matriculation Board (JAMB)

The Joint Admissions and Matriculation Board (JAMBs established
in 1977 as an independence body to arrange andisegadmissions
into the Nigerian universities and the National ¥owservice Crops
(NYSC), a scheme which every Nigeria graduate bigaer institution

Is expected to participate. The board is saddlel thie responsibility of
conducting uniform examinations for entry into Nigeuniversities. It is
also the responsibility of the board to ensure thailified candidates
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are given places in the universities provided tla@esvacancies.

Recently, the functions of the board have beennelee to cover all
colleges of education and polytechnics in the agurih other words,
the board now admits candidates into all univessijticolleges of
education and polytechnics or colleges of technplogthe country
(both federal and state owned institutions of higharning). The board
is made up of representatives from all the univessi colleges of
education and polytechnics or colleges of technologhe country.

Other members of the board are drawn from profassibodies and
educational agencies such as the WAEC, NECO, SBAd\,

Among such examinations being conducted by JAMB are

0] Universities Matriculation Examinations (UMENG
(i)  Polytechnics and Colleges of Education and bteshnics
Matriculation Examinations (PCME)

3.2 The West African Examinations Council (WAEC)

The West African Examinations Council (WAEC) wagab$ished in

1952 but started operation in 1953. The council watablished to
conduct and regulate examinations for five Enghs$peaking countries
in West African countries. These countries are @@mbia, Sierra
Leone, Ghana, Liberia and Nigeria. The council itmfieadquarters in
Accra, Ghana. The council has successfully conductaiform

examinations such as the senior secondary cetéfiexaminations
(SSCE), the general certificate of education exation (GCE) and
other relevant examinations for the countries #@natmembers.

Currently, WAEC is conducting researches and owmgiregular
seminars on how to reduce the rate of examinatiatpractice’s and
how to maintain high standards of its examinationthe five countries
mentioned above.

3.3 The National Examinations Council (NECO)

The National Examinations Council (NECO) startedaafentre for
Educational Measurements (CEM). CEM was formerlynd set up in
1991 under the Federal Ministry of Education and wlaarged with the
responsibility of conducting Junior Secondary Sdéhdertificate

Examinations for JSS 3 students in Federal Unityo8ts in Nigeria. In
1992 following the movement of CEM from Lagos todkiaa, The
National Board for Educational measurement (NBEMjswcreated.
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This Board took over the conduct of Common Entraacxaminations to
Federal Unity Schools, which hitherto was condutteVAEC.

In April, 1999, the National Examination CouncilEBO) was set up.
To facilitate effective take-off of the new Coundihe National Board
for Educational Measurement was named as an exigtwamination
body to transform into the National Examinationsu@al (NECO). It

took over the earlier functions of NBEM and heifffsta

The functions of NECO include the following:

. Conduct the Senior Secondary School Certificatentixations

. Conduct Junior Secondary School Certificate Exatiana for
JSS 3 students in Federal Unity Schools.

. Conduct Junior Secondary School Certificate Exationa for

JSS 3 students in conventional secondary schools

3.4 National Business and Technical Examinations dard
(NABTEB)

National Business and Technical Examinations BGRWABTEB) was
established in 1970 by the enabling Act of the Bddp. 70. The Act
charges the Board with the responsibility of corihgcall Technical
and Business Examinations at craft level in thenbogu It also
empowers the Board to conduct Common Entrance Exatians into
Federal and state Technical Colleges and alligdutisns.

Among other functions of NABTEB are as follows

. Conduct examinations leading to the award of théowang
certificates

. National Technical Certificate
il. Advanced National Technical Certificate
ii. National Business Certificate
Iv.  Advanced National Business Certificate

. Take over the conduct of technical and businessnewdions
hitherto conducted by the Royal Society of Artd.ohdon, City
and Guilds of London and the West African Examioadi

Council

. Conduct entrance examinations into Technical Celletn the
country

. Prepare annual report on standards of education

. Issue results and certificates
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. Monitor, collect and keep records of continuouseassient in
Technical Colleges in the country.
. Carry out any other activities that are necessary efffective

operation and realization of the objectives ofltbard
4.0 CONCLUSION
From the discussions so far made with you in this you can establish
the need for the setting up of the agencies sucheasAMB, WAEC,
NECO and NABTEB that are saddled with the respolisgs of

evaluations and assessment education inputs, peEgesutputs and
programmes in Nigeria

5.0 SUMMARY
In this unit, you have learnt brief history of thalowing agencies,

JAMB, WAEC, NECO and NABTEB. You have equally letarhe
functions which each of them performs.

6.0 TUTOR-MARKED ASSIGNMENT

Highlight briefly, the functions of the JAMB, WAECNECO and
NABTEB.

7.0 REFERENCES/FURTHER READING
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1.0 INTRODUCTION

In unit 5 above, you have learnt about the agertbigsare saddled with
the responsibilities of evaluating and assessingca&ibn inputs,

processes, outputs and programmes. In this ueinattwill be made to
acquaint you with education decision making andewthegulatory

parastatals in Nigeria. Decisions on the practiteeducation at the
primary, secondary and tertiary levels in Nigeria jprescribed by some
decision making and regulatory bodies such as the

National Council on Education (NCE);

The Joint Consultative Council (JCC);

Teachers Registration Council of Nigeria (TRC&)d
National Teachers Institute (NTI)

PoONPE

You will learn more about the agencies in the unit.
2.0 OBJECTIVES

By the end of this unit, you should be able to:

. explain why NTI and TRCN were established

. highlight the functions of NCE and JCC
. distinguish between NCE and JCC.
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3.0 MAIN CONTENT
3.1 National Council on Education (NCE)

The National Council on Education (NCE) is a vitabvisory
educational body, which helps the federal minisbfy education to
formulate and harmonise educational policies ineNay The body also
helps FME to co-ordinate educational practicetiérdountry. The NCE
is a body, which comprises the federal ministeeddication and all the
state commissioners of education in the federafibie. council meets to
consider current educational issues and make apatep
recommendations in relation to national educatioolices and
development. The commissioners of education who d&he
representatives of the states of the federationeapected after the
meeting to put into practice, the policy decisiomgreed on. The
National Council on Education ensures uniformityedticational system
and practices in Nigeria. It also ensures compéawicthe effectiveness
of the 6-3-3-4 system of education.

3.2 The Joint Consultative Council (JCC)

The Joint Consultative Committee on Education (J@@% established
in 1955 as a professional body that exerts mudinente on Nigerian
educational system. The need to establish the J&@nhe inevitable
when serious divergences in development, policy prattices were
very obvious in Nigerian prior to Nigerian independe in 1960. As the
highest professional body, its membership is magefuprofessional
educationists and experts drawn from Nigerian usities, Institutes of
Education, the West African Examinations Counche tNational

Examinations Council, the Nigeria Union of Teachefwe National
Manpower Boards, the Ministries of Education anfieotbodies or
agencies that have functions and activities diyectincerned with the
development of education at the national levelse €hktablishment of
the JCC has gone a long way in ensuring that, tleeteniformity in

educational practices in the country. For instatice,JCC contributed
immensely to the formulation of the 6-3-3-4 edumadl system
currently being practiced in Nigeria.

The functions of the JCC include the following:

. To ensure uniform educational practices in Nigeria.

. To provide professional advice on issues and nsatwating to
educational practices.

. To ensure that courses and programmes undertaking i

universities, colleges of education and polytechrace relevant
to the manpower needs of the country
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. To provide an avenue through which experts canangh ideas
on educational issues.

. To make suggestions and policies relating to edutait growth
and development in the country

. To study and make periodic review of educationaticulum and

development in Nigeria.
3.3 The Teachers Registration Council of Nigeria (RCN)

The Teachers Registration Council of Nigeria (TR@Ms established
by TRCN Act 31 of 1993. The Act charges the Coumnith the
following functions, among others:

. Determining, who are teachers for the purposeisfAlt.

. Determining, what standards of knowledge and skid to be
attained by persons seeking to become registerettaahers
under this Act and raising those standards frone ttmtime as
circumstances may permit.

. securing, in accordance with the provisions of tAst, the
establishment and maintenance of a register ohéracand the
publication from to time, of the lists of those pams.

. regulating and controlling the teaching professionall its
aspects and ramifications.

. classifying from time to time, members of the teagtprofession
according to their levels of training and qualifioas.

. performing, through the council established undeas tAct,

functions conferred on it by this Act.

3.4 National Teachers Institute (NTI)

National Teachers Institute (NTI) was establisheg the federal
government in 1974 when the need to up-grade andate teacher
education programmes and teachers’ quality in Nagdsecame
expedient and inevitable. The institute has itsdhearters in Kaduna
however; its activities covered the whole federatithrough the
establishment of NTI centers in all the states h@f federation. The
major finance used by the institute comes fromfdteral government
with assistance from the state governments whendhbd arises.

Its functions include the following:

. Improving the quality of teacher of teacher edunati
programmes in Nigeria.
. Provides necessary facilities for the developmentteacher

education programmes in the country.
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. Ensures that teachers in the country are profesiyodeveloped
and provided with necessary incentives.
. Organises distance-learning programmes for thasectbuld not

undertake a full time teacher programmes and cesuise
universities and colleges of education in the count

. Organises training programmes, conferences, sesniraand
workshops toward the development and achievement of
gualitative education in the country.

. Liases with relevant educational bodies and agensigeh as
NERDC, FME, SME, UBEC, SUBEB, etc. in order to fst
research and development.

. Engenders suitable curriculum and instructions amguring
result-oriented teaching learning process in theagis.

4.0 CONCLUSION

Major development in education cannot be realizatthout effective
decision making, in this unit, some of the agensaddled with the
responsibility of making decision with respect ttueational practice in
Nigeria are put into focus. The decisions of therags, to a very large
extent, have been dictating the tone of Nigeriamcaton.

5.0 SUMMARY

In this unit, you have learnt about the educatiegiglon making and
regulatory agencies such as the National CounciEduacation (NCE),
The Joint Consultative Council (JCC), Teachers &eagfion Council of
Nigeria (TRCN), and National Teachers Institute [NTEqually, the
functions of the agencies have been explained uo yo

6.0 TUTOR-MARKED ASSIGNMENT

Explain the functions of two of the following deicis making and
regulatory agencies:

I National Council on Education (NCE);

. The Joint Consultative Council (JCC);

iii.  Teachers Registration Council of Nigeria (TR) and
\Y2 National Teachers Institute (NTI)
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