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Vice-Chancellor’s Message
The Distance Learning Centre is building on a solid tradition of over two decades of
service in the provision of External Studies Programme and now Distance Learning
Education in Nigeria and beyond. The Distance Learning mode to which we are
committed is providing access to many deserving Nigerians in having access to higher
education especially those who by the nature of their engagement do not have the
luxury of full time education. Recently, it is contributing in no small measure to
providing places for teeming Nigerian youths who for one reason or the other could
not get admission into the conventional universities.
These course materials have been written by writers specially trained in ODL course
delivery. The writers have made great efforts to provide up to date information,
knowledge and skills in the different disciplines and ensure that the materials are userfriendly.
In addition to provision of course materials in print and e-format, a lot of Information
Technology input has also gone into the deployment of course materials. Most of them
can be downloaded from the DLC website and are available in audio format which you
can also download into your mobile phones, IPod, MP3 among other devices to allow
you listen to the audio study sessions. Some of the study session materials have been
scripted and are being broadcast on the university’s Diamond Radio FM 101.1, while
others have been delivered and captured in audio-visual format in a classroom
environment for use by our students. Detailed information on availability and access is
available on the website. We will continue in our efforts to provide and review course
materials for our courses.
However, for you to take advantage of these formats, you will need to improve on
your I.T. skills and develop requisite distance learning Culture. It is well known that,
for efficient and effective provision of Distance learning education, availability of
appropriate and relevant course materials is a sine qua non. So also, is the availability
of multiple plat form for the convenience of our students. It is in fulfilment of this, that
series of course materials are being written to enable our students study at their own
pace and convenience.
It is our hope that you will put these course materials to the best use.

Prof. Abel Idowu Olayinka
Vice-Chancellor

Foreword
As part of its vision of providing education for “Liberty and Development” for
Nigerians and the International Community, the University of Ibadan, Distance
Learning Centre has recently embarked on a vigorous repositioning agenda which
aimed at embracing a holistic and all encompassing approach to the delivery of its
Open Distance Learning (ODL) programmes. Thus we are committed to global best
practices in distance learning provision. Apart from providing an efficient
administrative and academic support for our students, we are committed to providing
educational resource materials for the use of our students. We are convinced that,
without an up-to-date, learner-friendly and distance learning compliant course
materials, there cannot be any basis to lay claim to being a provider of distance
learning education. Indeed, availability of appropriate course materials in multiple
formats is the hub of any distance learning provision worldwide.
In view of the above, we are vigorously pursuing as a matter of priority, the provision
of credible, learner-friendly and interactive course materials for all our courses. We
commissioned the authoring of, and review of course materials to teams of experts and
their outputs were subjected to rigorous peer review to ensure standard. The approach
not only emphasizes cognitive knowledge, but also skills and humane values which are
at the core of education, even in an ICT age.
The development of the materials which is on-going also had input from experienced
editors and illustrators who have ensured that they are accurate, current and learnerfriendly. They are specially written with distance learners in mind. This is very
important because, distance learning involves non-residential students who can often
feel isolated from the community of learners.
It is important to note that, for a distance learner to excel there is the need to source
and read relevant materials apart from this course material. Therefore, adequate
supplementary reading materials as well as other information sources are suggested in
the course materials.
Apart from the responsibility for you to read this course material with others, you are
also advised to seek assistance from your course facilitators especially academic
advisors during your study even before the interactive session which is by design for
revision. Your academic advisors will assist you using convenient technology
including Google Hang Out, You Tube, Talk Fusion, etc. but you have to take
advantage of these. It is also going to be of immense advantage if you complete
assignments as at when due so as to have necessary feedbacks as a guide.
The implication of the above is that, a distance learner has a responsibility to develop
requisite distance learning culture which includes diligent and disciplined self-study,
seeking available administrative and academic support and acquisition of basic
information technology skills. This is why you are encouraged to develop your
computer skills by availing yourself the opportunity of training that the Centre’s
provide and put these into use.

In conclusion, it is envisaged that the course materials would also be useful for the
regular students of tertiary institutions in Nigeria who are faced with a dearth of high
quality textbooks. We are therefore, delighted to present these titles to both our
distance learning students and the university’s regular students. We are confident that
the materials will be an invaluable resource to all.
We would like to thank all our authors, reviewers and production staff for the high
quality of work.
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About this course manual

About this course manual
Organization and Administration of Social WorkSOW501 has been
produced by University of Ibadan Distance Learning Centre. All course
manuals produced by University of Ibadan Distance Learning Centreare
structured in the same way, as outlined below.

How this course manual is
structured

The course overview
The course overview gives you a general introduction to the course.
Information contained in the course overview will help you determine:
If the course is suitable for you.
What you will already need to know.
What you can expect from the course.
How much time you will need to invest to complete the course.
The overview also provides guidance on:
Study skills.
Where to get help.
Course assignments and assessments.
Margin icons.
We strongly recommend that you read the overview carefully before
starting your study.

The course content
The course is broken down into Study Sessions. Each Study Session
comprises:
An introduction to the Study Session content.
Study Session outcomes.
Core content of the Study Session with a variety of learning activities.
A Study Session summary.
Assignments and/or assessments, as applicable.
Bibliography
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Your comments
After completing Organization and Administration of Social Work we
would appreciate it if you would take a few moments to give us your
feedback on any aspect of this course. Your feedback might include
comments on:
Course content and structure.
Course reading materials and resources.
Course assignments.
Course assessments.
Course duration.
Course support (assigned tutors, technical help, etc.)
Your constructive feedback will help us to improve and enhance this
course.
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Course Overview

Welcome to Organization and
Administration of Social Work
SOW501
...

Course outcomes

Outcomes

Upon completion of Organization and Administration of Social Work
SOW501 you will be able to:
explain the dynamics of an organization.
describe the structure of an organization.
point out factors that affect the productive capability
of an organisation.
explain the processes of administration and the functional
elements of administration.
apply the general principles of administration as a social
worker.
enumerate the administrative functions of a social agency.
explain administration as a social work method.

Timeframe

How long?

This is a 15 week course. It requires a formal study time of 45 hours. The
formal study times are scheduled around online discussions / chats with
your course facilitator / academic advisor to facilitate your learning.
Kindly see course calendar on your course website for scheduled dates.
You will still require independent/personal study time particularly in
studying your course materials.

3

SOW501

Organization and Administration of Social Work

How to be successful in this
course
As an open and distance learner your approach to learning will be
different to that from your school days, where you had onsite education.
You will now choose what you want to study, you will have professional
and/or personal motivation for doing so and you will most likely be
fitting your study activities around other professional or domestic
responsibilities.
Essentially you will be taking control of your learning environment. As a
consequence, you will need to consider performance issues related to
time management, goal setting, stress management, etc. Perhaps you will
also need to reacquaint yourself in areas such as essay planning, coping
with exams and using the web as a learning resource.
We recommend that you take time now—before starting your selfstudy—to familiarize yourself with these issues. There are a number of
excellent resources on the web. A few suggested links are:
http://www.dlc.ui.edu.ng/resources/studyskill.pdf
This is a resource of the UIDLC pilot course module. You will find
sections on building study skills, time scheduling, basic concentration
techniques, control of the study environment, note taking, how to read
essays for analysis and memory skills (“remembering”).
http://www.ivywise.com/newsletter_march13_how_to_self_study.htm
l
This site provides how to master self-studying, with bias to emerging
technologies.
http://www.howtostudy.org/resources.php
Another “How to study” web site with useful links to time
management, efficient reading, questioning/listening/observing skills,
getting the most out of doing (“hands-on” learning), memory building,
tips for staying motivated, developing a learning plan.
The above links are our suggestions to start you on your way. At the time
of writing these web links were active. If you want to look for more, go to
www.google.com and type “self-study basics”, “self-study tips”, “selfstudy skills” or similar phrases.
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Need help?
As earlier noted, this course manual complements and supplements
SOW501at UI Mobile Class as an online course.

Help

You may contact any of the following units for information, learning
resources and library services.
Distance Learning Centre (DLC)
University of Ibadan, Nigeria
Tel: (+234) 08077593551 – 55
(Student Support Officers)
Email: ssu@dlc.ui.edu.ng

Head Office
Morohundiya Complex, IbadanIlorin Expressway, Idi-Ose,
Ibadan.

Information Centre
20 Awolowo Road, Bodija,
Ibadan.
For technical issues (computer problems, web access, and etcetera),
please send mail to webmaster@dlc.ui.edu.ng.

Academic Support

Help

A course facilitator is commissioned for this course. You have also been
assigned an academic advisor to provide learning support. The contacts of
your course facilitator and academic advisor for this course are available
at onlineacademicsupport@dlc.ui.edu.ng

Activities

Activities

This manual features “Activities,” which may present material that is
NOT extensively covered in the Study Sessions. When completing these
activities, you will demonstrate your understanding of basic material (by
answering questions) before you learn more advanced concepts. You will
be provided with answers to every activity question. Therefore, your
emphasis when working the activities should be on understanding your
answers. It is more important that you understand why every answer is
correct.
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Assessments

Assessments

There are three basic forms of assessment in this course: in-text questions
(ITQs) and self assessment questions (SAQs), and tutor marked
assessment (TMAs). This manual is essentially filled with ITQs and
SAQs. Feedbacks to the ITQs are placed immediately after the questions,
while the feedbacks to SAQs are at the back of manual. You will receive
your TMAs as part of online class activities at the UI Mobile Class.
Feedbacks to TMAs will be provided by your tutor in not more than 2
weeks expected duration.
Schedule dates for submitting assignments and engaging in course / class
activities is available on the course website. Kindly visit your course
website often for updates.

Bibliography
For those interested in learning more on this subject, we provide you with
a list of additional resources at the end of this course manual; these may
be books, articles or websites.
Reading
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Getting around this course manual
Margin icons
While working through this course manual you will notice the frequent
use of margin icons. These icons serve to “signpost” a particular piece of
text, a new task or change in activity; they have been included to help you
to find your way around this course manual.
A complete icon set is shown below. We suggest that you familiarize
yourself with the icons and their meaning before starting your study.
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Activity

Assessment

Assignment

Case study

Discussion

Group Activity

Help

Outcomes

Note

Reflection

Reading

Study skills

Summary

Terminology

Time

Tip

Study Session 1 What is Organization?

Study Session 1

What is Organization?
Introduction
This Study Session will introduce you to ways in which an agency is
organised. We will start by looking at the definitions of an organisation
from different views and the nature of the day-to-day activities of an
organisation. Then we will discuss the meaning of an organisation, its
structure and the criteria for a good organisational structure. We shall
also make effort to discuss the concepts of hierarchical, bureaucratic and
power in an organisation.

Learning Outcomes
When you have studied this session, you should be able to:
1.1 define and use correctly the term “organisation”.
1.2 distinguish between formal and informal organisation.
1.3 explain the dynamics of an organization.
1.4 describe the structure of an organization.
1.5 explain a hierarchical system.
1.6 point out the characteristics of bureaucracy.

1.1 Definitions of Organisation
Organisation A social entity
that is structured and
managed to meet a need or to
pursue a collective goals.

A review of the literature on administration reveals that the term
organisation is defined in various ways. Usually, emphasis is placed on
the formal structural arrangements created between people so that they
can work together to accomplish a given set of purposes. As Millet says,
“Organization for public service is people working together for a
common purpose. People working together create a reaction system, a
behavior pattern of individual and group relationships. Organization is
supposed to establish relationships among people in terms of work
assignments, duties and responsibilities. But organization does more than
this. It provides opportunities and limitations, it encourages ambitions
and frustrates the role some individuals believe they should achieve. In
spite of political and technical considerations organization quickly
becomes also a problem in human relations.”
Friedlander affirms the fact that organisation is the means by which staff
members’ duties are defined and clarified: “Setting up the organisational
structure of the agency leads to a distribution of duties to the members of
the staff with a clear definition of responsibilities concerning their work,
delegation of authority and supervision; a description of staff and line
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services and the establishment of standardized operations. It includes the
delegation of everyone’s authority so that each member of the staff
knows exactly what his assignment and responsibilities are.”
Pfeiffer and Sherwood are of the view that: “The formal structure of an
organization represents as closely as possible the deliberate intention of
its framers for the processes of interaction that will take place among its
members. In the typical work organization, this takes the form of a
definition of task specialties and their arrangement in levels of authority
with clearly defined lines of communication from one level to the next.”
Peterson relates organisation to purpose as he observes: “Organization is
the act of putting into systematic relationships those elements essential to
the satisfaction of purpose. Organization serves as a facilitating agency in
the achievement of a purpose.”
Barnard also sees purpose as one of the elements in organisation when he
writes: “An organization comes into being when
1. there are persons able to communicate with each other,
2. who are willing to contribute action,
3. to accomplish a common purpose.
The elements of an organization are therefore:
1. communication;
2. willingness to serve; and
3. common purpose.
These elements are necessary and sufficient conditions initially and they
are found in all such organizations. The third element, purpose, is
implicit in the definition. Willingness to serve, and communication, and
the interdependence of these three elements in general, and their mutual
dependence in specific cooperative systems are matters of experience and
observation.”
In a rich and penetrating discussion of how to keep organisations healthy,
Gardner lists nine rules, including the importance of having a programme
for developing the skills of people in the organisation and the continuous
search for new blood. He points out the importance of the climate or
feeling tone of the organisation and suggests it should be such that the
individual needs will always be a central concern of administration.
Gardner emphasises the importance of built-in evaluation processes and
urges organisations to look at themselves critically and honestly. He calls
for flexibility of structure and for change as it is needed. In addition,
there must be a well-developed system of internal communication. He
warns against the organisation becoming overburdened with rules and
procedures that are outmoded. He indicates that to avoid such the rules
have to be reviewed continuously. He specifies vested interests as a
deterrent to organisational health and urges guarding against the
development of such a phenomenon. He says the self-renewing
organisation must always be interested in what it is going to become
rather than only in what it has been. Gardner places strong weight on
human motivation, conviction, and morale. After all, individuals make
the organisation function and stay healthy and self-renewing. The way
they are treated is of the utmost importance.
10
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1.2 Meaning of Organisation
It has been a very difficult task for researchers and scholars to come up
with an acceptable definition of organisation. It is often seen as a
universal phenomenon because we live in an organisational society.

An organisation is said to occur when two or more people unite to achieve a
common goal.

Tip

Organisation has been defined by Barnard (1949) as a system of
consciously coordinated personal activities and forces of two or more
persons. Beach (1975) also sees an organisation as a system, having
established structure and conscious planning in which people work and
deal with one another in a coordinated and cooperative manner for the
accomplishment of recognised goals.
Nwankwo (1981) shows that organisation implies three things:
a. a group of persons working together for a common purpose;
b. network of relationships among individuals and activities. This
implies the structural arrangement of persons’ positions and roles;
and
c. a process of executive function aimed at ensuring that resources,
activities and authority relationships are so coordinated to achieve
specific goals. This is seen as the management context of the term
organisation.
From these approaches, we can now say that an organisation involves the
systematic arrangement of independent and interdependent parts into a
working order, unity or whole for the accomplishment of prescribed
purpose. This requires the determination of practices, duties and
functions and their grouping into job practices.
Do you perceive understanding the concept of organisation as a useful tool
for you to function effectively in any establishment?

Reflection

1.3 Characteristics of an Organisation
There are certain specific features which distinguish an organisation from
a temporary grouping of people. They include the following:
• An organisation usually establishes clear lines of responsibility
and communication.
• People in an organisation are assigned specific responsibilities
which need to be carried out in a coordinated and cooperative
manner.
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•
•

Authority, responsibility, delegation, consultation, decision
making, communication and conflict resolution are all part and
parcel of organisation.
An organisation engages in purposeful and goal-seeking
activities.

1.4 Formal and Informal Organisations
A formal organisation is a system of consciously coordinated activities of
two or more persons while an informal organisation is described as a
system of general experience which comes into being when people are
frequently in contact, and interact with each other while the resultant
relationships are not governed by any formalised procedures. Contacts
and interactions in an informal organisation have the force of changing
the experience, knowledge, attitudes and emotions of individuals
involved in the process. Examples of informal group include a tribe,
clan, a crowed and clique.
Formal organisation exhibits a structure that is official and its legitimacy
rests on legal sanctions. Both private and public companies have well
defined structure that may describe their authority, power, accountability
and responsibility relationships.

1.5 Organisational Structure
This has to do with the hierarchy of authority in an organisation which
shows who performs which responsibility and in what order. It may also
reflect the departments and units existing in an organisation with specific
responsibilities.

1.6 Criteria for Good Organisational Structure
The following criteria need to be given considerable attention before the
structure of an enterprise or organisation can be seen to be appropriate:
• The objectives of the enterprise and the types of activities
required to achieve them;
• The benefits of specialisation and how to maximise such benefits
for the interest of the enterprise;
• The limitations of functional authority and how best to distribute
and harmonise the authority levels;
• The problem of communication and to ensure effective
communication between the levels and functions;
• The size, shape, location and capacity of the enterprise and what
administrative structure best fits such an enterprise.

1.7 Dynamics of Organisation
Group dynamics refers those factors that determine the behaviours of
individuals within a particular group. Four theories have been identified
12
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to explain group dynamics. These are learning theory, the perceptual
theory, the consistency theory and functional theory.

1.7.1 Learning Theory
The theory explains the behaviour of an individual in a group in terms of
his past experience and the characteristics of environment. In other
words, an individual’s past experiences go a long way to shape their
disposition towards their present group. Pressures such as anxiety,
frustration, fear, dominance will stifle individual development in the
group setting.

1.7.2 Consistency Theory
This states that a person adjusts his behaviour in order to keep a
maximum degree of internal harmony between their belief systems and
between their beliefs and their overt actions. In this regard, each
individual would want to compromise so as not to be seen as an outcast in
the group.

1.7.3 Perceptual Theory
This theory indicates that individual behaviour rests on their perception
of other group members, the task being performed, their assessment of
the Chief Executive and the supervising officers in an enterprise.

1.7.4 Functional Theory
This theory emphasises that the individual’s behaviour in the group is
purely determined by their personal needs and expectations. The needs
could be motivational such as the need for dominance, recognition etc.
An individual would perform better in a group where their needs and
expectations are being met and vice-versa.

1.8 Hierarchy, Bureaucracy and Power
Hierarchy A ranking system
ordered according to status or
authority
Bureaucracy An
organization made up of many
departments and divisions
that are administered by lots
of people. It also means a
unnecessary complicated
administrative procedure.
Power The Capacity to
influence the behaviours of
others, the emotions or the
course of events.

The prevailing organisation of large social welfare agencies is often
hierarchical, bureaucratic, and often power-dominated. These elements
must be understood, for if the administrator fails to recognise them,
serious problems may arise. Moore observes: “Every organisation is a
hierarchical system in which each individual, with the exception of the
man at the top and the people at the very bottom, operates within an
interacting triad of relationships in which some people are viewed as
being in higher positions to him, some as being in lower, subordinate
positions, and some as being at the same level. Dealing with these various
levels and modifying behaviour in appropriate ways in terms of the
hierarchical system is one of the important skills of the executive. He has
to learn how to get things done through the boss, how to approach him at
the right time, how to avoid getting a definite no, how to sell ideas to him,
how to motivate him, and so on. The executive who doesn’t have these
skills doesn’t get much done. Every executive has to be a promoter of
ideas; he has to be selling all of the time. By the same token, the
executive has to learn how to deal with subordinates as well as with those
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at his own level. With his subordinates, he has to learn how to see the
sometimes unpopular notion of work; he has to learn how to translate
organizational ideas into goals that have meaning to those under him; he
has to learn to balance the impersonal demands of the organization
against the personal needs of his people. Above all, he has to learn how to
deal with people in sympathetic but not emotionally involved ways. He
has to avoid the sense of guilt that haunts many executives who cannot
bring themselves to ask others to get the job done. He had to learn to
exercise the power given him without projecting his own emotional needs
into the situation. Any power position is potentially tyrannical, and the
individual with power has to be either self-disciplined or, of necessity,
outwardly controlled.”
In his discussion of administration as a social process, Getzels says: “Let
me say then that we may conceive of administration structurally as the
hierarchy of subordinate-superordinate relationships within a social
system. Functionally, this hierarchy of relationships is the locus for
allocating and integrating roles and facilities in order to achieve the goals
of the social system. It is here, in these relationships, that the assignment
of statuses, the provision of facilities, the organization of procedures, the
regulation of activity, and the evaluation of performance takes place.”
Since bureaucracy is a prominent feature of all governmental
organisations, it is necessary that one understands the characteristics of it.
Weber indicates that the distinctive characteristics of the bureaucracy are:
1. The organisation operates according to a body of laws or rules,
which are consistent and have normally been intentionally
established.
2. Every official is subject to an impersonal order by which he
guides his actions. In turn, his instructions have authority only
insofar as they conform with this generally understood body of
rules; obedience is due to his office, not to him as an individual.
3. Each incumbent of an office has a specified sphere of
competence, with obligations, authority, and power to compel
obedience strictly defined.
4. The organisation of offices follows the principle of hierarchy;
that is, each lower office is under the control and supervision of a
higher one.
5. The supreme head of the organisation, and only he, occupies his
position by appropriation, by election, or by being designated as
successor. Other offices are filled, in principle, by free selection,
and candidates are selected on the basis of technical
qualifications. They are appointed not elected.
6. The system also serves as a career ladder. There is promotion
according to seniority of achievement. Promotion is dependent
upon the judgment of superiors.
7. The official who, in principle, is excluded from any ownership
rights in the concern, or in his position, is subject to discipline
and control in the conduct of his office.
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But as Green points out: “often the professional worker may see the
requirements of the bureaucracy as impediments to service. The emphasis
on procedure, the fact that so many public welfare programs are limited
by law, the public accountability of the organizations supported by taxes
– these factors stimulate insecurity and rigidity which may clash with the
standards of service the social worker professes.” Green elaborates as he
observes: “when organization requires standards of eligibility for service,
the client is automatically categorized. This process conflicts with the
social worker’s goal of unlimited service to the particular client on the
basis of his individual needs. This problem is accentuated in those
settings in which the administrative framework was established long
before professional social workers were employed by the organization –
e.g., in many public aid and correctional settings. The statutes under
which the bureaucracy operates set patterns which are not easily modified
by ‘experts’ who move into a structure that is already well-established.”
Quite often the administrator has very little chance to change his
organisation because much of the structure is mandated by higher
authority. As Millet observes: “Organization for public service
establishes a structure for administrative power are usually subject to
determination in the first instances by the political organs of decisionmaking in our government, and then subject to periodic review by the
legislative, executive, and judicial branches of government. This situation
necessarily means that organization for public service is a political
problem.”
In a brilliant discussion of the good bureaucrat, Pruger suggests that even
though the social worker is a helper, organiser, and so on, the
bureaucratic role must also be assumed at times within complex
organisations. However, this need not be interpreted negatively, provided
that the worker understands legitimate authority and the importance of
clear rules of procedure. Pruger also emphasises that the worker does
have options even in a bureaucracy and should seek for those options that
are most helpful in meeting client needs. He further suggests that the
worker must understand the organisation structure and help to create one,
not in terms of mere administrative convenience, but one that will help to
meet client needs imaginatively and creatively.

Study Session Summary

Summary

In this Study Session, we provided the meaning of an organization and
distinguished it from a temporary grouping of people. We also discussed
the criteria for good organisational structure as well as the factors that
determine the behaviour of individual within a particular group. We
viewed organisation as a hierarchical system and we also examined
bureaucracy with its distinctive characteristics as a prominent feature of
all governmental organisation and how administrative power is
exercised.

15

SOW501

Organization and Administration of Social Work

Assessment

Assignment

1.
2.
3.
4.
5.
6.
7.
8.

Define organisation.
What are the importance of organisation?
Discuss 2 views of organisation
Distinguish organisation from a temporary grouping of people
What are the criteria for a good organisational structure?
List the theories that explain group dynamics
What is a hierarchical system?
What are the characteristics of bureaucracy?
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Study Session 2

Creating Effective Organization
Introduction
This Study Session will acquaint you with how social work administrator
can create effective organisation. It will also introduce the principles that
serve as a guide for the practices of an effective administration in an
organisation.

Learning Outcomes
When you have studied this session, you should be able to:
2.1 point out factors that affect the productive capability of an
organisation.
2.2 enumerate the principles and practices involved in an organisation.

2.1 How to Create an Effective Organisation
The job of the social work administrator is to create an effective
organisation, effective in the sense that purposes are achieved insofar as
possible. As Miller and Form have observed, the theory of organisation
may be simple, but there are always problems in making the organisation
work. “The theory of formal organization is quite simple. It holds that
throughout the organization there is a strict definition of authority and
responsibility. Similarly, there is an equally precise definition of the
function of every department. Formal organization is necessary to
achieve organizational goals. It is necessary because it is by nature
impersonal, logical, and efficient. Although formal organization is
designed to subject production to logical planning, things never seem to
go ‘according to plan’. This is evidenced by the many ‘problems’
managers encounter. They find that no matter how carefully they
organize, despite the concern in anticipating problems, unanticipated ones
always arise. For these eventualities formal organization offers little
guidance because it is created as a guide-post for the routine, the typical,
and the foreseeable.”
Communication problems seem to rank high in many large social welfare
agencies. These problems may result from the rigid, steep hierarchy so
common among massive governmental operations. Albers observes that a
flat structure is apt to reduce communication difficulties: “A flat structure
has fewer hierarchical levels, thereby tending to reduce the administrative
distance between top and bottom levels. The concept of administrative
distance has reference to the understanding and intimacy which
characterizes the relationship between persons at different levels of the
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organizational structure. Too much administrative distance can create
communication difficulties.Many hierarchical levels or ‘layering’
increases impersonality and reduces understanding between higher and
lower levels. The personal touch is lost and informal ties become
tenuous.”
By grouping functions in departments, it is possible for the administrator
to create specialised units that can have a high degree of autonomy.
Barnard observes: “the bases of specialization or organizations (and of
individuals also) are five:
a. the place where work is done;
b. the time at which work is done;
c. the persons with whom work is done;
d. the things upon which work is done; and
e. the method or process by which work is done.”
Albers, in his discussion of work division, says: “Departmentation
divides the work of the organization into semi-autonomous units or
departments.” The consequence of departmentation is a delineation of
executive responsibilities and a grouping of operating activities. Every
level in the hierarchy below the apex is departmentalized; and each
succeeding lower level involves further departmental differentiation. The
activities necessary to achieve the organizational objective are a basic
consideration in organizing. The nature of such activities may differ
significantly with such diverse objectives as making steel, waging war,
selling insurance, and educating students. However, the types of
departmentation have general applicability and can be applied in many
different situations. The types most commonly used are as follows:
1. Functional,
2. Product,
3. Service,
4. Territorial,
5. Time,
6. Equipment, and
7. Alpha-numerical.
As Hungate indicates there is no one absolutely correct organisational
structure for a welfare agency. However, in planning the best structure to
facilitate the particular programme being administered and to make the
policy effective, the following should be considered:
1. Organisation provides framework and environment; the goal of
organization in a welfare agency is to create a situation in which
workers can meet the objective of the programme most
effectively. Therefore, some type of formal organisation must be
established to carry out the purposes of the agency programme.
2. The organisational chart is an abstraction of administration. It
represents an ideal organisation of authority, and functions as a
description of actual operations. How far these operations depart
from the chart will vary with the complexities of the function
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3.

4.

5.

6.

7.

being performed. However, if the actual organisation departs too
widely from the formal chart, the programme may be moving
informally rather than by adequate planning under a responsible
director.
The objectives of an organisation should be clear and, to be
effective, must be positive – that is, the orientation should be
toward constructive achievement rather than preventive or
defensive measures.
All individuals within the organisation influence the programme,
and in turn the organisation molds and influences the activity and
responses of individuals. It follows that any new programme that
changes established organisational lines and relationships may
produce emotional reactions. It is difficult to compensate for
losses of prestige, authority, or independence of action if these
have been considered the prerogatives of individuals within the
organisation. In this connection it is helpful if a system of
recognition and incentives can be made an integral part of
organisational structure.
The organisational structure should be established on the premise
that the people being served have a right to the services of the
agency. However, the right is based on the law establishing the
programme rather than in the need of the client.
The more programmes in functional services a single
organisation involves, the more differences are encountered and
the more the administrator must coordinate and integrate all
aspects of the services.
The organisation must not be allowed to become an end in itself
but must be a means for achieving agency goals.

The key to organisational effectiveness rests in the quality of the
personnel being organised. As Likert observes: “The productive
capability of a human organization can be illustrated by thinking of two
forms in the same business. Both are of the same size and have identical
equipment and technology. One, however, produces more and earns
more than the other, because its personnel is superior to the other’s with
regard to such variables as the following:
1. Level of intelligence and aptitudes.
2. Level of training.
3. Level of performance goals and motivation to achieve
organizational success.
4. Quality of leadership.
5. Capacity to use differences for purposes of innovation and
improvement, rather than allowing differences to develop into
bitter, irreconcilable, interpersonal conflict.
6. Quality of communication upward, downward, and laterally.
7. Quality of decision-making.
8. Capacity to achieve cooperative teamwork versus competitive
striving for personal success at the expense of the organization.
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9. Quality of the control processes of the organization and the levels
of self-responsibility which exists.
10. Capacity to achieve effective coordination.
11. Capacity to use experience and measurements to guide decisions,
improve operations, and introduce innovations,”

2.2 Principles and Practices of a Sound Organisation
There are ten principles and practices are indicative of an effective
organisation. They provide the basis for the agency executive to examine
the existing organisational structures and processes and thereby identify
any weak points that may need strengthening in order to improve the
organisation of the agency. The principles and practices include the
following:
a. Units of work
b. Definite assignment
c. Clear lines of responsibility
d. Effective communication
e. Distribution of responsibility
f. Coordination of unity of work
g. Span of control
h. Standardised practices
i. Provisions for adequate exceptions
j. Accurate records

2.2.1 Units of Work
Suitable units of work, based on similarities must be established in all
organisations. Such units of work are established for two major reasons:
1. to get all the jobs accomplished and
2. to help employees develop greater skill so that they are able to
concentrate on one task or a set of related or similar tasks.
There are 3 components of every job:
1. the authority to act officially,
2. accountability to the next level of command, and
3. responsibility to perform successfully.
Every employee in an agency will be better able to perform their tasks
efficiently if they clearly understand these 3 components. Each will
therefore have a better chance of being successful at the tasks to be
performed. If an employee is given the authority needed to fulfill their
responsibilities and have a clear understanding of the persons to whom
they are accountable; they are better able to perform their task.

2.2.2 Definite Assignments
The next practice of a sound organisation is to clearly define the
responsibilities and relationships of each staff position and each
committee. Clearly defined assignments are based on a clear conception
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of the agency’s structure and will help eliminate uncertainties and
misunderstandings among agency employees. Two methods that are often
used to help clarify task assignments are (1) written assignments or
guidelines to staff and/or committee members and (2) an organisational
chart depicting relationships and lines of responsibility. Written
assignments or guidelines will be most effective when they are developed
jointly by those using them and by those to whom they are addressed. In
this manner, the recipients are more likely to take the important factors
into account and accept their responsibilities more readily.
An organisational chart depicts the formal system of communication
flow. It is not a hierarchy. Responsibility and authority generally flow
downward and accountability generally flows in both directions. This
means that the lines of communication established by an organisational
chart are bi-directional, and not just one-way. Organizational charts are
useful in providing a base for definite assignments, but they have
limitations. Such charts show accurately only one of the three sets of
important employee relationships namely: the formal positions, their titles
and the forms lives among them. However, the actual prestige an
authority of the various positions shows; the individuals who told such
positions, as well as the actual person to person contact in the process of
getting the job done, may only be inferred from the organisational chart.

2.2.3 Clear Lines of Responsibility
One of the most important responsibilities of the executive is to ensure
that the responsibilities and authorities of every member of the agency are
established understood and observed. The basic rule to follow in order to
facilitate the established understanding and observation of clear lines
authority in an agency is one person responsible to one person or single
lines of accountability. The typical lines of authority in a human service
agency are as follows:
a. The articles of incorporation and the constitution of the agency
confer its primary legal authority to act upon the board of
directors for a private agency or the legislative body, in the case
of a public agency. These are ultimately responsible for agency
performance.
b. The senior executive (executive director) derives their
responsibility and authority from the board or the legislative
body.
c. Committees receive their authority from the individual or group
that appoints them, i.e. the board, the legislative body, and/or the
executive director.
d. The senior executive delegates responsibility and authority to all
professional staff members.

2.2.4 Effective Communication
All organisational structures and processes must provide for a free twoway flow of ideas. Planned methods of communication, up and down as
well as across levels are a necessity.
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2.2.5 Distribution of Responsibility
In order to promote efficient operations and high morale in an agency, it
is best to adopt a combination of both centralisation and decentralisation
of responsibility. Review and final approval or disapproval of
fundamental matters as well as the accounting of both financial
programme services should be centralised, that is, reserved for the
primary responsible individual bodies. However, decentralisation may be
promoted by locating the planning of projects as close as possible to the
points of responsibility for performance and by encouraging the
delegation of responsibility throughout the agency. The efficient
operations and high morale of an agency are best promoted by adopting a
combination of centralisation and decentralisation of responsibility.

2.2.6 Coordination of Unity of Work & Employees:
The work of an agency must be divided and coordinated. Coordination
may be achieved in two primary ways
1. by organisation- interrelating the subdivisions of work
2. by the dominance of an idea – the development of a singleness of
purpose by those who are working together as a group.

2.2.7 Span of Control
Optimum span of control varies with agencies and with individuals. The
number of staff members who report directly to any one executive or the
number of committees that report directly to the board, executive director
or legislature body, should be kept within manageable limits. When the
agency is running smoothly, agency personnel are well seasoned and
there are few new developments, the span may be widened. However,
when executives have many other responsibilities, the span should then
be reduced correspondingly. It has been found that, under most
conditions, a manageable and effective ratio is from six to twelve persons
to one executive should do.

2.2.8 Standardized Practices
There are many tasks that can be more accurately managed in less time
using standardised practices. Such tasks are:
1. purchase of supplies
2. schedules of work
3. use of equipment and facilities
4. payment of bills
5. making records of services and funds.

2.2.9 Provisions for Accurate Exceptions
The ninth essential organisation practice includes the establishment of
specific methods and authorities for making exceptions to established
agency policies and practices, such as extensions of sick leave under
unusual circumstances. The conditions under which exceptions can be
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made and the persons who may authorise these exceptions should be
defined and clearly understood by staff members.

2.2.10 Accurate Records
Keeping accurate records and reports is the final essential element of
sound organisation. Such records and reports may be used by staff
members for the following purposes.
1. to furnish a basis for planning
2. to note strengths and weakness within the agency
3. to measure progress.
It should be noted here that suggestions for the necessary records and
reports as well as useful forms and procedures, have been developed by
most of the national human service agencies and should be used with
adaptations by all local agencies.

Study Session Summary

Summary

In this Study Session, we demonstrated the role of the social work
administrator in understanding an organisation and making it work
effectively. We identified some organisational problems and the effects
of departmentation in an organisation. Finally, we highlighted and
discussed the ten principles that serve as basis for the practices within an
organization.

Assessment

Assignment

1. What is an effective organisation?
2. Discuss some organisational problems.
3. List 10 factors that affect the productive capability of an organisation.
4. Name 2 of the 10 principles and practices involved in a sound
organisation.
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Study Session 3

Administration in Human Activities
Introduction
In this Study Session, we will discuss the term administration: its
meaning and its processes in all spheres of human activities. We will also
explore the processes of administration, the responsibilities of an
administration and the descriptive guides which help an administrator to
make sound and useful decisions.

Learning Outcomes
When you have studied this session, you should be able to:
3.1 define administration.
3.2 discuss the role of administration in our daily activities.
3.3 distinguish between the two forms of administration.
3.4 explain the processes of administration and the functional elements
of administration.
3.5 apply the general principles of administration as a social worker.

3.1 Meaning of Administration
Administration

Act
of managing duties,
responsibilities, or rules in
order to achieve a targeted
goal in an organization.

The term administration covers almost every sphere of human activities
and it is therefore regarded as a concept as well as a process which exists
in government, in business, in churches, mosques, families and among
peer groups just to mention a few. In a simple term, the boundary of this
discipline seems to be limitless by virtue of its versatility. In an attempt
to define administration, some people start by equating administration
with the act of governing. The reason for this is that in all government
offices, military barracks, private and commercial house, administration
is the nerve centre of all organisational activities. How often do we hear
people mention Doe’s administration in Liberia, Shagari or Babangida’s
administration in Nigeria? In actual fact, administration in the above
sense is used to mean government or regime. One cannot take the above
approach as absolutely perfect because in some circumstances,
administration may not turn out as an act of governing or ruling but as
part of the apparatuses which rulers employ in achieving their objectives.
We can now delve into catalogue of definitions of administration as
brought forth by various scholars.
Administration can be seen as a generic term which refers to purposive
activities directed at meeting group or collective ends. It is purposive
because it always has something reasonable to offer the collectivity of the
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society i.e. it is a means to an end. Administration in this regard involves
the enlisting of human and material resources in order to achieve predetermined ends through co-ordination, control and direction by people.
According to Woodrow Wilson, “administration is the most obvious part
of government. It is government in action; it is the executive, the
operative, the most visible side of government.” In the view of Pfiffner
and Fresthus, administration is “an activity or process concerned with the
means for carrying out prescribed ends”. Thompson and Smithburg
illustrated that “when two men co-operate to roll a stone that neither
could have moved along the rudiments of administration have appeared”.
Fayol (1937) who happens to be a pioneer writer in general approach to
administration made his own submission on the discipline as “to plan, to
organise, to command and to co-ordinate and control”. All these are
referred to as element of administration. It also needs to be system of
knowledge whereby men are organised together to form a common goal.
It is pertinent to say at this juncture that there is no consensus as to what
the definition of administration is but most definitions revolve around
certain aspects of administrative process such as planning,
communication and decision making. Therefore, from the myriads of
definitions given to this concept, it becomes clear that there are some
common elements which are embedded in the various definitions given.
They include the following:
• There must be an organisational structure in which every member
plays some roles. There must be someone at the top who must
provide central leadership, co-ordinate activities and make
decisions:
• There must be goals and procedures for the achievement of the
goals which you have set.
• The goals and objectives of the organisation have to be clearly
understood if the organisation is to fulfill its objectives.

3.2 Forms of Administration
Now, let use consider the two faces of administration, that is, private and
public administration.

3.2.1 Private Administration
This is concerned with the co-ordination of all organised activities at the
level that directly affect the individuals that are linked and involved.

3.2.2 Public Administration
Public administration according to F.A. Nigro and L.G. Negro in their
book Modern Public Administration can be defined as “a co-operative
group efforts in a public sector”. They explain further that it covers the
three arms of government i.e. legislature, executive and judiciary and
their interrelations, that it has an important role to play in the formulation
of public policies and thus, a part of the political process.
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Woodrow Wilson’s definition of administration can safely pass for the
definition of public administration which is concerned with the art and
science of practical management of governmental affair which involves
the marshalling of human and material resources in order to achieve the
objectives of public policy.
Pfiffner and Presthus also see public administration as “the co-ordination
of individual and group efforts to carry out public policy. It (public
administration) is therefore mainly occupied with the daily work of
government such as enforcing orders and executing government policies
for the public interest.
Public administration is the action part of the government. It is the means
by which objectives and goals of the government are realised. Therefore,
public administration is basically the administrative side of government
as opposed to the legislative and judicial sides.

3.3 Differences between Public Administration and Private
Administration
It is considered necessary to bring out some major differences between
public administration and private or business administration.
1. The goals pursued by public administration are quite different
from the ones pursued by private or business administration.
Public administration generally fulfills non-economic, sociopolitical ends, while private or business administration is
specifically interested in profit maximisation.
2. It is not easy to measure efficiency in public administration
because it pursues non-quantifiable objectives such as law and
order, political stability and national prosperity. In the case of
business enterprises efficiency can be measured.
3. Public administration implements public policies and while
private administration satisfies only the private corporate
interests.
4. Public administration is governed by the public while business
administration is regulated by private mercantile law.
5. Public administration is being financed from the public fund and
as such is subject to public accountable, while private business is
responsible only to its financiers.
6. Public administration is highly bureaucratic while business
administration is conducted in business-like manner.
7. The external socio-political environment exerts greater pressure
and influence in public administration than it does on private or
business administration.
8. As a result of disparity in the theory of public and business
administration, the preparation for careers in both fields must
inevitably be different.
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3.4 Scope of Administration
By scope, we mean those areas of human endeavours covered by
administration. It can also be referred to as the processes of
administration. In other words, one is trying to periscope the activities
expected of a Chief Executive or an administrator. In an attempt to
explain the responsibilities of the Chief Executive, an analyst of
administrative process, Gullick came up with an acronym POSDCORB.
This acronym was designed to call attention to the functional elements of
administration. These are:
P

-

Planning

O

-

Organising

S

-

Staffing

D

-

Directing

Co

-

Coordinating

R

-

Reporting

B

-

Budgeting

Let us explain these terms one after the other:
• Planning involves working out, in broad outline, the things that
need to be done and methods for doing them to the level of
accomplishment. This is to help achieve the objectives set of an
enterprise.
• Organising means establishing a formal structure of authority
through which work submissions are arranged, defined and
coordinated for the defined objectives.
• Staffing deals with the whole personnel function of bringing in
and training the staff and maintaining favourable conditions of
work.
• Directing is concerned with the continuous task of making
decisions and embodying them in specific and general orders and
instructions and exhibition or display of leadership role. It
achieves the corporate goals of an organisation.
• Coordinating means ensuring that various parts of the work
interact and interrelate for efficient performance directed towards
the attainment of goals and objectives. It also has to do with the
integration of all forms of activities so as to exhibit oneness of
purpose.
• Reporting deals with transmission of necessary information or
emerging development of the higher authority in an enterprise.
Such may be Board of Directors. In this regard, the Chief
Executive and their subordinates need to be adequately informed
through records, research and inspection.
• Budgeting involves all that goes with financing of the
organisation i.e. fiscal planning, accounting and control.
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However, a more recent analysis of administration reveals that
administrative processes include the following:
• Defining purposes and objectives;
• Developing the broad plan for the structuring of the organisation;
• Recruiting and organising an executive staff;
• Delegating and allocating authority and responsibilities;
• Overseeing the general performance of the delegated activities;
• Ensuring quantity and quality of performance;
• Achieving coordination through committees and conferences;
• Stimulating and energising the entire personnel;
• Evaluating the total outcome in relation to the organisation’s
purposes;
• Looking ahead and forecasting the organisation’s aims as well as
the ways for realising them.

3.5 General Principles of Administration
Principles of administration refer to the description guides which help an
administrator make sound and useful decisions. They assist an
administrator on ways to view and take actions. Administrative
principles have the following benefits:
i.

They guide the actions of the administrator

ii. They describe techniques for understanding and treating different
administrative situations.
iii. They form the basis for administrative action.
iv. They prepare the administrator against the consequences of their
action or decision.
v. They protect the organisation against irrational administrative
action and the administration against abuses of the members of
staff.
To this end, one can refer to principles of administration as a sort of
general guide to possible action in specific situations. In the modern days,
a wise administrator identifies and uses principles that are suitable to
certain relevant situations. The main principles to be examined here
include fundamental principle, humanitarian principle, prudential
principle and principle of change.

3.5.1 Fundamental Principles
This refers to the set of principles that are applicable to the organisation
and control of a work place. At times, they are referred to as universal
principles of administration. These include:

Responsibility
The principle holds that every person within an organisation must be
responsible irrespective of the level at which such person operates.
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Behaving responsibly covers both the junior and senior staff. Also, it
depicts that everybody should discharge their duties diligently.

Delegation of Authority
This goes to show that tasks are assigned to people or group of people on
the basis of their expertise, position and roles. Delegation becomes
inevitable because no single person can do everything at the same time
coupled with the fact that too much centralisation of authority weakens a
system and gives room for incompetence and inefficiency. Therefore, any
organisation that wants to be seen performing needs to embrace
delegation of authority so that all activities of the organisation would not
revolve around just one individual because such is the Chief Executive.

Communication
Free flow of information is a major pre-requisite for the survival of any
organisation since no organisation can function effectively without
communication. People need to know what, why, when, who, where
(5ws) of the place in which they function. Communication which should
be continuous serves several other functions such as:
• It transmits information and knowledge from person to
person so that co-operation can occur;
• It helps in motivating and directing people to do something,
which they might not want to do ordinarily;
• It also helps to mould attitudes and imparts beliefs in order to
persuade, convince and behaviour.
• Communication enhances democratic administration because
it encourages deliberation, consultation etc, among various
people involved in the administration of an organisation.

3.5.2 The Humanitarian Principle
This has to do with the set of principles which see workers first as human
beings and then as workers. These principles focus on decision making in
organisations. The three principles under the humanitarian principles are:

Democracy
This is concerned with recognising individual worth and making people
to participate in decisions that would affect them. However, in the
application of democratic principle, the welfare of the organisation is
paramount. One should not allow the individual personal interest to
override the organisational interest; the interest of the entire system must
be protected.

Justice
This principle relates to the application of group norms to individuals. In
the application of the norms, justice demands equity, fair play and
impartiality. Justice also enjoins the administrator to use their discretion
in applying the norms, rules, laws or regulations on the individuals or
groups since differences may occur.
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Human Relation
This principle connotes that an administrator should have excellent
human relations with their staff so as to get the best out of them. The
administrator should have respect, courtesy, kindness consideration,
confidence, trust, sincerity, love etc. in dealing with all the members of
staff. They should be friendly to all but should not be especially friendly
to anyone. On the whole, they should identify with the problems and
prospects of their personnel so as to always carry them along in the
scheme of things.

3.5.3 The Prudential Principle
Prudent means the ability to anticipate, calculate, regulate, utilise and
control functions, services and resources continuously and expeditiously.
Prudential administration relies heavily on the frugality of the
administrator in respect of the allocation and utilisation of the available
resources so as to make the best out of them. Prudential administration
depends on the following:

Economy
The administrator should note that the resources available to an
organisation is highly limited and restricted in many respects. So, he
needs to be cautions especially in the use of funds and facilities. There is
need for proper planning and accurate accounting as well as optional
utilisation.

Responsibility & Authority
The principle demands that all responsibilities must be accompanied with
commensurate authority to exercise it. Each person must know to whom
and for what they are responsible.

Loyalty
This is the string that binds all dedicated members of an organisation
together. Loyalty should therefore be given to the organisation, the tasks
and function to support the organisation’s goals, those in authority, the
senior and junior colleagues and to all. A good administrator must learn
how to harness the loyalty of the members without frustrating or
exploiting such loyalty.

Employment and Training of Staff
The principle of staffing requires the administrator to ensure that the right
man is in the right job. In the employment of staff, emphasis should be
placed on careful selection, appointment, placement, job description,
training or staff development without bias, nepotism, tribalism or
favouritism.

3.5.4 The Principle of Change
This principle states that change can take place when necessary. It also
recognises that quite many factors are responsible for change in an
organisation.
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Adaptability
This explains the need for an organisation to be dynamic by being
adaptable to change especially when such change will be useful and
relevant to its operation and the society at large.

Flexibility
This point to the situational nature of change and development in an
organisation. Therefore, organisational objectives, policies, programmes,
structure and procedures must be flexible to accommodate necessary
change and innovation.

Stability
This principle emphasises the need to conserve the good in the past.
Those practices and programmes that have proved successful and useful
should be preserved to ensure stability in an organisation.
Are these principles of administration really applicable in an organization?
Which of these principles do you consider as most import?

Reflection

Study Session Summary

Summary

In this Study Session, we examine the definition of administration from
different views. We indentified the differences between public and
private administration. We also explored areas of human endeavours
covered by administration and discussed the general principles of
administration

Assessment

Assignment

1.
2.
3.
4.
5.

What is administration?
What is the role of administration in organisation?
Discuss private administration?
Discuss public administration?
Explain the responsibilities of a Chief Executive using the Gullick
acronym POSDCORB
6. Explain the general principles of administration.
7. What are the other administration principles that are suitable in
modern days?

31

SOW501

Organization and Administration of Social Work

Study Session 4

Administrative Structure
Introduction
The term administrative structure refers to the framework or patterns of
organisation within which people operate. In this Study Session, we will
look at the meaning of administrative structure, conditions for good
administrative structure and the elements of administrative structure.

Learning Outcomes
When you have studied this session, you should be able to:
4.1 explain the structure and objectives of an organisation.
4.2 point out the conditions necessary for a good organisational structure.
4.3 highlight the elements of administrative structure.
4.4 enumerate the activities of the agency executive.

4.1 Meaning of Administrative Structure
As indicated in the introduction, the term administrate structure refers
to the framework or patterns of organisation within which people operate.
It encompasses the internal positioning of official roles and the network
of relationships among the various individuals in the enterprise. In other
words, administrative structure means the process of logically arranging
posts, grouping activities for the posts, sharing authority and
responsibility as well as establishing work relationship that would make it
possible for both the institution and the individuals to realise their
different objectives.

4.2 Conditions for Good Administrative Structure
For the structure of an organisation or an enterprise to be regarded as
relevant and appropriate due consideration should be given to the
following criteria:
• The objectives of the organisation and the type of activities
required to achieve them;
• The benefits of specialisation and how to maximise such benefits
for the interest of the enterprise;
• The limitations of functional authority and how best to distribute
and harmonise the authority levels; and
• The problem of ensuring effective communication between the
levels and functions.
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•

The size, shape, location and capacity of the enterprise and the
type of administrative structure that benefits such an enterprise.

From what have been said above, it becomes clear that the administrative
structure of an enterprise affects its functioning.
The conditions for good structure in any organisation or establishment
have been summarised in the following guidelines:
• Effectiveness: a yardstick of economic and social performance
which bothers on whether the organisation accomplishes its
purpose.
• Efficiency: the fulfillment of personal and individual objectives
of those who are associated with the enterprise.
• Division of Labour: the division of work into as small number of
units and dissimilar functions as possible.
• Functional Definition of Authority and Responsibility: refers
to the need to define the scope of authority clearly, determining
the exact functional content of the various positions or roles.
• Chain of Command: the channels of communication connecting
the various levels in the organisation i.e. hierarchy of authority.
• Channels of Contact: the different areas of interaction between
the levels, positions and individuals.
• Balance: the need to harmonise the vertical and horizontal
differential levels and authorities; the proper proportion between
centralisation and decentralisation of functions and of authority.
• Control: the successful operation of the exceptions, the proper
organisation of records, resources, keeping of standards and
procedures, and measurement of performance.
• Perpetuation: the organisation structure must contain a hierarchy
of positions of gradually increasing responsibility so as to
provide a source of replacement through training. This goes to
show that the organisation or enterprise must maintain itself
independent of the particular person who holds positions in the
structure.
Hint

All the guidelines stated above will assist the administrators to determine
when a new structure is required in their organisation.

4.3 Elements of Administrative Structure
These refer to the structural components in the organisation structure.
These elements include issues related to departmentation, centralization
and decentralization, delegation of authority and power, span of control,
unity of command, and line and staff authority. The meanings and
implications of each of these elements will be carefully considered
presently.

4.3.1 Departmentation
The word departmentation connotes the creation of departments or units
in an organisation. It involves the division of activities and functions into
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groups for effective operation, the establishment of relationships between
the individuals performing different functions in the given units; the
creation of conditions which would knit the group into a working unit;
and the creation of a definite hierarchy or structure. Departmentation may
be based on the following:

Function
This means the allocation of tasks or assigning activities or works of the
same kind under one head;

Product
This has to do with final result. It means all activities that are required to
produce a particular result (output) are grouped together.

Geographical Location
This means that all tasks or activities that are carried out in specific areas
or sites are located at the different locations.

Consumer (or Client)
Some departments are created in places that would be more convenient
for the clients, consumers or customers.

4.3.2 Centralisation and Decentralisation
Centralisation and decentralisation both refer to the physical location of
organisational facilities and to the extent to which decision making
authority and responsibility in the organisation are concentrated or
dispersed throughout the organisation.
Centralisation occurs when facilities, decisions and authority are all
concentrated at the top level of the organisation. Decentralisation on the
other hand means that facilities, decisions and authority are located at
different points, levels or locations of the organisation. In the realistic
senses no ideal organisation can either be completely centralised or
decentralised.
Decentralisation also means placing the authority and decision making as
close as possible to the level at which the work is done. Decision on
whether the management of a particular enterprise should be centralised
or decentralised depends on a number of variables such as size of the
organisation, the number of personnel as well as the nature and history of
the organisation.

Merits of Decentralisation
i. It permits quicker decisions
ii. Problems of coordination, communication and red tape are
produced.
iii. Autonomy of subordinate units permits greater experimentation
and flexibility to meet net conditions.
iv. It encourages subordinates at every level in the structure to
exercise greater initiative and ingenuity.
v. It assists in the development of more capable leader or managers.
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vi. It enhances the democratic process and encourages the feeling of
involvement and accomplishment.

4.3.3 Delegation of Authority
Delegation of authority becomes inevitable in an organisation because of
the increase in scope and services which pervade all organisations of the
modern days. The meaning of the term itself is centred on transferring
one’s authority to act on some issues to another person or group of people
with the express permission to act according to certain laid down
procedures and provisions. The question of when, to whom and how best
to delegate authority becomes a key element in the organisation and
structure of an establishment. This process of delegation of authority has
three major aspects as follows:
i. The assignment of permission duties to immediate subordinates;
ii. The granting of permission (right or authority) to carry out the
duties or assignment; and
iii. The creation of an obligation (responsibility) to perform the
duties on the part of the subordinates for the satisfactory
performance of the duties.
In delegating authority therefore, it is necessary to note the following
limitations that emerge in the acquisition and the use of authority:
i. Authority is limited to specific areas, scope or activities; and
ii. Responsibility cannot be delegated which implies that the person
that delegates authority still takes the responsibility for the way
such authority is used. There is need to avoid dual subordination.
In other words, no single person should be made to serve two
masters. This implies that when authority is delegated, one must
not usurp or withhold the power to exercise it.

Advantages of Delegating Authority
It reduces the burdens of the executive in dealing with details of his
subordinate’s jobs. This means that the superior has more time for planning
and overall direction of their department and that their subordinates are
encouraged to exercise broader decision making responsibilities for their
own work. As the subordinates or junior officers exercise their own
judgment and engage in the handling of activities on their own, they tend
to generate greater commitment, enthusiasm and pride in their work.

4.3.4 Span of Control
This refers to the horizontal structure or arrangement of administrative
functions. This principle suggests that there must be a limit to the number
of individuals that an administrator or head should control for such
administration to be effective. There has not been definite agreement on
the number of persons that can be effectively controlled by one manager
but certain school of thought limits it to about six persons so as to
enhance administrative efficiency. The span of control also depends on:
a. the administrator’s capacity,
b. the nature of the job,
c. the physical and or technological conditions of the enterprise.
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4.3.5 Unity of Command
The concept of unity of command means the same thing as chain of
command. It refers to the hierarchy and levels of decision-making and
authority relationships in an organisation. It also enables every worker to
know who to report to and who should report to him. In other words, a
worker should not be under the direct supervision of two senior officers
at the same time so as to avoid conflicting instructions since one servant
cannot effectively serve two masters.

4.3.6 Line in Structure
Line authority means the ultimate authority to command, act, decide or
direct on matters affecting others. It also refers to the basic and
fundamental authority in an establishment. The line authority decides and
approves the objectives of the enterprise as well as various ways and
resources available for achieving objectives. In this regard, all members
of the organisation are expected to conform to the line authority and
decisions or policies. One may then say that line authority means the
same thing as the authority of the policy makers and members of the top
level management.

4.3.7 Staff Authority
This is the authority which belongs to the general staff or workers in an
organisation. The workers being referred to here include technicians and
professional experts, who control, direct or implement their various
decisions in accordance with the policies by the line-staff.

4.4 Management Activities in Administration
The management function, often simply called administration, has to do
with getting things done on a day-to-day basis. The essence of these
administrative tasks has been stated in many ways.
In 1937, Luther Gulick coined an acronym, POSDCORB, in order to
describe the activities of the agency executive (Sharkansky, 1982:124).
POSDCORB stands for planning, organising, staffing, directing,
coordinating, reporting, and budgeting. Although this acronym has been
subjected to three generations of academic criticism – some of it quite
savage – it stands up well as a reasonably structured and easily
remembered set of tasks to describe the multifaceted activities of agency
administration. To place the problem of the management of the agency in
perspective, one needs to examine these tasks.
Planning
It is working out in broad outline the things that need to be done and the
methods for doing them to accomplish the purpose set for the enterprise;
Organizing
This is the establishment of the formal structure of authority through
which work subdivisions are arranged, defined and coordinated for the
defined objective;
Staffing
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This is the whole personnel function, bringing in and training the staff
and maintaining favorable conditions of work;
Directing
This is the continuous task of making decisions and embodying them in
specific and general orders and instructions and serving as the leader of
the enterprise;
Coordinating
This is the all-important duty of interrelating the various parts of the
work;
Reporting
This is keeping those to whom the executive is responsible informed as to
what is going on, which includes keeping the entire staff informed
through records, research, and inspection;
Budgeting
It’s the fiscal planning, accounting, and control.

4.4.1 Planning
Planning is sensing what needs to be done in order to accomplish the
purposes of the agency. Agency planning functions can be subdivided
into strategy (broad-gauged, overall plans) and tactics (day-to-day,
specific plans), as well as into short-term and long-term planning.
Planning activities should be structured to anticipate future resource
needs and delineate specific tasks in an ordered and sequenced pattern in
order to accomplish the goals of the agency. Planning receives its most
visible form in the development of the agency budget.
Effective planning incorporates the following steps:
1. identification of the precise goals of the agency;
2. ranking those goals in order of their importance;
3. identification of the resources currently available to accomplish
the goals;
4. identification of the resources available to meet next week’s, next
month’s, and next year’s goals;
5. measurement of resources used and goals accomplished in the
past as a guide to goal accomplishment and resource use in the
future.

4.4.2 Organising
Organising is the establishment of the formal structure of authority
through which resources are allocated and transmitted to the goals or
targets of the agency. There are alternative ways of organising an agency,
but typically an agency is structured by place, process or purpose, as in
Figure below.
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Alternate Organisational Forms of a Family Social Agency
Agency Organised by Place

Executive
Director

Area Directors

Manager of
Lagos (South
West Region)

Manager of
Abuja (FCT and
North Region)

Manager of
Calabar (South
East Region)

Agency Organised by
Process

Executive
Director

Manager of
Intake Discharge
Services

Manager of Inpatient Services

Manager of
Counselling and
Follow-up
Services

Agency Organised by
Program

Executive
Director

Director of
Adoption Services
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The range of organising patterns is nearly infinite, and most agencies are
either in the process of re-organisation, planning a re-organisation, or
have just been reorganised. In the most typical structure, the ongoing
director will work out for some particular agency a unique plan for
ongoing authority. Social workers in an agency are required to report on
their time and their accomplishments and the ways in which these
accomplishments are achieved.

4.4.3 Staffing
Staffing encompasses the entire personnel function: recruiting, training,
and retraining necessary for carrying out the tasks of the agency. In a
small agency, these functions may be but one of the tasks of the single
agency executive, whereas in a very large agency, they very well may be
done by an entire subunit of the agency devoting itself entirely to
personnel, including staff training.

4.4.4 Directing
Directing is the continuing task of making decisions about client needs
and the resources to which clients are entitled. These decisions are
allocated to the organised process in a structured way to ensure that all
clients are served as nearly identically as possible without regard to the
particular social worker that they see. On first blush, this may appear to
be highly impersonal but, on reflection, it means that the resources of the
agency, in dollars, goods, or staff time, are not dispensed haphazardly but
in accordance with an established set of criteria to ensure that all clients
receive their due share of the agency’s resources. The agency director
needs to set forth guidelines for discretion. It is possible to clearly state
the way the social work task is to be performed. Nonetheless, the public
has the right to be assured that the social worker is not free to act
capriciously, tyrannically, or in ways that contravene the socially
sanctioned goals of the agency. There are specific problems to be
addressed. All clients should be treated alike on the basis of clear rules
known to both social worker and client, yet there is a need for
responsiveness. The agency director must ensure that in those cases
where following the letter of the rule defeats the clear intent of the rule,
workers are free and trained to use their intelligence but not to substitute
their own personal standards. This is a tricky problem for administrators
and directors to solve.

4.4.5 Coordination
Coordination involves the necessary interrelation of the various activities
of the agency to achieve the maximum social benefit. This means not
only that the left hand of the agency knows what the right hand is doing,
but that agency activities are structured and sequenced to achieve the
maximum impact on the client. The principal task of coordination within
the agency typically refers to the timing of the use of resources to achieve
their maximum benefit. For example, the educational and the therapy
units of a family service agency need to have be structured and attuned to
each other, if they are to achieve their best results, because they utilise a
common staff and serve a common clientele for a common purpose.
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4.4.6 Reporting
The agency director has an ethical, and often legal, responsibility to
inform board members and subordinates about the activities, problems,
and accomplishments of the agency. Information about the administration
of the agency should flow both from director to the staff and from the
staff to director (not just “top down”). The agency director monitors the
agency activities through regulations, records, statistical reports, on-thespot inspections, research, memos, newsletters, and other appropriate
reporting devices. Workers, in turn, inform their supervisors through
regular reports of their day-to-day use of time, and special reports of
unusual activity, as well as informal talks with supervisors.

4.4.7 Budgeting
Budgeting, of course, is the process of specifically allocating dollars to
specified purposes. This is the standard in which dollars are allocated for
specific categories, such as staff salaries, utilities, and mortgage payment.
A second budget also needs to be prepared, which has been called the
process agent. In a process budget, dollars from the agency are allocated
not to specific entities but to the function for which they are intended. For
example, the proportions of staff salaries, supplies, and fixed costs
needed to operate the agency’s community education programme are
calculated and assigned to that function.

Study Session Summary

Summary

In this Study Session, we explained the structure of an administration.
We discussed the conditions for a good administrative structure, the
elements of an administrative structure and also gave the implications on
the way these elements are put into practice. Finally, we explored
various management activities in administration. These activities
include: planning, organising, staffing, directing, coordinating, reporting,
and budgeting.

Assessment

Assignment
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1.
2.
3.
4.
5.
6.
7.
8.
9.
10.

Define administrative structure
What are the conditions for good administrative structure?
What are the elements of administrative structure?
What is planning?
What is organising?
What is staffing?
What is directing?
What is coordinating?
What is reporting?
What is budgeting?

Study Session 5 The Multiple Roles of an Administration

Study Session 5

The Multiple Roles of an Administration
Introduction
The social work administrator has a variety of functions within their
organisation or agency. This Study Session will give a brief insight into
the multidimensional role of an administrator. It will also expose the
leadership role of an administrator as related to the functions of
administration. We will look at the role of the executive as the officer
responsible for coordinating and supervising the goals and objectives of a
social agency.

Learning Outcomes
When you have studied this session, you should be able to:
present the leadership role of an administrator.
explain administration as a social work method.
highlight the characteristics of an executive’s job.
enumerate the administrative functions of a social agency.
highlight the important roles of administration.
explain how the administrator plays a central role in the activities of
an organisation.
5.7 describe the scope and importance of the administrative task.
5.1
5.2
5.3
5.4
5.5
5.6

5.1 Roles of an Administrator
As Mayo points out: “the modern social work administrator finds himself
playing a number of different roles within his own organisation; i.e., to a
certain extent he must identify with the clients and also with the staff
because these have to do with his professional responsibilities; by virtue
of the fact that he is an administrator, he must identify with the board and
to some extent he must see things through the eyes of the most
conservative elements of the community, and outside of the organisation
he must identify not only with the agency he administers, be it public or
private, but with the community as a whole and its needs. In other words,
he must be an expert administrator looking to the interest of his own
organisation and pushing its program forward; at the same time he must
be coordinator and champion of the community as a whole, and above all,
as a professional person he feels certain political interests and concerns to
which he is expected to be responsive. I regard these various
responsibilities, obligations, and pressures to be extremely difficult when
it comes to keeping them in balance and when it comes to maintaining
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one’s own professional integrity.” Figure 5 illustrates the multidimensional
role of the administrator.
A study of institutional change has commented: “[T]he administrator has
to live in a multi-dimensional world with a responsibility for taking
action in dealing with concrete problems. He must constantly seek multifunctional solutions. This forces him into many paradoxical situations.
The administrator must constantly strive to maintain a consistency in his
own behaviour while accepting the fact that his behaviour will always
appear inconsistent from any simple, one-dimensional frame of reference.
He must constantly seek for solutions that resolve conflicts between the
interests of several dimensions, but accept the fact that such conflicts are
inevitable and never-ending. He must constantly seek to change
behaviour in the social system as a viable entity. He must seek a
perfection of balanced development but accept the inevitability of
imperfection. He must place heavy emphasis upon achieving organization
purposes and must maintain the perspective of an outside observer, but
not lose his impassioned involvement with the results of the system.”
Fig 5.1
The Administration must
relate to and interact with
each of these groups

Person
served
(Actual);
Persons to be
served;
(Potential
Clientele)

Person
providing
professional
and technical
services

Person sanctioning,
authorizing, and supporting
the agency

5.2 Major Areas of Administrative Responsibility
If it is agreed that administration has a major leadership role to fulfil in
the work of the agency, what are some of the major areas within which
administration should take leadership?
First, administration is responsible for giving leadership to the continuing
process of identifying social welfare needs in the community where the
agency serves. Naturally, attention will be devoted to those areas of need
that are in the general realm of the agency’s service mandate. However,
administration must be concerned about needs broadly defined even
though programmes for meeting those needs may ultimately be assigned
to some other agency. In the need identification process, administrators
are seen as working with the board, the staff, clientele, other agencies,
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and the community as expert analysts of problems, trends, and possible
programmes.
Second, administration is responsible for giving leadership to the matter
of defining, redefining, interpreting, and utilising agency purposes as
guides for programmes and services. Perhaps, no task is more demanding
or more difficult. However, without clear objectives, it is impossible for
an agency to operate efficiently or evaluate its work.
Third, administration is responsible for giving leadership to providing for
the agency in terms of financial resources, facilities, staff, and other
forms of support. Administration always has the responsibility to inform
the community what is needed in the way of resources to do the job.
Furthermore, administration has to work diligent through every available
channel to see to it that these resources are obtained.
Fourth, administration is responsible for giving leadership to the
development of the agency’s programme of services. To be sure this task
is widely shared with the professional staff and with others but it
ultimately is the job of administration to see to it that the programme
meets the needs of the community.
Fifth, the administrator is responsible for giving leadership to the
development of a form of organisation and structure that will provide for
the coordination of the efforts of all persons engaged in the work of the
agency and that will support the programme of services.
Sixth, administration has a major responsibility for giving leadership to
the process of policy formation, procedure development, and general
operating principles. Without clearly stated policies and procedures, it is
impossible for any agency to operate soundly and efficiently.
Seventh, administration is responsible for giving leadership to the
continuous assessment and evaluation of how well the agency is doing its
job. Here it is assumed that objectives are clear, standards have been set,
and criteria of evaluation are understood and followed.
Eighth, administration is responsible for giving leadership to the change
process. In a dynamic and changing age with new needs emerging all of
the time, most agencies are in a process of change during their entire
history. When administration is change-oriented and takes responsibility
for helping to bring about needed changes, it can be assumed that the
agency will remain viable.
While the eight points given above are by no means all that could be
written, it does seem that they are the major ones, and if they are done,
one can expect a generally healthy and effective administration.

5.3 Functions of Administration
Hammond and others list three functions of administration. They are:
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5.3.1 Structuring of the Organisation as an
Administrative Function
If such organisations must exhibit sustained rather than ad hoc activity, it
follows that the actions of their component parts must be patterned and
controlled, rather than random. While custom, convention and habit
provide a basis for common action, administered organisations must
channel and modify such activity in order to meet their specific needs.

5.3.2 Definition of Purpose as an Administrative
Function
If administered organisations have delimited, specialised purposes, it
follows that these purposes must be selected and articulated.
Organisational goals do not spring automatically out-of the performance
of non-administrative tasks. In a dynamic context, goals do not remain
obvious but mechanisms for their evaluation, reflection, implementation,
and periodic revision must be institutionalised. As such activities as boltturning, temperature-taking, or rifle-firing do not in themselves define
and prescribe collective goals; the definition of purposes is a function of
administration.

5.4.3 Management of the Organisation-Environment
Exchange System as a Function of Administration
Some of the necessary exchanges between the organisation and the
environment occur in the performance of non-administrative activity; but
the very essence of organisation is task specialisation, which calls for
coordination. Hence, the management of the system of exchange between
an organisation and its environment becomes primarily a function of
administration. At a minimum this applies to the acquisition and
dispersement, from and to the larger system:
a. of legitimation or authority;
b. of personnel;
c. of tools, equipment or other facilities; and
d. of a medium of exchange.
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The unitary nature of the administrative process (Functions performedgroups involed).

5.4 Characteristics of the Administrator’s Job
In discussing the characteristics of the executive’s job, an institute group
noted that:
1. they are responsible for seeing that work is performed by others;
2. they have to make decisions;
3. they work through others; they delegates responsibility;
4. they must use authority;
5. they are the channel between a higher authority and the staff;
6. they are facilitators;
7. they are troubleshooters;
8. they are responsible for keeping the enterprise running;
9. they are responsible for being leaders.
The executive must have a well-formulated and progressive philosophy
of social work. They must project a sound sense of direction for the
agency. Administrators must have real capacity to form good- working
relationships with the staff, the clientele, and the community. They have
to be able to keep their poise in the midst of often-conflicting opinions
and values.
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A community agency describes its administration in the following terms:
“C.P.I.’s administration headed by an executive director bears overall
responsibility for coordinating and supervising the agency’s six divisions
and for dealing with the numerous outside agencies with which. C.P.I. is
allied or on which it is dependent: The executive staff, for example,
makes certain that board policies are implemented; conducts negotiations
with state, federal and private funding agencies; handles legal affairs
through the office of the general counsel and implements directives and
special instructions issued by funding agencies. . Working closely with
C.P.I.’s executive and deputy director is the personnel division, whose
functions also include property management and purchasing. This
division maintains personnel records and administers employee benefits,
interviews potential employees, and is in charge of supplies, equipment,
and training materials for C.P.I. programs and projects. It is responsible
for leaseholds on such properties as the Skill Center, the young men’s and
young women’s residential centers, and numerous neighborhood
employment centers and Community Services offices. Maintenance of
financial records; disbursement of grant-in-aid funds; conduct of
delegate-agency field audits; preparation of periodic financial statements
for federal, state and private funding sources; processing of invoices and
billings, and handling of delegate- agency requisitions are among the
functions of the accounting division. Headed by the comptroller the
division also maintains detailed accounts of all funds which support
programs”.
The Council on Social Work Administration of the National Association
of Social Workers has spelled out a derailed list of the administrator’s
functions. In their words: “The administrator, directing and coordinating
all operations with the assistance of appropriate staff, is responsible for
the quality and effectiveness of the total agency program and for seeing
that things get done well and on time.. He sets the tone of the agency. In
carrying out his duties the administrator has a shared responsibility with
the official body to which he is accountable. He is specifically
responsible for the following:
1. Giving leadership to policy-making bodies and staff.
2. Identifying, in a continuing process, social needs that can be met
by his agency.
3. Taking leadership in defining and redefining agency purposes.
4. Formulating, recommending, and evaluating policy in relation to
the agency’s mission.
5. Developing and planning short-term and long-range programs
with readiness for adaptation to changing conditions and new
needs.
6. Maintaining a leadership role in meeting community needs.
7. Developing leadership in appropriate policy-making bodies.
8. Maintaining positive relationships with community leaders and
forces, especially in the constellation of social agencies, both
voluntary and governmental.
9. Interpreting the agency to the community and developing a
proper public image and financial support.
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10. Establishing and maintaining positive relationships with current
and potential users of the agency’s services.
11. Projecting the budget and obtaining financial resources.
12. Recruiting, employing, and developing the staff.
13. Organizing and directing the staff and resources.
14. Providing conditions, resources, and climate conducive to
optimum staff utilization and development for productive
effectiveness.
15. Administering the financial assets and resources.
16. Maintaining- records and reports as a basis for accountability and
evaluation.
17. Evaluating program achievements and personnel effectiveness in
accordance with goals and standards.
18. Accounting to the appropriate policy-making bodies and to the
community for the total agency program and operation.”
Friedlander sums it up in these words: “The main administrative
functions of a private or public social agency may be divided into nine
activities:
1. Fact-finding
2. Analysis of social conditions and of services to human needs
3. Decision on the way of reaching this objective;
4. Planning and allocating- resources;
5. Setting up organizational structure Work assignments;
6. Staffing the agency;
7. Supervising and controlling personnel and finances
8. Recording and accounting
9. Supplying financial resources

Study Session Summary

Summary

In this Study Session, we discussed the increasing role of a social work
administrator as they have to live in a multidimensional world with a
responsibility for taking action in dealing with concrete problems. We
discussed the eight major areas within which an administration should
take leadership role as they will generally lead to a healthy and effective
administration. Finally, we explored the main administrative functions of
an agency and have been able to identify the role of an executive and
how they carry out their duties.
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Assessment
1. What are the multiple roles of an administrator?
2. Discuss the scope and importance of the administrative task?

Assignment
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Study Session 6

Public and Private Administration
Introduction
This Study Session will consider the relationship between public and
private administration. We will also discuss the differences between the
two types of administration.

Learning Outcomes
When you have studied this session, you should be able to:
6.1 analyse the relationship between public and private administration.

6.1 Relationship between Public and Private
Administration
There are two different views on the relationship between public and
private administration. One group of thinkers, like Urwick, Follett and
Fayol, are of the view that administration is an indivisible entity, and its
basic principles are applicable equally to all organisations whether public
or private. This view is obviously based on certain clearly observable
similarities in the practice of public and private administration.
In the first place, it is extremely difficult to clearly demarcate the spheres
of the two types of administrative activity. Though the activities
performed by government agencies are defined as public administration,
there are many private agencies which also perform tasks which are
strictly public service or welfare oriented. Conversely, there are many
tasks performed by the government bureaucracy which may be of a
private nature.
Secondly, methods and work procedures may be common to both public
and private administration. Accounting, statistics, office management and
procedures and stock taking are problems of administrative management
common to both public and private administration.
With the continuous expansion of the public sector in industrial
enterprises and the steady growth of public corporations, government has
been drawing heavily upon the business knowledge and expertise of
private administration to run these enterprises. In fact, in many countries,
including India, there is a growing interaction between the public and
private sectors. In India candidates from private establishments have
often been recruited to senior administrative positions in the government.
Ever since private enterprises have been developing into huge
administrative giants, with widening network of offices all over the
country, private administration has become as impersonal as public
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administration. Furthermore, the concept of democratic welfare state, the
principles of democratic control, public accountability and popular
checks on administrative behaviour are increasing in all private
organisations.
No matter how important the similarities may be, it cannot be denied that
there still remain fundamental differences between the two. The major
points of difference are in the spheres of uniformity and impartiality,
responsibility, accountability and serviceability. The four main principles
which differentiate public from private administration are:
1. uniformity;
2. external financial control;
3. ministerial responsibility; and
4. marginal return.
The popular idea of public administration is that it is bureaucratic,
characterised by red-tapism, inefficiency and inertia, whereas private
administration is efficient and businesslike. The following are the
differences between the two types of administration.

6.1.1 Political Direction or Ministerial Responsibility
Unlike private administration, public administration is subjected to
political direction in most policy matters. It is the ministers who lay down
broad policy outlines under which the bureaucrat has to implement the
policy. Operational autonomy is however granted to a great extent to
public administrators who are not responsible for their actions to the
legislature. It is the ministers who represent their department in the
legislature that are held responsible for all acts of omission and
commission of their administrative juniors to parliament.

6.1.2 Profit Motive or Marginal Return
Public administration is service oriented and profit making is not its
goal. A businessman will never undertake a venture which is not likely to
yield any profit to him. In public administration, there is no correlation
between income and expenditure, since most government departments are
spending departments and even in the so-called revenue-producing
departments, the primary motive is always public service. Public utility
services of the government of India often run at a loss, yet the
government is duty-bound to spend on them.

6.1.3 Social Necessity
Public administration caters for social needs and public utilities. For
example, it maintains railways to facilitate movement of goods and
passengers; the post and telegraph network facilitates communication;
hospitals and dispensaries are meant to provide medical aid and public
health services to the people. The scope of private administration is
narrower. It is mostly concerned with providing marketable consumer
goods to the public, catering to the economic needs of citizens. Besides,
the nature of some of the government services is so wide, comprehensive
and expensive that no private administration can undertake them, e.g.,
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maintaining a vast network of police, army, railways or post and
telegraph.

6.1.4 Public Responsibility
The public administrators are trained and duty-bound to respect the
wishes of the public and cater to their needs. in the words of Appleby:
“Government administration differs from all other administrative work by
virtue of its public nature, the way in which it is subject to public scrutiny
and outcry.” Private administration has no such obligation; its main
objective is to secure its own ends.

6.1.5 Uniformity of Treatment
Public administration should be consistent in procedure and uniform in its
public dealings. This principle is more applicable to public administration
than the other, because the former is mostly regulated by common and
uniform laws and regulations. Public administration is subject to the
principle of external financial control. Government revenues are
controlled by the people’s representatives through the legislature. In
private administration finances are not controlled by any outside agency.

6.1.6 Conformity to Laws and Regulations
Ultra-vires Something that
is beyond one’s legal power.

The public administrators cannot do anything contrary to or in excess of
legal power. It has to function within the legal framework, it can never
break the law. If it does so, its actions can be declared invalid or ultravires by the courts. Private administration has no such responsibility.
In a private enterprise management has to be efficient if it is to prosper. It
needs to understand the techniques of business and the characteristics of
the market to maintain a high level of efficiency in terms of output. This
involves not only a mastery of certain technical aids to management but
also a deep understanding of human factors in obtaining the maximum
cooperation of the employees in achieving the firm’s objectives. In public
organisations there is tendency for the professional heads to concentrate
upon their personal relations with and responsibilities towards their
political chiefs, leaving the managerial processes as far as possible to be
embodied in internal rules and regulations so that the departments work
more or less automatically through the agency of lower officials who
themselves are often neither properly equipped nor sufficiently aware of
the needs of management. The result too often is that public management
conforms to routine and is largely taken for granted.
Notwithstanding the differences, it must be admitted that there are many
similarities between the two types of administration. Both require more or
less the same administrative skills to deal with problems of organisation,
finance and personnel. Administration of government corporations and
other revenue-producing departments like the railways and postal
services is usually carried on business lines. Both types of organisation
try to maintain good and friendly relations with the public. They find
their most difficult management problems in promoting harmonious
relations between headquarters and field, in reconciling operational
autonomy and overall control and in keeping delays and red-tape at a
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minimum. The city manager plan of municipal government is an
adaptation from business administration. In actual administration there is
often a greater difference between small and large organisations than
between public and private ones. As a matter of fact, governmental
administration should be compared to the corporate form of business
administration and not to the non-corporate of individual form of private
organisation.
Therefore many would agree with the conclusions of Fayol and Urwick:
“We are no longer confronted with several administration functions in
different environments. But despite that, differences between the two
have narrowed down considerably.”
The generalisations which distinguish public administration from private
administration, like special care for equality of treatment, legal
authorisation and responsibility for action, public justification or
justifiability of decisions, financial probity and meticulousness, and so
forth are of very limited applicability. In fact, public and private
administrations are the two species of the same genus. But they have
special values and techniques of their own, which give to each, their
distinctive character.

Study Session Summary

Summary

In this Study Session, we examined the two types of administration, their
similarities and differences. We aobserved that we are no longer
confronted with several administrative sciences but with one which can
be applied equally well to public and private affairs.

Assessment

Assignment
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1. What are the relationships between public and private administration?
2. Discuss the differences between public and private administration.
3. List the leadership roles of an administration.
4. What are the functions of an administrator?
5. What are the characteristics of an executive’s job?
6. What are the administrative functions of a social agency (public or
private)?
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Study Session 7

Board and Committee Functions
Introduction
In this Study Session, we will discuss the purposes of forming a board
and creating a committee in a public or private social agency. We will
also discuss methods utilised by the board to perform the functions of the
agency.

Learning Outcomes
When you have studied this session, you should be able to:
7.1 identify the three primary purposes of a board.
7.2 highlight the functions of the board.
7.3 enumerate the methods boards use to carry out their functions.
7.4 explain why committees are created.

7.1 Purpose of Boards
Board The A board” is a
body of elected or appointed
members who jointly oversee
the activities of a company or
organization. Its often refers
to as A board of directors.
Other names include board of
governors, board of
managers, board of regents,
board of trustees, and board
of visitors.

In general, the three primary purposes of boards are as follows:
A. To bring about citizen participation in the work of an agency:
This creates public confidence and acceptance, which, in turn,
assists the agency with its public relations, to assure effective
administration of the agency. Although boards delegate the dayto-day responsibility of administration to the executive director,
they are ultimately responsible for agency performance.
B. To lend continuity to the agency performance falls upon the:
i. Executive Director
ii. Board of Directors.
C. In addition to assuring the effective administration of the agency,
the board has other primary purposes. The two remaining
purposes of boards are:
i. Improving public relations between the agency and the
community and providing continuity to the work of the
agency.
ii. Providing joint descriptions for each employee in the agency
and serving as a disciplinary body when an employee fails to
perform their duties in accordance with their job description
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7.2 Functions of the Board
In order to fulfil the three purposes just described, boards perform the
following functions for their agencies:
1. Establish general policies and services;
2. Oversee the operation of the agency;
3. Help raise funds;
4. Validate agency services;
5. Improve agency public relations by:
a. Interpreting the work of the agency to the community, and
b. Interpreting community attitudes and problems to staff
members and planning groups.
Boards use different methods when performing their functions. First, in
order to perform the function of establishing general policies and
services, boards:
1. Review and advice concerning statements of proposed policies
and plans;
2. Approve basic policy documents;
3. Make ongoing policy decisions (that is, policies that affect the
future);
4. Approve plans to establish new services and adapt existing ones.
Therefore, the board utilises methods such as reviewing, advising, and
approving basic and present policies and plans, and approving decisions
regarding future policies when performing the function of establishing
agency policies and services.
In order to perform their second function of overseeing the operation of
the agency, boards use such methods as:
1. Appointing the senior executive (executive director), and major
committees;
2. Approving the appointment of associate executives
3. Authorising, approving, and adopting budgets and other
important plans.
4. Investing and safeguarding capital funds.
In performing their function of fund raising, board representatives, as
well as agency executives, negotiate financial allocations with funding
agencies. Agency services are validated by board members as they lend
their personal prestige by participating in the work of the agency and by
commending its work to community leaders.
Improving agency public relations is the final board function. Through
their personal contacts and the public relations plans they approve, board
members interpret the agency’s purposes and services to community
leaders as well as interpret community attitudes and problems of agency
personnel and planning groups.
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7.3 Committees
Committee A group of
people officially chosen from a
larger group to perform a
function, such as
investigating, considering,
reporting, or act on a matter.

Committees are created by and are responsible to some authoritative
individual or group of individuals. In human services agencies, the board
makes the most extensive use of committees to help fulfill its functions
while the executive director only rarely appoints a committee to solve a
specific problem or work on some specific activity that is too large or
complex to be accomplished by one or more associate executives and/or
staff members. There is, however, one exception to this general rule;
namely, the large agency that frequently needs ad-hoc committees to
solve specific problems! Some agencies and often health and welfare
councils are organised in this fashion.
Committees are ordinarily related to the basic functions of the agency,
and should be established only when there is a specific responsibility to
be carried. Committees are, therefore, groups established to carry specific
responsibilities for the agency. In human services agencies committees
are appointed to carry out three major functions:
1. Explore problems;
2. Develop plans; and
3. Formulate recommendations.

Study Session Summary

Summary

In this Study Session, we described the functions of the board and
committee. We noted that an indication of board of directors to many
human service agencies may serve as communications and public
relations vehicles and they may help maintain community-agency
interactions.

Assessment
1. What are the three primary purposes of a board?
2. List the functions of a board?
3. Why are committees created?
Assignment
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Study Session 8

Evaluation in Administration
Introduction
In this Study Session, we will explore the concept of evaluation. We will
also examine the distinctions between measures of effectiveness.

Learning Outcomes
When you have studied this session, you should be able to:
8.1 explain the concept of evaluation
8.2 present the rationale for evaluation in administration.
8.3 point out the distinction between measures of effectiveness

8.1 The Concept of Evaluation in Administration
Evaluation A systematic
determination of subject’s
merit, worth and significance,
using criteria governed by a
set of standard.

One of the most difficult problems facing administrators of human
service agencies is determining if their agency is accomplishing what it is
set out to do. Since human service agencies are frequently placed in the
situation of requesting continued support for their programmes, those
responsible for the agency must evaluate the results. Competent
evaluation can provide administrators with objective information relating
to the effects of past and present programmes or relating the redesign of
the present programmes.
Wholey points out that evaluation has several distinguishing
characteristics relating to focus, methodology, and function. The
following operational definition clarifies these characteristics.
A. Assesses the effectiveness of an on-going programme in achieving
its objectives.
B. Relies on the principles of research design to distinguish between
the effects of a programme from those of other forces working in a
situation.
C. Aims at programme improvement through a modification of
current operations.
Thus, the function of evaluation is to provide feedback for results to
decisions. It is the activity that links programme operations, to planning
and programming, and its findings can be used to modify current
operations and to plan future programmes and policies.
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Since the provision of effective services is the central reason for the
existence of human service agencies, it is necessary that some attempt be
made to determine the effectiveness of these services. Evaluation
therefore becomes a central tool in the decision making process of an
agency.

8.2 Reasons for Evaluation
In discussing the reasons for evaluation, it is important to remember that
evaluation is a continuous process-it goes on all the time in all parts of
the organisation.
The key reasons for evaluation are as follows:
1. Evaluation is essential to ascertaining the extent to which the
objectives of the agency are being achieves.
2. Critical evaluation is an objective and systematic means of
improving a service.
3. Evaluation is a form of social accountability required by all
funding sources and the taxpayer or contributor at large.

8.3 Types of Evaluation
Evaluation studies can usually be differentiated on the basis of measures
of efficiency or effectiveness. Evaluations of effectiveness refer to the
ultimate influence of a programme upon a target population (that is
whether or not the programme is fulfilling its goals.
Measures of efficiency are concerned with evaluating alternative methods
in terms of costs-in money, time, personnel, and public convenience.
Evaluations of efficiency answer questions such as, Is there any better
way to attain the same results? Generally, evaluations of a human service
agency will include measures, efficiency and effectiveness.

8.4 Evaluating a Human Service Agency
There are several specialised types of evaluation that measure the
efficiency and effectiveness of human service agency. Two types of
evaluation studies that measure the efficiency of a human services agency
are:
a. task analysis, and
b. time-cost study.
The task analysis approach focuses on an assessment of the tasks a
worker performs to determine how a worker spends their time. The
results will indicate whether there is any need for reassigning tasks so
that workers will be spending most of their time on tasks that have been
shown to be most important. For example, in analysing tasks, a group of
workers might be asked to indicate how frequently each of their tasks is
performed, and whether or not they think that someone else could
perform any of them. The worker’s supervisors would then also be asked
whether they thought someone else could perform each task listed. The
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results of the study would be used to determine the essential tasks of the
worker and would provide a basis for reassigning them.
The second type of evaluation study that measures the efficiency of a
human service agency is the time-cost study. This type of study relates
the time spent on various services and tasks to financial costs. In other
words, a time-cost study determines how closely the costs for various
services and tasks parallel the time spent on them. The results of these
studies can provide a more adequate basis for determining how agency
resources of time and money can be most productively and efficiently
distributed.
In addition to measures of efficiency, evaluations of a human services
agency must also measure effectiveness - what is the ultimate influence
of the agency upon its target population? There are at least.
Two types of evaluation studies that measure the effectiveness of a
human services agency:
1. The community-survey evaluate how agency services are delivered
to the community and measure whether there is any need to
redesign present methods of service delivery. Generally, these
surveys are conducted by a team of visiting consultants in
cooperation with the agency or planning stall in the larger agency.
In the past, the results of these surveys have been helpful primarily
in stimulating self examination by agencies.
2. The second type of evaluation study that measures the effectiveness of
a human services agency is the agency self-study. This type of
study evaluates the agency itself using a number of predetermined
criteria or characteristics. Although the self-study is primarily
intended to measure the effectiveness and efficiency criteria in
order to adequately evaluate the entire agency.
Examples of criteria that might be used to measure effectiveness would
include:
1. How representative is the board of directors of the membership?
2. How effective are community relationships with other agencies?
3. How effective are agency public relations?
4. How effective is the volunteer service of the agency?
Evaluating a human service programme- Before discussing the types of
evaluation used in a human service programme, a distinction should be
made between such a programme and a human service project. In this
lesson, a human service programme is defined as a subdivision of the
agency which has administrative direction to accomplish a prescribed set
of objectives through the conduct of specified activities. For example, in
a welfare agency there would probably be a child welfare programme and
a food stamp programme.
A project is the implementation level of a programme-the level where
resources are used to produce and end product that directly contributes to
the objectives of the programme. For example, a project in a child
welfare programme might be a study of the use of paraprofessionals in
child welfare.
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There are two specialised types of evaluation that are used to assess the
effectiveness of a human service programme:
1. Programme impact evaluation and
2. Programme strategy evaluation.
Programme impact evaluation is an assessment of the relative
effectiveness of two or more programmes in meeting common objectives.
The primary purpose of programme impact evaluation is to assist
administrators in reaching decisions on funding levels or on a possible
redirection of programme. Programme impact evaluation depends on the
definition and measurement of appropriate output variables, such as the
number of clients reached or the impact the programme has on other
programmes. It also depends on the use of appropriate comparison
groups.

Study Session Summary
In this Study Session, we learnt the important distinction between
measures of effectiveness. We also examined how administrative
functions are closely tied to evaluations.
Summary

Assessment
1. What are the functions of evaluation?
2. What are the reasons for evaluation?
3. What are the types of evaluation?
Assignment
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