MODULE 1 Introduction to Educational Management and Planning (PGDE 113)

UNIT ONE: INTRODUCTION TO EDUCATIONAL
MANAGEMENT

INTRODUCTION
WHAT IS MANAGEMENT?

Management is an integral part of any organizatibme survival of any organization is

dependent largely on the quality of managementiorimistrative services available. Adesina
(1990) simply defined management as the organizatimd mobilization of all human and

material resources in a particular system for tti@esvement of identified objectives in the

system. The two key words are ‘human’ and ‘materiais the business of management that
both human and material resources within a systeould be organized and mobilized so
that the objectives of the system can be achievethé¢ fullest. The administration or

management therefore influences the results tocheed, the direction to be pursued and
the priorities to be recognized.

Drucker (1974) sees management as denoting a dunas well as the people who discharge
it. He further regards management as:

> Taking place within a structured organizationatisgtand with prescribed roles.
> Directed towards the attainment of aims and ohjesti
> Achieved through the efforts of other people; and

> Using systems and procedures.

OBJECTIVES

At the end of the unit, you will be able to;

> Explain the meaning and scope of educational manage
> Discuss the traditional concept of management

> Examine and elucidate the schools of managemenighiio— the scientific, the
humanistic or the behavioural approach, the bumadiac approach as well as
delineate the shortcomings in the application a@fséh principles to organizational
management.

THE MEANING AND SCOPE OF EDUCATIONAL MANAGEMENT

It is important to note that both the terms adntiateon and management are used
interchangeably, as the two words bear similar nmeggn The process of administration is
also the same as the process of management.

Education is concerned with the transmission ofsskinowledge, vocation and culture and
this is usually done through teaching, learningeegch and dissemination of the findings for
ultimate utilization. In this view, Bosah (1998) iEneasator et al, pointed out that
Educational Administration should logically involvearranging and using human and
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material resources and performances available dacation, for the transmission of skills,
knowledge, vocation and culture through efficiemadhing, learning, research, its
dissemination and utilization for a better society.

The National Policy on Education, (2004:55) stdited the success of education is hinged on
proper planning, efficient administration and adsquplanning. It further posits that
administration includes organization and structpreprietorship and control, inspection and
supervision.

From the expositions above, Bosah viewed the sobmelucational management not to be
concerned only with teaching/learning process endlassroom but transcends into activities
in the ministry of education, state education cossmoin, political manifestos, policymaking,
planning, supervision and inspection.

TRADITIONAL CONCEPT OF MANAGEMENT

The professionalization of management can be cermidas a phenomenon of the"20
century. The practice of management has been opatsiethousand years ago. The Egyptians
for instance, were known to have developed sopmligtd managerial skills in order to
manage their empire. The task of constructing themids was one of such complex
enterprises that required effective and efficieahagement of human and material resources.

Scholars seem to hold a variety of opinions witlgard to the use of the word
‘administration’ on the one hand and ‘managementtte other. Some of these scholars use
the word administration as indicating a specifiadiion, which enters all tasks involving
supervision of the work of others. It is not comet with the status of those who exercise
this function. Lyridall Urwick also expressed conteat the possible division between
management being seen to apply only to business@afion and (public) administration as
applying to the same functions in public servicetse

A directional perception is that private sectorammgations are managed and the use of the
term “administration” is associated with public ®gcorganization. However, the term
“management” is now used far more widely within theblic sector. This can be seen for
example, following the Plowthen Report in 1961 ke control of public expenditure,
which introduced the idea of management as a deattiwity and top administrators having
responsibility for management efficiency.

Management is viewed as applying to both privatd poblic sector organizations and
administration is interpreted as part of the mansagde process and concerned with the
design and implementation of systems and procedareslp meet stated objectives.

In order to achieve managerial efficiency, Woodrdilson was one of the early thinkers
about profesionalization of administration (Kontzag 1980:55). In his famous essay, “The
Study of Administration”, he felt that the improvent of administrative techniques
depended on scholarly study and learning in theciapeed field of administration. He
further argued earnestly for the inclusion of thedg of administration as a subject fit for
serious treatment by Universities.
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ACTVITY I

1. What is management?

2. Discuss the meaning and scope of educational marerge
3. Discuss the traditional concept of management.

SCIENTIFIC MANAGEMENT

Management in the eighteenth and nineteenth cestwvas not properly mastered by the
then managers who thus resorted to the use of forget things done. It is important to note
that although they were vested with manufacturiaghbiques and skills, the aspect of
management, which required a judicious use, antt@oosf human and material resources to
achieve organizational goals was lacking. Managerherctions were usually improved to
meet needs resulting in various losses being iaduioy businesses, but the complexities of
these factories called for more. Based on this,espaople took up the task venturing into
more organized forms of management. This gavetoighe scientific management thought,
which is adequately represented in the followinlgcted works:

1. The classical organizational thought (Efficiencyvwament 1920 —30) whose major
exponents were Frederick Wilson Taylor, Henri Faydl, T. Emerson, Lyridall
Urwick and Luther Gulick, Max Weber, to mentioneavt

2. The Human Relations School of thought (1930 — 50)se chief exponent was Mary
Parker Follet, and Elton Mayo.

3. The Behaviourist/contemporaries (1960 — presentpsehexponents were Chester
Barnard and Herbert Simon.

1. CLASSICAL ORGANIZATIONAL THOUGHT
)] Scientific And Administrative Management Approach

Frederick Taylor (1856 —1915), the father of theestific management
movement, sought ways to effectively use men irugtdal organizations.
Taylor's background and experience as labourerkci®echanist, foreman,
chief craftsman, and finally Chief engineer reicta his belief that men
could be programmed to be efficient machines. Thg to the scientific
management approach is the concept of man-as-neachin

Taylor and his associates thought that workers vat#d by economics and
limited by physiology, needed constant direction.1B11 Taylor formalized
his ideas in the principles of scientific managetranfollows:

1. A large Daily Task — Each man in the establishmémdh or low,
should be a clearly defined duty task laid out betam. The carefully
circumscribed task should require a full day’s ffo complete.

2. Standard conditions — The workman should be giviamdardized
conditions and appliances to accomplish the tagk eartainty.
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3. High pay for success — High pay should be tied twacessful

completion.
4. Loss in case of failure — Failure should be peealli
5. Expertise in large organizations — As organizatiobecome

increasingly sophisticated, tasks should be madédiffoult as to be
accomplished only by a first rate man.

Taylor and his associates — The human engineergsédc on physical
production, and their time and motion studies sbuggn’s physical limits and
described the fastest method for performing a gtesk:

1. The two hands should begin and end motions simedtasly.

2. Arm movement should be simultaneous and made irosigp and
symmetrical directions.

3. Smooth, continuous hand motions are preferablegag or straight-
ling motions involving sudden changes in direction.

4. Tools materials and controls should be close to ianfiont of the
operator.

5. Tools should be combined whenever possible.

Although Taylor's work had a narrow physiologicatfis and ignored psychological
and sociological variables, he demonstrated thatynabs could be performed more
efficiently. Moreover, according to Drucker (197Zpylor helped the unskilled
worker by improving productivity enough to raiseypat unskilled labour nearly to
that of skilled.

Taylor created the industrial engineer and generaiinphasized that management
should make adequate provision for workers by casaflection and training. He also
asserts that financial benefits should be basedamit.

Most of the principles advocated by him are applieao school administration in
that school administrators ensure that qualifiechdadates are selected for the
teaching job and that teachers are offered prapseivice education to improve on
their performance. Schools also make provisiontHfersupervision of staff.

Although scientific management theory has formedhhsis of modern management,
it has been criticized for the following reasons;

- Over-emphasis on efficiency and productivityhie tletriment of workers

- Man is equated to be matchines and thereby eagmg mechanical
behaviour

- It utilized a carrot and stick model of motivatito motivate workers ie more
work more pay.
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- It has neglected the psychological and motivatidactors that are inherent to
man at work.

1)) Administrative Management Approach or Universal Piinciple Movement

Traditional classical organization thought oftenllexh administrative

management theory or universal principle movemeat initiated by a French
Gentlemen Henri Fayol (1841 — 1925). He was a Frenining engineer and
successful executive who later taught administnatid’he movement
developed concurrently with the scientific managenmaovement. The two
movements essentially belong to the classical namagt theory. The
scientific management movement concentrated on dperational level

(worker) while the Administrative Management apmto@oncentrated on the
top management (managers).

Fayol developed some universal principles that attarized successful
administration and management. These can be appliady organization, be
it industry, education or government. These elemart;

P = Planning

O = Organizing

D = Directing

C = Co-ordinating
C = Controlling
Planning

This is the first step in any administrative fuoecti It involves making
arrangements for the future. It deals on how to tise, personnel and
equipment in future. The future may begin with desgek, month or year.
Plans are made after objectives or goals are keiniAg is usually regarded
as a search for the best method of achieving thesks.

Organizing
The manager decides what jobs would have to bedfiind the duties and
responsibilities attached to each one.

Effective organization implies that the right pemm@re assigned to do the
correct jobs at the appropriate times. Activitidsodd be assigned to
individuals on the basis of their ascertained djgalion, experience and
interests. On the part of the manager, a lot ofl@ns, maturity and objectivity
are required.

Directing

Directing involves giving staff details on how to gbout their jobs. It is not
once for-all-activity but an on-going one. Officdrave to be continually put
on the right path.
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Co-ordinating

This relates to the activities of different unibssane another to ensure that the
different activities are met, to achieve the sgediives. Co-ordination occurs
when the Organization’s numerous activities arempdal, organized, directed
and controlled.

Controlling

It is the measuring and correcting of activitiessabordinates to ensure that
these activities are contributing to the achievenwplanned goals. Ukeje
(1992) pointed out that appraisal, evaluating anmgbesvision are the
administrators tools for controlling, directing aledding.

These elements of management could be seen atiaatgeent

Planning

Organising
Controlling

Directing

Cordinating</

Fayol went further to identify a list of fourteemiriples upon which the
soundness and good working order of an organizatepend (Koontz et al
1980:46).

. Division of work

. Authority and responsibility

. Discipline

. Unity of command

o Unity of direction

o Subordination of Individual interest to generakneist
o Remuneration of personnel

o Centralization of Authority

o Chain of command

. Order

o Equity
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. Stability of tenure of personnel
o Initiative
. Espirit de corps

iif) Bureaucratic Approach

Aderounmu (1981) views bureaucracy as creating latioaship between
functional levels of an organizational hierarchyisl a relationship between
roles rather than between individuals. Organizatictructure is a pyramid of
relationship and authority.

At a period when the workers were being influentedigh degree by the
whims and caprices of the authoritarian indusstalof the scientific
management, Max Weber, a German sociologist save mo@Bureaucratic
Organization. He hoped that well-run bureaucracylddecome fairer, more
impartial, more predictable and in general moreona. According to Weber,
the bureaucracy apparatus would be very imperson@imizing irrational

personal and emotional factors and leaving burediaccpersonal free work,
with a minimum of friction or confusion. Arinze iBnaasatio et al (1998).
Weber developed some characteristics of a bureziorganization.

- A division of labour based on functional speaation.
- A well defined hierarchy of authority.

- Rules and regulations govern the official desisiand conduct of the
employees.

- Officials assume a kind of impersonal relatiopsbi attitude towards
their clients and other officials.

- A system of procedures that guide the activitdéspeople in that
organization.

- Selection and promotion of staff are based ohrtieal competence.

Bureaucratic organization was advanced primarilyincrease fareness and
minimize frustrations and irrationality that mayisar from authoritarian
leaders.

Other notable scholars in the classical organimatidhought arelLuther
Gulick andLyridal Urwick . These two gentlemen synthesized the work of
Taylor, Fayol and Weber.

Taylor emphasized the principles that viewed adsiiation as the co-
ordination of many small tasks so as to accomptisé overall job as
efficiently as possible. Fayol emphasized broadereparation of
administrators so that they would perform their quei functions more
effectively. For Weber, bureaucracy was an attertgpt minimize the
frustrations and irrationality of large organizaisoin which the relationships
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between management and workers were based oridreddf class privilege.
Arinze (1998: 144).

Gulick and Urwick (1937: 13) in answer to the gumst'what is the work of
the Chief Executive?” arrived at the acronym POSERBOIn which each
letter represents an activity essential to the @rdpnctioning of the office;
Planning, Organization, Staffing, Directing, Co-{oating, Reporting and
Budgeting. This administrative process is widelgdign school administration
to deal with the —day to —day problems of the sthoo

Despite the many good aspects of the classicabsdfiotnanagement thoughts
with emphasis on task, process and structure, tiese the greatest the
greatest limitations of not given considerationtiie psychological state of
men at work Again, the rigid insistence with whictany classical thinkers
tend to apply some of the concepts in practice astnoften attacked. These
limitations gave rise to the wave of a new movemeithe human relations

movement.
ACTIVITY I
1. What is the implication of the classical thesrias they relate to the schpool
system?
2. Compare and Analyse the Scientific Managemergrégch and the Administrative
Management Approach.
3. What are the characteristics of a bureaucragjarozation as viewed by  Werber?

2. HUMAN RELATIONS APPROACH

The human relations movement developed in reacgainst the formal tradition of
classical models. Mary Parker Follet (1968-1933)wirote a series of brilliant
papers dealing with the human side of administnabelieved that the fundamental
problem in all organizations was in developing amdintaining dynamic and
harmonious relationships. In addition, she thougat conflict was “not necessarily a
wasteful outbreak of incompatibilities, but a notnpmocess by which socially
valuable differences register themselves for enmafit of all concerned”. Despite
Follet's work, the break through for the human tielass approach occurred in the
Hawthorne plant of the Western Electric Compan@iricago.

Three early experiments were conducted to studyreiation of quality and quantity
of illumination of efficiency”. The first illuminabn experiment was made in three
departments. The level of illumination intensitydach department was increased at
stated intervals. The results revealed that inereas production rates did not
correspond with increases in lightning, illuminatitneld constant. Both groups
showed increases in production rites that wereomy sub stated but also nearly
identical. Finally, in a third experiment, when thghting for the test group was
decreased and that for the control group held eonsthe efficiency of both group
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increased. Furthermore, the production rates iseid#n the test group until the light
became so poor that the worker complained theydcoallonger see what they were
doing.

Two conclusions seemed justifiable: employee outpas not primarily related to
lighting conditions; too many variables had notrbeentrolled in the experiments.
The starting nature of the findings stimulatedHar research at Harvard School of
Business of Etton Mayo, an industrial psychologisid Roethlisberger, a social
psychologist on the effect of physical conditiorfswork on productivity. It was
however, suspected that psychological as well asiplogical factors were also
involved.

Both the Hawthorne plant and the Harvard experisiestealed that:

- Economic incentives is not the only significanbtimator. In fact, non-
economic social sanctions limit the effectivengssamnomic incentives.

- Workers respond to management as members of farmial group, not as
individuals.

- Production levels are limited more by social nsrrof the informal
organization than by physiological capacities.

- Specialization does not necessarily create thet rafficient organization of
the work group.

- Workers use informal organization to protect teelmes against arbitrary
decisions of management.

- Informal social organizations will interact withanagement.

- A narrow span of control is not a prerequisiteff@ctive supervision.
- Informal leaders are often as important as forsnglervision.

- Individuals are active human beings, not passogs in machine.

Human relation approach has been criticized fondpédo soft on the workers to the
detriment of the organization. A great deal of @iten was given to informal aspects
of the organization and there were relatively dittimpact upon the formal

organization.

3. BEHAVIOURAL APPROACH OR THE SOCIAL SCIENCE MOVEMEN T

Due to the fact that the classical and human oelapproaches ignored the impact of
social relations and of formal structure respetyivihe behavioural perspective fused
these approaches and added propositions drawngdsgohology, sociology, political
science, and economics. Such an approach diffens éither behavioural sciences in
its subject matter; worker behaviour in formal arigations.

The pioneer of the behavioural approach to managemas Chester Bernard (1938)
who emphasized the need for a systematic approadhcanceptual scheme of
administrative behaviour. Herbert Simon (1947) edtsd the work of Bernard to talk
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about exchange theory in organizations. He viewaghnizations as exchanging
system where people exchange what they have fot tey want, he also saw
administration as rational decision-making whichstdutes an important function of
the administrator. Max Weber (1910) integrated itisa of bureaucracy in his
inclination towards the scientific movement.

Following the social science movement, a lot of mistrative theories were
advanced among which are;

1. The Theory of Organizational Behaviour

This theory of organizational behaviour seeks tscdbe, understand and
predict human behaviour in an environment of form@anization. A social

system consists of individual who act together simare a mutual relationship
in the same physical condition or environment inadiempt to achieve an
established common goal.

The dynamic interaction of people with varying merslities within an
organizational set up (as in the school systena d®main of social process
theory. Arinze (1998) in Eneasator and Nduka wemther to buttress that
people within an organization have definite rolegé¢rform, and many factors
that interact help to determine precisely what kificoerformance each role
will receive. Each individual must interpret hislecand this interpretation
depends to some extent on what the individual Britgy the role (which
includes the individuals personality). Role perfarme is also affected by the
expectations of the Chief Executive of the orgamraand others who have
some powers to control the situation. Individuaisdtion in an organization in
order to fulfill the needs of the organization atheir own personal needs.
There is therefore a relationship between the llimént of both the
nomothetic and the idiographic needs. Owens (19&lyed behavioural act
as a result of interactions of the social systehatTs to say, social behaviour
results as the individual attempts to cope witheamironment. Needs of an
individual and expectation of the institutions mbgth be thought of as
motives for organizational behaviour.

Organizational (Nomothetic) Dimension
Institution ———» Role——»  Expectati

Social Observed
System Behaviour
Individual — Personality Néed-Disfimn

Person (Idiographic) Dimension
Fig. 1:Model of the organization as a social system (Getzels - Guba Model)
Source: (Getzels J.M. and Guba, E.C. (1975: 41)
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It should be noted that as long as a state of ibguiin exists between the
nomothetic and the idiographic needs, the relatignsvill be satisfactory,

enduring and relatively productive. To the contraxynflicts, discontentment,
low productivity manifest themselves.

Aderouunmu 1988 summarily stated that the schoather comes to the
school environment with professional skills to paie the achievement of
school goals (nomothetic) and in return he is campted for the services
rendered and he interacts with the different irdiial (idiographic) involved
in the organization. The individual worker shape&s fersonal behaviour to
meet the ascribed behaviour of the organization.

A school leader who can motivate his subjects toiea® the goal of the
institution is seen to be satisfying both nomothatid idiographic dimensions
of the school system. One of the greatest chalenfgeing school
administrators is how to effectively motivate teacsh towards improved
productivity.

According to Eneasator (1998), understanding thevawonal basis of people
in organization are based on understanding theraatfi the needs that
motivate the behaviour of people in those orgamimat Motivation is
therefore seen as an intervening variable betweerah needs and behaviour
as shown in figure II;

Human need Motivation Behaviour

\ 4

A 4

Fig. Il

2. The Theory of Human Management in Organization

This was postulated by Douglas McGregor. This thesralso referred to as
Theory X and Y and the theory tries to identify taets of assumptions about
the nature of people. The theorist argued thataghygroach or the way an
administrator deals with his subordinate dependisismwn perception on the
subordinates.

Administrative behaviour that is typical of thedfyis based on the following
assumptions

1. That the average human being has an inherentelisfikvork and will
avoid it if he can.

2. That because of this inherent dislike for work, tpsople must be
forced, controlled, directed and even threatenatbtthe work.

3. The average human being prefers to be directed easavoids
responsibility, has little ambition and wants ségur
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Administrator that is based on theory X will be &@werized by no nonsense,
strongly directive leadership, tight control andygght close supervision.

Conversely, theory Y embraces some very differessumption of human

beings
1. Work is as natural as play if it is satisfying.
2. People will exercise self direction and self cohttowards an

organizational goal if they are committed to thobgectives.

3. Commitment of objectives is a function of the resiassociated with
the achievement.

4. The average human beings learn under proper conditiot only to
accept but to seek responsibility.

5. The capacity to exercise a relatively high degréeintagination,
ingenuity and creativity in the solution of orgaatibnal problems is
widely, not narrowly, distributed in the population

6. Under the conditions of modern industrial life, thietellectual
potentialities of the average human being are palyially utilized.

Theory Y is optimistic, dynamic and flexible wittn @mphasis on direction
and the integration of individual needs with orgational demand.

The administrative implication of theories X andi¥ that managers who
accept either or both theories will utilize the ezdsal ideas of the theory
(theories) in planning their organizational policin formulating their

decisions; and in carrying out other facets of rtlE@ministrative behaviour
(Arinze in Eneasator 1998).

3. System Theory

One of the behavioural approaches to educatiomalrastration is the system
theory. A system according to Ehiametalor (1985%) loa defined as an entity
composed of; a number of parts, the relationshipshese parts and the
attributes of both the parts and the relationsfiipe school system can be
termed a system because of the number of its ghdsielationship of these
parts and the interwoven nature of their functions.

For instance, in the college, there are Caterirggd@mic, Registry and works
departments. Whatever happens to one sub-systectsathe whole system. A
problem arising from the school system may be aggred by first examining
the relevant sub-systems. Also a particular orgdimmal behaviour may
result from the effects of one or more sub-systefrike school system.

System theory helps administrators to be very dedring in mind that a
disruption of a sub-system can damage the entgty This system has the
advantage of dealing with cause and effect. It plgs us on guard against the
strong tendency to ascribe phenomena to a singkatae factor.
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ACTIVITY Il

1. How important is human approach to educatioralagement?

2. Briefly discuss the importance of behavioural prapch to educatioral
management.

3. Distinguish between Theory X and Theory Y inoaganizational set up.

SUMMARY

o In this unit, the meaning and scope of educatianahagement were discussed.
Educational management is not concerned only witictiing/learning process in the
classroom but transcends into other activitieshe ministry of education, state
education commission etc.

. The scientific management movement, universal jpies and the bureaucratic
theories are regarded as the classical school afageament. They focus on
organizations without people, ie emphasis is oRkstggocess and structure without
considering the psychological state of men at wetliman relation approach focus
on people to the detriment of the organization.réag) deal of attention was given to
informal aspect of the organization.

o On the other hand, the social science movementigiged a better understanding
between formal and the informal organization withiset up.

ASSIGNMENT

1. What do you understand by the term educatiomalagement?

2. Compare and contrast the scientific and huméatioas approaches to educational
management.

3. How significant is the behavioural approach twdern educational management?
Write a paragraph on each of the following; Tiyeof Organizational behaviour,
Theory X and Y and the Systems Theory.

5. List the fourteen principles upon which the siness and the good working order of
an organization depend.
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UNIT TWO: HUMAN RESOURCE MANAGEMENT

INTRODUCTION

Human resources constitute a vital vein of any omigion. Formal organization have great
concern for the development, use and interactioresburces, that are necessary to achieve
the organizational goals. The human resource iohad system will include the teachers,
support staff in the school, students, parents,nconity members, the ministry of education
officials, employers of labour and a host of otimterest group. They are the personnel in a
given organization.

In a formal structure, rules and regulations, cewfsstudy, position guides and policies may
be developed but they become significant only wpheaple make use of them. (Morphet,
1959). Administrative activities relating to Peraehin an Organization are referred to as
Personnel plans for and decision about, Persofowlfbr institutional purposes. This entails
the ability of administrators to effectively co-omdte human resources for the
accomplishment of organizational goals.

OBJECTIVES
At the end of the unit, you will be able to
1. Outline the human resource elements and can deémsonnel Administration.

2. Identify the purpose of Personnel department inpteeess of achieving the goals of
the Organization.

3. Identify the role of the Administrator in the rettrment of staff necessary for the
achievement of the goal of the system. The goahgfschool system is to provide the
society with manpower needed for development, andnhance the quality of the
conditions of living of their products.

THE MEANING AND NATURE OF PERSONNEL MANAGEMENT

Human resource management is a basic functioreofmdinagement, as the Manager uses his
capabilities and those of his Subordinates to lgeigs done. The Personnel department is
expected to make the best use of the Personneértéamthe Organization with the ultimate
goal o obtaining the maximum output from the St&fflerounmu and Ehiametalor (1981)
defined personnel administration in the public sthas a process of getting qualified
Personnel to provide Instructional services necgdea the achievement of the goal of the
system. The goal of any school system is to prothéesociety with man-power needed for
development and to enhance the quality of the timmdi of living of their product.

The Personnel department plays several roles irptbeess of achieving the goals of the
schools. The main responsibility is to select aadruit professional qualified staff and
supporting staff. Other areas include, staff dgwelent, staff evaluation, staff orientation and
SO on.
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ROLES OF THE PERSONNEL DEPARTMENT
i) School staff needs and requirements:

The school personnel department asses the neetlse afystem in terms of the
expected involvement of students and the numbeteaéhers needed to staff the
school. This implies deciding the caliber of stadeded in terms of qualification. The
gualification and experiences of worker usuallyedeiine their salaries and other
benefits attached to the status.

The Ministry of Education determines the number guodlity of staff required, but
they are usually assisted by the school manageoskiwbw exactly the numbers on
ground and how many are required to clear the itlefic

ii) Personnel recruitment/employment of staff:

With regard to employment, the personnel departrigetiie first point of contact in
the school system. It involves an elaborate proegbigh include drawing on a pool
of qualified candidates, interviewing and testihgrh with the hope of selecting the
most promising ones among them. They should betselearefully for their ability,
aptitude and characters.

Employment procedures involves completion and sabioim of an application for a
job, interview is scheduled, candidates are asdemseé finally successful candidates
are assigned to schools.

At the selection interview the constituted panres inany aspects to consider. These
include the mental stability, physical fitness mssdional qualifications, wages and
salaries.

(@) Mental stability — The candidates has to posses a stable mind.

(b) Physical fitness— It is important to ascertain that the candidata a social
physical condition and must therefore be subjetdarigorous medical test.

(c) Professional qualifications— The information in the candidates application
form is used in ascertaining his or her experiearu professional training.

(d)  Wages and salaries- The criteria for placing on salary grade leveddd be
clearly stated. The salary structure enables th&kevao know what he is
being paid for the job now and what salary hekisl{i to receive in successive
years.

iii) Staff Development

This simply involves training and re-training o&ft Teacher preparation or training
does not end with pre-service training. It is atoarous process. The teacher must
grow not only in age and experience but also ifgasional knowledge. Educational
planners as viewed by (Ekpo 1995) envisaged thamaiber the efficiency of the pre-
service training to teachers, there would necdgs&e areas of inadequacies.
Training and re-training of workers can serve aelkberate and systematic means of



MODULE 1 Introduction to Educational Management and Planning (PGDE 113)

changing positively the behaviour and attitudes tbé trainees towards the
achievement of organizational goals. Occasionateirvice training programmes
through workshops, seminars, retreats and orgarsaadwich and distance learning
programmes should be encouraged.

The government and authorities of various educatiorstitutions should be able to
sponsor teachers who have served upwards for fhagsyto attend a variety of in-
service programmes, since according to Ndu (198ik) will make for improved
performance as the teacher develops a more posittitade towards his job. The
National Policy on Education (2004: 44) among otévantages of distance learning
programme see it as a long life learning by thoke graduate from school and desire
to update their knowledge and skills in disciplimesourses of their choice for their
continuing professional entrepreneurial developmexderounmu & Ehiametalor
(1981) summarized the purpose of staff developnmeatschool system thus:

)] Correct deficiencies in training
i) Help experienced teachers to develop further tegcsiills.

iif) Make staff members keep abreast of current tremdstheir areas of
specialization

iv) Upgrade their skills to meet the requirement oadministrative position.

Staff Orientation

The term ‘orientation’ or ‘induction’ of teacherseans the introduction of the new
entrants to the teaching profession, with a vievprviding them with information
about the school system, its objectives and goals.

Induction should apply to both newly appointed teis and reassigned teachers or
administrator. An instance is when a teacher issfexred from one school in one
locality to a school in another locality.

At the point of appointment, it is important to neatkie newly recruited to be aware of
the fringe benefit, attached to their work or protility and the procedures for

applying for these benefits. These include; ho8pitasick leave, maternity leave,

annual leave bonus, retirement gratuity, rent adloge, transportation allowance and
insurance against hazard at work. Induction orntaiggon does not only promote

employee’s favourable attitudes towards the orgdiua, it also imbues them with a
sense of belonging.

Staff Promotion

Occupational advancement is one of the major eagieos of workers over a period
of time. Some staff may feel cheated once theyhatgoromoted for certain period of
time.

According to Vroom (1964): in Eneasator and Nduk@9g), expectancy model of
work motivation should be applied for staff pronooti This model of work
motivation postulates that the efforts one put mtrk depends on the value one
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Vi)

vii)

places on the expected reward, and the likelihdad the reward actually will be
received if the effort is made. The implication @wing to Eneasator is that if a
worker feels that he can satisfy his needs withmuiting in any effort, he will not
make any effort. If he discovers that the satisbacof his needs is dependent on the
exertion of a given amount of efforts, he will puthe required efforts. Qualification,
hard work and time limit are the ingredients foompotion.

Staff Retention, Transfers and Termination of Servie

Important to note is that the ability to keep siaftheir jobs and make them want to
stay according to Musaazi (1982) depends on theageanent ability to encourage
workers and persuade them based on the followindefjues; establishing a clear
policy on the principles of fair play, clear chahoécommunication, participation in

decision making, welcoming and encouraging newsaew initiatives.

Transfers on the other hand occur in responseaméed to supply the right kind of
staff. Transfer creates certain roles that spesfiyain behavioural expectations, but
such transfers must be in accordance with the iithgial's personality trait.

As the personnel department is the first pointaftact with the school system, so it
is the last point of contact. There will be a cesdermination of an appointment, if a
staff is found to be disloyal to his employersmneglect his responsibilities.

A teacher’s appointment can be terminated for ¢flewing:
)] Immoral behaviour

i) Commission of felony

iii) Drunkenness

iv) Repeated failure to comply with official directives
V) Physical or mental incapacity

Vi) Continual neglect of duties

Staff Evaluation

The purpose of evaluation in an organization i étp to determine the degree to
which goals are being accomplished and to determihat improvement can be
made. The process of evaluation involves:

i. Determining the desired level of competence.
. Determining the level of competence of evaluation

iii. Relating the competence of the subject of evaloatinthe desired level of
competence.

Evaluation should be a continuous process and dhbel assessed by the Chief
Executives of the Organization or his delegateshéiuld be aimed at improving the
effectiveness of the staff rather than as a me&nsuoishing them. Evaluation if
properly maintained, assist greatly in promotion sthff, since it uncovers the
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particular talents of individuals and helps in digering areas of weakness that need

improvement.

ACTIVITY

1. Outline the human resource elements in an argtonal set up.

2. What are the employment procedures to be comsldéor the recruitment off a
new staff?

3. Differentiate between orientation and induction.

SUMMARY

o Human Resource is made up of all the personnel givan organization. The

personnel department makes effective use of thieseeats in the organization with
the ultimate goal of obtaining the maximum outpatthis unit also, the roles of the
personnel department have been discussed undefoltbeiing; staff needs and
requirement, employment of staff, staff developmesiaff orientation, staff
promotion, transfers, staff retention, terminatzom staff evaluation.

ASSIGNMENT

1. Briefly discuss the steps to be involved in therugment of a new staff in an
organization.

2. Write short notes on the following; staff Retentiofransfers and Termination of
appointments. What are the reasons for terminati@taff appointment?

3. Outline the roles of personnel department and datail explanation on any four.
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UNIT THREE: ORGANIZING RESOURCES FOR EDUCATION:
PHYSICAL, FINANCING RESOURCES AND
BUDGETING IN THE SCHOOL SYSTEM

INTRODUCTION:

There is no controversy in the fact that the edanat system is a system of production. The
school could be viewed as a factory that requiresey, men and material resources to aid
production. The school plant, which refers to thggical facilities available in the school
such as the school site, the buildings and equiperid simply be likened to the capital in
an industrial setting. Just like the school systiself, the school plant need to be adequately
managed in order to ensure both effectiveness tiwteacy of the system. Available funds
allotted for such school management need to beyspent.

OBJECTIVES:
At the end of this unit; you should be able to

i) Indicate, that having appropriate physical fa@étito support the educational efforts
is essential

ii) Discuss the school plant maintenance

iii) Draw attention to possible sources of getting moteysupport the provision of
educational opportunities.

iv) Enable school administrators to appreciate thée o the planning of school plant
and maintenance.

THE SCHOOL PLANT (PHYSICAL FACILITIES):

School plant management is the process of plantanmeet the need of the school for
physical facilities, constructing such facilitiesdakeeping the facilities in good condition so
that they can be put into operation when requicgddaching and learning.

The school plant is the space interpretation of gbleool curriculum. One of the ways in

which curriculum finds its physical expression tgaugh the construction and internal
arrangement of the school plant. An effective sthgant is a controlled environmental

condition which aids the teaching — learning prescaad at the same time protects the
physical well —being of the occupants.

Maintenance of school plant is concerned with kegmgrounds, buildings and equipment in
their original condition of completeness on effiig. Knezevich (1975) has rightly stated
that the time it takes for a building to become it#lly obsolete depends on the quality of
the original construction and materials as well the quality of house keeping and
maintenance.

It is the responsibility of the supervisor and sithool head to formulate the kind of building
operation and maintenance programme that will ektbe useful physical life of buildings
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and equipment. In school maintenance, rehabilitatiwolves the restoration of floors, walls
or ceilings of buildings to their original staté.i$ a process of face lifting, in which split
walls, leaking or blown off roots, falling ceilingbroken windows and cracked floors are
mended and re-decorated for further educational Tkere is close relation between the
quality of custodial services and the need for rtesance.

Kenevich (1975) pointed out, that there is needaf@mlose relationship between the school
curriculum and the school plant. Rehabilitationimprovement on the physical facilities in
the schools should be made for the following reason

i) Out dated school buildings should be replaced fodenn educational purposes

i) A new ‘Openness’ about educational purposes ancepses is gathering momentum.
Value questions are being asked in a greater degnedhan before.

iii) New social, political and educational demands aredimposed on the schools.

iv) Demand for education is increasing especially it launching of the Universal
Basic Education (UBE) in the country.

Okeke (1985) emphasized that the kind of spacdsetincluded in the educational plant
depend ultimately on the school curriculum. If Viieaal, Agriculture, Home economics,
industrial art, Business education etc are parthef educational experiences within the
system, it follows that space for learning in thaseas must be designed. The number of each
kind of space for learning will depend on the sifzschool enrolment.

Coombs (1974) maintains that the school plant planpstarts and ends with the children and
the building are to be designed to satisfy thedelit’s physical and emotional needs.

Okeke (1985) further pointed some steps to be densd in obtaining a new school plant.

i) Analyse the educational needs of the community decide on the future school
programme.
ii) Make a survey of the whole school division to kntive available plants, their

functional condition and how relevant they ard s#lrrying out the educational aims
and objectives.

iii) Select and acquire a site necessary to carry euapproved plan resulting from the
survey.

iv) Develop carefully the educational specification éach facility envisaged in the new
plant, bearing in mind the anticipated economic smalal conditions.

V) Design each separate facility in adherence to dineational specifications.

Vi) Publish tenders, secure bids, award contracts ardup the buildings strictly
according to the approved working drawings.

vii)  Finally, equip the buildings and put them in use.
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ACTIVITY I

1. Make a survey of your school, and outline a#l basic physical facilities within the
environment.

2. What are the steps to be considered in obtamimgw school plant?

FINANCIAL RESOURCES IN THE SCHOOL SYSTEM

The National Policy on Education (2004: 61) seeadatlon as an expensive social service
and requires adequate financial provision from tals of government for successful
implementation of the educational programmes. Eilmtais not free. It has become
abundantly clear that government source alone ¢aneet the country’s educational needs.
The concept of education has a far-reaching firsngiplication for other competing social
services and the ordering of national priorities.

Eresimadu (1996) posits that it has become abdplnezessary to proficiently exploit other
avenues for generating school funds and as we#nalsark on cost saving devices to be
followed by prudent management. These include;

1. School Fees- The serious financial constraints in the facevimfespread demand for
education calls for contribution of beneficiaridsealucation in terms of payment of
fees. It was in this regard that O’. Donogline (1Passert that it would be quite
feasible to specify a period of compulsory educaamd still to charge fees. In this
case, fee is charged on every child that atterfusosc

2. Education Levies— This is a sort of education levies imposed agrgtaxable adult.
This may be referred to us capitation or educatioe.

3. Taxes — In countries like the U.S.A., more funds acctaeeducation from taxes,
income, profit and property taxes have substantatribution to make to education;
others are wealth taxation, and value added taketp supplement government’'s
effort.

4, Endowment Fund — Rich citizens could assist education by meansnoowments.
These are funds made available by individual adiszewho have the resources
especially for the advancement of education.

5. School Commercial Activities — According to Anderson and Dyke (1972),
contended students should be partially self-supgprso that they may develop a
sense of financial responsibility, dignity of lalb@nd an understanding of the cost of
education. A survey conducted in Lagos in 1975 aling to Adesina (1981) showed
that schools make up to half of the total retumtees from such activities as sales of
agricultural products, arts and crafts, raffles &gchools could also raise money from
the sales of uniforms, books, rentage of halls etc.

6. Non Monetary Measure and Cost Saving Devices Schools could receive support
from both internal and external sources such as &E, UNICEF, USAID etc.
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These forms include;
)] Supply of expatriate teachers as well as teacl@agiing materials.
i) Scholarships for studies abroad.

iii) Financing of institutions in co-operation with gowment, communities or
private individuals.

7. Federal Aids — Since the Federal Government has a more powertation ability
and since the oil revenue has boosted its finarstiehgth, a percentage of Federal
Government revenue should be allocated to eacte statthe Federation for
educational purposes.

SCHOOL BUDGETING

Okeke (1981) pointed out that it is one thing tokendunds available to education; it is yet
another thing to spend the money wisely. It is irapeae that the providers of money for
education have to be satisfied that the spenditggimately wise; otherwise if they are not
satisfied, they will refuse to make more money keNdé or else they will specify how the
money should be spent.

Roe (1961) defines educational budget as the rdoslof educational needs into a financial
plan which is interpreted to the public in suchaywhat when formally adopted, it is willing
to support financially and morally for a year perio

Adesina (1981) sees school budget as a plan fanding school system for a given period
and grouped it into three parts

i) Education plan
i) Expenditure plan
iii) Revenue plan

IMPORTANCE OF BUDGET:

Eresimadu in Bosah and Eneasator (1990) positdhbdbllowing points are the importance
and purposes of a budget.

i) The budget helps to project educational progranonéie next one year.
ii) It helps to indicate the main sources of fundsliereducational programme.
iii) It enables variability in prices between one yead ¢he other to be detected for a

particular programme or item.

iv) It guides the school Administrators to disburse osthfunds with reference to
financial regulations.

V) The public is informed through the budget the kiiccducational programme for the
children.
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Vi) It helps the public, individuals and governmentset@luate an academic session’s
programme and to recommend improvements for thewaoig years.

vi)  The knowledge and experience gained in the impléatien of the budget this year,
help in better planning and more effective contnelasure next year and other years.

viii)  The budget shows the contributions individualsaargations local, state and federal
government in the funding of education.

Finally, the success of the school budget shoulditbged by the extent to which its estimates
of receipts and expenditures agree with the ado@bunt received and expended. Under
favourable conditions and in the absence of emergsna well made budget will agree very
closely with the actual figures shown in the anmegbrt.

ACTIVITY I
1. Outline the possible sources of getting monesugaport the school.

2. Design a simple plan of activity within your edtional set up that can genefate
revenue for the school within a given period.

SUMMARY

. This unit focused on how material and financialorgses are organized to achieve
educational objectives. School buildings shouldobenodern design and should be
reflections of the type of learning that goes ornthwi them, Funds available to
education should be spent wisely, to enable theigeos make advance and adequate
plans for better management. Budget controls firmecome and expenditure in the
school system and purposes for budgeting are Igiteld.

ASSIGNMENT
1) Define school plant.

2) What are the sources of funds in an educationalset

3) What is the role of the school administratortie planning of school plant and
maintenance.

REFERENCES

Adesina S. (1981pome Aspects of School Managementagos. Educational Industries
Nigeria, Ltd.

Adesina Segun (199@®ducational Management Enugu. Fourth Dimension Publishing Co.
Ltd.

Combs PH and Manzoon (197#ttacking Rural Poverty. London: John Hopkins
University Press.



MODULE 1 Introduction to Educational Management and Planning (PGDE 113)

Eresimmadu F.N.J. (1996jinance and Cost Concepts in Education”,Dimension of
Educational Planning and Economics of Educatiorgsé® HO.N and Eneasator,
G.O. (Eds), Lagos: Ed — Solid Foundation Publishers

Federal Republic of Nigeria, (2004: 6National Policy on Education Lagos: Federal
Ministry of Education.

Kenezevich S.J.I. (1975\dministration of Public Education: New York: Harper and Row
Publishers.

Okeke Ambrose (1985Administering Education in Nigeria — Problems and Pospects
Ibadan: Heinemann Educational Books (Nigeria) Leait

Roe, WH (1961)School Business ManagemenhNew York: Mac-Graw —Hill Book Co.



MODULE 1 Introduction to Educational Management and Planning (PGDE 113)

UNIT FOUR: LEADERSHIP IN THE SCHOOL SYSTEM

INTRODUCTION

The school system is increasingly challenged witinyncomplex problems. There is a
general outcry that standards of education arenaind morals are flagging. Some blame
the pupils for this apparent decline in educatiod moral values, a thoughtful few think that
they are due to the nature of change in all dioasti Majority blame the teachers for the
woes in our schools. They are not as devoted aditated to the cause of education as their
predecessors. Teachers as a group blame parenttharchildren. They also blame the
government fer unattractive condition of servicad d&or poor physical facilities in the
classroom.

These problems and many more offer too many oppitiets to exert leadership. The school
headmaster or principal or the administrator isveié to be the leader of the school and must
be very effective in his operations. It therefomldws that an effective school leader
translates the educational policies, laws and eguis into practical operational policies.

OBJECTIVES

At the end of this unit; you should be able to

1. Give brief definitions of leadership.

2 Explain the different styles of leadership in adistiation

3. Outline the qualities of a good leader.

4 Identify the role of the school head in achievihg purpose of the school.

DEFINITION OF LEADERSHIP

Leadership is a long standing and widespread tojpagoncern and many people see it from
different perspectives.

Thieraut et al (1977) defined leadership as a wastimulating and motivating subordinates
to accomplish assigned tasks. Although the leagipart of the group, he is distinct from it
and is concerned with guiding, conducting and dingc it. The leader moves the
individual(s) or group(s) within the constraintsitf maximum capabilities to attain certain
specified goals. The responses of the individua(syroup(s) will largely depend upon the
capabilities of the leader.

Adesina (1990) sees an effective leader as theopesho is not only able to make his
subordinates want to do what they have to do, letb aecognizes that they must be
motivated to ensure that the goals and objectiveleninstitutions, organization or system
are met.

Leadership is the behaviour of an individual wherishdirecting and guiding the activities of
the group toward a shared goal (Green field & Andr€1961). According to Ukeje et
(1992), it is an input into organization and invedvinterpersonal influences as one initiates
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structures and acts that result in a consistentttenma of group interaction aimed at
productivity and individual fulfillment.

A satisfactory definition of leadership should aintthe following ideas, influence, group,
situation and goal. The leader most of the timesusfluence as opposed to force. In relation
to educational administration, leadership is the acinfluencing a group of people in a
particular situation towards the achievement obal @r a set of goals. A leader possess the
skill which the group find valuable in attainingetgoals.

QUALITIES (CHARACTERISTICS) OF THE LEADER

It is generally accepted that the quality of leatgy in an organization, be it religious, social,
educational or otherwise affects to a large extemsuccess or failure of that organization.

Qualities of leadership according to Adesina (198@h be categorized under two major
headings — tangible and intangible.

1) Tangible Qualities— They are more obvious and quite easy to evallUakey have to
do with acquired skills — sound educational quedifion, experience on the job, etc.

2) Intangible Qualities — These are less obvious and usually take a lomgyto grasp —
for example the leader’'s imaginative ability, leedéve, consideration for others,
progressiveness, motivation techniques, respeaiiioordinates, good intentions etc.

Again a good leader must be courageous. This igh@physical courage to face external
threats but the courage to expect and accept aisttdailures. He must be able to defend his
actions and protect the interest of his subordmate must believe in his own potentials.

In addition to the above Akabogu (1972) (unpubli§heutlined the qualities of a good leader
(principal) to be thus;

i) Clear knowledge of what the objectives of schoaks @nd of the means for their
attainment.
i) Reasonably good health and physical stamina.

iii) Sympathy, confidence, gregariousness and demofestcapability to work with
people.

iv) Even disposition, sense of humour without intensedmess and temper fuse-ups.
V) More — than average intelligence associated withtatguickness and acuity.

Vi) Orderly life.

vii) Intensive professional training with a social gaheducation.

viii)  Comprehensiveness and flexibility in thinking tdgat with initiativeness and
ambition.

iX) A philosophy of life that leads to action with dedile character
X) Balance between introversion and extroversion.
Xi) Very wide interest.
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Finally, Ukeje et al (1992), pointed that a gooader should have a religious belief and live
a religious life.

ACTIVITY I
1.
2.

Define Leadership
What are the qualities of a good leader.

STYLES OF LEADERSHIP

Leadership style is simply a narrower concept thfdrs to a characteristic way, to which a
leader relates to his subordinates in a workingrenment.

Many models have been used to analyse leadershgs sh order that people would come
out with a statement on the most appropriate striéhe administrator to use in order to be
effective as a leader.

1.

The Authocratic Style

The administrator determines all policies, techagand functions. The sub-ordinates
have little or no freedom to make suggestions. Taey grounded mainly on fear,

threat and force and hence it is labelled negafivee administrator insists on strict

obedience of rules and regulations. He is not pegpao bend procedures to

accommodate even peculiar needs to people.

Workers engage in eye service and neglect theik wohis absence.

Democratic Style

The administrator allows suggestions and groupudsons in which he plays an
active role. No force is used instead every org#iom members see the need for
work to continue based on personnel commitment lnérethe leader is there or not.
Decision making process is participative henceddgrmaocratic style is supportive.

Laissez-Faire Style

This style is a leader-less style. He gives insibns on the task to be performed and
thereafter remained completely passive. The leadi®s®s not worry about —
procedures, nor does he care about rules and teggaThis style usually leaves the
job uncompleted at the end of the day. It allovggeat deal of freedom and the group
remains loosely structured.

Task — Oriented and People —Oriented Style

These models distinguish between consideratioteBks and concern for people.

In task oriented leadership, emphasis is placethemwork with good relations being
incidental. This styles emphasizes the attainmégbals, rules and regulations. It is
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job centered, production centered and boss centdreid style agrees with the
assumptions of Theory X.

In people —oriented style, attention is given te tieeds of people and production is
incidental. His primary aim is to keep sub-ordisateappy and contented. Much
delegation is carried out and there is little orsoaial distance between him and the
staff.

These leadership style singly or in combination mayk best in certain situations,
hence the issue of which is the best may not afise.choice of style will depend on
the goal, the situation and the people involved.

LEADERSHIP TASKS

The specific task areas of leadership would vaoynfrone situation to another. The major
task of all leaders is how to influence the behawiof subordinates so that results of the
system are attained.

Motivation — In the school system, the principal motivatesdtaff by providing immediate
attainable goals toward which the staff should wétk is to ensure that means are provided
for attaining goals set for staff. Another waythsough feedback.

Understanding the Ability of Staff — Since the school system would comprise men and
women of different specializations, it is essenfial the school principal to know the
capabilities and characteristics of each staff.

Job Classification— On entering a system, the new employee woukd tikknow what his
specific tasks are. It is the principal’s task tatom people and position. This should be done
based on specialization and interest areas.

Staff Orientation — After staff have been recruited and assignezlstihool head introduces
them to the system. This minimizes the adjustmeolblpms confronting the staff. The type
of environment in which the new staff finds himsetid the first impression he has in his
early days would go a long way to influence hisébébur and moral within the system.

Staff Development— In the school system four types of staff develept as viewed by
Adesina (1992) can be conceived. It aims at cdngctertain deficiencies which were
known at the time of appointment. It equally enalilee teaching staff to face the challenges
resulting from innovation in the school curriculuNon professional teachers are encouraged
to professionalize while the professionals themeselkcquire higher qualifications for greater
responsibilities and status within the school syste

Staff Supervision and Assessment Supervision helps the new teachers to understand
purposes, responsibilities, and relationships efgasition and the directions of his efforts.
The principal gives clear guidance as to stepshaustand goals of work and makes personal
examination or the work of individual members withstraining relationships.
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In assessing staff, emphasis must be placed onmetiigrements of the position and the
relevance of the staff's contributions to the instbns activities, aspirations and objectives.

ACTIVITY I

1. Outline and explain the leadership styles infanyal organization.

2. What are the administrative tasks of a prindipa school setting?

SUMMARY

o Leadership is the act of influencing a group ofgdeon a particular situation towards

the achievement of a goal or a set of goals. In dbetext of Administration,
leadership is defined as the act of influencingraug of people in a particular
situation towards the achievement of a goal.

. It is generally accepted that the qualities of &xalip affects to a large extent the
success or failure of that organization. Some ¥wedlwn models of leadership styles
which the administrative leader could use are dised. The choice of style will
depend on the goal, the situation and people imeblv

o Finally some of the administrative tasks which lac&t head must develop if he is to
succeed were identified.

ASSIGNMENT
1) Define leadership in the context of educational imgstration.

2) Discuss the implication of the different models leadership styles in the school
system.

3) What are the basic functions of a school principal?
4) Outline and describe what makes a good leader.
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UNIT FIVE: MANAGEMENT AND CONTROL
OF EDUCATION IN NIGERIA

INTRODUCTION:

In this Unit, you will learn about the provision dagontrol of education in Nigeria dating

back to the traditional set-up. You will also leatmout the activities of the missionaries and
their interest in dispensing education to the metivAlso explained are the roles of the
colonial masters in the provision of education &ne€ metamorphosis it witnessed in the
hands of regional governments. The involvementefRederal, State, Local Governments,
and private agencies in the control and manageroemtducation in the country is also

explained.

OBJECTIVES:
At the end of this Unit, you will be able to:

0] explain the role of traditional institutions in theanagement of informal education in
Nigeria;
(i) discuss he motives of the missionaries in the gromiof education;

(i) identify the factors leading to the eventual takesroof schools by the Colonial
Masters;

(iv)  appreciate the involvement of the three tier gomemts in the provision of
education; and

(v) assess the contributions of educational agencigginontrol of education.

ORGANISATION AND MANAGEMENT OF TRADITIONAL EDUCATION
SYSTEM IN NIGERIA

Schools as they are known today do not exist ag d in the traditional, pre-colonial
Nigerian society. In those days, everywhere wagsamihg ground for persons who were
expected to learn good social skills, functionatatonal skills and life-long occupations
from their parents and forefathers in order fornthto be able to live peacefully in and
contribute effectively to the general growth of theciety. A good family prides itself of
members who could relate well with others and what&udes and behaviours serve as
shining examples to other members too. The younguya look up to the elderly ones for
guidance and direction on the best forms of behawio

The cultural heritage of the society, which waslgasly guarded by the chiefs and the
elderly, was passed on from generation to generatwery responsible individual of the
society is automatically a teacher. Priests andl@taams combine to play supervisory role in
regulating behaviour and sanctioning wanton violatof societal etiquettes. Children from
good homes are always respected and are scrantblsel harried to while those from bad
ones are excommunicated.
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People learn the occupations of their fathers dnude of their immediate environments.
People are at liberty to identify with any occupatso long as it could help them to maintain
their families and contribute their quota to the@all development of the society. Farming,
hunting, fishing, smithing and hut-making are thmméhant occupations of the traditional
Nigerian society. Since learning skills mostly ifwes practical work, observation was the
main methodology of determining expertise in aipalar trade.

Competition among peers of the same age-gradesen@suraged and initiation ceremony
was often organised to celebrate the graduatidramifing received on specific trades.

A family known for a particular trade always englutbat its members continue to practice
and excel in it by all means. Heredity, thereftmegame vital factor of ensuring continuity of
societal trades from generation to generation. Ale/iamily could be successful fishermen,
farmers and hunters and would still be content.ddeélpng on cultural variations, individuals
who excelled in their trades were normally decatatgth titles to distinguish them from
others. Hard work and family virtues were alwaysamaged on occasions by praise singers
who poured encomiums on persons who rendered giissined service. Failure was often
mocked at as a deterrent for future recurrence.

ACTIVITY I
1. What methods were used in learning trades itrétaitional Nigerian Society?
2. Explain the main factors of the traditional eatimn curriculum

THE MANAGEMENT OF FORMAL (WESTERN-TYPE) EDUCATION IN
NIGERIA

The history of formal education in Nigeria dateslb#o 1842 when the first primary school
was established in Badagri. Gradually, formal etlanabegan to spread in other parts of the
country with Christian missions playing a dominaote. The missionaries’ desire to
participate in the provision of education to théives was not borne out of sheer interest in
educating them but rather to accomplish their ngoal — evangelisation. William Boyd
Edmond King stated that “.... The church undertoaklibsiness of education, not because it
regarded education as good in itself, but becauseind that it could not do its own proper
work without giving its adherents, and especiatydergy, as much of the formal learning as
was required for the study of the sacred writingd #or the performance of their religious
duties”. Because of the limited scope of the misaig education curriculum, the education
they provided came under serious criticism foriffigilto satisfy local needs of having clerks
to work for government administration and commereiaterprises. This necessitated the
colonial administration to take over control of edtion in 1882 after the enactment of the
first education ordinance. The ordinance made pions for the constitution of a General
Board of Education, Local Board for Education aneidup rules and regulations governing
the establishment of schools and the award of gowent grants in aid to such schools. This
move signified government’s intention to take owentrol of schools in Lagos and its
environs.
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The Education ordinance of 1887 laid the foundatbreducational laws in the country. It

made provisions for the constitution of a Boardedfication; the appointment of an inspector
of schools and other education officers, grantsaith to schools and Teacher Training
Institutions, certification of teachers, establigmn of scholarships for secondary and
technical education and empowered Government ta) agpel maintain schools. Other

Ordinances that were enacted later all attemptechpoove upon what were provided for in

the old ones. The regional governments enacted l@wshe '50s to ensure proper

administration of education in their respectiveioag. This bold step was initiated by Chief
Awolowo’s Western region, then followed by Zik's dat'sardauna’s Eastern and Northern
regions respectively.

In the early 1970’s, during the reign of militarginainistrators, a landmark was made in the
area of higher education with the promulgation pbécy, which makes higher education the
sole responsibility of the Federal Government. Tbecept of higher education was seen to
have been limited to University alone as stateevediowed to establish other categories of
higher education like the Colleges of Education #redPolytechnics.

Thus far, we have seen a brief history of the mamamt and control of education in Nigeria
from the traditional set-up to the colonial perioge have also studied the administration of
education under the regional governments and hewé#deral Government finally took over
control. Now, we are going to look at the rolestlod various tiers of governments in the
management of Nigerian education system. But |gitiesnpt this activity before we proceed:

ACTIVITY I
1. What was the primary goal of the missionarietheestablishment of schools?

2. Discuss the steps taken to revolutionise coofrelducation in Nigeria.

THE ROLE OF THE THREE - TIERS OF GOVERNMENTS IN THE
MANAGEMENT AND CONTROL OF EDUCATION IN NIGERIA

Because of the critical nature of education andniigortance in turning around the socio-
political and economic fortunes of the nation,atBninistration has been vested in the hands
of the federal, state and local governments fopgrdormulation and implementation of its
policies. This then makes it imperative for us doK at the role(s) each tier plays and the
various organs (departments) that ensure the &timslof education policies into concrete,
practical terms.

The Federal Government

The federal government considers education asyaivgrortant tool for development and so
has decided to take full responsibility of its adisiration and control. It initiates and
formulates national education policies in Natio@aluncil on Education (N.C.E.) meetings
after receiving inputs from Joint Consultative Coittee on Education (JCCE), which draws
its membership from all educational institutionsd astates in the country. To simplify its
activities, the federal government published a d¥&tl Policy on Education in 1977, which
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was revised in 1981 1989 and 2004 with the sole @fimelping to direct its focus in the
discharge of its educational obligations to itizeis. Taiwo A. etal (1992: 85) posits that the
federal government has drawn up the national paicgducation around the overall national
objectives of achieving national development, iraéign, and unity. “Education in Nigeria is
no more a private enterprise, but a huge Governweriure that has witnessed a progressive
evolution of Government’'s complete and dynamicrieation and active participation. The
Government of Nigeria has adopted education asistnument par excellence for national
development”.

The organ that discharges the Federal Governmesi€sn education is the Federal Ministry
of Education which has its executive head as thdefad Commissioner or Minister.
Appointed by the President, the roles of the Marisbr Education are to: direct and develop
national education policies; initiate policy deorss at federal level and co-ordinate those
initiated at the state level. He serves as thewtow officer of his ministry as he takes final
responsibility for all educational matters. He issaerable only to the president of the
Federal Republic of Nigeria.

The Minister is being assisted by the Permanentefmy (Director —General) who is
expected to be the most senior Director of the Fdddinistry of Education. His position
makes him the most knowledgeable and experienc#tl tst advise the Minister in the
formulation and implementation of education pokcieHe is responsible for the
administration and control of the Ministry, co-ardtion of its activities, general direction of
its policy and other decision — making matters.ddsures that government’s decisions and
policies are carried out to the letter and presidesr the meetings for the Permanent
Secretaries of State Ministries of Education. Urtder is an array of Directors who head the
various departments of the Ministry. Each Direa®rassisted by Deputy Director(s) and
Assistant Directors. Below the Assistant Directigranother range of civil servants including
administrators, professional officers and suppgrttaff who work together as a team to
assist the Minister in education policy formulatemd implementation.

There are many agencies that help the Federal Gmestt to dispense its educational
obligations through the Federal Ministry of Eduoati

These agencies include the Nigerian Educationale@eb and Development Council
(N.E.R.C.), the National Teachers’ Institute (NTe National Commission for Nomadic
Education (N.C.N.E) the Nigeria Universities’ Conssion (N.U.C.), the National
Commission for Colleges of Education (NCCE) and National Board for Technical
Education (NBTE),the Universal Basic Education Cassion (UBEC), among others. All
these agencies help to regulate and control eduncatiNigeria.

Departments of the Federal Ministry of Education

The Federal Ministry of Education has many depantsyevhich work together to actualize
the educational aspirations of the Federal Goveminiet us now look at some of them and
the functions they perform in the Ministry.
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(i)

(ii)

(iif)

(iv)

(v)

(vi)

Administration and Personnel Management Department

It is in charge of the appointment, promotion, giBoe, training, and staff welfare in
the Ministry.

Finance Department

This deals with all the monetary affairs of the Miry including budget proposals,
administration of funds, control of expenditurepaypriation of accounts, payment of
grants, payment and allocation of votes.

Planning, Research and Statistics Department

The task of this department is to provide statistin the registration of teachers and
students; offer planning and projection analysissuee academic programme
monitoring and evaluation and help in the provisidrinformation on the economics

of education and education insurance projects.

Primary and Secondary Education Department

This department deals mainly with various levelsediucation such as primary,
secondary, teacher training, technical, adult eticacurriculum development, and
in-service training. It also controls the admirasivn of unity schools and education
for the gifted and the handicapped.

Post secondary and Higher Education Department

This department ensures the provision of highercagion at the Polytechnics,
Colleges of Education, and university levels. dides with other professional bodies
in discharging its educational duties. Such bodietude the National Board for
Technical Education (which supervises Polytechr@ing Technical Colleges), the
National Commission for Colleges of Education (NGCEnhd the National

Universities Commission (NUC). Others are the J@wonsultative Committee on
Education (J.C.C.E), which deals with certain nratgffecting education in Nigeria
and the National Council on Education (N.C.E.), eithideliberates on emerging
trends, and issues on education and ensures #wadast and quality control in
education are not compromised.

Inspectorate Department

Due to the grassroots nature of its role, the lospate Department has been
decentralized with zonal and area offices estadfisim all zones and states of the
federation. Its role is to ensure quality contmoleducation at primary, Secondary,
post — secondary and technical colleges with a \t@wccomplishing the national
objectives of education.

The Federal Ministry of education does not relyyomnh its internal Departments in
carrying out its assignments as other ancillarynages contribute variously to
promote education in the country. The National Mamgr Board, for example, helps
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the Ministry in the area of conducting surveys oangower needs and development
and makes recommendations for consideration andemgntation; Examination
Bodies such as the West Africa Examination Cou(MAEC), National Teachers’
Institute (N.T.I) and the National Examination Coiin(NECO) assist in the
administration of tests for grading, selection, amditification purposes. The mass
media, which consists of somel government agenaiss, help in he promotion of
education by broadcasting educational and inforeaprogrammes on radio and
television sets. The mass media had been very ssfotan reaching out to the
masses of Nigerian society by keeping it abreatt thie development in and around

the world.

ACTIVITY Il

1. Identify the principal officers in the Federalristry of Education and explain their
roles.

2. Discuss the functions of any six (6) Departmeiitthe Federal Ministry of Educatipn
you know.

3. Why did the Federal Government decide to taker akie control of Education |in
Nigeria?

THE STATE GOVERNMENTS AND EDUCATION

Individual states of the federation have their deas that help guide them in the provision

and administration of education. The states ar¢oinesl the powers to finance and fund

education at primary and post primary levels. Tlstablish schools and determine their
closures based on the existing operational proesdustates are also mandated with the
powers to prescribe conditions of service for teashsuch as tenure, retirement, salaries,
fringe benefits, and teachers’ qualification amdséme cases, even their certification.

The education system under state Governments idyuhe State Ministries of Education,
which participate in the formulation of educationmllicies that suit the peculiar needs of
individual states.

The State Ministries also participate in the cdrdrad administration of education at both the
primary and secondary levels with a view to pravideducation to the wider spectrum of the
state populations. Other functions the State Miistof Education perform include planning,
research and development of education at staté; iexpectorate services to maintain and
improve standards; co-ordination of the activibésigencies concerned with the provision of
education in the states such as the State Boaktlotation, the Local Schools Board, the
Local Education Authorities; examinations particlylacertification of primary school
teachers and the establishment of the State Te&dgstration Councils. It also administers
the disbursement of funds provided in the budget.

The Commissioner is the chief executive officetha State Ministry of Education and he is
appointed by the Governor on the confirmation ef House of Assembly. He is responsible
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for the promotion of education in the State thropglicy direction and formulation. He is
answerable to the state Governor and the Stateslbaégyie.

Like the Federal Ministry of Education, the Perman8ecretary or the Director-General is
the next officer to the Commissioner for Educaiiothe state. He is the chief administrative
executive of the Ministry who is responsible foe thaily administration and control of
education in the state. As a seasoned educatiomptimtor, he serves as the Chief Adviser
to the Commissioner on matters of education adtnatien and control in the state.

The State Ministry of Education has a number of @#pents which are headed by
Directors. The functions of State Directors are adtnsimilar to those performed by their
counterparts in the Federal Ministry but in a naepscope since they operate mainly at the
state level.

Due to increased responsibilities in running edocaand its rapid expansion at both the
primary and secondary school levels, the State (howvents, through Ministries of
Education, have decided to establish educationah@gs that will shoulder part of the
responsibilities. Though their functions vary frostate to state, their establishment is
generally considered a healthy development foigtbevth and expansion of education at the
state and local levels. The following are somehefagencies commonly concerned with the
provision and management of education in the states

0] State School Boards

These are intended to perform some of the functioinshe State Ministries of
Education and they are generally responsible facation at post-primary level. The
Boards are charged with the responsibility for #ppointment, promotion, posting,
and discipline of staff. They also ensure and naanguality of instruction in schools
and co-operate with various personnel in the Ingpate Division to achieve this
objective. They also administer the programme aficatonal funds and aid to
institutions that require them and then assist bisimg funds for educational
purposes. The Boards are also required to perfarch sther functions as may be
conferred or imposed on them by the State Goverioreelation to teachers or
institutions of learning:

(i) State Primary Education Board (SPEB)

This is another body established by the State Guowent to chiefly supervise the
dispensation of education at the primary level. Buward liaises with the Local
Government Education Authorities (L.G.E.As) to emesthat primary schools are
established where they are required and that tmeyadequately equipped with
infrastmetural facilities. The Board, in conjunctiwith the L.G.E.As, also deals with
such matters as the provision of guidelines oneftablishment of new schools and
new capital projects; retirement, recruitment aaéhlsorption of teachers; approval
of schemes for the training and re-training of béag and non-teaching staff;
assessment and provision of salaries and allowanice&aff; rendering of advisory
and consultancy services and the promotion of hjuggility education. The Local
Government Education Authorities (L.G.E.As) alsonadster funds from the State
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Governments and may supplement it from local soutoevever, with the advent of

the Universal Basic Education Programmes, the Usale Basic Education

Commission (UBEC) has established Universal BagsiacBtion Boards (UBEBS)

which are to effectively take over the functionstioé erstwhile SPEBS. The State
Primary Education Board (SPEB) is headed by a @Gteairwhile L.G.E.A is headed

by the Education Secretary. Both have staff thaisashem in the discharge of their
responsibilities

ACTIVITY IV

1. Discuss the role of the State Ministry of Ediarain the management and controj of
education.
2. The control of education cannot entirely be pthon Government's shouldgrs.

Identify the relevant educational agencies you kraowl explain their roles in the
management of education in your state.

SUMMARY

o Control of education dates back to the period winaditional form of education was
given. At the period, everybody with special skiflsuld be a teacher and emphasis
was laid more on cultured behaviour and acquisitiblife — long (vocational) skills.
The formal type of education was introduced in ¢bantry by the missionaries who
wanted to train clergymen for the propagation @& gospel. Their curriculum was
limited to few subjects with emphasis on 3 R’s (eg, 'Riting and 'Rithmetic). The
colonial masters found the curriculum used by thissMnaries as inadequate and
they took over the provision of education by introshg more schools and more
teaching subjects. This was envisaged to proviaitrg to the natives that will later
serve as their secretaries, clerks, and administrafficers.

. The regional governments also played significald no the provision and control of
education in the 50’s. Aggressive campaigns prepardao Independence led to the
launching and declaration of free primary educatn leaders of the regional
governments.

o At independence, Federal Government realised thpoitance of education and so
decided to take full responsibility for it. The Feedl Ministry of Education and other
educational agencies are vested with the powensrdwide, promote, and control
education throughout the federation. At state leeehtrol of education is in the
hands of State Ministry of Education, and educatalated agencies such as School
Board, SPEB and the L.G.E.As.

ASSIGNMENT

1. Undertake a study tour of your Local Governmgédtcation Area (L.G.E.A) and
examine how they administer and control primarycadion in the area.
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2. Explain the procedure for the appointment, pridmmo and retirement of post-primary
schoolteachers in your state.
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