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ABSTRACT

The subject mtter of the study 1is concerned with the
structure and Functions of the State Primary Education Boards
(SPEBs) in Nigeria with Kaduna State Primary Education Board
(KSPEB) as a case study. The Kaduna state Primary Education Board
was established undei Edict No. 18 of 1993 and charged with the
management of primary schools in Kaduna state. The machi nery for
effective managenment of this industry nust be properly put in place
to achieve the desired goals. This ts because, proper structural
arrangenent in an organi sation can be used to identify and descri be

the role performance needed for the attainnment of Its goals.

The study adopted the structural Functional nodel as its
theoretical Framework and the hybrid creature nodel of the public
enterprise school. This is because of the cornplenentary role ot
structure and function and the inmportance of using a board to
achieve the desired goal of revitalising the primary education

i ndustry.

The analysis of data were done using Frequencies and sinple
percentages. The mgjor points analysed i ncluded the need for an
organi sation to have a well defined structure, the inportance of a
board, the relationship existing between structure and function and

the need to revitalise the primary school industry.
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The study discovered that, because of its proper structural
setting. the board is succeeding in its functions. However, few
probl ems are plaguing the board viz:

a) Lack of transportation facilities; and

b) Instability of governnment policies
Somereconmendati ons i nclude; maintenance of the present structure,
vehicles should be provided to affected areas to ensure proper

control and supervision- Governnment policies and agencies should

be made st abl e.
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CIHTAPTIER ONI:

At the time of this study (1990-1995) Nigeria was a federation
with thirty (30) Administrative Areas plus Abuja - the Federal
Capital. Throughout Nigeria, development in various facets of the
society - in industry, music, the arts, sciences, education and in
general affairs, have taken place. There is no gainsaying
therefore that, the struggle for the development of a nation is to
call good cducation to our aid. Good education can therefore., he
regarded as a basis of sound development and help for the
individual to develop fully by discovering himself thereby fitting

him adequately into the society in which he lives.

To achieve this, an adequate system of ecducation must be
established. This involves adequate planning, administration and
supervision if the ultimate result is to be achieved. The
educational needs for National Development continue to grow and

change, and these call for adjustment in the educational system,

The primary school svstem is the foundation of education and
if the nation is to move in the right direction in its quest for
educational development, education at this level must be based on
a solid foundation. This solid foundation rests in the first place

on the recognition of a good education system.

In the light of the above, this research has set out to
examine the structures and functions of the State Primarv Education

1



In the liaht of the above, this re-carch bhas zet oul to
examine the structines and Tuyncbions of the tate erimary tducat :on
Boardsin Migeria btaking Kadona State fMrimar v tducation Board az a
case budy.

thriefly, Kaduna Stale was created in 1967 firom the defunct
HovLhern Region and is unfortunately one among the educational iy
backward states in the conmbry. Fresentlv, it is dJdivided into
Lwenty Ehree (23) adminiskralkive areas. These are: Kaduna South,
Kaduna North, Kachin, Kauwruw, Kauwra, cChikun, Lere, lyabi. Giwa,
Birnin-Gwari, Jdaba, Ikara, Soba, Makarfi, .Jema’a., Sabon-Gari
Zar ia, Kagarko, Kajuru, Kuban, Zangon-Katal. Sang= apd finallwy
fhankuy s Jocal govermment o eas,

The ftirat and most important step taken in Lthe process ol

reoraganising education at the lower level i.e. al the primary Jeyvel

wis  based on the report of  one  H. Oldman, in nis, “the
administration of primary education. ! The increase in oupi!

enrollment. which the qgovepmment anbticipate would follow rhe
implementation of t\sl’thy":':.? recommendations and the administration
and financial cowmitments Lhabt would be required Lo suciezz=fulily
prosecute the educaltional programmes especially at the primany
level had led to bthe government of the then Horthern Higeria o
invite Mr. H. Oldman in 1961, He was Lo undertake an enauicys into
the problems of administration and [inance a-sociated with Lhe
development of primary education.

One believes Lhal this is what has equally inforaed Lhe
present administration to e establish not onlv the State Primarsy

Education Boards (SPEBs) but alonag with the Natioial Primary

2



Fducation Commission (YPFC) <o a5 to re uscitsate the fallen

standard of primary eduecatinn in this countr
1.02 Statement of the Probhlem.

Foy the effective and elfficient funetianine of Toyw
areanisation, the operatine admini<strative structures. that is, the
mnits of the sy<tem . charced with <pecific fonctiope to be carried
ont  must he clearly defined and  deseribed interms of  roie

prrformances aceded for the achievement of —=onts,

Tt i aeainst thic harleround that the ,:;_r;'i}' ia gttt =ten ro

anawer the Tollavine LA ERIIE

n) What type of structurat arrancement is the Roard aporating?

h) What are the functions of the Noard?

c) NHow does the structnree inl"llu-llwr- the frunction of the Poard?

d) To equally s<sce the gvelationship hetween the Beard.  the
National Primary Fadveat ion Commi<sion (MPF) anrd the Ministey
of Education in the «state, since theae are agencics: also

copcerned with primary educat ion,

1.0 Aims of the Study.
The succeass of qny areapjisation depenrds oapn efficiepey npd
cffectiveness of it admrnistration and manazement ., YNo! only that

but the type of struectural <etting of the argsnisation matters alot

in the discharge of its functions.



The aim of this study is to explore t'he appropriatencss of

these  Boards ns formal structures for primary Tducation

Administration and how they perform their funciions.

It nlso aims at identifying the problems associated with ¢

the
structural arrangement of the Board and to recommend possible wars

oaf improving primary education in Kaduna state,

1.04 Scope and Limitalions.

The study covers only the Kaduna State Primary Education Board

and some of its subsidiaries and beneficiaries,

The researcher does not in any way pretend to have preoduced a
prescriptive or definitive text material on the subject. The
research is only a study of the structural functional arrangement
of the Board and should be treated as= such by students,

administrators etc.

The research is limited by f(inancial constraint and time
therefore not all the subsidiaries and bhepeficipries were

contacted.

Since the study is a case study, it i< also jimited by the
fact that a generalisation cannot be drawn to cover a wider area in

the country.



1.05 Significance of the Study.

Fducation is a conlinwous process 10 1ife which <hould
normally change in accordance with the nature of the coristy And
the place of primary education in the deve!apment of anv comntiy

cannot bhe over emphasized.

The extent to which the objectives of primary education can be
realised is conditioned by how it is administered amone other
factors. Thus, the poor standard of educaticon in Nigeria todav can
he attributed to the poor management of primary educaticon, Since

it is onv of the impoartant bases npon which «veccess or Tajlure of

the whole educat iona! system in any country fres, this cesearch is
therefore significant., 1t is hoped that it waould assist governmen?t

at atl tevels and primary ecducation administirators to provide
powerful machineries and strategies for the e’ficvient and effective

management of primary education.

It is hoped too that, the research would serve as a zuide ro
present and future policy makers in government: to he awnre of tpe
problem likely to be posed by ill-defined structures and fanciions

of various government parastatals and Boards setl up.

1.06 lypotheses.
The study is based on the following hypotheses:
a) The more bureaucratic in nature an organisation is, the jess

is achieved interms of its objectives;



y)

1.07

i)

An ill-defined structure contributes to low level of objective
achievement while a well defined structure contributes

positively to the achicecvement of objectives.

M () of the Study.

Instruments:

There were two instruments used in the study. The first being
an eleven (11) closed ended questionnaire and the second being
a fourteen item interview with the Board Secretary and

Assistant Director of School Services.

Study Sample:

The subjects of the study were drawn from three categories of
educationists with specific reasons:

a) The officials of the board since it is the main focus of

the study.

b) Education Secretaries/officials of the local government
education department. These are the direct managers of
primary education programmes at the local government
level in the state. They are presumed therefore, to be
in a position to have ideas and views regarding the
problems that have beset the primary education system and

to be able to suggest possible solutions to them.

c) Headmasters: They were inciuded too because they are key
persons in the execution of education policies at the

6




grassroots level-no matter from which ministiry the policies

originate. Besides, they are always victims of wrono Jovernment
decisions and harsh, ill-thought policies. 1t was thus ascsuned
that they would be in a position Lo contribute positively towalcds
identifying the actual problems militating against the effective
and efficient administration of primary education hased on the

structural arrangement.

iii) Population:
fhe study dealt with the Secretary, Assistant Director. School
services, all heads of Divisions, Education secrﬁtaries*l ared

some selected Headmasters who are beneficiaries of the Board.

iv) Sampling:

To determine Lhe actual persons to respond to the inscruments .,
the population was first stratified, and LChen the candom
sampling technique was unsed. Stratifying the population was
necessary because according to Babbie (19/3), "it.... ensures
a balanced representation of esach category of respondents."3
The random sampling techniques was used tu pick participants
from the various strata or categories in order ko make the
choice truly chance event in which everv member of sach

category had the opportunity of being chozen. (This is

! *Education secretaries stands for other officials of the
Local Government Edocation Department iaterred to in
Chapter four.



i)

.08

especially in the case of Education secretaries and the
licadmasters). Also, the amount of sampiing error associated

with any given sample drawn can casily be computed.

Procedure:

Before the researcher embarked on the research, he collected
a letter of introduction from the Department of Public
Administration, Ahmadu Bello University to the Chairman of the
Board. The questionnaires and interview have been extensively

used,

Treatment of Data:

The responses on the main instrument were collected in their
frequencies. Simple percentage were used as a method of datn
analysis. In addition, the researcher examined the function=!
arrangement by description. This was done aided by the

various literature and opinions of the official concerned.

Definition of Terms.

Primary Education: Formal Education given in an Institution
for children aged between six to eleven
years and above.

Organisation: Systematic arrangements of persons and

materials involved in the
accomplishments of a common task so as to

secure the desired goals.



d)}

e)

.09
a)

b )

d)

e)

Structure: A system with relatively enduring pattern.
Function: Oynamic process within the structure.
Educational Administration: The administrative role ofthe

entire apparatus from the educational institution to the =ub
provincial, provincial and national level entrusted with the

responsibility to plan and implement educational programmes.

Abbreviations

i..G.E.A.: Local Govermnment Education Authority.
P.S.M.B.: Primary Schools Management Board.
P.R.S.: Planning Research and Statistics.
S.P.E.B.: State Primary Education Board.
N.P.E.C.: Mational Primary Education Commission.
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AT IZR T'WO

air

1

TRATURIL RIEV I I5W

This literature review intends to look #t what "structvrn’ apd
what ‘function' are and what writer< have said of <tenetorai-

L8

functional ism.

The place or what Fducational Administration is will he seen
and a look at what organisation is about is necessary, since its
place cannot be overemphasized in a study of this kind, For

structures and functions are not found in a vacuum.
2,01 What is Structure and Function.

Structural-Tunctional analysis, for the past decades has hecn
influcnced profoundly by a group of thinkers from the sociological
discipline. Social scientists who have worked in this traditiorn,

are agreed upon the precise connotations of these terms.

*Structure’ in their usage geperally. refers to "a sot of
relatively stable and patterned relationships of scocial units.”
While by ‘functiong.' they mean those consequence of apy socral
activity which make for the adaptation or adjustment of & given
structure or its component parts. In othei words, ‘structure’
refers to a systemwith relatively enduring pattrras and "function’

refers to the dynamic process within the structire.

Functions involves duties, roles, obltizatians and scciat
exchange which serve to ensure the surviva! ¢f the whole =ociely

11



and its units. As Rad Cliffe Brown states. the definition of
function must relate to the structural units of a society. Thn
functions of each unit is a contribution to the life or the sccizl’

sttructure as a whole.

2.02 Structural-Functionalism.

Various scholars such as Talcott Parsons, Robert Merton
Marvion Levy Jmr., Gabriel aAlmond and David npter2 have used Lhe
structural-functional approach in social anajiysis,.

Instructural-functional ism, social structure is considered as

"any pattern of behaviour which has become a standard feature of a

social syﬁtem."! Structures may be concrete such as government

departments and bureaus, or they may be analylLic that is constiructs,

el
abstracted from concrete reality such as structures of authority.”

All social structures perform some function. in structural -
functional termj'a "function’ involves a pattern of interdependence
between two or more structures, a relationship between variables.
It refers to "any conseqguences of structure in so far as they
affectt other structureson the total system of what they are a
part."5

In social systems research, a one to one relationship hetween
structures and functions should not be assumed: the functional

effects of a particular structure are a wmatler of empirical

research. A solid structure may perform more than one function,

12



and, a function may be performed by more than one structure. The«a

premises allow the structural-functional analysis to obviate the

misconceptions thatl:

a) Strucgures bhaving resemblance to each other in different
envirénmental settings perform similar functions;

b)) The non-appearance of any particular structure implies the
absence of some function(s): or

c) Structures may only be unifunctional in charat:ter."

The place of structural-functionalism therefore, cannot be
overlooked especially in a study of this naturef/hind. For one
focus of this research is the examination of the structural
elements that are Lhe sources of strain and tensions for the
incumbents of educalional position. For inwtance, the manifes:
function of a school boaird is to establish the policies governing
a local-public school syslem and see that they are carvied out.
But a school Board member may seek appointment to the Board as a
stepping stone to higher political office or as an opportunity to
further the interest of a certain segment of the commuinity. Thus,
school-Board membership may have important latent funciions, where
some of the inspectors of schools view the schoal Board as 4 major
block to the effective performance of their ovrofessional
responsibilities (sic). For unprofessional behaviow of the Hoard
may in part be a consequence of latent function of school Board

membership.’



Merton et al (1959) assert that structural functional analysis
needs Lo be applied to the examination of the educational system as
a basic environment of =zocialisation in our society. apart from
the family, the school consbtitutes a socialisation aystem of utmost
importance . és Parsons' has stressed, the fact that, the
elementary school i=s Lhe primary social environment in Lhe latency
phase of the child development and that the secondary school serves
in thi=s capacity during adolescent phase.

Functional analyst have commonly adopted these interconnected

postulates . ’

These postulates hold first that, standardised
social activities or cultural items are functional for the entire
social or cultural system; secondly, that all =much social and
cultural items fulfil sociological functions. and thirdly that
these i1tems are consequently indispensable. nlthough these three
articles of faith are ordinarily seen, yel they are 11 one
another’s company.

Inviewing structural functionalism, we arc made to understand
that , they are a mixed bag. We have empiricist, like Malinowski,
Firth, and Etheir followers, who emphasize Lhe functionalist
tradition aktaching importance only to the obscrvations of ongoing
behaviours and daily activities in society. fhey see these
behaviocurs as connected with the satisfaction ot bio-social and
psychological needs of the actors and their society. while Rad
Cliffe Brown, Meyer Fortes, Max Luckmann and others are structural--
functionalist, they emphasize that functions must be related to the

structure of society. Some other scholar such as Merton R. K.

14



and Talcott Parsons, want to be identified as functional analysts
than structural functionalist. aAs Parsons stated, that the two

concepts "structure’ and ‘function” are not parallel-w

But from
whatever approach or angle, whether from the empiricist,
rationalist and functionalist to structural-functionalism, they are
not mutually opposed. They all deal with society as a whole system

of interrelated or interdependent parts.

Discussing structural-funtionalism further, the concept of
functional prerequisites is often used. The number and kind of

prerequisites depend on the definition of society. Like D. F.

aberle and others“

12

identified nine functional prerequisites while
Talcott Parsons identified four, the A.G.I.L. framework (i.e
Adaptation, Goal-Attainment, integration and Latent Maintenance)
when using his concept of social system which fits both small and
large human groups. His pattern variables is equally important in
the analysis of structure and functions. If they are to be looked

at in conjunction with the classical theorist analysis of structure

by Gullick, Urwick and Graicunian.

Another concept that is usually associated with structural-
functionalism is R.K. Merton’s "manifest functions and latent
functions." Merton states that, "manifest functions refer to those
objective consequences for a specific unit (person, subgroup,
social or cultural system) which contribute to its adjustment or
adaptation and were so intended, the latent functions refers to

unintended and unrecognised consequences of the same order.

15



In summary, this paradigm is based on an analogy between
soccieties and organisms as propounded by Charles Darwin in his work
of natural selection. An organism has a structure made up of
specialised parts. Fach part has a particular function that
contributes to the maintenance of the whole. These parts are
interdependent; each needs the other. That is how it is with
social systems. Every society has a structure made up of
specialised parts. Structural-functionalist; believe that the keys
to social equilibrium are consensus on basic values and rules for
behaviour and cooperation. Structural functionalism will look at
the Board in this case as a small society or micro organism, with

their own structures and functionally interdependent parts.

The basic question for structural-functionalist is, what
functions do different parts (structures) of the system serve (what
do they contribute to the whole) and how do they relate to one
another? And so, many popular beliefs about the value of education
derive from the structural-functionalist paradigm. According to
this view education expanded to meet the need for skilled workers
in an increasingly complex technological society and to meet the

demand for equality of opportunity.

In earlier times, formal schooling was not necessary.
Children could learn all they needed to know by observing their
parents and other adults at work. The, farmers cannot teach their
children to be factory workers, carpenters cannot teach their
children to be Clerks. The creation of new and varied occupations
accounts for the first burst of educational expansion. The growth

16



of bureaucracies and the knowledge explosion explains -the
accaleration of education in recent decades. The expert society
needs people who not only are equipped with basic skills but also
know how to acquire new, and often highly specialised, technical
information. Hence, the expansion of primary, secondary and
university education.

The structural-functionalist further continues that, education
serves democratic ideals. The ultimate goal of an egalitarian
sysktem is a meritocracy - a system in which talents, hardwork and
determination override inherited status. In the social system,
positions are awarded on the basis of merits. Ideally rich and
poor children compete on an equal footing in school. They are
judged by the same standard; awarded educational credentials on the
basis of individual performances, and trade these credentials in
for jobs, income and status. Education thus opens avenues of
social mobility for individuals who might otherwise be excludec
from high position. It locates, trains and motivates the most able
individuals to enter demanding occupation that are important to
society as a whole. This view believes therefore that, everyone

benofits.

2.0% Educational Administration.

Administration can be defined in three different ways, all of
which are, however closely linked. First, from the structural
point of view, administration is defined as an “ensemble” of

organised structures governed by a hierarchy of superordinate
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subordinate relationships within a social system. Secondly.
administration may be defined in functional terms as the locus for
allocating and integrating roles and facilities in order to achieve
the goals of the system. Thirdly. administration can also be
defined from the operational point of view as an ensemble of
concrete operations which are reflected in interactions between
different persons - the efficiency of which are of crucial

importance.

Administration thus, is a social process within the context of
a social system organised to accomplish a certain number of
function's. of which one of the most important is the

implementation of policies decided upon by the political puwers.”

Therefore, if what is mainly required from administration in
the domain of education is the application and concrete
implementation of relevant policies, then it must be said that
administration has a crucial/central place in any educational plan

worthy of the name.

Until very recently, educational administration, as an
activity has been most frequently regarded in common with other
forms of administration as a skill, an art or a craft, proficiency
in which was to be acquired in the solitude of the Headmaster's
study or in the case of the young official, through working closely
with an experienced practitioner. But as a field of study,

educational administration has paid little attention to
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of the history of education.

In a nutshell, Educational administration denotes the
administrative role of the entire apparatus, from educational
institution to the subprovincial, provincial and national level,
which is entrusted with Lhe respopsibility to plan and implement
educalt.ional programmes. Such role includes, dofining the purposes
and goals of certain allocated authority., implementation of
decision, monitoring, budaeting., financial control and so forth. !

We cannot complete Lhe ruvicQ of related literature on
eduycational administralLion without having a look at the factorsthat
gave rise to its practice. even if only briefly.

Foremost among bthese facbtors are those relating to the place
al education in conbtempotary society and ite goverament. Since
education is now accepted as  a  wvital {actor in =social
differentiation and =ocial change; it is an important aspect of
economic planning, and it is increasingly a matter of national and
local political concern.

Another facbtor is that, major administration institutions are
undergoing changes in structure that reflect the new functions they
perform. The education Board is a case in point. There will thus
be an increasingly urgent need to review the relationship between

teachers, administrators, parents and the qgeneral public.



Another factor is the emerqgence of larae scale institutions

bobh sSclwols and colleqges, wilh compiexities of interonal
oraanisakbion and outside relationshipsof ar order diffarent, from
anybthing known befor e, Recent thinkinag at-out educalLlion and the
means by which it 1s provided, conbrolled and developed refiects
Ehe shifts from the industrial socieky of the past Century to the
technological sociely of Loday.

Finally, in addition Lo the rising demands upeon cducationast
administration by the changes in Lhe tasks thov have Lo perform,
there are others that arise from developoonts in the social
SClences. Example. Loconomists interests in education ot as a
factor upon which ceconomic agrowbkh depends bub as an institution
that can be evaluabed in cconomic terms. Polilkical scientishs are
nol left boehind, where Lhote are abundant literature dealing with
part played by prezssure groups in policy formation and execubtion.
Moving into Lhe same areas, but followine thelr own specif o
interests and methods, are socioloaists who ore concerned with Lhe
structures and funckioninag of schools and col legs (See Georqge Baren
and William Taylor., tducational Administration and the Social
sciences, 1969:4).

The practices of the administration of oducation in NMigeria,
have grown from many different rookts. They stowm from the voluntary
schools, the principlesz underlying bthe doveropment of  Locai
Government Education aAudthorities., Lhe domands =31 lTeacher=
Assnciation and also the establislment of various bwairds and

comnission like the SPEBs and MPEC.
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7.04 Organisation.

Available literature abounds on Lhis concept. However, it is

note worthy to be included in this study since structure and
funchbion are found not 1o a vacium.

According Lo Parsons, (1260). an organisation is a avetam
Wwhich., as the attaimment of its goal produces an identifiable
something which can be utilised in some way by another =ystem bthat
is, the output of the organisation is for some other system an

input”

S0 that in the case of  an organisation wikth educational
primacy. it may be a cepbain type of btrained capacity on the par b
al the student:s who huave bheoun subjeched Lo 16 tud luences 1ike timw
case study of Lhis rezearch

Also, organisation can be defined as, a social system that has
an uneguivocal colleclive 1dontibty, an exaclk roster of members, a
programme of acLivibty and procedures. fhe term, social ovabem is
also defined as a set of persons with identitying characteristics
plus a set of relationships established amond these persons by
inl;er.:mt:ior:.ls fhat is to say., organisalbion is a particular kind
of a social system.

For Etzioni, (124%) organisation can be defined based on the

following three criteria:
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a) the division of labour, power and communicabion

responsibilities are deliberately planned with the intention

of realising specific gnals;

) Lhere are one or more power cenbres which control the Lota!l

aorganisation in the pursuib of specific goals; and

c) Lhere is a concern wilh personnel which may be reflected in
such activitiies as recruibtment of members=. removal of unwante«d
members and reallocalion of tasks among membership-“
nérna{d (1939) refers to organisation as a system of

coordinated acltivilies carried out by two or more persans for a

definilte purpose.

I summary., oraantsatbion means a  formallized sntenltional
structure of roles/ftunction. And in any given situakbion, there are

formal and informal organizations.

1. Formal Organisation:
The organisation is tormal when the activilies of people are
consciously coordinated towards a given objective. bt

differently, an orqanisation is formal when persons are:

a) able Lo communicate with one anothed
b) willing to act
c) share a purposeo.



2: Informal Organisation:

This arises oul ol the needs, feelings and interackions of

people ., In otherwords, it is the relationships Lhat axist

between people in Lhe work place but notb daptpedariog on  an

organisation chart.

In this review of literature on organisation, it would be
incomplete if organisational structure is not given a mentiocn.
li-il'tt':(,‘ structure simply means the way some things ace put together,

organisational structine would therefore be said Lo be

Lhe way
aorganisation is organised. Structure, however, is a ey concopt
and 1L i=s Lhe resultl of Jdeliberate decision. The stiructure of an

aordanisation iz Lhe arrangement of people, tasks and abjective..
Structure once esbablished tends Lo be relatively parmanent within
an enviromment, with continuous gradual change or modification.
The changes could occur  at strategic times depending on the
circumstances of the environment or the change of philoscphy of the
enlerprise. The changes could be gradual or rapid depending on the
circunstances. Whatever organisational structure that may be
decided upon, improvement on such structure is always possible and
that could be at any time when or if the need arises.

Although, it is often said that a vood organisational
struclture does not quarantee good performance, yet il should be
noted that poor structure can affect the work ol good managers.
Therefore, in designing structures, it is worthwhile to develop the
organisational structure that enhances performance of not aonly the

top management but that of Lhe lower level supervisors.
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I he chua of organisational structure is on two task thus-

L. differentiation of work

2. Lhe combination of work functions into meaninatul Jobs.
Organisatbtional structure 1= composed of three relationships

which are established between people at workptace, the functions to

bhe performed and the physical factors of the eapvironment. The

relationships are:- responsibility, authority and accountability.

Various arganisational structures have been used since the birth of

scientific management school e.qg functional structure. line and

staff structure, comnittee structure, flat structure, tall

n (See Geeding W. D. for more

structure, matrix structure etc.
details).

According to Leavitt., a basic fact common to an establishedt
organisation is that. it consists of four sectors as suggested by
him which are task, technholoay, structure and people.

Figure 1:

) Structure ]

1 Task i i Technolaggj

} People }
In the same line with Leavitt, Mefarland (i2792) conceptualise

organisation and concludes that:
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@2ach of these sectors covers a broad category of elements
with which managers work in designing and wutilising
organisational structure. He went further to add that,
many difficulties that occur in organisations can be
traced to the fallure of managers to understand the
interrelationships among the four components. So that,
a change in one sector is treated in isolation as though

it had no effects on the others-“

fhe choice of a good structure will depend on the best
combination of these factors and also, one cannot say with any
precision which structure is (the) best. This is because there is
no structure that is suitable for all organisation. As Mcfarland
concluded that, "designing an organisational structure to maximise
efficiency is not the same as designing one for job satisfaction,
and both characteristic are wanted in some degree in the same
organisation; organisation design becomes a matter of reaching
appropriate compromise.

1L is therefore worth noting that, both organisation and
individuals in the organisation do change. Thiz change in
organisation alters prescribed structural relationships and roles
assigned to members.

tooking at the above discourse, one can  discern  an
organisation and so conclude that the Board under study as an
institution has aims and objectives to attain or it is structurally

arranged with speciftic function to perform.
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Classical theorists of organisation like Urwickt and Gullick
have discussed about the importance of structural arranagement of
organisation. S0 also V. A. Graicunian. On the other hand ofF
function(s) Talcobtt Parsons patiern variable adds Lo the existing

relationship between structures and functions in an orqanisatior.

2.0% Theoretical Framework.

A a conceptual framework of itself, the structural -functional
paradigm is the theory adopbed to understand thizs research. This
i because, L’il(—‘ sLudy intends to look at the effects of structure
upon Ffunction. For Lhese are complementary concepts: full
understanding of either depends upon an understanding of the other.

The structure of a social system includes the following:

a) Roles of various types, interconnected by relational OIS
b) Reqgulative norms governing subdgioup roles: and

Cultural wvalue; every social system must solve the four

- 163
o

functional problems outlined by Parsons as follows: pattern

maintenance, adaptation, goal-attaimnment and integration

framework whiclhi can be more explained by his pattern

variables. Structures have functions for system of whiéh they

are a parkt.

Lyndal Urwick in his “"Elements of Administration” (1947)
gquoted Graicunian who said that a well defined siructure of an

arganisation is one in which no superior can supervise directly the
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work of more than five or at most. six subordinates whose work

interlock. And Chis is simply because of the permutations and
combinations of the relationships between them.

For classical theorist like Gullit and Urwick whose werk
dominated public administration in the 19%us., structure was the
Lhing, and what emerges from this classical school was a set of
principles of organisation that were intended to gquide the
administrators in clustering, directing, and coordinating
governmental funcbions and prominent among the principles were
unity of command, authority, span of control apnd so forth, as
discussed in chapter four of this research.

Urwick (1947) states that., the structure ot the organisation
should be such as Lo provide not only lor the activities
immediately neceassary Lo secure Lhe objeck of the undertaking, bub
for the continuation of =zuch activities for the full peiiod of
operation contemplated in its establishment. This 1involves a2
continuous supply of personnel and arrangement for the systematic
improvement of every aspect of operation.

V.A. Graicunas in discussing further about structures in
organisation, demonstrated it mathematically that the increase in
the number of relationships arising from each increase in the
number of subordinates reporbling to the manager . The formula he

used is as follows:
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R = n(2"Mn-1 )20

Whnere (24

i

Number of Relationship=

n = number of subordinates.

.falcott Parsons in his pattern variables identified four variables

that help to explain the functioning/roles discharged in
organisations or social systems. These are:

Universaliam Vs Particularism

Specificity Vs Diffuseness

Affecrtivity Vs nffective Neutrality

Ascription Vi achievement

Self Orientation ¥s Collective Orientatinn-u

In our case, a well defined structure like the Roard, i=
expected to function or discharae roles that tend to be
universalitic, instrumental, specific and achievement oriented.
This patterning or structuring reflects a world of specialisation,
bureaucracy and rationality.

Based on this, the theoretical framework woirks upon the fact
that structure has a relationship to function, s¢ that, a well
defined structure brings out a clear and distinct functioning of
the organisation. fhis approach seeks to clearly specify every
function, rather than leaving the functions diffused and unclear.

Another conceptual framework that cannot be oveirlooked in a
study of this nature is one that is always discussed by public
enterprise specialists, This model ., considersthe voards as a hybrid

creature possessing some of the characteristics of Business
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organisation or private (irm and some of Bureaucratic crganisation

or public agencies.

In its public agency characteristic, the Board is restricted
to specific types of business acltivity defined in the statutes that
create it. So that, they cannot merge, diversify or shift purposes
without legislative action. In other respect, the Board is run
like private business. They use business—type budgets and accounts

and control their own personnel system and payvscales.

In a nutzhell, the Board serves as a hall way house betwesn
"business organisation and Bureaucratic organisation tor the purpose

of achieving its stated qoal.

Business organisations have -~ among other purposes to make
profit/money for Ltheir employees, stock holders, and okher
investors, management normally defines the other goals to be

pursued and the means used.

Bureaucratic organisation (in other words public enterprise)
differs from business organisation in that its success cannot be
measured in financial terms or defined =olely by management

executives.
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CHAPTER THREE

HISTORICAL BACKGROUND

5.01 History of State Primary Education Board in Nigeria.

The history of Lhe evolution of todav’™s State Primary
Education Boards (SPEBs) is nok shrouded in mystery. However, an
attemplt at piecing togelher Lthe origin and antecedents of this
institution did prove herculean.

The researcher straving for a collector = packade was made ©o
comb throuagh tightly woven cobwebs of kEhe past before he couid
retrieve modest materials that could throw come light on  the
institution’s origin. Nloo, looking at the state primary education
Board per se, one will not go so far as it does pot have any long
history. However , being anobther agency enltrusted with the
managemenkt of our primary schools, it is worthwhile .o have a look
at other agyencies that existed before it.

State Primary Education Boards can be |likened to the =mchorl
Board whose struggle dates back to 1962 when the Nigerian Union of
leachers (NUT) asked for uniform conditions of zervice for
Teachers. The HNational Joint Negotiation Commitbttee on Education
chaired by Justice pdefarasin (Rtd) was sebk vp in 1964 to consider
the condition of service for leachers and Lo make recommendations.
As a r‘esult. schoonl boards were created in the Soubthern part of the
country in 1968 only. While in the Northern part, local Fducation

Authorities were formed as a result of H. Oldwan’s report of 1961.2
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Here in the North, the lLocal Education Authorities have been
responsible for the running/management of primary education. Until
1989 under Decree 31 when the National Primary Fducation Commission
was established as a result of the inabilities of the Local
Fducation Authority {L.E.A.) and the school Boards in the South to
run effectively and efficiently the primary schools. Also, it is
the concern of the Government and communities in Nigeria about the
deteriorating quality of primary education in the country that led
to the establishment of the commission (NPEC) and Primary School

Management Boards (PSMB) along side the L.E.As.

By 1991, we saw the demise of the Decree 31 of 1989 along with
all that it established except for the L.E.As. who acquired in full
all the powers and functions of the defunct PSMB under Decrece 3 of
1991 of January 1st. The changes and development that followed the
earlier establishment of NPEC and PSMB died with them and they
nation witnessed an almost collapse of the primary Education
industry. With non payment of Teachers Salaries, Strikes and so

forth all over the Federation.

It was the effort of the Parent/Teachers Associations, eminent
Nigerians, the Nigerian Union of Teachers (NUT) amongst others who
made representation to the Federal! Government on the need to
reestablish NPEC and PSMB so as to save the nation’s primary
Education system from an imminent collapse, that saw to the re-
establishment of these agencies. The NUT had to embark on a nation

wide strike to further buttress its total commitment to its request



for the return of this establishments in the interest of the nation

that saw the birth of SPEDRs.

3.02 National Policy on Education.

Education in Nigeria is no more a private enterprise. but a
huge government venture that has witnessed a progressive evolution
of Government complete and dynamic intervention and active
participation. The federal Government of Nigeria has adopted
education as an instrument par excellence for effecting national
development ., It is only natural then that Government should
clarify the philosophy and objectives that underlie its current
massive investment in education. and spell out in clear and cogent

terms the policies that guide government's educational efforts.

In the Revised Edition of the Naticonal Policy on Education
1989 by the Federal Government of Nigeria, section 3 deals with the

issue in guestion, Therefore, it is summarised thus:

1. Primary education as referred to in this document, is
education given by an institution for children aged normally
6 to 11+. Since the rest of the education system is built
upon it, the primary level is the Kkey to the success or

failure of the whole syvstem.

2. This being the case, the general objective of primary
education is the inculcation of literacy and numeracy, the
study of science the study of social norms, and values of the
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local community and of the country as a whole through civics
and social studies, the giving of health and physical
education, moral and religious education, the encouragement of
aesthetic, creature and musical activities, the teaching of

local crafts and domestic science and agriculture.

Government will see to it that the medium of instruction in
the primary school is initially the mother-tongue or the
language of the immediate community and, at a later stage,

English.

Government will ensure that all schools are equipped properly
to promote sound and effective teaching, and in particular

that suitable textbooks and lihraries are provided for

schools.

Government will do everything possible to discourage the
incidence of dropouts at the primary level of education.
Where, however, this does occur, provision will be made in the
context of education and non-formal education to enable such
dropouts to resume their education later on.

Government welcomes the contribution of voluntary agencies,
communities and private individuals in the establishment of
and management of primary schools alongside those provided by
the state governments as long as they meet the minimum

standards laid down by the Federal Government.
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3.03 Historical Background of State Primary Education Board in

Kaduna State.

As earlier on stated in this chapter, that Kaduna SPEB per sc.,
does not have any long standing history but that the deterioration
of the quality of primary education in the state and the country in
general led to the establishment or birth of such agencies as NPEC.
PSMB and LGEAs through Decree 31 of 1989 with the responsibility of

managing primary education.

By the beginning of 1961, we saw the demise of this decree
along with what it established except for LGEAs who then acquired
all the powvers and functions associated with the defunct PSMB under
Decree 31 of 1991 of January 1st. So that the changes and
development that followed the establishment of NPEC and PSMB dicd
with them and the state, like the entirec nation suffered an almost

collapse of the primary education industry.

In essence, the state primary education board in Kaduna state
was established alongside that of other states in the Federation in
1993 when it was observed that the L.G.E.As were unable to
effectively and efficiently manage or run the primary education

industry.

3.04 Function of State Primary Education Board.

As stated in the "Education Board"” Decree establishing it,
they shall be charged with the following functions:~-
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a)

b)

c)

d)

e)

)

g)

h)

i)

j)

k)

1)
m)

n)

Management of primary schools in the state;

Recruitment, appointment, promotion and discipline of teaching
and non-teaching staff on Grade level 07 and above;

Posting and deployment of staff including inter state
transfers;:

Disbursement of funds provided by it from both Federal and
sState-sources;

Setting up an effective functional supervisor& unit;
Retirement and absorption of teachers;

Undertaking new capital projects;

Responsibility for the approval, training and retraining of
teaching and non-=teaching staff;

Assessment and funding of salaries and allowances of teaching
and non-teaching staff based on the scheme of service drawn up
by the state government;

Ensuring that annual reports are rendered by heads of schools
on teachers appointed to serve under them;

Preparing testimonials and certificate of services for
teaching and non-teaching staff whenever necessary;

Dealing with leave matters including annual vacation;
Ensuring annual auditing of accounts; and

Performing such other function as may be assigned to the Board

by the Commissioner for Education or the Commission (NPEC).

Each Education Board shall establish and maintain a separate
account into which has to be paid and credited all payments
made to it from Federal or state governments or any other

source.
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3.05 Organisational structure of the Board.

As we have seen earlier, what an organisational structure is
all about in chapter two of the literature review, one is only
tempted to say that an organisational structure has the advantage
of providing efficiency in decisions and actions. The hierarchical
levels, the division of work into logical groupings and overlays of
rules and procedures provide for efficient discharge of duties and
provide the form for workers to work as a team towards achieving

the desired organisational goals,

There is also the establishment of formal systems of
communication. Wherein, with appropriate structures, commands,
delegation of authority, institutions and administration of
information needed can flow easily from top to down/bottom. With
each worker knowing whom he reports to and where to take
instructions from. Lateral and Horizontal communication method is

also possible with a good organisational structure.

With all the above advantages of a good organisational
structure, it is pertinent to note that there is no structure that
is most suitable for all organisations. Also different
organisations have different structures quite different from each

other.

It is to be understood too that, there is no ideal/universal
organisation pattern and there is no certain criteria for
evaluating organisational structures. Anyway organisations are
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designed, structural deficiencies are inevitable. While others are
properly designed, others continue to change according to the
trends of the economic environment in which they are designed.

This can be seen in the case in point.

The organisational structure of the Board is no exception to
whatever have been said above. As can be seen from the
organisation of the Board, there is the Board which is composed of
a (12) Board members of which the executive Chairman is a member,

two full-time members and a Secretary.

Below the Board, we have the Executive Chairman, with the two-

full-time members reporting to him.

There is a Public Relation Officer and an Auditor (internal)

who both report to the Executive Chairman.

Apart from the Public Relation Officer, the Internal auditor
and the two full-time members, there are four (4) directors
incharge of Planning Research and Statistics, (PRS), School

services, Personnel! Management and Finance and Supply.

Under the Director of P.R.S5., there are two Assistant
Directors, Physical Planning and Academic Planning. That of
Physical Planning has under him, the Principal Building Inspector,
senior Building Inspector, Architect, Quantity Surveyor and the
technical Officers who report to him. Under the Assistant Director
Academic Planning, we have the Chieflf Education Officer Planning.
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The Director of Planning, Rescarch and Statistics has the
Principal Education Officers Research and Medical Services and
Principal Education Officers Statistics and Computer reporting to

him.

Under School Services, we have Assistant Director School
Services who control the Chief Inspectors of Education, Zonal

Inspectors of Education and the Assistant Chief Education Officer.

While under the Director of Personnel Management, there is an
Assistant Director who control the Chief Personnel Officer-in-
Charge of promotion, discipline and transfer, and also the Chief
Personne]l Officer-in-Charge of appointments and central

administration.

Finally, the Director of Finance and Supply has no assistant,
rather, the Principal Accountants-in-Charge of salaries and that of
other charges. The senior Accountants in charge of Budget, and
final accounts, the senior store Officer and the Cashier reports to

him
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3, Headmasters,

This introduction is aimed at covering those aspectes of the

survey methodology which were not dealt with in the first chapter.

The population of respondent that was randomly selected from

ecach group were as follows:-

1. one hundred and fifty board officers or officials (150)

2. two hundred and fifty Headmasters (250)

L 19 fifty officer«s of the local sovernment educntion department
(50)

The total number of questionnaire distributed out was four
hundred and fifty ovt of which only three hundred and fifty were
returned and u<ed for data analysis.
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As stated earlier on. in chapter one, the researcher used the
interview and questionnaire method. TInterviews were held with the
Secretary to the Board and the Assistant Director of School
Services who helped clarify some issnes that were not cleared by
the Secretary. While the questionnaire desienced for the survey
groups, was mainly structured and coded with the purpose of

measuring the degree of agreement or disagrecment.

The responses on the main instrument were collected in their
frequencies. The simple percentage method of statistical data

analysis was used.

Other materials wused included information obtained from
personal interview, documents from personnel and other records.
The analysis of data is divided into two broad headings because of
the interviews and questionnaire administered. The data dealing
with the interview instruments is classified as that which is based
on personnel policies which include issues such as the composition
of the Board, selection or recruitment, discipline, training and so
forth, since they give us the form or structure of the Board. The
second heading which is based on the questionnaires is classed as
that dealing with the basic principles of struptural-functionalism.
that include, delegation, span of control, system of communication,

and so forth.



4.02 Personnel Principles.

a)

Board Composition:

It is important to know the compoesition of the Board which
gives us an aspect of the structure as indicated in the edict
establishing the Board. Somewhere in chapter three, we
discussed about decree 96 of 1993 which established the
National Primary Education Commission and the State Primary
Education Beards (SPEBs). This decree stated that or
empowered states in the federation to establish through an
Edict SPEB to be known as "Education Board". It is as &
result of this that the then Governor or Military
Administrator of Kaduna State, Colonel Lawal Ja'afru Isah
enacted Edict Number 8 of 1994 establishing the Kaduna State

Primary Education Board which is our case study.

By composition, the Board, is a twelve (12) member Board, with
Dr. Baba Usman as the Executive Chairman with two other full-
time members and a Secretary who was equally appointed by the
Administrator. The remaining nine (9) other members were
drawn from all works of life representing different interests
as in the Edict. But for efficient and effective management
of priﬁary education, the DBoard is empowered to set up
education committees at the local government level and at the
district level. This committees are to have eleven (11}
members each to be headed by a Part-time Chairman. This is to
enhance full participation and adequate representation of all
people to help effectively achieve the goals and objectives

for which the Board was established.
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b}

c)

Since it is an organisation eostabhlished for the purpose of
achieving certain coals. there is the need for cither transfer
or secondment of staff. This bring us to what we found in the

Board on;

Transler and Secondment :

Transfer of service of the employees of state or other
orcanisations may be allowed only if such transfer is in good
faith, that is to sayv, for the interest of =service and should
not be done arbitrarily to bleck the chances of servine
officers from progressine, This although. was not discovered
in the case study. The staff transfer of most of them was
from the defunct manacement Roard. which was an naeency chareed

with this responsibility under a different structure.

On the issue of the condition of staff seconded to the Board,
we discover that, it is the same condition that is obtainable

in other public service that is applicable to them.

The next issue discussed was on staff recruitment since there
cannot be an organisation without staff employed to discharge

the functions expected of the organisation;

f u i £
Recruitment is that process which organisations engaged in by
making themselves attractive to the prospective employees. It

is from the advertisement that organisations give themselves
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d)

that prospective employees will bhe attracted enough to apply

for jobs in such organisations.

It is expccted that vacancy must exist in the Board and the
post must be advertised and potential candidates with the
requisite qualifications invited for interviews. So from our
interview, we discovered that all vacancies which are to be
filled otherwise than by promotion and transfer shall be

advertised in such manner as the board may direct.

We further discovered that, most of the vacancies that ecxisted
in the teaching profession in the primary schools before the
establishment of the board have been filled up now through the
above method. Because, there is alot of employment that was
done by the Board within its short period of stay and primary
schools are now equipped with teachers, if not enough, at

least to a certain level;

Promotion:

Promotion of employees from one step to another or from one
position to another is normally done in order to boost the
morale of such employees to contribute, more so as to achieve

both the individuals and organisation's goals.

However, there are factors that limit the opportunity for
promotion. Initial selection process, classification of jobs,

comparative performance, seniority, examination and trial on
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e)

the job etc. are such factors that affect the measures and

basis for promotion.

Looking at the question of the interview, we discover that the
guiding principles for promotion of both senior and junior
staff of the board is based on both performance and good old
seniority as the civil service reform stipulate. The civil
service rated or weighed performance at 50 per cent, interview
at 30 per cent additional qualification at 15 per cent and
good old seniority S per cent. However performance and
seniority rated high as the bases for the recent promotion
exercise by the Board because when the defunct management
Board was dissolved, most of the teachers who were due for
promotion were not promoted and so the Board on settling down
deemed it fit that the teachers were overdue and so promotion

were effected even without interview,

In promotion, the attainment of higher qualification does not
plgy any significance. This however, does not mean that staff
are not sent for further training. Although the board does
not consider further qualification as a criterion for
promotion but we discover from this research that (759) seven
hundred and fifty nine were advanced based on acquiring the

Nigeria Certificate in Education (NCE);

aini d ve lopme
Good executives look to the future especially in this kind of

organisation where its task is based on long term investment
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and 1s basxed toap o an beildine uap a fature scepcrvation of
leaders. cvery Eind of enterprire haa the reasponsibjlity of
helping to train fhose who have the roquisite potentials to
contribute their full wmeasure to  the mansoement  of  an
enterprise.  This Is the roeason that prompred the rescarcher

to ask whether staff are ment an training,

Tt beeame imperative therefore that since the oducational
myatem e chaneing vear in vear ovt. this aspecet of trainine
st e fakon qopiong, Ag such we discaver thaot the Ronsrpd
ancovrages capecinally the heneficiary ataff nt the primary
schonl level ta go s this tage ”‘."-:t-:mce prooraommes and alse
organises  seminars  and  worvbehops pecessary Tor effjcient

discharge of duties,

But as ohscrved, for the organisation in this rcase the Doard
and the trainees to benefit from such training which form the
hasis or most essential aspect of any training programme, the
method of training and the ability of the management to
understand the arcas and potentials of staff that needs that
training is necessary. FPspecinltty now that we have scieonce

mode!l primnry schools and Nursery schools run by the Board.

Training in this aspect is important. As earlier on mentioned
the bhoard sent it beneficiary teachers on training and not
only its beneficiary teachers we discover that even the staff

of the Board are sent on training to take care of certain




f)

areas. This is so to monitor this aspect of Nursery school

and the science model primary schools introduced now.

Discipline:

It is very natural that where a eroup of people from differcnt
backgrounds come under onc umbrella for a common purpose, to
have some of them at certain times deviating from the path or
norms set for achieving the purposce that bring them together

is sure,.

In such a situvation, it is paramount and expedient that
lecaders of that group promptly act to correct and prevent
crring members from further deviation., Some of the measures
used by the board, as we discover, to correct officers. is in
the issuances of query, suspension. reduction in pay or ronk

and in some cases transfer to other places.

The concept of discipline as its relates to the Board, is part
of its functions in the edict and the Board adheres strictly

to this disciplinary procedures,

To be clear, since the Board operates at the apex, with
education committees at the local and district levels, the
Board acts based on the recommendation of the local government
committee reports while the local government committee acts
based on the district education committee since they are in

direct contact or interaction with the staff of the primary



schools. But as for the staff of the Board. there are various

committees to deal with the junior and senior staff,

The Board applies the state and federal government rules since
it is a part of the state apparatus and it receives

instructions from the state. It is not an autonomous body.

In essence, this personnel principles present a light into the
working of the structure of the Board and in some cases presents
also the functions of the Board as stipulated in the edict. We
shall now look at the basic principles of structural-functionalism

as we have earlier on stated.

4.03 Basic Principles of Structural-Functionalism.

This brings wus to the analysis of data based on the
questionnaires administered to the three category of respondents
earlier on mentioned in this chapter and chapter one. This will be
done based on the hypotheses formulated. Where the first
hypothesis states that:

The more bureaucratic an organisation is, the less is

achieved interms of it objectives.

Since the research is set out to find the degree of agreement
or disagreement of respondent on the hypothesis, we shall see that
the following tables disagree with hypothesis one and therefore, it
is rejected.
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TABLE 4.1.

Whether it Brings Rigidity and Poor Human Relationship.

(e S = T e S e S ey
i
! RESPONSES  FREQUENCY | _PERCENTAGE * |
1 k3
la) Strongly Agree } 20 ; 5.71 “
Iib) Agree i 25 l 7.14 i
fc) Cannot Decide | 30 | 3.58% i
d) Disagree | 200 | 5§7.14 "
'e) Strongly ; t F
| Disagree * 75 i 21.43 |
- — R S
f : 350 j 100 H

L — T —

Source: Personal Research, 1997,

On this factor, we discover that 5,71 per cent strongly agrcee.
7.14 per cent agree, 8.57 per cent cannot decide, 57.134 per cent
disagree and 21.43 per cent stronegly disagree. These varied
responses indicate that there is a high level of disagreement as to
the assumption that hierarchica! system of  structures in
organisation pose or bring about rigidity and poor Thuman
relationship. We can therefore say that, rigidity and poor human
relationship could arise due to the extreme nature of some
officials in the discharge of their duties. For there is nothing
wrong in following laid down rules and guidelines in an
organisation. With proper flow of communication poor human
relationship should not exist as we have discovered in the research

as to its none-existence in the board.

This factor is often associated with hypothesis one as to the
fact that a bureaucratic orgnisation tends to be rigid and is
accompanied by a poor human relationship. From the responses this

ideas is debunked.



TABLE 4.2.

Is There Delay and Red Tapism?

RESPONSES FREQUENCY ' PERCENTAGE %
S A . |
a) Strongly Agree 15 ; 4,29
b) Agree 20 E 5.71
¢) Cannot Decide 35 i 10.00
d) Disagree 205 , 58.57
e) Strongly I ’
Disagree 75 ‘ 21.43 h
| 350 o]

Source: Personal Research, 1997.

From the response, we discover that 4.29 per cent strongly
agree, 5.71 per cent agree, 10 per cent cannot decide, 58.57 per
cent disagree and 21.43 per cent strongly disagree, indicating that
the degree of disagreement is so high and so disproving the
allegation that such hierarchical structure causes delay and red
tapism. Rather than causing delay and red tapism, it allows every

decision to pass from one stage to the other.

The responses prove that, although the Board is hierarchically
arranged interm of its structure it does not cause delay and red
tapism. The idea of the Board as a hybrid between business
organisation and the public bureaucracy is therefore vindicated.
And also it disagreed with hypothesis one as making it achieve less

interms of it objectives.

51



d)

Span_of Control:

This means that the chief Executive or a superior officer
cannot personally control more than a certain number of

subordinates. As a principle of structural-functionalism, it

confirm the theoretical framework, Where in terms of
structure and function, it highlights that a good structure
should have a limited span of control, According to

Graicunian; for an effcctive relationship, the number of
subordinates a superior controls should not be more than five
to six as seen in the theoretical framework. So this promoted
the statement as to no individual should be subject to the

order of more than one immediate supcrior.

TABLE 4.1

An Emplovee Should be Subicect to Order of More than one

me ¢ _Su b
= Fm——— = ==e = N TERe— ——e= = —-;s
“_ RESPONSES FREQUENCY PERCENTAGE % “
a) Strongly Agree 10 2.86 '
b) Agree 25 7.14
c) Cannot Decide 15 4.29
d) Disagree 228 64,29 l
le) Strongly
Disagree 75 21.43
{
350 100 I

Source: Personal Research, 1997.

For accountability and easy assessment or evaluation, it is

pertinent that an employee should not be subject to the order of

more than one superior as the findings will prove.

52



From the table, we can see that, 2,86 per cent strongly agree,
7.14 per cent agree, 4.29 per cent cannot decide, 064.29 disagree
while 21.43 per cent strongly disagree. This proves that the
degree of disagreement cutweighs that of agreement showing that, no
single employce should be subjected to the order of more than one
immediate superior, if for nothing, for effective utilisation of
the individual employee., As carlier on stated, for accountability
and the individual can be held responsible for his actions. With
the bureacratic organisation this is encouraged therefore it
rejects hypothesis one, by disagreeing that an employee should be

subjected to order of wore than one immediate superior.

Group Dynamics:

This is referring to auvthority springing from group rather
than from the top. Though the system theory of organisation
accepts the primary group as an important part of group dynamics,
yet allowing authority to spring from group in a structured
organisation such as the Board will create problem we shall soon
see.

TABLE 4.4

Authority Shon!d Soring from Group than From Top to Down.

. RESPONSES |  FREQUENCY | PERCENTAGE %
a) Strongly Agree 10 2.86
b) Agree 15 4.29
¢) Cannot Decide 25 7.14
d) Disagree 200 57.14
e) Strongly '
Disagree 100 28.357 |
|- - 350 - 10 l

Source: Personal Research, 1997,
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From the table. we discover that 2.86 per ¢cent strongly agreg,
4.29 per cent agree, 7.!4 per cent cannpot decide, 57.14 per cent
disagree while 28.57 per cent strongly disagree. This indicates
that'there is a Lhigh degrec of disagreement as against the level of
agreemcent proving that aillowing authority Lo spring from grovp
rather than from top to down brings probtems such as clash
interest, lack of free flow of information and ineffecti.
communication network syslem. There will also be resistance to
formal authority in the form of slow down of work., ITwpunctuality
and absenteeism. From the research, it proves that the board's
authority springs from top to down and not from groups. Hypotheses
one 18 rejected as a buscaucratic organisation allows for top to

bottom authority taking as against springing from group.

While the sccond hypothesis which states that: an 111-
defined structure contributes to low-level of objectives
achievement while a well-defined structure contributes to
positive achievement of it objectives.

And the following tables show that Dby having a high degree of

agreement to the guestions asked proved that hypothesis two is

accepted.

Delegntion of Duties;

Delegation of duties is so important in any organisation and
hastens the implementation of decisions which in effect affect the
quality of a programme. Authority should be delegated to the

subordinates in the interest of good staff discipline and effective

management .




Proper delegation of duties and authority reduces the work of
the superior officer. and give them more time for management
functions which is likely to enhance productivity. 1[It also ensures
the attainment of goals in the organisation which is typically
exemplified in this case stu&y. Where authority and duty is
delegated from the Board down to the local government education
department down to the district level. This does not mean that
right within the Board, officers do” ' not delegate responsibilities
to their subordinates. It in fact aid. subordinates to grow in the

work experience eventually leading to their promotion.

Delegation as a too! of structural-functionalism, is not used
in isolation. For it is not worthwhile to delegate responsibility
to a subordinate who is incompetent at a level required to operate.
This is where the importance of recruiting the right staff comes in

and given the suitable training.

Delegation of authority however, should not be seen as
abdication of responsibility. There is still a shared
responsibility even though the authority has been delegated
properly, there is the need for control to match accountability,.
But it is wrong to interfere having delegated work with how the job

is to be done.

Looking at this concept of delegation and the nature of the
Board, it became imperative to ask what criteria are used in the
Board while delegating responsibilities or duties and the responses

are tabled as follows:



TABLE 4.5

hich of These Criteria Determine to Whom Duties are

Delegated?

CRITERIA | FREQUENCY PERCENTAGE %

a) Experience 200 i 57.4
b) Qualification 50 r 14,29
c) Friendship - | -
'd)}  Seniority 100 ; 28.57 _
|
| ; |
! {
L A 350 | 100 ]

ource: Personal Research, 1997,

w

From the responses, it shows that 57.14 per cent ranked
experience as the most important criterion used in the Board for
delegation of authority or duties, 14.29 per cent think
gualification, and for friendship, there was no response while
28.57 per <cent indicated that seniority is another important

process after experience.

Experience therefore ranking so high could be said to be an
indicator of competence. However, the researcher observe that too
much emphasis may cause some problem at the expense of seniority
and qualification, But as far as the Board is concern, it is
experience that is the criterion. This shows that hypothesis two
is accepted since a well-defined structure delegate duties to

experience hands.

The next and important factar is:
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System of Communication:

Communication once divorced from any organisational structure
especially the Board, calls for disaster in the discharge of it_
functions, for it _ importance cannot be overemphasized. A good
system of communication enhance good and efficient management where
workers feel involved in the day to day running of the
organisation. A question as to which system of communication is

used in the Board was asked.

FTARLE 4.6

Which System of Communication is Used in the Board?

=== T

-~

SYSTEM OF : FREQUENCY PERCENTAGE %
| COMMUNICATION !
[ 1. Meetings 100 28.57 |
2. Circular 225 64.29
3. Friendly/verbal 25 7.14

discussion

350 100

TSR TR EEETT—p=Y

Source: Personal Research, 1997.

The data gathered is self explanatory as we discover that,
28.57 per cent indicated that meetings are other ways of
communication while 64.29 per cent respondent indicated that
circular is another means/system of communication while only 7.14
per cent indicated as to communication through verbal/friendly
discussion. Therefore we can now say that circular is the most

effective means or way of communication in the board.

N
<3



As a formal organisation, the Board communicates faster
through circular as not every subordinate is likely to attend every
meeting and this improves efficiency. But excessive adherence to
the formal procedure (circular) without considering the informal
may not be in the best interest of the functions performed. For
alot can also be derived from the other methods of communication

such as face-to-face and oral communication.

Hierarchy:

Is another basic principle. This principle simply means the
control of the lower from the higher. It separates superior from
subordinate; on the basis of this;: remuneration for work is
dispensed, authority 1is recognised, privileges allotted and

promotions awarded.

This prompted a six question items on the factor of hierarchy
and how they affect a structure and its function in this case the
Board. Looking at these factors one can see that they touch on the

issue of the first hypothesis and the second.
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TABLE 4.7

There is Complete Unityv of Purpose and Responsibilityv.

| _ RESPONSES | FREQUENCY | PERCENTAGE % {
a) Strongly Agree 125 , 35.71 f
b) Agree 200 ' 57.14
c}) Cannot Decide 25 T 14
d) Disagree - -
e} Strongly
Disagree - -
\ 350 _ 100

Source: Personal Research, 1997,

This table indicates that 35.71 per cent strongly agree that
hierarchical system of a structure secures a complete unity of
purpose and responsibility while 57.14 per cent only agree and 7.14
per cent cannot decide. We can deduce from this table that, there
is an agreement as to its securing complete unity of purpose and
responsibility so that, we can have a good network of
communication from up to down and that every one knows what he is
supposed to do. This is practically proven in the organogram of
the Board. Also as hypothesis two is accepted, because it is only
a well-defined structure that secures a complete unit of purposes

and responsibility with the degree of agreement being high.
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TABLE 4.8.

It Enables Various Centres of Decision _and Control.

e e e e e e |

RESPONSES |  FREQUENCY | PERCENTAGE %
a) Strongly Agree 100 2857

b} Agree 250 71743

¢} Cannot Decide -

d) Disagree - - -

e) Strongly
Disagree - -

=l s L L -

Source: Personal Research, 1997.

On whether it enables various centres of decisions and
control, 28.57 per cent strongly agree while 71.43 per cent agree
indicating from the views of respondents that the head of the
organisation is relieved of the burden of taking decision on all
sorts of matters by himself. This is rightly applicable to the
case study where it has various centres of decision and control to
run the primary school. The education Committees at both the local
and district levels who deputise for the board in some ways.
Example, it is the education committee at the local government
level that deliberate on matters of promotion for the staff at that
level and then forward a recommendation to the Board for effective
implementation. With the degree of agreement being high, it 1is

proven that hypothesis two is accepted.
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TABLE 4.9.

1t Promotes Division of Labour and Specialisation.

e e B sl e — S — - —— e i ——
1 ——r———— = = S=r—= =

| RESPONSES _[ __FREQUENCY | PERCENTAGE %
:Iai Strongly Agree i 120 : 34.29 i
i b) Agree 213 , 61.43 "
| ¢) Cannot Decide I I5 | 4,29 it
hd) Disagree | = ! " #
le) strongly | | !
1 Disagree ] - { - i
! ! — SEUSUUNUSRPSPS |
I 1 — ———— ¥

l | 350 ' 100 f
[ o . I— I N A : i

Source: Personal Research, 1997,

As far as the structure and function of the Board is concern
now, it cannot be disputed that it doesn't promote division of
labour and specialisation. This is seen from the centralisation of
departments at the Board Headquarters which is applicable to the
local government ec¢ducation department., Therefore, from the
responses, we discover that, 34.29 per cent strongly agree and
61.43 per cent agree while only 4.29 per cent cannot decide. So
from the figures it is understood that there is a high degree of
agreement as to its promoting division of labour where work is
split into different hands and specialist are recruited to perform
the functions. This is seen in the division of the departments
into four i.e. planning, research and statistics, personnel
management, school services and finance and supply. For
effectiveness and efficiency; each performing it duties with it
specialised staff. It can also be seen that matters of 'general
direction and policy are concentrated at the Board, while detailed

supervision and control are delegated to the middle level in this
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case the Local government education Department and the actual

operation are left to the rank and file like the Hcadmaster and the

teachers.
TABLE 4.10.
There is Clarity of Purpose.
L RESPONSES FREQUENCY PERCENTAGE %ﬁ]
l]a) Strongly Agree 75 [ 21.43
b) Agree 200 ' 57.14
¢) Cannot Decide 20 5.71 l
d) Disagree 30 8.57 l
e) Strongly {
Disagree 25 7.14 1
E
) ol 30 ] 100 ]

Source: Personal Research, 1997.

This clarity of purpose factor is another strong factor that
help a structure to perform its function as required. Therefore
the responses as we analyse them shows that, 21.43 per cent
strongly agree to this factor 57.14 per cent agree, 5.71 per cent
cannot decide, 8.57 per cent disagree while 7.14 per cent strongly
disagree. Indicating a high degree of agreement as to. clarity of
purpose being an important factor in the Board’s structure. This
is because, without clarity of purpose the organisation would not

function effectively and it will just be like an ill-defined

structure. Here every one is clear as to his responsibility and
why he is even employved and to whom he will report. Equally,
things move upward and downward through the right channel. It

helps in saving the time of the superior officer when taking

decision. Finally, each individual discharges his responsibility






