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INTRODUCTION

Management of Agricultural Extension Personnel ise oof the
fundamental courses for a Master's Degree Programme
Agriculture (M.Sc.) in any university. This coursg a suitable
elective course for anyone who intends to studyiadtnation and
social science-related professional programmesqudatly, those
that are concerned with human resource management.

This course has 4 modules and 18 units. The fixtule starts with
an introduction. This gives a focus on the conceianing and
objectives of personnel management. The second Immdédcuses on
the scope and functions of personnel managemenmd.mbdule will
acquaint you with what effective human or persom@hagement and
control could achieve in any task of agricultunalduction.

The third module will bring you to the realm of argsations and
departmentalisation required in personnel managermed to also
sensitise you with the qualities that must be psssé by a good
extension personnel. The fourth module is to exyoseo the possible
problems that could be faced by an extension pasananager. The
understanding of the likely problems in personnahagement is to
prepare you for the search of the possible causdst@ proffer
appropriate solutions. In this module also you wekrn about staff
appraisal, budgeting agricultural policy and mamaget of human
resources.

WHAT YOU WILL LEARN IN THIS COURSE

You will learn about the concept, meaning, objextiand scope of
personnel management in agricultural extensionadswl the problems
inherent in the subject and what the qualities obdy extension
personnel are.

COURSE AIMS

The aim of this course is to create in-depth kndgée of what
personnel management is and to emphasise theigsalit a good
extension personnel and the manager. This willitttei the interaction
between the extension personnel, the manager dre apencies
associated with extension practice and ultimatebyricaltural
production.

Thus, the aims of the management of AgriculturaeB&sion Personnel
Course are to:
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. discuss the concept and meaning and objectiveseisopnel
management

. explain the scope and functions of personnel mamagé

o discuss the organisation, departmentalisation aesomal
gualities of a good extension personnel

. explain the problems facing an extension personnel
manager

o discuss the formulation of good extension policy

o explain the departmentalisation and the extensensqgnnel
manager

. state the objectives and manpower planning in Esttan

COURSE OBJECTIVES

In order to achieve the course aims, there are sMaell objectives
set for the course. Besides, each module and eaithhas its
respective objectives which you and your courselit@or must
constantly refer to, so that no objective is skthpAt end of the
course, you should be able to:

o identify with the meaning of personnel management

. explain the scope and functions of personnel mamagé

) discuss how personnel management is organized and
departmentalized

) identify the personal qualities of a good extengensonnel

o identify the problems facing the extension persdnne
manager

. discuss the formulation of good extension policy

. state the objectives of manpower planning in extems

WORKING THROUGH THE COURSE

To complete this course, you are required to reat study unit of this
study material and read other materials which naptovided by the
National Open University of Nigeria. Each unit cans self
assessment exercises for this course and at cpdaits in the course
you would be required to submit assignments foressnent
purposes. At the end of the course, there is & ékamination. The
course should take about a total of 17 weeks tgpteten Below, you
will find listed all the components of the courséjat you have to
do and how you should allocate your time to eacih innorder to
complete the course on time and successfully. lldvadvise that you
avail yourself the opportunity of attending theotial sessions where
you have the opportunity of comparing knowledgenvpieers.
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COURSE MATERIALS
The main components of the course are:

The Course Guide
Study Units
References
Assignments
Presentation Schedule

R WONE

STUDY UNITS

The course is divided into modules that are madef wmits. The study
modules and units in this course are as follows:

Modulel  Concepts, Meaning and Objectives of Personnd

M anagement
Unit 1 Concepts of Personnel
Unit 2 Managerial and Administrative Qualities
Unit 3 Basic Processes of Management/Administnati
Unit 4 Extension and Extension Education
Unit 5 Personnel Management in Extension

Module2 Scope, Functions and Training of Personnel

M anager
Unit 1 Scope of Personnel Management
Unit 2 Functions of Personnel Management
Unit 3 Extension Training
Unit 4 Extension Supervision

Module3  Organisation, Departmentalisation and Qualities of
Extension Personnel

Unit 1 Concept of Organisation

Unit 2 Departmentalisation

Unit 3 Extension Personnel and Functions
Unit 4 Coordination

Module4  Agricultural Extenson Policy, Manpower Planning and

Saff Appraisal
Unit 1 Types and Purpose of Staff Appraisal
Unit 2 Budgeting in Extension Management
Unit 3 Staffing and Personnel Management

Vi
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Unit 4 Agricultural Extension Policy
Unit 5 Management of Human Resources

Each unit consists of one to two weeks work andushes an
introduction, objectives, reading materials, exas| conclusion,
summary, tutor-marked assignment (TMA), referenaesl other
resources. The unit directs you to work on exeecisgated to the
required reading. In general, this exercise questigou on the
material you have just covered. Together with TMAbkgese
exercises will help you in achieving the statedn@®y objectives
of the individual units and of the course.

PRESENTATION SCHEDULE

Your course materials give you important datesterearly and timely
completion and submission of your TMAs and attegdintorials.
You should remember that you are required to sulatityour
assignments by the stipulated time and date. Yaulshguard
against lagging behind in your work.

ASSIGNMENT FILE

In your assignment file, you will find all the dédsaof the works you
must submit to your tutor for marking. The marksi ybtain for these
assignments will count towards the final mark ybtam for this course.
Further information on assignments will be foundhe Assignment
File itseff, and later in this Course Guide in tlsection on
assessment. There are many assignments for thisegouith each
unit having at least one assignment. These assigisnaee basically
meant to assist you to understand the course.

ASSESSMENT

There are three aspects to the assessment of thieecd-irst are
self-exercises, second are the tutor-marked assigtsnand third is the
written examination/end of course examination.

You are advised to be sincere in attending theossesr In tackling

the assignments, you are expected to apply infammaknowledge

and techniques gathered during the course. Thgrasgnts must
be submitted to your tutor/facilitator for formaksessment in
accordance with the deadlines stated in the prasentschedule and
the assignment file. The work you submit to youotdor assessment
will count for 30% of your total course work. Atelend of the course,
you will need to sit for a final or end of courseamination of about

vii
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three hours duration. This examination will couot 7¥0% of your
total course mark.

TUTOR-MARKED ASS GNMENT (TMA)

The TMA is a continuous assessment component of gourse. It
accounts for 30% of the total score. You are reguio submit at least
four (4) TMAs before you are allowed to sit for tkad of course
examination. The TMAs would be given to you by yéagilitator and
returned after you have completed them.

Assignment questions for the units in this courgecantained in the
assignment file. You will be able to complete yassignment from the
information and materials contained in your readamg your study
units and, references However, it is desirableeim@hstrate that you
have read and researched more into other refereviues will give
you a wider view point and may provide a deepereusinding of
the subject.

Make sure that each assignment reaches your &oilion or before
the deadline given in the presentation scheduleagsjnment file. If
for any reason you cannot complete your work oretioontact your
facilitator before the assignment is due to disahsspossibility of an
extension. Extension will not be granted afterdbe date.

FINAL EXAMINATION AND GRADING

The end of course examination for agricultural sceeeducation will
be about 3 hours' duration and has a value of 7teototal course
grade. The examination will consist of questionkjol will reflect

the type of self-resting, practice exercise andortmarked
assignment problems you have previously encountekidareas

of the course will be assessed.

Utilise the time between finishing the last unitdasitting for the
examination to revise the whole course. You mighd fit useful
to review your self-tests, TMAs and comments omthsefore the

examination. The end of course examination covdmmation from
all parts of the course.

COURSE MARKING SCHEME
Assessment Marks

Assignment 1 —4 Four assignment, best three marks of the four
account at 10% each = 30% of course marks

viii
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End of course examination
70% of overall course marks
Total 100% of course materials.

HOW TO GET THE MOST FROM THIS COURSE

In distance learning, the study units replace tieeusity lecture. This
iIs one of the greatest advantages of distanceitgargou can read
and work through specially designed study materals/our own
pace, and at a time and place that suits you @ésnk of it as
reading the lecture instead of listening to theuewr. In the same
way a lecturer might give you some readings tali® study units tell
you when to read, and which are your text materials
recommended books. You are provided exercises, do ad
appropriate points, just as a lecturer might giwel yan in-class
exercise.

Each of the study units follows a common formate Tinst item is an

introduction to the subject matter of the unit, &ogv a particular unit is
integrated with the other units and the course wbha@e. Next to this

is a set of learning objectives. These objectieéydu know what you
should be able to do, by the time you have congpldgte unit. These
learning objectives are meant to guide your stitiy moment a unit
is finished, you must go back and check whetherhae achieved the
objectives. If this is made a habit, then you wsifnificantly improve

your chances of passing the course.

The main content of the unit guides you throughrélagired reading from
other sources. This will usually be either from yoeferences or from
a Reading section.

The following is a practical strategy for workingdugh the course. If
you run into any trouble, telephone your tutor mitwhe study centre
nearest to you. Remember that your tutor’s job isep you. When you
need assistance, do not hesitate to call and askuytor to provide it.

1. Read this Course Guide thoroughly, it is your fassignment

2. Organise a Study Schedule - Design a ‘Course @wera guide
you through the Course. Note the time you are @ggddo spend
on each unit and how the assignments relate touthts.
Important information, e.g. details of your tutésisand the date
of the first day of the semester is available atgtudy centre.
You need to gather all the information into onecplasuch as
your diary or a wall calendar. Whatever method gbaose to
use, you should decide on and write in your owresiand
schedule of work for each unit.
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10.

11.

Once you have created your own study scheduleyelything to
stay faithful to it. The major reason that studefail is that
they get behind with their course work. If you get into
difficulties with your schedule, please let youtlotuknow before
it is too late for help.

Turn to Unitl, and read the introduction and the objectives fer th
unit.

Assemble the study materials. You will need yoteresces and
the unit you are studying at any point in time.

As you work through the unit, you will know whatusoces to
consult for further information.

Visit your study centre whenever you need up toedat
information.

Well before the relevant due dates (abéuiveeks before due
dates), visit your study centre for your next regdi
assignment. Keep in mind that you will learn abgtdoing
the assignment carefully. They have been desigoekdetp
you meet the objectives of the course and, thexetaitl help
you pass the examination. Submit all assignmertsater than
the due date.

Review the objectives for each study unit to comtinat you have
achieved them. If you feel unsure about any ofabjectives,
review the study materials or consult your tutohef you are
confident that you have achieved a unit's objestiyeu can start
on the next unit. Proceed unit by unit through ¢berse and
try to space your study so that you can keep ythunseschedule.
When you have submitted an assignment to your ttdor
marking, do not wait for its return before startiog the next
unit. Keep to your schedule. When the Assignmengtisrned,
pay particular attention to your tutors commentsthbon the
tutor-marked assignment form and also the writtamroents on
the ordinary assignment.

After completing the last unit, review the coursel grepare
yourself for the final examination. Check that ydave
achieved the unit objectives (listed at the begignof each
unit) and the course objectives (listed in the Gewtuide).

FACILITATOR/TUTOR AND TUTORIALS

There are 14 hours of tutorial provided in suppdrthis course. You

will be notified of the dates, time and locationtieése tutorials as well
as the names and phone number of your facilitakrsoon as you are
located a tutorial group.
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Your tutor or facilitator will mark and comment gour assignments,
keep a close watch on your progress on any difiésulyou might
encounter and provided assistance to you duringdliese. You malil
your Tutor-Marked Assignment to your tutor befdre schedule date (at
least two working days are required). They willlbarked by your tutor
and returned to you as soon as possible.

Do not hesitate to contact your facilitator by pllene, e-mail and discuss
problems if you need assistance.

The following might be circumstances in which yoouwd find help
necessary. Contact your facilitator if:

. you do not understand any part of the study umithie assigned
readings

o you have difficulty with the self-test or exercises

o you have a question or problem with an assignmentith the

grading of an assignment.

You should try your best to attend the tutorialsisTis the only chance
to have face to face contact with your course ifatdk and to ask
guestions which are answered instantly.

You can raise any problem encountered in the cafrgeur study. To
gain much benefit from course tutorials preparei@stion list before
attending them. You will learn a lot from participey in active
discussion.

SUMMARY

Social Relationship and Behavioural Change is assothat intends to
provide you with the concept extension communicegicocess. Upon
completing this course, you will be equipped withe tbasic
knowledge of the nature, scope, tasks of the exienworker,
principles and concepts of social relationship, a&nnbehaviour,
communication and adoption process. Thus you velbble to plan
programmes in agriculture and manage them. In iddiyou will
be able to answer the following type of questions:

What does social relationship mean?

What is behavioural change?

Give examples of the nature of social change.
Discuss the importance of group dynamics.

Of what significance is the measurement of dathange?

ko E

Xi
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6. Identify the various strategies for introduciebange in
agricultural communication.

Discuss why people resist change in agriculture.
Explain the basic elements of communication pssc
Discuss the factors affecting the adoption ofwne
technologies. Of course, the list of questions ybatcan answer
is not limited tathe foregoing lists.

© N
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MODULE 1 INTRODUCTION

Unit 1 Concept and Meaning of Management

Unit 2 Objectives of Personnel Management in Esitam
Unit 3 Role of Management in Agricultural Extensio

UNIT 1 CONCEPT AND MEANING OF MANAGEMENT
CONTENTS

1.0  Introduction
2.0 Objectives
3.0 Main Content
3.1  Concept of Management
3.1.1 Leading by Example
3.1.2 Management as a Programme
3.2  Meaning of Management
4.0 Conclusion
5.0 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Reading

1.0 INTRODUCTION

There is the common saying that to fail to planoiglan to fail. This
affects all spheres of life, including managemenagriculture. This is
as the nation being largely agrarian needs to deviie agricultural
sector in order to be able to feed the teeming ladpn as well as
provide raw materials for the industries. The ektém which the
personnel used in agricultural development are gwchawill be a
function of good and effective planning. It is tbfare important that the
act of leading personnel in all sectors, and egfigdn the agricultural
sector is mastered by agriculturists so that thatosewill not end up
being the one that fails to plan and thus plarfaito

This course unit is therefore designed to equipwih the concept and
definition of management in ensuring that you hiénerequired skills of

a good manager and will thus end up being amonggttiwat will help to

manage the personnel that are used in agricukkspecially in the field

of agricultural extension in the nearest futureug,hunderstanding the
crux of management of agricultural extension pemsbns a key to

strategic planning in agricultural extension. Tleisurse is therefore
designed to equip you for the task.
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20 OBJECTIVES

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

. define management
. explain the concept of management
. plan management activities for your organisation.

3.0 MAINCONTENT

3.1 Concept of Management

Management originates from the old French wor@éhagemeritthe art
of conducting, directing”, as well as from Latin mdananu agereto
lead by the hand.” It characterises the procedsaufing and directing
all or part of an organisation through the deplogtrend manipulation
of human, financial, material, intellectual or inggble resources.
(wikipedia.org/wiki/Management). This definition iisteresting because
it traces the root meaning back to the latin phrasaning “to lead by
the hand”. Leading by the hand implies giving di@t that is stronger
than just a passing suggestion, yet still fairlpttgein approach.

3.1.1 Leading by Example

Leading by the hand implies that the person doiregléading is first
going where the follower is being led. The leadembt asking the
follower to do something he is not willing to domself. It is also
regarded as the guidance and control of actioninedjuo execute a
programme. This implies that some individuals anarged with the
responsibility of conducting a programme
(www.ojp.usdoj.gov/BJA/evaluation/glossary/glossamyhtm).

3.1.2 Management as a Programme

Management also refers to a “programme”. This iawplithat for
management to be effective, there needs to be sgpee of defined
approach or system in place. The system becomegldre while
management is guiding others in following that plahe organisational
process thus includes strategic planning, settingotives, managing
resources, deploying the human and financial assstded to achieve
objectives, and measuring results. Managementiatdodes recording
and storing facts and information for later usefarothers within the
organisation. Management functions are not limitednanagers and
supervisors. Every member of the organisation le@sesmanagement
and reporting functions as part of their job
(home.earthlink.net/~ddstuhlman/definl.htm

2
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This definition is more in-depth and is tailoredvards business-like
management. It consists of three primary activitlesst, management
establishes a plan. This plan becomes the road foragwhat work is
going to be done. Second, management allocatesroesoto implement
the plan. Third, management measures the resukedochow the end
product compares with what was originally envisihneMost
management failings can be attributed to insufficieffort occurring in
one of these three areas. The definition goes otalio about how
management is responsible for measuring details mhay not be
required presently, but may be useful later on.s&heneasurements
often help determine the objectives in the planngtage (Appleby,
1981). When management is following this type afussce, it becomes
a continuing cycle. Plan, execute, and measure. mbasurements
become the basis for the next planning stage aith.so

3.2 Meaning of Management

Management is the activity of getting things donthwhe aid of people
and other resources
(wps.prenhall.com/wps/media/objects/213/218150&goshtml). This

perception of management focuses on managemeriteaprocess of
accomplishing work through the efforts of otherkill&d managers can
accomplish much more through others than they keough their own

single efforts. A good manager is thus not the tra can do all by

him/herself but one that can make people do all.

Management is also the effective utilisation andordmation of
resources such as capital, plant, materials, dsalfato achieve defined
objectives with maximum efficiency
(www.ecbp.org/glossary.htm). This perceives managgnas focusing
not only on the people but the entire range of ueses necessary to
follow a plan in order to achieve efficiency. Maeagent according to
Ogunbameru (2004) is not just getting from pointcApoint B. It is
getting there by choosing the best possible path.

40 CONCLUSION

In this unit, you have learnt about the concept andaning of
management. This includes the role of managemeinvabring leading
by example as well as management as a programngeniBaning of
management has also been explained as the utihsatid coordination
of resources to achieve objectives with maximumcieificy. It has
exposed you to how you can use management to maliféeeence in
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directing affairs in organisations to achieve resuhat will lead to
agricultural development.

5.0 SUMMARY

In this unit, you have learnt that management:

. originated from both the French wordénagementthe art of
conducting, directing”, as well as from the Latirondt manu
agere“to lead by the hand”

) involves leading by example, as the person doiegleading is
first going where the follower is being led

o as a programme guides people in following a lamplan

o Is the effective utilisation and coordination of op&e and

resources to achieve set goals.
6.0 TUTOR-MARKED ASSIGNMENT

I Describe the concept of management.

. How does management ensure the leading of peomediyple?

iii. Describe how management as a programme helps pe¢ople
follow set plan.

V. How will you as a manager mobilise people and resssito
achieve your organisation’s set goals.

7.0 REFERENCESFURTHER READING

Appleby, R. C. (1981)Management in ActiofNew Zealand. Pitman
Publishing.

Ogunbameru, B. O. (2004)Organisational Dynamics.|badan.
Spectrum Books Ltd,p. 577.

wikipedia.org/wiki/Management

www.ojp.usdoj.qgov/BJA/evaluation/glossary/glossamyhtm
home.earthlink.net/~ddstuhlman/definl.htm

wps.prenhall.com/wps/media/objects/213/218150/glgsktml

www.ecbp.org/glossary.htm
UNIT 2 OBJECTIVES OF PERSONNEL
MANAGEMENT IN EXTENSION

CONTENTS

1.0 Introduction
2.0  Objectives
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3.0 Main Content
3.1 Objectives of Management
3.2 Implications of Management
3.3 Management as a Process
3.4 Management in Agricultural Extension
4.0 Conclusion
5.0 Summary
6.0 Tutor-Marked Assignment
7.0 References/Further Reading

1.0 INTRODUCTION

The need for a broad understanding of managememedisas the
objectives it set out to achieve needs to be ptpparderstood by all
concerned about agricultural development, espgcsilidents that are
being groomed to be future managers. This unit #itesmpt to set out
the objectives of management by bringing out itplications in order
for good understanding. Thus, the way managemefdtese the
managers with the people and resources they havetage as well as
the process of management becomes imperative. i$h&so more
important in the context of agricultural extensiamere the soul of
agricultural development in the country is mold&dis is because the
bulk of farmers that feed the nation, and in facrenthan 60 percent are
peasant farmers who are the direct clienteles wéaltural extension.

20 OBJECTIVES

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

o identify the implications of management
) describe management as a process
) explain management in agricultural extension.

3.0 MAINCONTENT
3.1 Objectives of Management

The major objectives of management are to planarosg, lead and
control. Planning is the process of setting goats deciding how best to
achieve them, while organising is the processlotating and arranging

5
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human and non-human resources so that plans caocamed out

successfully. Leading is the process of influenaitigers to engage in
the work behaviours necessary to reach organisdtgwals. Controlling

on the other hand is the process of regulatingrosgéional activities so
that actual performance conforms to expected osgéional standards
and goals (Ogunbameru, 2001).

Planning is more important for to managers thamiatdle or first-line

managers. This is so because top managers are nsdspo for

determining the overall direction of the organisafi a charge that
requires extensive planning. Leading on the othandhis more
important for first-line supervisors than for maaeg at higher levels.
Management thus aims to ensure that leadershiplatels put in all it

takes to achieve the aims of the extension orgtmisa

3.2 Implications of Management
Management can be described as:

1. The process of getting activities completedcesitly with and
through other people

2. The process of setting and achieving goalsutfitdhe execution
of five basic management functions: planning, oigjag,
staffing, directing, and controlling; that utili$eiman, financial,
and material resources
(www.crfonline.org/orc/glossary/m.html).

The first description looks at the fact that mamaget is getting work
done through other people, while the second dividasagement into
five components. These components are all partsthef three
components (plan, execute, measure) that was @ssidearlier.
However the more detailed description helps shoev dhbtivities that
occur in each of the three phase definition. Thesethus be said to be
the objectives that management attempt to seriethus important that
the process attribute of management is considered.

3.3 Management as a Process

Management is also the process of planning, leadinganising and
controlling people within a group in order to asl@egoals. Management
in this case addresses accomplishing work throutfteropeople
(Ogunbameru, 2004). This definition stresses theviaes that are
necessary for reaching particular goals as theegoof achieving the

6
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objectives of the organisation by bringing togetheman, physical, and
financial resources in an optimum combination anakimg the best
decision for the organisation while taking into swmleration its
operating environment  wivw.ucs.mun.ca/~rsexty/business1000/
glossary/M.htnh In this case, the different components that rgara
need to control in order to achieve objectives wenasidered. One
differentiator of this definition is the way it csiders the operating
environment as part of what a manager must unaefsth is also
referred to as the role of conducting and supergisa business
(www.becbiz.com.au/glossary.hfm This is a broad definition of
management that does not consider management athsognthat can
take place outside of a business.

3.4 Management in Agricultural Extension

Agricultural Extension management or administratisran important
aspect or a precondition for agricultural developtrefforts because it
caters for the management of people and resouocdbd achievement
of the objectives of agricultural development. isltperhaps for those
reasons that the department of agric extensionicgsvsometimes
referred to as the technical services division bé& tAgricultural

Development Projects are administered as separditeeg within the

government. If any organisation has to succeethust be properly
managed, administered and supervised (Aromolaf@00))2 This is why
all modern organisations use management/adminisrgirocesses to
accomplish their goals. It is for these reasond ftime study of

management of agricultural personnel becomes irmpofor the overall
development of expertise.

40 CONCLUSION

This unit has assisted you to understand the i@jpdics of management
as it assists to utilise people and resourcesh®ae results. It has also
explained the concept of management as a processhaw it is

important in management of agricultural personnel agricultural
extension.

50 SUMMARY
This unit has acquainted you with:

) the implications of management
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o the fact that management is a process of plannaging,
organising and controlling people within a group arder to
achieve goals

. the fact that good management in agricultural esitanis a
precondition for agricultural development.

6.0 TUTOR-MARKED ASSIGNMENT

I Explain the implications of management.

. List the processes involved in management.

iii. Describe how management in agricultural extensian aid
agricultural development.

7.0 REFERENCESFURTHER READING

Aromolaran, E. A. (2000f-undamentals of Managemehtgos, BLV
Print Tech., p. 153.

Ogunbameru, B. O. (2001)Practical Agricultural Administration.
Lagos, Kuntel Publishing House. P. 163.
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1.0 INTRODUCTION

Management plays several roles in facilitating thenning of

organisations. The roles are important that theywaabe done without
if success is to be achieved in the running of suganisation. This is
particularly the case in agricultural projects geflg, and agricultural
extension in particular. The roles include thosg@mblem solving, that
of sustained development as well as role in naktime#are.

Understanding of these roles will assist studeatappreciate better
what values good management of agricultural pemsiohold for the

overall development of the agricultural sector incaintry like Nigeria
that is agrarian in nature.

20 OBJECTIVES

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

) appreciate the role of management in problem sglvin
) identify the developmental role of management
. state the role of management in national welfare.

3.0 MAINCONTENT

3.1 Rolesof Management

Management has been variously described as thed astng people and
resources to achieve the objective of an orgaoisatit thus plays
important roles in the development of organisatians effort at

achieving the overall development of communities. dgricultural

extension, it plays the roles in effort at agriawdl development through
problem solving. It is a known fact that if the plems confronting the
agricultural sector are effectively tackled, theiorahas the potential to
feed the whole world as it is reported that up @opércent of Nigerians

9
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are involved in agriculture and agricultural rethtactivities in the
country. It is thus important that those roles plhypy management are
examined.

3.1.1 Rolein Problem Solving

Professional administrative management in agricelland extension is
slowly emerging as a special class of disciplifgofessional managers
and personnel managers are beginning to show ageeding group in
our fast urbanising and industrialising societytidit from labour and
separate from ownership. Production depends an #rel they also try
to manipulate consumption patterns through adwsrents, technology
transfer innovativeness, etc. This phenomenonndustry and the
private sector in general has now permeated agueul where
management and administrative competence have Ilgecoane
commodities for which the employer is prepared &y pAromolaran,
2000). Today’'s Nigerian agriculture is greatly dtesvith a large
number of problems. These problems are more adirative than
technical. The impression is often given that techl research and new
practices are available, that funds are expendgdhlke desired result is
hardly achieved because of the lack of professioralagers capable of
administering the extension and other supportinyices. |If this
misconception is to be corrected, agricultural esi@n must train and
develop managers and administrators for the agtribele in
administration.

3.1.2 Rolein Development

Most human endeavor requires organisation descsbatketimes as the
planned structures of an enterprise. Agricultesdaénsion, like all other
endeavours require this (planned) structure. VWolves deliberate

attempt to desirable relationship, ways in whicltisiens are made,
activities to be performed are lined up, lines otharity are indicated,
level of accountability and degrees of reward andnighment

established. It is formalised through a group edgle working together
in a concerted way to achieve a pre-determinedctiae (Dahama,

1976). Itis in this context that the importandéeAgricultural extension

emerges, essentially because agricultural extensioupies a key
position of power and influence in the agricultudavelopment process
of the country. Therefore, to carry out these kalgs and sustain its
key position of power and influence, it must begady managed.

3.1.3 Rolein National Welfare

Agricultural extension contributes to national vee#f and therefore, its
proper administration and effective managementriperative for its
success in this role context. National welfargrnedicated on a well

10
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clothed, housed and satisfied society capable téndeng itself and
keeping the wheels of development on an upwardlspiAgricultural
management sustains this role of national welfaneough the
sustenance of a well developed agricultural andd fgvoduction
capability through a well administered agricultueadtension service
manned by competent and dedicated staff. A dewsdop of staff
motivation, dedication and preparedness for salfleervice is
achievable through administration and efficient agement of
extension systems.

40 CONCLUSION

In this unit you have attempted to learn aboutrttes that management
play in agricultural extension organisations. Yoavé learnt that

management helps to solve the problem of servioceigion and service

utilisation in agricultural extension. Its roles ohevelopment hand
national welfare have also been explained to bouigits importance in

agricultural development.

50 SUMMARY
In this unit you have learnt that:
. it is not enough to have technical research and pewtices

being available, as well as funds are expendedihené must be
good management in order to achieve agriculturatid@ment

o management ensures a planned structure aimed aviach
development in all organisations, especially extens

) staff motivation enhances dedication which is brdugbout by
good management in efforts at achieving nationdfiane

) management helps extension to achieve a well desédlo

agricultural and food production capability by catgnt and
dedicated staff.

6.0 TUTOR-MARKED ASSIGNMENT

I How can management help to solve the problem phagui
agriculture in the country?

. Explain how management can help to play the role of
management in the nation’s agricultural sector.

iii. What is the relationship between management andbnaaht
welfare?

7.0 REFERENCESFURTHER READING
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Aromolaran, E. A. (2000Fundamentals of Managemehfgos:. BLV
Print Tech., p. 153.

Dahama, O. P. (1976Extension and Rural Welfarendia. Ram Prasad
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1.0 INTRODUCTION

Extension management requires some conditiong forbe effective in
efforts at achieving agricultural development ire tbountry. This is
because management can not occur in a vacuums kibhgperate in an
environment in which all the ingredients requirear fsuccess are
available. Such environment should be that of goframework that
will protect the participant in the process of mgement. Even when
the policy environment is favourable, it is impaoittahat other factors
that will make the cooked soup complete and pdlatate in place. It is
then that extension management can effectivelyeaehits set goal of
agricultural development.

13
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2.0 OBJECTIVES

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

o identify conditions that will make extension managat to be
effective

. explain the relationship between the respective ditimms
required for effective extension management

o state the role that conducive environment play xtemsion
management.

3.0 MAIN CONTENT
3.1 Conditions for Effective Extension Management

Even though effective management ensures an effeaitension
services, this cannot be achieved in the absencetl®r essential
factors. Such factors must emphasise the polisy@mment as well as
the physical environment. This is as there iselitthagic the best of
managers can perform in a situation of an envirarintat is not
conducive (Appleby, 1981). Consequently, an efietyi administered
extension service will result if only the followirggnditions exist

3.1.1 A National Policy Embodied in Legislation

Such a policy must establish the educational rbte@extension system
and its relationship to other areas of agricultarad rural development.
Therefore, no formal organisation can succeed anikes backed by
law. That policy must enunciate the purpose ofdiganisation as well
as the modalities for accomplishing that purpose.

3.1.2 Underlying Philosophy

Successful extension management presupposes asqptip of
extension management embodying the concephurhan resources
development as a major goal. Every organisation derives ledive
and goals from its basic philosophy. In agricudtuextension, it is
believed that if you want to produce more and Ipdtied, you should
produce more and better farmers and finally thirikhow you can
support them with better planting materials anditrgervices.

3.1.3 Availability of Information

Effective management of an extension service isnm@&d on access to
good source of reliable information required fa golution of problems
of information required for the solution of problenof rural people.

14
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Therefore, administrative success can only be wseHiaf such an
information base about rural people and the sdientiformation to be
transferred is available. This enhances the cilégilof the extension
administrator such that when he speaks, people todisten.

3.1.4 Source of Manpower Development

For agricultural extension administration to suckeg must have a
source of trained people adequate to supply theopeel needs of the
extension service and other related systems. Suattes could be from
colleges of agriculture, polytechnics and univesitThis is because the
minimum requirement for agricultural extension parsel in Nigeria is
a Diploma in Agriculture or related fields. Theitiags should also be
such that provide the type of knowledge that eqtigstrainees ready
for the jobs required of them on the field.

3.1.5 Availability of Ancillary Services

Adequate ancillary services must be provided. Adiog to
Ogunbameru (2004), these ancillary services incfad®a services such
as seed supply, tractor hiring, credit, transpmmat marketing etc,
without which extension management will be largelgffective. It is
one thing to convince the farmers to use improwaetls; it is another
thing for the farmers to be able to access the ongnt seeds when
needed. As an example, the problem of availakalitgt affordability has
seriously affected the use of fertilizers in themaipy.

3.1.6 Conducive Environment

An environment conducive to agriculture and ruravelopment,
including such things as incentive for productioncts as credit,
appropriate land tenure, conducive economic atrmegphpolitical
stability etc which assures the producer of a jpaice for his produce
and a fair share of government benefits accruinghfrmprovements in
his farming practices. A conducive environment cenwhat several
persuasions will not be able to achieve.

4.0 CONCLUSION

In this unit you have attempted to learn about ¢beditions that are
germane for effective extension management to deewaed. This
ranges from a policy framework, to an underlyinglggophy that
guides the operation of extension. Also, there mst source of
manpower and information as well as ancillary smifor effective
extension management to be achieved in effortslae@ing sustainable
agricultural development.

15
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5.0 SUMMARY

In this unit, you have learnt that:

. a policy legislation in the context of a sound gugdphilosophy
Is appropriate for an effective extension manageémen
. the sources from which information are obtainedvadi as the

source of training of manpower help to determiner ledfective
extension management will be

. a conducive environment helps to determine thee staift
extension management in any country
) that ancillary services are important ingredienwwards

achieving an effective extension management.
6.0 TUTOR-MARKED ASSIGNMENT

I Explain the role played by policy legislation irfaet at achieving
effective extension management.

. What are the ancillary services required for mansae of
extension services to be effective?

iii. Mention the factors that must be present beforecare say that
an environment is conducive for extension managémen

7.0 REFERENCES/FURTHER READING

Appleby, R. C. (1981)Management in Action. New Zealand: Pitman
Publishing.

Ogunbameru, B. O. (2004)Organisational Dynamics. Ibadan:
Spectrum Books Ltd.
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1.0 INTRODUCTION

Management involves organisation which presuppalkas goals and
objectives that are achievable are set and thatimages are put in
motion towards achieving them. The machineries nmhestable to
address the questions of what has to be done, ©idvgoing to be done
and why is it going to be done. If these three tjoes are well
considered and appropriate solutions are foundttiem before the
commencement of an endeavor, then management chieve the
purpose for which the organisation is set up.

There is the common saying that failing to plaplanning to fail. Also,
organisation is the soul of any business and aginbas endeavour that
is not well organised will find it difficult to sweed. The acts of
motivating and controlling personnel ensure thahraed resources are
utilised to achieve the goals set for an orgarosatit is thus important
that these functions are well articulated and fati before the
commencement of any management endeavor in ordeachieve
success.

2.0 OBJECTIVES

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

) identify the very essence for which managemenisishérged
) explain the goal of management and what level bifesement is
acceptable

. categorise the how of management

17



AEM 507 MANAGEMENT OF AGRICULTURAL EXTENS ON PERSONNEL

. explain why some management theories are to be insedme
situations while some others will not be approgriddr that
situation

. list basic functions that management performsieresion.

3.0 MAIN CONTENT

3.1 Essence of Management

Management may be described as the guidance, #spleand control
of human and non-human resources towards the ashev of a pre-
determined organisational goal.

The essence of management is the belief that olecare achievable
more effectively through organisation, that is, loyerrelating sub-
divisions of work and allocating them to men andnvem who are
placed in a position of authority so that work ni@gy better organised
and accomplished.

Ogunbameru (2004) asserted that this descriptionmahagement
presupposes 3 different approaches:

a. The ‘What’ of Management
This involves the management/administrative tablks must be
performed and the level of achievement that is @tedde. Often
times, this approach reflects the subject mattentesd of
management. This involves planning, organising,ffistg
directing, and controlling. These tasks should kefgumed in
manners that will bring grandeur to the businesmahagement
if success will be achieved, especially in theoradi agricultural
development.

b. The ‘How’ of Management
This relates directly to the methods and processés
management. The methods and processes involvehdueids
that are employed in management activities as \asllthe
manners in which management functions are supervasal
controlled.

C. The ‘Why’ of Management
This relates to the behavioural science approadichmexplains
why some patterns of management are more succesetnl
others. As an example, when is it require to us®rmh X or Y
and not theory Z and why is a particular theory enapplicable
to a situation than the other. All these issuesireeresolved in
any organisation where management functions areghdilised
so that the much desired goals of management canhbeved.
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These three approaches are internally related aodld be applied
consistently in achieving the goals of manageméné what, how and
why of management should therefore be addressedl management
situations so that the effort will achieve the desiresults.

3.2 Functions of Management

Management operates through various functions,notiassified as
planning, organising, leading/motivating and coliitig. These
functions indicate the direction in which managetngoes in order to
achieve the set goals. The functions are all ingmbréand are interrelated
(Akinsorotan, 2007). The functions are variouslga#ed in efforts at
explaining the activities involved in management.

3.2.1 Planning

This involves deciding what needs to happen inftihere (today, next
week, next month, next year, over the next fivergeatc.) and
generating plantor action. It is the road map that indicatesdirection
an organisation will go in the course of managemkrthus specifies
what has to be done before the other, how it h&g tdone and who will
get each task in the specified plan executed. Térespo generated are
used to direct the affairs of the organisation.

3.2.2 Organising

These are the activities carried out to make optimuse of the
resources required to enable the successful cgrgin of plans. This
involves decision making on who is in the best f@sito carry out an
activity and which resources are to be utilise@fiort at achieving the
set goals. Organising is important in managemeritiagolves decision
on the optimum use of resources to achieve thesgsat for the
organisation. It is not enough to have the requiesshurces but if they
are not well organised, the plans set out for atigethe goals of the
organisation will not be realisable. The optimale usf resources
determines the efficiency of any organisation.

3.2.3 Leading/Motivating

The act of leading and motivating involves exhigtiskills in these
areas for getting others to play an effective partichieving plans.
Leadership provides direction for an organisatiord ane way of
achieving efficient leadership is to ensure thatspenel are well
motivated on their personal self realisation anel fhifillment in the
work environment. Leading and motivation thus gmdan hand to
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make staff put their best into effort at achievihg goals set for an
organisation.

3.2.4 Controlling

This involves monitoring, that is, checking progreégjainst plans. The
plans set for an organisation may be followed tecgation or there
may be deviation in the process of execution. Itcatrolling or
monitoring that ensures that the plans are relgjiotollowed. It also
leads to timely realisation of the need to amenglsas if need be. The
plans may need modification based on feedback. rGiting helps to
monitor implementation of plans. This helps to ifgrthose plans that
must be pursued to conclusion as against thosaésat to be modified.
Whatever will be the decision is based on the faeklobtained from
effective monitoring.

4.0 CONCLUSION

In this unit you have gone through the questiorst theed to be
answered in order to achieve the goals of managermée questions
include the what of management which involves tskg$ that have to
be achieved, the how of management which affeasntiethods and
processes, as well as the why of management whcludes the
approach that explains why some patterns in manage@e more
successful than the others.

The functions of management range from planningrg@anising as well

as leading/motivation. You have learnt than wheanglare set, you
need resources and personnel to be able to aetubksplans. If these
functions are not effectively coordinated, it wok difficult to actualise

the plans that have been set. You have also |#ahtontrolling helps

to monitor implementation of plans to ensure that drganisation does
not derail from the plans. It has also been adbatimonitoring helps to
know which plans have to be amended in the coursgxe@cution as a
result of timely feedback.

50 SUMMARY
You should have learnt in this unit that:

. the management/administrative tasks that must derpged and
the level of achievement that is acceptable hashdowell
specified in order to achieve the goal of managgme

) the methods and processes of management whichves/dhe
theories that are employed must be clear and abéehieve the
goals that have been set for management
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7.0

that some patterns of management are more suctebsiu
others in specific situations and thus need torfmerstood.
planning is an essential function of management

the need to make optimum use of the resourcesreztjto enable
the successful carrying out of plans is organising

it is important to lead personnel towards achievimg goals set
for an organisation through adequate motivation

monitoring through checking progress against plarismown as
controlling as a management function.

TUTOR-MARKED ASSIGNMENT

Mention the theories that make the methods andegsss of
management achieve its goals.

Why are some patterns of management more succedsfnl
others?

List the management/administrative tasks that roagterformed
to achieve the goals of management.

Describe the function of planning.

Explain why leadership and motivation are two sioliea coin.

REFERENCES/FURTHER READING

Akinsorotan, A. O. (2007).Elements of Agricultural Extension

Administration. Ibadan BountyPress Ltd, 142pp

Ogunbameru, B. O. (2004)Organisational Dynamics. Ibadan:

Spectrum Books Ltd.
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1.0 INTRODUCTION

Management theories are formulated to help in eéxplg how
responsibilities are assigned in work situatiohspecifies relationships
between managers and other personnel in effortraewng efficiency
in work situations. It serves some purposes whnchude being a basis
for research, a guide for administrative actioguale for application of
new knowledge, as well as being a basis for planaimd execution. It
also helps the understanding, prediction and adgist of a work
situation.

20 OBJECTIVES

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

o describe management theories
o explain the purpose of agricultural extension manaent
theories.
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3.0 MAINCONTENT

3.1 Management Theories

The methods of allocating work and ascribing respmlities through
centralised or otherwise authority is guided byidgsinciples which
have now been formulated by administrative behavispecialists
designated as theories. In management, a theoyyomaescribed as a
set of assumptions from which a set of basic ppiesiand laws may be
derived (Ogunbameru, 2004). It embodies an expéod objective
statement integrating isolated body of data intol@erent and consistent
framework. It thus permits the specification ofatenships between
islands of empirical data and logical extrapolatilmm obtained
relationships or erstwhile un-investigated phenocmnenManagement
theories are thus body of knowledge that are desiga serve specific
purposes (Appleby, 1981).

3.2 Purposeof Agricultural Extension Management Theories

In agricultural extension, theories according toplaran (1998) serve
principally the following purposes:

a. Basisfor Research
It provides a basis for research, that is, an umsént with which
the administrator's behaviour and the supervis@gponse of
administrators, managers, supervisors and workems be
measured and investigated in complex organisations.

b. Guidefor Administrative Action
It provides a guide for administrative and orgainsel action.
Extension staff behaviour differs under differedimanistrations
or administrative structures and incentives. Tdxplains why
some administrative sectors succeed where othiers fa

C. Guidefor Application of New Knowledge
Theory provides a guide for the application of nevwowledge.
New ways of doing things in an organisation areegated either
through research or repeated practice, both of lwiic some
extent are based on theories and basic assumptiofke
application of this new knowledge leads to greatéciency and
higher worker productivity.

d. Basisfor Planning and Execution
Theory provides a basis for decision making, piojec
implementation and action as well as reorganisatoarder to
have improvement in getting work done.

e Help Under standing, Prediction and Adjustment
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Theory helps the understanding, predicting and shidig of
management behaviour more systematically to the kwor
environment and the structure of the extensionicerv

40 CONCLUSION

In this unit you have been able to learn about mameent theories as
methods of allocating work and ascribing respotigds. Theories

serve specialised purposes in agricultural extensich as being basis
for research and being basis for planning and di@tuA good

understanding of management theories will help esttel and

practitioners in mastering the art of management agricultural

extension and other organisations.

5.0 SUMMARY

In this unit you have learnt that:

. a management theory may be described as a seswihpgons
from which a set of basic principles and laws maydbrived

. agricultural extension management theories servéasss for
research

. understanding, predicting and adjusting of managéeme
behaviour can be enhanced through managementebeori

o theory provides a basis for decision making, pitojec

implementation and action.

6.0 TUTOR-MARKED ASSIGNMENT

I Define the concept management theory.

. List four purposes that management theories serve.

iii. How does management theory provide a basis foarels@

Iv. Explain how new knowledge is generated through mament
theory.

7.0 REFERENCESFURTHER READING

Appleby, R. C. (1981)Management in Action.New Zealand: Pitman
Publishing.

Aromolaran, E. A. (1998)0Office Administration and Management.
Lagos: Concepts Publications, p. 154.

Ogunbameru, B. O. (2004)Organisational Dynamics. Ibadan.:
Spectrum Books Ltd.
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1.0 INTRODUCTION

Several authors have put ideas together to devebopagement theories
that explain the ways and manners the business avfagement are
being conducted and the explanations that can lkicad for the

different ways personnel behave in work situati@sswell as how

managers perceive and respond to those situatiidms. management
theories that are germane to agricultural extengractice are discussed
in this unit and their import buttressed.

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

explain the functional theory

describe how the decision making theory explainsagament
list the merits of the human relations theory

distinguish the difference between the fusion tiieand the
social process theory.
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3.0 MAINCONTENT

3.1 Clasdfication of Agricultural Extension Management
Theories

While several classification of theory may exisipge most relevant to
extension management/administration include tHewahg:

Functional theory
Decision making theory
Human relations theory
Fusion theory

Social process theory
Theory XYZ.

~Po0ooTw

3.1.1 Functional Theory

This was credited to Fredrick Taylor. The theorynstimes referred to
as an administrative process theory tends to explaanagement
behaviour in terms of administrative process amtttion of behaviour

(Appleby, 1981). Itis a form of functional spdigation. It stresses that
an organisation has position incumbent and funstighich the manager
performs, that is, in any organisation. There amsitmns and

responsibilities, tasks and duties which must tsgasd to individuals

appointed to those positions. The function of nga@nmaent is to ensure
that these duties, tasks and responsibilities degjuately understood
and effectively performed by all and sundry, in@hgd the manager
himself. It suggests that the functions of the aggn under this theory
includes: (1) planning, (2) organising, (3) stadfi (4) directing, (5)

coordinating, (6) managing and supervising anadgprting.

Collectively, the proponents of the functional theprescribe a division
of labour based on functional specialisation. Sofme basic concepts
derived from the functional theory include the daling:

a. Specialisation leads to efficiency: Extension persb become
acquainted with specific roles when there is spisaiion. They
thus become efficient in the tasks they perfornr dwee that the
organisation benefits there from at the end ofdidne A specialist
in crop becomes more efficient than will a genstah crop.

b. Staff arrangement which shows established hierao€lauthority
IS easier to operate. This makes staff know the dhcommand
and be more responsive.

C. A limited span of control consistent with the masiEg
psychological span of interest is essential fofgrarance. A
span of control is the number of people that iachied to one
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supervisor. It is believed that span of controlpseto control
under-utilisation.

d. The delegation of authority must be commensuratéh wi
responsibility so that subordinates can act onirtkuctions of
the manager. The subordinates have better accestheto
superiors and so can get tasks performed with aispa

e. Job evaluation by supervisors should be based edepgrmined
criteria of performance. The subordinates know whatxpected
of them and what will not be acceptable.

3.1.2 Decison Making Theory

Even though functional theory is relatively accéjga to most
management theorists, it however has its disadgasta Consequently,
a series of principles were enunciated, out of twhice decision —
making theory evolved. It grew out of the desoeovercome some of
the limitations of the functional theories. Théemt was to develop a set
of concepts that permit the description of discrdegisions in an
administrative environment.

Therefore, the decision making theorists suggedtet the most
important aspect of management is rational decisi@king ability.

From this position, they described managementeasgitbcess of rational
decision making and suggested that the success ofganisation can
be measured by the aggregate correctness of iisiae Decision
making in itself is, however, affected by the fallag conditions:

a. The decision making environment — there is usuadly
environment conducive to collective responsibifity collective
decision making and or individual decision making/here this
environment is not supportive, decisions taken ddag faulty.
The extension organisation must ensure that thesidacmaking
environment is conducive for goal attainment.

b. The decision maker himself — the decision makertmios$ be
indecisive. He must be forthright (straight fordiacredible). He
must be flexible without being autocratic. He mbst rational
and must be able to stand his grounds.

C. The goal or end to be served. The seriousnessdgceion is
determined by its end or its outcome (goal). Wtrengoal of a
decision is flimsy and unimportant, decisions témdye snappy,
but where the consequences of a decision aredahirgg, greater
thought are put into it and complex information lseg is
undertaken.

d. The choice of the decision itself. The selectibram alternative
from a combination of alternatives most appropriabe the
resolution of the problem must be properly congder The
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decision must reflect the selection of the bestralitive out of
the whole series of alternatives that best suitstiiation that the
manager wants to pursue. Consequently, he muaiviaee that
there is no problem with only one solution.

3.1.3 Social Process Theory

The social process theory while accepting thetytdif the functional

and decision making theories suggests that botloridee do not

adequately explain management/administrative camditin the work

environment. That rather, they see an adminisgatirganisation as a
social field, embodying a number of variables whiohlude persons
and organisations as well as their motives, agudbeliefs, sentiments,
jobs and activities, the physical work setting asllvas informal and

formal sub units, all of which comprise and infleera complex whole.
In this framework, the component variables tend use their

distinctiveness and find real meaning in terms whan behaviour and
the operation of the total system. The social @sectheory therefore
emphasises these inter-relationships among the paittter than each
component part operating in isolation. The essercehat the

manager/administrator should ensure that thisioglslip is in perfect
harmony (Aromolaran, 1998). To accomplish thisnt@my, the theory
suggests the following:

. Consistency in individual and organisational gaaiplemented
through a structure of status and role expectahay ¢nables
both to achieve their aims. The extension orgaioisamust
ensure consistency in individual and organisatiguals through
effective staff motivation.

. A conducive physical work environment, that is, gtecificity
and situation which may be internal or external jtb
performance, but which ensure effective social radgon,
exchange of ideas and functional socialisation wheahances

performance.
. Linkage processes, essentially two way communindbietween
super-ordinates and sub-ordinates as well as wsthioordinates.
) Goals of the organisation: This provides the bamipurposeful

behaviour and desire to perform. Where the goadsnat well
understood, the status and role expectations ase¢ likely not be
effectively enacted.

o The individual expectations, needs and desiredé&bonging to
the organisation.
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3.1.4 Fusion Theory

The proponents of the fusion theory focused on pheblems of

integrating or fusing individual goals and orgatimaal objectives.

They based their theory on a dual concept of dsatédn and

personalisation. Socialisation is the process bhyclhvan organisation
attempts to structure the individual to become aena for the

accomplishment of its objectives. On the otherdhgersonalisation is
the process by which an individual tries to use dhganisation as the
medium through which to achieve his personal ohjectConsequently,
the fusion theorists suggest that employers andr theospective

employees appear to be in a state of apparentictonifhe purpose of
management, therefore, is to minimise this confécid reduce the
problems therefore. They suggest that this cdniéicnot a zero-sum
game because both the individual and the orgaarsaiiten benefit.

The greatest benefit accrue to both parties whan caemplete fusion is
achieved, and this is the point at which the indlial achieves
maximum expression of its personality possible #aedorganisation has
its demands and expectations fulfilled at the hsglpossible level. A
good manager is the one who keeps the fusion gpwamd

continuously enlarges the area of intersectioméoeixtent possible. The
more the intersection, the better it is for botlke thdividual and the
organisation. The key words in the fusion theorg apcialisation,

personalisation, individual goals and organisafioobjectives. The

extension organisation must therefore ensure aorugn individual

goals, organisational objectives, socialisation p@sonalisation.

3.1.5 Human Relations Theory

The origin of the human relations theory derivesrfrthe reaction to
scientific management enunciated by a man callestiriek Taylor.
This theory was justified on the popular belieftthgair wage was the
primary motivating factor to work for effective permance. This
premise (the fair wage concept) soon failed asa$ wbhserved that as
employee’s wages rose beyond subsistence inconets)ethey sought
ego satisfaction, self actualisation, recognitiond anon-monetary
rewards (fringe benefits). There was thereforeadnto come up with
alternative explanation for this transient behawioand the human
relations theory provided such an explanation. nEvkough the
functional theory and the scientific management repgh were
originated in the 1B century, they continued to operate and were well
used to manipulate workers in both developed arndldping countries.
Recently, and following from a body of knowleddgee thuman relations
theory has tried to justify behaviour of contempyn@an by developing
a set of principles and ideas which seek non-moysteategy of reward
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systems to boost employee morale, efficiency atigfaation on the job
in order to increase productivity for the orgarimat

The human relations theory argues against the iposiwvhich sees
workers as a unit of production and in its placggasts the individual
worker as a dynamic being whose behaviour chanattsr change
under varying conditions of the social structureninich he and others
are a part. The theory proposes that organisatlmetzaviour depends
not only on the methods or the equipment that esgiged, but also on
the skills of the manager in providing an enviromieonducive to
maximum productivity by his personnel. The corengnts of the
theory may be summarised as follows:

. That the amount of work accomplished by a workefeiermined
not only by his physical capacity but is accelatdty his social
capacity to interact. Extension organisations rntuss ensure that
the social environment is conducive for goal atteent.

o That non-economic (non-wage) factors play a centoé& in
determining the motivation and happiness of thekemwor
) That the highest specialisation is by no meanarbst efficient

form of division of labour. Job description whichfunctional, as
well as job enrichment such as job rotation botmigime to form
good human relations.

) They suggested that workers do not react to mamager
individuals but as members of informal groups emgrisocial
pressure and control, in order to achieve theividdal needs, so
they organise into labour unions.

The human relation theorists emphasise the needowmfmunication
between the ranks and file of management with thekers, as well as
participating decision making and democratic legkig. In essence,
they theorised that the best manager, administaiodr or supervisor
should be:

) Employee oriented — to take the interest of the leyaes
seriously.

) He should delegate responsibility

. He should provide the necessary freedom for hisl@yeps to
perform.

. He should be one who can motivate and inspire ihisl@yees to

higher levels of performance.
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40 CONCLUSION

The functional theory is a form of functional sm@&ation which
stresses that an organisation has position incunamehfunctions which
the manager performs. The decision making theoes de most
Important aspect of management as rational decrs@king ability and
posited that the success of an organisation caméasured by the
aggregate correctness of decisions. The sociakpsatieory emphasises
inter-relationships among physical work settingoimal and formal
sub units and that the parts rather than each coempgart must be in
perfect harmony. The fusion theory fuses individugbals and
organisational objectives while the human relatitreory emphasised
thefair wage concept.

5.0 SUMMARY

In this unit, you have learnt that:

. management theories are developed to explain factbat
explain why managers and personnel act the way tteyn
workplace

) decision making theory is an improvement on thectional
theory

o social process and fusion theories consider the twt several
factors play in explaining organisational behaviour

) human relations theory emphasises the fair wageegin

6.0 TUTOR-MARKED ASSIGNMENT

I Explain the functional theory in management.

. What are the similarities and differences betwdenftinctional
theory and the decision making theory

iii. How does management theory provide a basis foarels@

\Y2 Explain how new knowledge is generated through mameent
theory.

7.0 REFERENCESFURTHER READING

Appleby, R. C. (1981)Management in Action. New Zealand: Pitman
Publishing.

Aromolaran, E. A. (1998)0Office Administration and Management.
Lagos: Concepts Publications, p. 154.
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1.0 INTRODUCTION

The attitude that individuals put up in work siioas are functions of
what their aspirations are as well as how well tliegl the work
environment assists them to achieve those aspgtibhey tend to put
in their best when they feel such is acknowleddéztavely and tend to
put in the minimal effort when they feel their besill not be

appreciated. They thus tend to divide their loyalifien they feel
threatened and devote their whole loyalty when tfe®} appreciated.
The work environment as well as the individual'piestions are thus
important factors in determining how well peoplet geeir assigned
work done.

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

explain the similarities and differences betweeaotles X and Y
identify how theory Z explains management

describe the interrelationships between theorie¥ Xnd Z
distinguish between the situations in which eacthebries X, Y
an Z are appropriate.
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3.0 MAINCONTENT

31 Theory XYZ

Theories X and Y are the brainchild of a gentlersatled McGregor
Douglas. McGregor tried to use a scientific mamagyet orientation as
well as the human relations theory to predict axulaen the behaviour
of the worker on his job. Consequently, he devetbgome basic
assumptions about the behaviour of man in relatioothe concept of
administration and management. These basic asguste referred to
as theory X and Y (Aromolaran, 1998).

3.1.1 Theory X
Under theory X, he assumed that the average man:
. Hates work

In order for the average man to work, he must beraam, controlled,
directed, and if necessary, threatened to perfomesired level.

That the average man avoids responsibility andepseb be told what to
do, as he does not like to be held accountablegandhed for whatever
was not done appropriately (Hence the common sldgam directed to
do it’)). He suggested that what was needed in adination was a set
of generalisations which:

o make human behaviour more correctly predictable
o increase the ability of individuals to control tlhehaviour of
others.

He concludes by asserting that much of the tratli@dministrative
and managerial styles, policies and practices ased on these
pervasive and all-inclusive assumptions about #tare of man.

The overriding principle in his theory was that ttoh and direction
could be achieved through the exercise of powepldp/, 1981). He
also concedes that as economies develop and wage=ase above
subsistence level, theory X becomes difficult tstify. He then
postulated an alternative to theory X which is tiyeo.

3.1.2 TheoryY

In contrast to theory X, McGregor postulated a rsai of assumption
which is more consistent with the state of knowkdthout human
behaviour in contemporary times (Aromolaran, 2000).

These set of assumptions include:
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a. The average man has a positive attitude toward& waod that
when his level of performance is less than desréel, it could
be because he lacks the necessary incentives audlirces
necessary to do so.

b. That the average man will exercise self control selfl direction
on the job. In essence, he does not like to beé mw to
accomplish his tasks all the time. He has suificself personal
initiative and whenever he fails to accomplish tagkacceptable
levels, it was either he was not told what to da iclear manner
or he was not given the necessary supportive fiasilto get the
work done.

C. The third characteristic of theory Y is that comment to
organisational goal and therefore desire for higlexels of
performance is a function of the rewards assochaiddit.

d. That the average man learns under conducive condinot only
to accept responsibility, but he seeks it (sattsigc+ permissive
work environment).

That the capacity to exercise a high level of dvégf imagination and

ingenuity in the solution of organisational probkeim widely distributed

in the population. In essence, McGregor recommamndadministrative
process which emphasises the principle of mutuspaesibility and

shared objectives between the administrative manageand workers
recognising interdependence between all membetkeobrganisation.
Second, he suggests interdependence between alberenof the

organisation and its clientele group and that eithéendispensable for a
satisfactory achievement of the organisation’s gjoal

3.1.3 Theory Z

Theory Z takes the position that the organisatiot #ne individual are
in a state of perpetual conflict because of thel qumsition of the
individual in a given organisation, both as a prauand as a consumer
of resources. It means that individuals who work igiven organisation
tend to suck the organisation dry by seeking mararbenefits, even
though he recognises that he will not survive # tirganisation goes
dead from low production.

Therefore, the theory suggests that the role of isdtration in

organisation is to collate the aggregate demanddidual workers as
consumers and organise production to satisfy tleatashd, bearing in
mind the need for a surplus, referred to sometiageprofit, impact or
effectiveness under normal conditions. The impiica is that the
employer should make sure that each employee workss salary and
more.
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40 CONCLUSION

Theory Y is the opposite of theory X. While theofyassumes that an
average individual hates work and will not wantta@e responsibility,
theory Y suggests that an average individual lowesk and likes to
take responsibilities. It submits that when an wvidlial does not
perform an assigned task correctly, it is as alreduthe fact that the
instruction to carry out the task was not clearedily Z on the other
hand shows the interplay between the employer lame@tployee. That
an average employee will want to maximise his gairem an
organisation, and that it is the extent to whiok dinganisation is able to
make the employee work for his or her pay that rdatees how
successful the organisation is.

5.0 SUMMARY

In this unit, you have learnt that:

. Theory X perceives an average individual as hgthg

o Theory Y views an average individual as loving jaibd thus
wants to take responsibility

) Theory Z shows the usual interplay between theresteof

individuals in an organisation and that of the orgation that
employed them

o That theory X becomes in-operational as econongegldp and
wages increase above subsistence level.

6.0 TUTOR-MARKED ASSIGNMENT

I Explain the role of theory X in management.

. What are the similarities and differences betwémoties X and
Y?

1 When does theory X become irrelevant?

V. Explain how theory Z perceives the interplay betwewlividual
employees’ goal and that of the organisation foictvithey work.

7.0 REFERENCESFURTHER READING

Appleby, R. C. (1981)Management in Action, New Zealand. Pitman
Publishing.

Aromolaran, E. A. (1998)0Office Administration and Management.
Lagos: Concepts Publications. p. 154

Aromolaran, E. A. (2000)-undamentals of Management. Lagos: BLV
Print Tech., p. 153.
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MODULE 4 PERSONAL QUALITIES OF A GOOD
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Unit 1 Competencies in Agricultural Extension Mgament
Unit 2 Basic Core Competencies Required in Agtical
Extension Management

UNIT 1 COMPETENCIES IN AGRICULTURAL
EXTENSION MANAGEMENT
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1.0 INTRODUCTION

The basic knowledge, attitudes, skills and behasiathich are required
for the effective performance of managerial duies referred to as
competencies. The extent to which managerial fanstiare performed
effectively is dictated by the competencies tha thanager possess.
Managers that are vast in the competencies requwedtheir job
performance succeed, while those that are lackmghe required
competencies fail to achieve the targets set feir thrganisations. It is
thus important that managers imbibe the requisitepetencies needed
for them to succeed in the art of management.

20 OBJECTIVES

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

. explain the competencies required in agriculturatemsion
management for achieving tasks
. list the managerial and administrative competencies

36



AEM 507 MODULE 4

3.0 MAINCONTENT

3.1 Competencesin Agricultural Extension

A competency is a sufficient quantity of knowledgkill and ability to
accomplish a particular task or purpose. Competsraie defined as the
basic knowledge, attitudes, skills, and behavidina®t contribute to
excellence in extension education programmes. Maignsion systems
identify and define specific core competenciesadncultural extension,
the required competencies for achieving tasks aiexplained below.

3.1.1 Competenciesfor Achieving Tasks

Each extension professional needs to possess thHewifa
competencies for task achievement (Appleby, 1981):

. Personal strength: This helps to get job done twlosive level.
It is difficult for an individual that does not mEss strength to
bring out the strength in others.

. Capabilities as an educator: This is important hes thrust of
extension is education and information
o Capabilities in information technology: The low enxsion agent-

farmer ratio require the use of information teclmggl to reach
more farmers at a time and update one’s knowledge

o Expertise in their academic specialty: Credibilgya function of
expertise and trustworthiness, and anyone who tscrexdible
through displaying expertise will lose the confiderof farmers.

) Employees are the most valuable assets of the sgtesystem
(Ogunbameru, 2004). To enhance the effectivenessthef
extension employee and increase extension’s piofedsvalue,
it is recommended that development and trainingodppities
must focus on areas relating to core competeninedoing so,
extension will increase its capability to betterveecustomers by
effectively working within communities to determineeds. This
is important in developing and delivering educadion
programmes that address these needs, and in geatcessful
individual and group accomplishments.

3.1.2 Managerial and Administrative Competencies

The managerial and administrative competencies #taduld be
possessed by extension personnel should centre on:

o Integrity- This enhances the worth value of extengersonnel.
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. Fairness and sound judgement- This helps to deeigpathy in
extension personnel

. Good health- It helps in the discharge of respalits#s as health
is wealth

o Decisiveness- Extension personnel are usually found
conditions where they have to make decisions. Beiagsive
and not wavering will help extension programme @intain its

hold.

o Faithfulness- It is important that extension persdrare faithful
to their responsibilities on the job.

. Courage- This imbues the spirit to forge ahead ewvban the
environment is not conducive

. Initiative- Being initiative helps to proffer solahs to problems

that arise in the course of execution of projestsch are usually
not planned for.

. Versatility- The non-formal nature of agriculturaxtension
education demands that an extension personnel rgatile to
retain credibility

. Sense of humour- Ability to make rural householdnmbers
receptive to information in the face of their pragshousehold
problems demand display of sense of humour

o Credibility- This is a function of trustworthinesghich must be
reinforced by knowledge of the subject matter

. Ability to cooperate and work with others- Extemsiwork is a
team work and cannot be done by any individuasafation from
others.

40 CONCLUSION

In the unit you have attempted to learn about tldindion of

competencies and how they apply to agriculturalemsion, the
competencies required for performing agriculturaleasion tasks, as
well as the managerial and administrative compétsnchat are
important in ensuring that the personal attribudgés good extension
manager is imbibed by all in extension work in erseachieve tangible
results.

5.0 SUMMARY
In this unit, you have learnt that:
o a sufficient quantity of knowledge, skill and atyilto accomplish

a particular task or purpose in agricultural exiemss referred to
as competency
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6.0

7.0

four competencies are required for achieving tagkih bother
on personal strength, capability as an educatgoalmbty in
information technology and expertise in academexriity
managerial and administrative competencies includegrity,
fairness and sound judgement, good health, deoissg fairness
and courage.

TUTOR-MARKED ASSIGNMENT

Define competency in agricultural extension.

What are the four competencies required for achgetasks?
Explain the managerial and administrative compe#sndesired
in agricultural extension management.

REFERENCES/FURTHER READING

Appleby, R. C. (1981)Management in Action. New Zealand: Pitman

Publishing.

Ogunbameru, B. O. (2004)Organisational Dynamics. Ibadan:

Spectrum Books Ltd,
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1.0 INTRODUCTION

Core competencies are important personal quabtfiesgood extension
personnel manager. They are required to be posséss¢he efficient
performance of the tasks and duties that an exterm@rsonnel manager
has to discharge. Among the core competencies, sombasic that are
even more demanded. The values of those basic orgetencies
therefore need to be explored so that the goalghef extension
organisation can be achieved. Such competencigge famm knowledge
and delivery, attitude and disposition as well baitg to carry people
along through empathising with them.

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

o explain each basic core competencies required asoned
gualities by a good extension personnel manager.
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3.0 MAIN CONTENT
3.1 Basic Core Competencies

The eleven basic core competencies required ircugral extension
management asdapted from North Carolina Cooperative Extension
include the following

3.1.1 Information and Education Delivery

This involves the mastery of communication skilsch as written and
verbal), application of technology, and deliverythaels for supporting
educational programmes and guiding behaviour chaageong

extension learners. This will enhance the credibitif the extension
organisation.

3.1.2 Interpersonal Relations

This involves the ability to successfully interagth diverse individuals
and groups to create partnerships, networks, anwhrdic human
systems. This is as a successful extension progeamust effectively
carry along all stakeholders (Ogunbameru, 2004).

3.1.3 Knowledge of Organisation

An understanding of the history, philosophy, andtemporary nature
of the extension organisation will assist the mange achieve
resounding success in extension activities. It e®dgknowledge of
extension organisation that will make the managgreciate the goals
of the organisation and buy into it.

3.1.4 Leadership

This involves the ability to influence a wide rangjediverse individuals
and groups positively. This will assist extensicanagers to achieve the
much needed multiplier effect in extension educat{&romolaran,
1998).

3.1.5 Organisational Management
This is the ability to establish structure, organsocesses, develop and
monitor resources, and lead change to obtain eidnehtoutcomes

effectively and efficiently. Knowledge of organisatal management
helps in entrenching the structure of the orgaiueat
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3.1.6 Professionalism

Professionalism involves the demonstration of b&has that reflect
high levels of performance, a strong work ethiaj ancommitment to
continuing education and to the mission, visiord goals of extension.
This will entrench credibility and trustworthiness.

3.1.7 Subject Matter

This involves the mastery of a scientific disciplira research body of
knowledge, or a technical proficiency that enhanoelvidual and
organisational effectiveness. This is importantitais not possible to
give what one does not have.

3.1.8 Community and Social Action Processes

This is the ability to identify and monitor varialsland issues important
to the vitality of communities (e.g., demographiespnomics, human
services, environmental, etc.), and the abilityuse and apply these
variables to programme prioritisation, planningd atelivery. This is
important as extension must work with the peopleenghthey reside
(Appleby, 1981).

3.1.9 Diversty/Pluralism/Multiculturalism

This involves the awareness, commitment, and ghiditinclude one’s
own as well as the other’s different cultural pete@ns, assumptions,
norms, beliefs, and values. This shows that a goddnsion manager
must imbibe empathy in all his/her dealings witilertieles.

3.1.10Educational Programming

This is the ability to plan, design, implement, leréée, account for, and
market significant extension education programnied tmprove the
guality of life of extension learners. This is inmfant as good planning
Is the crux of every extension organisation’s au#s.

3.1.11Engagement
This is the ability to recognise, understand, aacllitate opportunities
and to broker the necessary resources that bggingégto the needs of

individuals and communities. Thus, development netcommunity
driven.
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40 CONCLUSION

In this unit you have attempted to learn about hiawortant the
information and education delivery, interpersoredations, knowledge
of organisation, leadership prowess, organisation@nagement,
professionalism, knowledge of subject matter, g@odmunity and
social action processes, appreciation of diversiggucational
programming and community engagement are in thehdrge of the
responsibilities of a good extension personnel mana

50 SUMMARY

In this unit, you have learnt that:

. knowledge of information and education deliveryniportant for
a good extension personnel manager

o a good personnel manager must have good humaionsland
leadership prowess

. there must be sound knowledge of organisation arugest
matter for an extension personnel manager to sdcitedis or
her work

. appreciation of diversity as well as ability to anbe community

engagement are important in the discharge of extengork.
6.0 TUTOR-MARKED ASSIGNMENT

I Mention the core competencies that are requiredabgood
extension personnel manager.

. Of the core competencies, which ones relate tdioekhip with
the people and their environment.

iii. Which of the core competencies have to do with ghesonal
traits to be imbibed by the extension personnelagarf

7.0 REFERENCESFURTHER READING
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Publishing.
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1.0 INTRODUCTION

The exercise of authority over subordinates regut@equate planning
and organisation of actions and activities. Thesekaown as personnel
management processes. The processes involve thirnga organising,
staffing, directing/controlling, coordinating, refiog and budgeting for
the extension organisation. These series of aegvire the functions
that a personnel department is expected to perfornefforts at
achieving successful extension management.

20 OBJECTIVES

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

. identify or list the personnel management processes
) describe the personnel management process.
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3.0 MAINCONTENT
3.1 Personnel Management Processes

Personnel management is the exercise of authontyr gersons
sometimes referred to as subordinates. Often fines theories of
management determine administrative behaviour plagxthe outcome
of administrative behaviour. In order for managameand

administration to occur and the theories of managdro apply, some
basic processes must be put in place. Sometiimesyard organisation
refers to an agency and then management/admirostrest applied as
the process for managing that agency. Concurreotbyanising infers
putting human and material resources together tsuren the

achievement of the purpose for which the agen@giablished. This is
the process of management. It is the way the wiodgiministration are
handled that ensures how an organisation achiévesms or fails to do
so. These tools which provide the process of agtnation include the
following:

Planning

Organising

Staffing
Directing/Controlling
Coordinating
Reporting
Budgeting

NoohkhwhNpE

3.1.1 Planning

This is working out a broad detail about what netedse done and the
methods for doing them in order to accomplish theppse set for a
given programme of the extension service.

3.1.2 Organising

This involves the establishment of a formal streetwf authority

through which work subdivision are arranged, defia@d coordinated
for the achievement of a pre-determined goal.ometimes refers to the

assemblage of facilities and materials that areuireq for the
accomplishment of a given task (Appleby, 1981).

3.1.3 Staffing

This is the personnel function of recruitment, seta, placement,
development of staff and maintenance of favourabfeditions of work.
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3.1.4 Directing/Controlling

This is the administrative task of making decisi@ml incorporating
them into specific circulars, general orders argtruction etc. as the
operational guideline within the extension system.

3.1.5 Coordinating

This implies securing the interrelatedness ofedtisns and units within
the extension system and outside of it to ensumendwy in the
achievement of extension goals.

3.1.6 Reporting

This involves keeping all those to whom the extmssystem is
responsible well informed about what is going on.

3.1.7 Budgeting

This is fiscal planning, accounting and control.t ihcludes the
management of advance proposal management of falaeteases etc.
It is the instrument for seeking fund, disbursingds, allocating time
and managing staff time expenditure. We thus lienaacial budgeting
as well as time budgeting (Aromolaran, 1998).

40 CONCLUSION

In this unit you have attempted to learn aboutpitoeesses of personnel
management which is the exercise of authority @egsons sometimes
referred to as subordinates. You have also attahiptéearn that these
processes involve the planning, organising, stgffin
directing/controlling, coordinating, reporting artsldgeting for the
extension organisation.

50 SUMMARY

In this unit, you have learnt that:

. the efficient exercise of authority over subordasats the main
task of a good personnel management

o planning, organising and directing are importanthnagement
processes in ensuring that extension organisaachgve their
set goals

. efficient staffing, reporting as well as staff aimde budgeting are

important for using subordinates to achieve degjls.
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6.0 TUTOR-MARKED ASSIGNMENT

I Mention the processes involved in personnel managem

. In the exercise of authority over subordinates, ciwhof them
ensures that the right person is put at the rigkttipn among the
subordinates?

iii. Describe the importance of time and staff budgeting

7.0 REFERENCESFURTHER READING

Appleby, R. C. (1981)Management in Action. New Zealand ;Pitman
Publishing.

Aromolaran, E. A (1998)Office Administration and Management.
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1.0 INTRODUCTION

Planning which is the process of organising evem¢signed for
achieving the goals set for an organisation dem#malsthe courses of
action intended to achieve those goals are clespécified. Also, the
level at which the planning is done determines wlbes it, how it is
done and to what depth is it gone. All these helpake the activities
set to be carried out to achieve goals by the asg#an are clear to all.
This is important in planning in extension orgati@as like in all other
organisations to achieve effective management.

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

state the reason for planning

explain the different levels of planning

state the role of leadership in planning

explain the need for setting clear objectives anping.
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3.0 MAIN CONTENT
3.1 Planning
3.1.1 Concept of Planning

Planning in any organisation occurs in differenysvand at all levels. A
top-level manager, say the manager, of a manufagtptant, plans for
different events than does a manager who supervisgs a group of
workers who are responsible for assembling modalames on an
assembly line. The plant manager must be concewidthe overall

operations of the plant, while the assembly-lineagger or supervisor is
only responsible for the line that he or she owesg&romolaran, 2000).
Planning could include setting organisational goalss is usually done
by higher-level managers in an organisation. Asad pf the planning
process, the manager then develops strategiesliveng the goals of
the organisation. In order to implement the stiaggesources will be
needed and must be acquired. The planners musth@isaetermine the
standards, or levels of quality, that need to b& imecompleting the

tasks.

This infers deciding in advance what needs to beedas well as the
most efficient way of doing it. It covers a widgnge of activities and
decisions, including the following:

The clarification of objectives

Establishment of policy

The mapping out of programmes and extension campaig
The determination of specific methods and procedure
Fixing day to day schedules of work and activities
Taking action

Monitoring of individual activities and

Evaluation of overall achievement.

S@meo0oTy

3.2 Reason for Planning

Once a plan is adopted, the extension managerajwesl to implement
it. He begins to give instructions, written andbad, to his subordinates
as to what needs to be done. He mapping out ajrgnomes and
extension campaigns. Consequently, the extensioragest assumes an
administrative leadership role in the implementatd the plan. In this
respect, he provides guidance, sometimes througfhuctions, control
or sometimes through the provision of resourcesarsiiring that they
are used correctly (Dahama, 1976).
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3.3 Levesof Planning

In general, planning can be strategic planningtidalc planning, or
contingency planning. The level at which plannirgy being done
determines the depth and the extent of the plahs. types and their
characteristics are as discussed as follows:

3.3.1 Strategic Planning

This is long-range planning that is normally conbpde by top-level

managers in an organisation. Examples of stratelgicisions that
managers make are: who the customer or clientedeldhbe, what

products or services should be sold, and whereribg@ucts and services
should be sold.

3.3.2 Short-Rangeor Tactical Planning

This is done for the benefit of lower-level managesince it is the
process of developing very detailed strategies aldwat needs to be
done, who should do it, and how it should be ddre.return to the
previous example of assembling modular homes, afidme is nearing
construction on the floor of the plant, plans mostmade for the best
way to move it through the plant so that each wort@n complete
assigned tasks in the most efficient manner. Tipd@es can best be
developed and implemented by the line managers oxersee the
production process rather than managers who snioffice and plan
for the overall operation of the company. The tadtplans fit into the
strategic plans and are necessary to implemersttategic plans.

3.3.3 Contingency Planning

This allows for alternative courses of action wiies primary plans that
have been developed do not achieve the goals obrg@nisation. In

today's economic environment, plans may need tachsnged very
rapidly. Continuing with the example of building chdar homes in the
plant, what if the plant is using a nearby suppierall the lumber used
in the framing of the homes and the supplier hasapr warehouse fire
and loses its entire inventory of framing lumbeon@ngency plans
would make it possible for the modular home builder continue

construction by going to another supplier for taeme lumber that it can
no longer get from its former supplier (Ekpere, Q9
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34 Leadership

This is provided sometimes through checking peréorces and
evaluating achievements. As mentioned earlieouad plan starts with
a clear statement of objectives or recognition &pacific goal to be
achieved. It may be more realistic for the extemgnanager to express
his planned statement to infer 30 percent increéasmaize yield per
hectare or 20 percent increase in the number ohdes in the local
government area who have planted an improved cassaiety. Such a
clear statement of intent provides:

. A vital linkage in the planning process and aidsesgralisation,
as individuals at different levels of the organmatare guided by
the same basic premise (statement of fact or seatenf intent
and objective assumption).

. Second, clear statement of intent provides a Hasisoluntary
coordination, individual motivation as well as edsd elements
in the process of control.

35 Objectives

Objectives can be broad or specific. They can b&rgular or multiple
purposes, but in all cases, a clear statement gbopa universally
accepted and understood within an organisatiomasntost important
guarantee for an effective management (Akinsord&@ay).

To be meaningful, objectives must be more than meseds. They
must be_implementable and attract the commitmedt dedication of
those who were employed to work on thermherefore, most plans in
agriculture and indeed agricultural extension mhestrealistic and the
projections conservative. In extension managemanst assumptions
deal with social conditions and human behaviouthbaf which are
highly unpredictable. If the operational condisazhange substantially,
a plan could loose its value. However, this carrdaified with real
planning to meet the new situation. In generanping is expensive
and its real value can hardly be justified in mamgterms. In the long
run however, there is often high management pagoéil the planning
processes in agricultural extension. A plan maytwad or it may be
specific. It may be long, perceptive or short terihmay be a standing
plan or a running plan. Irrespective of whicheites, it must always
provide a guide to the extension effort. It is afwdetter to plan than
not to do so. This is because it helps the extensystem and worker to
correct all possible errors that could have beedarathere was no
plan.
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40 CONCLUSION

In this unit you have attempted to learn aboutciiecept of planning as
well as the different levels at which planning Bnd. You have also
learnt about the roles of leadership in planning amecution of the
plans. The importance of setting clear and achievalbjectives in
planning in planning has also been stressed andplemg must be made
to achieve the commitment and dedication of thosgleyed to
implement them.

50 SUMMARY

In this unit, you have learnt that:

. planning involves clarification of objectives aslas mapping
out of programmes and extension campaigns

. it involves mapping out of programmes and extensampaigns
for achieving organisation goals

. planning is done at strategic, tactical or contimgyelevels.

) planning succeeds when extension managers praadieiship

. stating clear objectives to be achieved is a ketofan planning.

6.0 TUTOR-MARKED ASSIGNMENT

I Describe the concept of planning.

. Explain the different levels planning.

iii. Why is it important that objectives set in planniage clear and
achievable?

Iv. How is leadership important in planning?
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1.0 INTRODUCTION

The act of organising involves the grouping of samactivities together
that is, dividing and grouping the work that must dione, including
general management and personnel managementndaitadual jobs. It
also involves defining the established relationsihptween individuals
that occupy positions and performing the taskspetHic job. It is thus
a means of delineating the activities involved ireauting the
responsibilities of an organisation in a way thdl wnsure that all
personnel play their part easily and correctly iays that will help
achieve organisational goals.

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

explain the term organising

describe the issues addressed by organising
state the essence of organising

evaluate the term departmentalisation.

3.0 MAINCONTENT
3.1 Organising

This is the grouping into management units, thévidiels necessary to
implement a plan, as well as defining the relatmsamong the
executive and staff in such units. It becomes tional through an
organisational chartOrganising refers to the way the organisation
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allocates resources, assigns tasks, and goes alboamplishing its
goals. In the process of organising, managers geranframework that
links all workers, tasks, and resources togethethgoorganisational
goals can be achieved (Ogunbameru, 2004). The Wwarkeis called

organisational structure. Organisational structise shown by an
organisational chart. The organisational chart thegicts the structure
of the organisation shows positions in the orgditea usually

beginning with the top-level manager (normally tAeesident or the
General Manager) at the top of the chart. Otheragars are shown
below the President.

There are many ways to structure an organisatias.ifinportant to note
that the choice of structure is important for tigeet of organisation, its
clientele, and the products or services it prowdal of which
influence the goals of the organisation (Newmar7,6)9

In agricultural extension, the management procéssganising consists
of:

. Dividing and grouping the work that must be dongluding
general management and personnel managementnhtodual

jobs.

. Defining the established relationships betweenviddials that
occupy positions and performing the tasks of spemb.

. Together, the above two conditions define the jebcdption in

an organised manner.
3.2 Issues Addressed by Organising

The primary issues that the organising processeaddn management
include:

(@) How activities should be subdivided into gredpr purposes of
management. This suggests what departments ndeda@ated
and

(b)  What criteria should be used in assigning oasjbilities to
departments?

(©) It also seeks to understand what divisionglriede created.

Consequently, in a typical Ministry of Agriculturand Natural
Resources, it is this rationalisation, that is, desirability of assigning
jobs, tasks and responsibilities by specialisattbat leads to the
organising of the ministry into divisions such agieulture, fisheries,
veterinary medicine etc. Each of these divisionguisher subdivided
into sections or units such as annual crops, trepscetc (Williams,
1978).
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3.3

Essence of Organising

The essence of this organisation is that it:

34

facilitates control — It is easy to control acteg in an
organisation if the line of command is clear

aids coordination — Organising indicates the reteghip between
one unit and the other and thus aids coordination

secures adequate attention — Attention is sectitbé number of
people that a manager has to control is limitedhés aids a
focused attention

It aids recognition of local conditions — The locainditions are
taken into consideration in the act of organisingan extension
organisation

It reduces administrative costs - This is becatig@advides for
unity of command as well as lead to defined linawthority.

Departmentalisation

This is the grouping of similar activities togettierform a unit. It can be
easily done in simple organisations, but it is goite easy in complex
organisations  (Akinsorotan, 2007). Organisations uldo be
departmentalised on the following basis:

It could be functional: This is where the majordtions are used
to classify the units.

It could be geographical: This is a situation whénere are
several branches in the different parts of theestatiocality. The
cardinal points of north, east, south and westewen their
combinations can be used to describe the units.

It could be on the basis of product or service: lémge
organisations where different products are handhegarticular
product can be used to classify the organisatian, those that
produce cocoa drink and those that produce kokkdri

It could be on the basis of customer. This is anlibsis of those
that patronise the unit e.g. children, men, wonmrehaspitals or
sections in Departmental stores.

It could be on the basis of process or equipmehis i on the
basis of process of production or the equipmend.use

It should be noted that more than one method coeldmployed
in a particular organisation in effort at achievingpod
organisation.

55



AEM 507 MANAGEMENT OF AGRICULTURAL EXTENS ON PERSONNEL

40 CONCLUSION

This unit has enabled you to understand what osgamis all about and
the essence of organising. It has also explaineel i#sue of
departmentalisation in organising as well as tbaas that are addressed
in organising. These issues are important in ctal@chieve sustainable
organising of extension organisations.

5.0 SUMMARY

This unit has acquainted you with:

o the goal of organising in an organisation

o how activities should be subdivided into groups tfue purpose
of management

. criteria to be used for assigning responsibiliteedepartments

) an understanding of divisions that need to be etkat

6.0 TUTOR-MARKED ASSIGNMENT

I Mention the three issues that are addressed imisigg.

. List the five essence of organising.

iii. Mention the five bases that can be used to depataiige an
organisation.
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1.0 INTRODUCTION

It is important that while effort is made to prepagood plans for an
organisation, effort is made to ensure that thé/p&@sonnel that are
employed to implement the plans are those that gawe capacity and
understanding of the goals and workings of the misgdion. This is
important so that the work of management will bsyeand ensure that
round pegs are put in round holes. This ensures thiea dynamism
required in extension activities are brought intarid the demand nature
required of extension activities are entrenchedthsd the goals of
extension of helping people to help themselves dsiexed by the
organisation.

20 OBJECTIVES

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

o identify the concept of staffing
o explain the management function of staffing.
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3.0 MAINCONTENT

3.1 Staffing

It is generally considered that the success of lmnpan endeavour is
closely related to the quality of personnel who fgen the task
necessary for the achievement of its goals as aslthe conditions
which affect the personnel's physical and mentalll weeing.
Consequently, in agricultural extension, it hasdnee an acceptable fact
that the quality of staff is one of the most impaitfactors essential for
its success. The problem which the extension adtramor faces
therefore is how to secure, develop, utilise artdimethe services of
highly qualified staff in the effective implementat of extension work
programmes. This helps extension personnel devehmir latent
abilities while applying their skills and talents the best interest of the
extension organisation (Appleby, 1981). The extansnanager will
not only be improving the general efficiency offstaembers, but will
also be making it possible for them to actualisgrtpersonal aspirations
as well as achieve higher professional satisfaction

3.2 TheManagement Functions of Staffing
The management function of staffing includes thoWwang:

a. Predicting personnel/staff needs — This involvesping on the
caliber and level of staff that are required toieeh the goals of
the organisation. It is the pre-determining of whpersonnel are
required by the organisation and the qualities qualifications
they must possess.

b. Personnel/Staff recruitment — This involves theest@bn of
people that possess the best criteria for fillihg positions that
have been penciled down. Recruitment is usuallyedoy the
organisation, or the services of management agen® be
employed to effect the recruitment.

C. Personnel/Staff screening and selection — Seledsidhe act of
selecting a round peg to fill a round hole, and selecting a
square peg to fill a round hole.

d. Personnel/Staff appointment, orientation and plasgm- It is
important that once staff are appointed, they aken through
orientation before they are placed in positions nehthey will
carry out the organisation’s responsibilities. Effee orientation
assists them to be able to play their assigneds reftectively
(Aromolaran, 1998).

e. Personnel/Staff performance appraisal and evaluatie
Performance appraisal helps to ensure that thepet®rmance
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of staff measures up to the expectation of the rosgdéion as
specified in the organisation’s plan (AromolaradQ@).

f. Personnel/Staff development and training - Contisuo
development of staff through regular training hedpkeep them
abreast of developments in their work schedule agsists the
organisation to achieve sustained progress. |hus important
that an extension organisation cultivates the hafbiegular staff
training and development.

40 CONCLUSION

In this unit you have learnt about the importanéeemploying the
service of competent staff members to man the iiegvof extension
organisations in different cadres. The various oasti involved in
ensuring effective staffing have been itemisedffareat ensuring that
an organisation achieves its goals. The qualitysw@fff is thus an
important factor essential for organisations’ sgscand so how they are
engaged becomes important.

50 SUMMARY
In this unit you have learnt that:
o the success of any human endeavour is closelyecelat the

guality of personnel who perform the task necesdarythe
achievement of set goals

o the conditions which affect the personnel’'s phyisazad mental
well being determine their job performance
) recruitment, selection, placement, appraisal ancldpment of

staff affect the extent to which personnel see s&wves as being
part of the organisation’s vision.

6.0 TUTOR-MARKED ASSIGNMENT

I Describe the processes that make up staffing irsopael
management.

. How does staffing determine the achievement ofgestls by
organisations?

1 Discuss how the physical and mental well being efspnnel
affect their job performance.
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1.0 INTRODUCTION

Efforts to predict staff needs are premised onnéed to plan for the
future. Such plans are ingredients for ensuring ghstainability of

staffing in any organisation. The prediction shoblel such that the
maximum capacity to be achieved by the organisas@anvisaged, and
appropriate staff need to take care of the orgaoisa responsibility

are well prepared for. Prediction of staff needusti@etermine which of
the staff would be programme staff, that is, thimskbe employed for the
duration of the programme as well as career staéft is, those to be
permanent and stay on up till their retirement fritv@ organisation that
employed them.

Staff selection is very important in any organsati The extent to
which it is properly done determines the efficieranyd effectiveness
that can be achieved by the organisation. The extenwvhich the

different aids of staff selection are utilised atféhe staff turn-over rate,
how effective the staff would be as well as how oatted they would

be to such organisation.

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

) explain the essence of predicting personnel/stdtia
J describe staff selection and what it entails.
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3.0 MAINCONTENT

3.1 Predicting Personnel/ Staff Needs

The prediction of staff needs in agricultural esien should be based
on the programmes and objectives of agriculturggresion. Oftentimes,
in the process of project formulation, estimatdut@ire staff needs are
made. In general, however, the staffing function any on-going
extension establishment must include predictiorsadial trends and
economic development which could impact on the remif farm
families that must be reached and therefore thebeurof extension
personnel that the extension system require. Th& mgoortant aspect
of staffing is a staffing decision which accordiiogAkinsorotan, (2007)
is guided by either of two approaches:

a. Programme staffing: This essentially involves emipig staff to
carry out specific tasks, with emphasis on its @anance on
short term basis. This typology is representedthif appointed
under contract terms.

b. Career staffing: This involves employment of stadh a
permanent or pensionable basis.

Whatever the method used, it must be rememberddeitansion staff
are employed to perform specific tasks. Therefaneanalysis of the job
requirement is very important for communicating passibilities,
training, performance appraisal, and self developgnss a basis for
improving the individual as he progresses on the jo

3.2 Meaning of Staff Selection

Staff selection involves selecting an individuafitba job position from
among a large number of applicants; the extensianager has in mind
what the job for which he is selecting an individeatails. He should
also know what qualities are required for thatwndlial to satisfactorily
perform the tasks required of the position. Hik therefore, is to screen
as many applicants as necessary to select thosearghmost qualified
and have the best aptitude for the job from ambegpplicants.

3.3 Aidsto Staff Selection
There are several aids to staff selection:

a. Application form: Application forms are used to ge¢ details of
prospective staff, their antecedents and how Ihest will fit into
the goals of the organisation. Application ensubed it is only
those that have innate interest and would be willia work
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towards the goal achievement of the organisatiolh apply.
Application forms require prospective applicantsridicate their
referees who would provide information on the agpiis.
Application forms serve as basis for short listioigintending
staff that have good potentials that can be exgdldog the
organisation. Only candidates that beg to applyjédr in an
organisation are considered for jobs in such osgiuns.

b. Reference letter — This is a report written by songewho knows
the applicant very well (a referee), recommendimg applicant
for a given job. The referee is required to expreke
competencies possessed by the applicant in thexdooit the job
that is being applied for.

C. Telephone conversation — This is used in most f@igactor jobs,
particularly at the upper managerial levels. Itugas that there is
prior conversation with the prospective staff. Tiesused to
create rapport and iron out issues that need ®wolted out with
dispatch.

d. Personal interviews: Personal interviews are tialfpoint at
which staff to be recruited are determined. Personarviews
may be written and or oral. In most of the casesittem
interviews are used to prune down the number ofiGpys to a
manageable level in situations where the numbappficants are
many, while oral interview are the final points whethe
prospective employers have direct interaction ik applicant
to determine suitability. Personal interviews asaducted to test
the competencies of the applicant and determinetsliy for
jobs.

e. Tests — This may be aptitude tests or intelligetests. These
tests are beginning to be more and more populay &hne either
conducted by the organisation or are contractechdnagement
firms who do this for a fee. Such tests are usqutuae down the
number of applicants to a manageable level befbee final
personal interviews are conducted. These teststbaligtermine
the aptitude and intelligence of applicants ancemeine their
suitability to be considered for personal internsew

40 CONCLUSION

In this unit, you have learnt that predicting stadleds should be based
on objectives of agricultural extension and purpok¢he programme.
Also, staffing decision should be based on whetther staffing is
programme or career based. Therefore, the aim @f extension
programme should be properly spelt out so thafistafwill be done
accordingly. This unit has emphasised that stafécsen is about
selecting the best applicant among several appticam fill a job
position with the use of some aids like applicatiorms, tests etc. It is
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therefore crucial for an extension manager know howelect the best
applicant that will perform the task satisfactorilysing the best
combinations of qualities.

50 SUMMARY
At the end of this unit, you have learnt that:
. staffing in extension work should be based on thenemic

development and social trends that will impact lthes of rural
families positively

. choosing extension staff can either be programmeaoeer -
oriented

. staff selection involves the selecting of an indual to fill a job
position from among a large number of applicants

. application forms, reference letter, personal nneavs, telephone

conversation and tests are some of the aids tbsstigfction.
6.0 TUTOR-MARKED ASSIGNMENT

I Explain the essence of predicting personnel/stageds in
extension work.

. What are the two approaches that guide staff detsi

iii. Explain what staff selection entails.

Iv. Describe some aids to staff selection.

V. What is the significance of reference letter inffstelection
process?

7.0 REFERENCE/FURTHER READING

Akinsorotan, A. O. (2007).Elements of Agricultural Extension
Administration. Ibadan: Bounty Press Ltd, 142pp.
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1.0 INTRODUCTION

Staff recruitment involves the delineation of starfid the tasks they had
to perform on the job. Such delineation should rtyealarify the job
description and how it is to be executed, as wsefiaators to consider in
staff recruitment. The job description should behsuhat indicate
clarity of purpose in a manner that the officer ugngng the position
will know what has to be done, how it is to be damel what goal the
organisation expects of him to achieve in efforaetieving the general
goal of the organisation. The synergy required rhastvell specified.

20 OBJECTIVES

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

. describe staff recruitment and job description
o explain the need for staff placement
) identify the factors to be considered in staff véonent.

3.0 MAINCONTENT
3.1 Staff Recruitment and Job Description

The aim of staff recruitment is to fill vacancieswthe best available

people. For it to be effective, it must be a plahrand continuous

process, and should be done on the basis of arp-dat¢ job

description. A job description is a brief statementthe description of

the purpose and objectives of the job, and it shdlude:

. The title of the position and the job: The title shibe clear and
self- implying.
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. Duties to be performed: This must be unambiguous dearly
clarified with the goal that is set to be achieved.

) Responsibilities involved: What tasks has to bdqoared, what
those tasks would demand from the officer to disgphdhem, as
well as what resources would be required. and

. Characteristics and abilities needed: The charnatty and
abilities required must be explicit to the extdmttthe employee
would be able to appreciate the demands of sucliceoff
(Aromolaran, 2000).

For these reasons, the recruitment process mustesiisat the most
gualified people are in fact those who are employed it should be
continuous because of staff turnover (due to nekmats, deaths
etc.).The usual source of staff recruitment forhleigpositions in the
extension organisation is usually within the exiemsorganisation
through promotions, re-deployment and transferswvéder, for lower
positions, external sources such as schools anegesl of agriculture,
universities as well as other sources become irapbrtAkinsorotan,
2007).

3.2 Factorstoconsider in Staff Recruitment

Several factors are important in staff recruitmdi; the following are
most critical:

. Ability to perform — This can be assessed througpothetical
interrogation of the prospective personnel in otdesee how he
handles the problems.

. Technical and professional competence, educatiah aotual
ability in the performance of the job, assuming tie technical
professional competence and educational backgroumdcates
the skill to perform.

. Interest in agricultural extension as an orgarosata profession
and a career: This is important as it will aid thetivation of the
staff.

. Working relations and attitudinal factors: Goodtatte is more

important than the skills needed to carry out & &s a skillful
person will not be able to perform well if he/sheed not have
the right attitude.

o Ability to organise and plan: This is important @ganisation
and planning are the basis of management in agurell
extension.

. Professional interest in professional improvemend duture

growth: The interest of an individual will help theachieve
personal development which is very important imadnagement
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activities as they are dynamic and require contisuo
development on the part of the officer (Aromolara998).

3.3 Staff Placement

This is essentially staff deployment (Appleby, 108t is important
because of the need to:

. Make the best use of available staff by recruiting best right
people for the right jobs.

. Proper placement helps to ensure that goals whieht@ be
achieved are within reasonable reach of individpédsed on the
job.

. When a new staff is employed in the extension dsgdion, he is

entering a totally new work environment, and therefhe needs
to be placed in a position compatible with his paed

capabilities from where he can progress througmptmn and

increased salary, as well as through increasedmnsgplity and

authority.

40 CONCLUSION

This unit has helped you to know that for staff ro#ienent to be

effective, it has to be a planned and continuoosess. Job description
should be made available for staff recruitment Wwhigust include title

of the job, position of the job, duties to be peried, characteristics and
abilities needed. The most critical factors to msidered in staff

recruitment are ability to perform well, technicahd professional

competence, interest in agricultural extension earaer and profession,
working relations and professional improvement.

5.0 SUMMARY

This unit must have acquainted you with:

o the fact that staff recruitment has to be a cowiiusuprocess
because of occurrences of retirement and deaths
) the relevance of recruiting staff for higher pasis from within

the organisation and lower positions from extes@lrces such
as schools, universities and colleges of agriceltur
. factors to be considered in staff recruitment.
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6.0 TUTOR-MARKED ASSIGNMENT

I Explain why staff recruitment in extension estaient has to
be a continuous process.

. Describe what job description entails.

1 What are the necessary factors that will ensurgcaessful staff
recruitment exercise?

7.0 REFERENCESFURTHER READING

Akinsorotan, A. O. (2007).Elements of Agricultural Extension
Administration. Ibadan: Bounty Press Ltd, 142pp.

Appleby, R. C. (1981)Management in Action. New Zealand: Pitman
Publishing.

Aromolaran, E. A. (1998)Office Administration and Management.
Lagos: Concepts Publications, p. 154.

Aromolaran, E. A. (2000)-undamentals of Management. Lagos: BLV
Print Tech., p. 153.
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1.0 INTRODUCTION

Staff appraisal is the process and purpose of siggethe performance
of staff on a continuous basis in a manner thaattwities of such staff
are evaluated. This is with the intent of determgnihe performance of
such staff on the job. The purpose of appraisaltardadvantages that
are derivable from such appraisal needs to be stut&t so that effort to
conduct such appraisal with yield meaningful result

20 OBJECTIVES

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

J describe staff appraisal
) identify the purpose of staff appraisal
) list the advantages of staff appraisal

3.0 MAINCONTENT

3.1 Purpose of Staff Appraisal

This is the continuous process of assessing thenext which the

personnel employed to accomplish specific taskgciefftly and

effectively utilise resources at their disposab&i work done. It is the
responsibility of all managers and administratorguide this process at
every level of operation for the benefit of botle #xtension service and
the extension worker (Appleby, 1981). It shoulcemipt to determine
present and potential performance as well as peotad motivation.

Traditionally, a negative appraisal should not béasic reason for
punitive action, but should provide a guide forrecting action, staff
guidance and counselling. Positive appraisal, ofirg® should be
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appropriately rewarded through promotion, salagrament, letters of
commendation etc.

Purpose of Staff Appraisal

Staff appraisal is undertaken for several reasotisa extension service,
some of which include the following:

. Identify areas of employee’s weakness so as torrmdete the
areas of training.

o It provides a basis for salary adjustments anccases.

) It helps to identify staff who should be promoted.

o It provides a basis for professional developmentd an

improvement (Aromolaran, 1998).

3.3 Advantages of Staff Appraisal

a. To the personnel or employee himself — It providas
assessment, aids motivation and provides incentivas assist
the employee to attain a different level of perfance,
irrespective of whether the appraisal is negativepositive.
Where it is positive, it directly influences inceeal (higher level
of) performance, and if negative, could provide iapetus or
urge for change (Aromolaran, 2000).

b. To the employer — It enhances the confidence ofagament in
its ability to determine staff weaknesses and mgi®yrogrammes
for correcting them. It also aids the identificati@f hidden
talents and enhances overall staff developmentalshtion.

40 CONCLUSION

Staff appraisal is the process of assessing thenexb which the
personnel employed to accomplish specific taskdciefitly and

effectively utilise resources at their disposabet work done. Negative
appraisal should provide a guide for correctingoagtstaff guidance
and counseling. Positive appraisal on the othed Isaould follow with

it promotion, salary increment, letter of recommeieh and further
trainings for the employee.
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5.0

SUMMARY

In this unit, you should have learnt that:

6.0

7.0

staff appraisal is crucial at all levels of operatifor the benefit
of the extension service and extension worker

staff appraisal is undertaken for salary incremstatff promotion
and professional development and improvement

both the employee and employer benefit from stgipraisal
exercise.

TUTOR-MARKED ASSIGNMENT

Explain staff appraisal.

What are the reasons for undertaking staff apdfaisa
Describe the advantages of staff appraisal bottihéoemployer
and employee.

REFERENCESFURTHER READING

Appleby, R. C. (1981)Management in Action. New Zealand: Pitman

Publishing

Aromolaran, E. A. (1998)0Office Administration and Management.

Lagos: Concepts Publications, p. 154.

Aromolaran, E. A. (2000)-undamentals of Management. Lagos: BLV
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1.0 INTRODUCTION

Personnel training and development is very imporitaeffort at getting
the best out of staff. The aim to be achieved daters the type of staff
development to embark on. Staff development canpteeservice,
usually to equip staff for the job before they gtaced on the job.
There is also orientation training which is useddguaint them with a
job environment as well as on the job training vwhghould be a
continuous exercise. In service training is alséoan of personnel
training that is used in staff development. Theetyp training that is
embarked upon is a function of the needs of th# amwell as the
requirements of the tasks they have to performhendb.

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

. explain the concept of personnel training and dgwekent
) list types of training in agricultural extension.
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3.0 MAINCONTENT

3.1 Personne Training

Personnel training and development as a processanohgement is the
continuous process of ensuring growth in the imtlial extension
worker, both mentally and professionally. In order the extension
personnel to perform at a high level of efficienbg, must continue to
acquire information and knowledge formally and mfally (Appleby,
1981). Sometimes, the areas of training and theiriga needs may be
determined through staff appraisal. The purposeamfing is to ensure
that the individual personnel develop a feelingoefonging by getting
appropriately acquainted with subject matter andvwkadge base
required for a given job. Secondly, training helpisn to develop
desirable attitudes and work habits. In generainiing is provided to
enhance staff competence and enable him carryheuunctions of his
position.

3.2 Typesof Training

Training can be classified in various ways. The thmafgen applied in
agricultural extension includes the following:

Pre- Service Training
Orientation Training
On the job Training
In-Service Training

apop

3.2.1 Pre-Service Training:

The very first step in the development of extenservice training is

the pre-service training which is in essence, thming that is acquired
before the individual is employed in the extensservice. This training

may be provided in schools and colleges of agticelt polytechnics,

and colleges of education and similar training @ntwhich operate
curriculum in technical agriculture. At the middieanagement and top
levels, pre-service trainings are provided by ursitees’ faculties of

agriculture, related faculties (those in zoologg &eing employed in
fisheries division, and those in botany are empdayeforestry division,

particularly in the area of ecology), and in recdimes, by the

universities of agriculture.
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3.2.2 Orientation Training

The next step, usually beyond the pre-service itrgins orientation
training. Training provided during or through oriation is usually
organised and conducted for the following purposes:

0] Getting the employee/personnel to know theaargation for
which he will work through acquaintance with itsafétand
programmes. This is essential in making in making feel a
part of that organisation.

(i)  To let him know, recognise and accept that $pecific job in the
extension service is as important as any other'she overall
achievement of the extension goal.

(i)  To help him develop attitudes and work habit

(iv)  The most important is to outline for him aogramme which
covers a description of his job, his rights on jible the services
expected from him as well as he conditions of hipleyment.

Orientation training therefore, should provide #ension personnel
with what he needs to know to be able to work lier ¢xtension service.
This is because he finds himself in a new work mrment in which he
is likely to get lost if he is not properly oriedteBeyond orientation, the
extension worker is placed or deployed on the jold aontinuous
training remains imperative.

3.2.3 OntheJob Training

This is essentially the kind of training provided¢ Ithe extension
supervisor to extension personnel in order to ocoisly enhance their
performance on the job. It is generally best predidhrough close
supervision, auto suggested solutions to probldregiuent extension
personnel — supervisor interaction, administrativeupport,

commendation for work well done and overall coulirsgl(Aromolaran,

2000).

3.2.4 In Service Training

Usually, in-service training is provided to persehrwho are on
permanent employment with the extension servicestMextension
organisations have a definite policy on extensiaming. Such policy is
implemented under:

. In service Training without pay: This is usually &taff who are
not confirmed, and therefore, are not qualified ttus facility.
Also, if the particular course that a given extenspersonnel
wants to undergo has no direct connection with ékiension
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service delivery system, he may have approval ttertake such
in-service training without pay.

In-service training with pay: This is approved tmmfirmed staff
of the extension service for a training which tleeasion service
perceives as necessary and relevant in enhan@ngettiormance
of individual extension personnel on his job.

However, whether in-service training is with or atut pay, it should
have the following characteristics (Aromolaran, 899

4.0

In-service training policy must provide a cleartstaent of intent
to train and the purpose for training, that is,ptomote people
when they return from in-service training or theynain where
they were.

It must assign the responsibility of training tpaxrticular staff or
unit within the extension service.

It should specify the types of training which aéicruits are
expected to undergo.

It must provide a method for determining in-servianing and
their priorities.

It must provide a technique for evaluating in-seevitraining
programmes and staff.

It must include incentives and recognition for tfened.

CONCLUSION

This unit has been able to establish that persanaieing will facilitate

the growth and development in individual extensimrker. The aim of
training is to ensure that employee develop a sehdselonging and
desirable attitudes to his job. It also provideaffscompetence in
performing the functions of his position. Trainings agricultural

extension can be done in various ways, Pre-ser@oentation, on- the
job and In-service training.

5.0

SUMMARY

In this unit, you should have learnt that:

For an extension personnel to perform his dutiéscevely, he
must get adequate information formally or informpadthich can
be achieved through series of trainings.

Personnel training and development is a continymosess of
ensuring growth in the individual extension workespth
mentally and professionally.
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. Training is essential for an extension worker stoagevelop self
competence and desirable attitude towards his work.

6.0 TUTOR-MARKED ASSIGNMENT
I Describe the purpose of personnel training andldpueent.

. Explain the four types of training in Agriculturaktension
iii. What are the characteristics of In-service trailing

7.0 REFERENCESFURTHER READING

Appleby, R. C. (1981)Management in Action. New Zealand: Pitman
Publishing.

Aromolaran, E. A. (1998)0Office Administration and Management.
Lagos: Concepts Publications p. 154.

Aromolaran, E. A. (2000)-undamentals of Management. Lagos: BLV
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1.0 INTRODUCTION

Directing is a form of supervision that makes peopérform tasks to
specification. The process of directing is such geasonnel are made to
know what has to be done, how it is to be done whdt goal is
designed to be attained. Directing can either beekgrcising the
authority of making people perform tasks or of dieg by empowering
people to direct in an effort at achieving spedifigoals. Whatever
method is appropriate is a function of the contextwhich personnel
have to be directed and the facilities that caddgdoyed.

Coordination involves institutionalised cooperatamong the personnel
of an organisation through effective communicati@uordination is

done at the different levels of the organisatiorfdwmylitating team work.

These help to prevent waste and conflict, and byet®inging about

cordial working relationship among personnel in @ganisation. It

helps to bring people together in a conducive wagl@nvironment.
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20 OBJECTIVES

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

o state the significance of directing in agricultueatension work
. explain the process of directing

. define the concept of coordinating

. list the reasons for coordinating

3.0 MAINCONTENT

3.1 Significance of Directing

Directing is an important aspect of supervision @ngnplies getting
those over whom authority is exercised to perfoask$ according to
specifications. It involves compliance with ingtions, follow through
acceptance of standard practice, explanation anduttative action. It
assumes that the supervisor is close to directructs and where
necessary, train to ensure appropriate behaviourecthg and
controlling are two important processes of managegmenplying the
way or how the extension manager issues instrugtiom his
subordinates and indicates what should be donahdi directing and
proper control, nothing will happen in an organ@at In agricultural
extension, the staff occupying the lowest leveltlsé administrative
hierarchy carries the real burden of actual peréoroe in achieving the
extension objectives. Consequently, there is tredrfor him or her to
be guided, directed, and to some extent, controlfetihe supervisor’s
expectation of performance is to be achieved. IInsiduations of
directing and controlling, instructions must beat|grecise and relevant
to the work environment. Directing is the procdsat many people
relate to managing. It is supervising, or leadingykers to accomplish
the goals of the organisation. In many organisati@irecting involves
making assignments, assisting workers to carry assignments,
interpreting organisational policies, and informivgrkers of how well
they are performing. To effectively carry out tlitsxction, managers
must have leadership skills in order to get workenserform effectively
(Williams, 1978).

Some managers direct by empowering workers. Thiansdéhat the
manager doesn't stand like a taskmaster over thkewsobarking out
orders and correcting mistakes. Empowered workstglly work in

teams and are given the authority to make decisarogit what plans
will be carried out and how. Empowered workers hthe support of
managers who will assist them to make sure the sgadl the

organisation are being met. It is generally thoubhat workers who are
involved with the decision-making process feel mofea sense of
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ownership in their work, take more pride in theiork; and are better
performers on the job.

By the very nature of directing, it should be olmaahat the manager
must find a way to get workers to perform theirgobhere are many
different ways managers can do this in additiorengpowerment, and
there are many theories about the best way to getess to perform

effectively and efficiently. Management theoriesd amotivation are

important topics and are discussed in detail irio#rticles.

3.2 Processof Directing

The process of directing assumes that the sendémstiuctions has
power and authority to control things the way he&tgahem.

The process of directing has several componentse & which include
the following:

. Determining the target of performance, that is, ¢thent to be
served, number of farm families to be reached aedhumber of
assistants to employ. This determination is esasetat prevent
the misdirecting of effort.

. Give details of what performance level is expeadédvorkers
and acceptable to supervisors.

) The use of sanctions should be clarified, prigpedormance.

) Ascertain willingness to serve and acceptance spaesibility,
that is, obtain acceptance for compliance.

o In all cases, instructions must be within the psyatical levels

achievable in line with the inputs given individuektension
workers to motivate him to get work done. Thisbiscause
compliance is perhaps the most important singleaedor non
performance of the extension worker because ikgaged and
dismissed often as being due to inadequate admaiting support
and input provided to the extension worker (Newni£7,6).

. The directing activity is usually initiated by th@anager or
supervisor, normally one step above the actors @énoy out the
instructions. Oftentimes, the step of communicaiimgfructions
between the senior and the subordinate is ignofidte problem
therefore comes from the highest level without gdime former
communication link.
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3.3 The Concept of Coordination

Coordination may be described as institutionalisedperation, that is,
cooperation systematised by defined roles and proes for the
avoidance of conflicting decisions and for joinaphing. It may also be
concerned with the consistency of parallel dectsionFor effective
coordination to occur in agricultural extensionrthenust be effective
communication which operates both as a prerequisi@nd an aim of
communication. Coordination takes place at difieradministrative
levels in the extension service in each state disamdetween states and
at the national level. At the lower levels, it @mmonly the
coordination of work programmes and planning forrkvo At higher
levels, however, it focuses mainly on ensuring @déquate facilities
(without excess provision of gaps) are availabdenfivhere a choice can
be made to meet the needs of the individual extenaiorker and his
farmer clientele group. In all cases, effectivdedation of decision
making is generally necessary to ensure effectiverdination. In
agricultural extension, this means that all impotrtduties interrelating
various units and parts in a given extension ginectare properly
synchronised, that is, not putting the cart betbeehorse as in the case
of fertilizer supply and application to ensure #uhievement of desired
goals. In effect, everybody must be seen as workimgether in
harmony.

3.4 Reasonsfor Coordination
Coordination is essential in extension servicesbse:

. It prevents waste (in resources, time): Resourdesuld be
deployed in a way that waste is reduced to barastnmam
through efficient appropriation. This ensures thmaximum
benefit is derived from such resources as depl¢@etinbameru,
2004).

. It prevents conflict in decision making: Coordimatiensures that
good lines of command are delineated such thaopeet will
not have to cross their paths. This helps to prevenflict and in
the process foster good working relationship.

o It draws together personnel (staff) with differeskills and
interests in a systematised manner: This ensuedssyimergy is
achieved through making individuals work together the
general benefit of the organisation.

o It enhances conducive work environment: This iSedd when
personnel understand the importance of not only tiask but
also that of others and why they have to work togieto achieve
success. Coordination ensures harmony, thereby nemiga
conducive work environment.
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40 CONCLUSION

This unit concluded that for an agricultural orgtion to be successful,
directing and control should be done, especialiyidwer level officers
that will need to know what to do and how to do Ror effective
directing, a manager or supervisor must have |lshgeskills that will
enhance its ability to perform to task. Also, maragmust determine
the target performance, clarify the use of sanstiamd details of
performance level expected from workers for prapecting.

This unit emphasised that coordination is seen resitutionalised
cooperation. i.e cooperation systematised by deéfimeles and
procedures for the avoidance of conflicting decisicand for joint
planning. It also ensures that important dutiesriefating various units
and parts are properly synchronised to achieve g$bé goals.
Coordination prevents waste of time and resoungesjents conflict in
decision-making and enhances conducive work enmigont.

5.0 SUMMARY

In this unit, you have learnt that:

o Directing is supervising or leading workers to aoptish the
goals of an organisation.
) Managers or directors should interpret organisatiguolicies,

inform workers of how well they are performing amsbkist them
to carry out assignment when there is need for it.

o Certain processes should be followed for the motredind
directing to be achieved.

) Describing coordination is important in agricultuextension
work.

) Reasons for coordination need to be understoodyiitidtural

extension work.

6.0 TUTOR-MARKED ASSIGNMENT

I Explain directing.

. Describe the processes involved in directing.

iii. Explain Coordination.

Iv.  Why is coordination necessary in agricultural egien?
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1.0 INTRODUCTION

Budgeting is a process of fiscal planning thatssduin the coordination
of organisations. It includes personal requiremenfs staff, the
operational costs as well as the time needs ohekie organisations.
Budgeting helps in prediction as it specifies teeds and how they are
to be appropriated in organisations in order toieeh efficiency and
effectiveness in the business of managing extermiganisations.

20 OBJECTIVES

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

. explain budgeting
) state the need for budgeting
) explain reporting procedures.

3.0 MAINCONTENT

This involves the whole process of fiscal planningthe extension
service, including the determination of financialeases, financial
appropriation etc. It includes all activities dfet manager in which
he/she requests and account for money requirethéoperation of the
extension service. It includes an explicit elaliora of previous
commitment as well as systematic prediction of feittinancial needs.
Usually, budgeting includes personnel requiremesish as personal
emoluments (salary), operational costs as weihas heeds.
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3.1 Need for Budgeting

Budgeting serves a number of purposes, some ofhwimiclude the
following:

o Prediction and anticipation: Budgeting helps to dme and
anticipate the financial and time needs of the wiggion. This
helps to forge a direction for the organisation dstermining
what is available and what has to be mobilisedesources in
order to achieve the goals of the organisation.

) Provides a reflection of actual times for each fué fctivities
covered: The time required for the achievement
responsibilities is important as it determines tinge frame for
goals that are to be achieved.

. It provides a basis for controlling the purse, amdhis context,
sometimes, forms the basis for coordination: Budgedssists to
control the purse of the organisation and theredsysato achieve
effective coordination (Williams, 1978).

. It provides a basis for accountability: Accountdbilis an
important virtue in achieving success by organisesti Budgeting
helps to be accountable as it specifies what ressunave to be
expended and how they are to be expended.

. It is a management tool because it helps in organisscal and
financial officers and their duties in ensuring ¢eat
management of funds. In agric extension, budgetsisually of
one year duration.

3.2 Reporting

This is keeping those to whom the administratoesponsible informed
as to what is going on, and thus includes keepimgsélf and his
subordinates informed through records, research argpection.
Reporting involves documentation of progress reedrdbased on
feedbacks from monitoring. Reporting is done tackrarogress, as a
feedback tool, for buy-in of stakeholders, for estive measures and
for planning purposes. Reporting is thus done fanping, monitoring,
control, corrective inputs and as pre-emptive messsuReporting
should be done as at when required. Every untimeglgrt is potentially
useless. Some reports might present the actual@obo solve a project
problem (Newman, 1976). Other reports may recordtohical
information that will be useful to assist in fututecision making.
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3.3

Stepsin Reporting

Reporting is done by considering the following fsin

34

Determine the scope of the report: The scope ofeport
determines the ramifications it will take. It isetiefore important
that the scope of a report to be prepared befoichimary is set
in motion towards its preparation.

Consider the audience: The audience for whom artrepdo be
written determine the language style and depthhefreport. In
agricultural extension work, a report that is torbade available
to farmers is not expected to be as detailed asotieethat is
prepared for extension managers.

Gather your information: Information gathering ery important
in report writing. A report must give good backgndufor the
issues and cases that are being reported. The d#pthe
information that is gathered paints the picturehef problem that
is being addressed (Ogunbameru, 2004).

Analyse your information; Analysis of the infornati gathered
gives light to how good the reporting will be. & therefore a
good information analysis that can lead to goodrigpy. The
extent to which the information gathered is analyiseextension
work determines the ability to which solutions ameffered to
identified problems.

Determine the solution: The acceptable solutiorisvaive to be
obtained from the available alternatives derivenrfinformation
analysis. The issue of priority setting in the famfeavailable
alternatives must therefore be considered in gepdrting.
Organise your report: Organisation is an importaot in good
reporting. The well articulated ideas in a repatedmines how
well it will be received and the extent to whichckureport can
serve useful purpose.

Cluesfor Good Report Writing

A good report writing must provide identifying imfoation as well as
define the project or problem in form of the pumpax the report. It
should give the background and the supporting det&. conclusions
and recommendations must be stated in manner thla@srt derivable
from the body of the report. The headings must éscdptive, parallel
and ensure good transition. Such reports shouldateurate and
objective. Materials should be presented free fpmrsonal feelings or
prejudice. Ensure use of impersonal style to awsghbkening the
objectivity of reporting (Akinsorotan, 2007).
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40 CONCLUSION

This unit explains that budgeting is a fiscal plagnwhich entails
determination of financial releases and apprometi It is all activities
of the manager in which request and account forapeaquired for the
operations of extension services. Budgeting is semy for
prediction/anticipation of future financial needsnda basis for
accountability.

5.0 SUMMARY
In this unit, you have learnt that:

. What budgeting is
. The need for budgeting.

6.0 TUTOR-MARKED ASSIGNMENT

I What is budgeting?
. Discuss the need for budgeting.
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INTRODUCTION

authority is exercised in such a way as to achidwar greatest
combined effectiveness. The extent to which supemiis effectively
done determines the success of the extension sagam. It is thus
important that the role of the supervisor is untierg so that it will be
easy to perform such role. The principles guidingesvision has to be
handy for one to be effective and efficient in swmon. A supervisor
thus needs to master the art as supervision igrtled management.

2.0

At the

OBJECTIVES

end of this unit, you should be able to:
describe the concept of supervision in agricultesaénsion

discuss the role of a supervisor
identify the basic principles that guides supeonsi
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3.0 MAINCONTENT

3.1 Concept of Supervision

Supervision is the all-embracing concept that tmgether the basic
principles of management and administration. Eatép in the

processes of administration requires supervisisutzeed. Supervision
may be described as the art of working with a grofipeople over

whom authority is exercised in such a way as taeaehtheir greatest
combined effectiveness in getting work done. Tkg Wwords in that

description include the concept of authority, camebeffectiveness and
coordination. It is an art because different suigers perform

differently in different work environment. Howeveas an activity, it

involves the provision of administrative leadershjuidance and the
delegation of authority necessary for the satisigcaccomplishment of
the agency’s goal and employee objectives. Thegefbis the activity

that helps the individual to achieve his individadljective as well as
those of the organisation. Most supervisors, foeee tend to be work
oriented by being nice to individual employees amdistering to their

welfare in getting them to perform effectively dretjob. Some other
supervisors are more job oriented, and consequarglynore interested
in getting work done and caring less about the ex@'kfeelings. The
successful supervisor must fuse both objectivesbeeng both worker
and job oriented (Akinsorotan, 2007).

3.2 Roleof the Supervisor

In most work environments, particularly in the exd®n service, the
roles of the supervisor are to ensure that workaécsomplished,
instructions carried out and directives implemernteéccordance with
specifications. His task ranges from that of mamigp and evaluating
performance, to human relations, as well as pragidupport for his
subordinates to implement the tasks of their varigb descriptions.
Much more specifically, the role of the supervismicludes the
following:

. The coordination of extension personnel and worldifferent
locations at different levels within a given area.
. Providing information and communication links betwmestaff

that he supervises and managers, ensuring thattides and
instructions are clear, well understood and capatilebeing
implemented.

o Provision of administrative and logistic support eéatension
personnel at lower levels of the organisation. Adstrative
support implies the idea of making decision withthe
administration to suit the realities of lower stplfsition as away
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3.3

of shielding them and getting their confidence.gistic support
on the other hand includes those material fagliied equipment
that makes the extension personnel’s job much mlessant and
easier.

Interpreting programme and project policies at ititermediate
level and providing information for policy formuiah at the
management level.

Monitoring and appraising productivity and or penfiance of
programmes, projects and the extension personmiéno
Planning staff development and training

Ensuring good work environment conducive to expbdevels
of performance

Applying sanctions, rewards and punishment whepessary to
ensure performance and compliance, in accordantte agreed
standards (Newman, 1976).

In order for the extension supervisors to perfdnese roles, they
need to learn and acquire specific competenciesls sknd
abilities in technical agriculture, human relaticarsd conceptual
content, that is, ability to look at problems arunk out
solutions, i.e. seeing beyond one’s nose.

Basic Principles of Supervision

Supervision is a complex activity, usually not sasye to undertake.
Therefore, its success is determined by a numb&obbrs, often times
referred to as principles. Supervision is undemtak the extension
system as a purposeful activity which proceeds byng a clear
conception of what has to be done and prescribasihcan best be
achieved. Effectiveness within the extension serus ensured only
through the application of some basic principlesbervision. These
include:

That supervision is more effective when all extengpersonnel
in the service have a clear understanding of thgpqse of

supervision, of what his job consist of, and whatel of

performance is acceptable. This implies that evewvgl of the

extension service has some measure of supervissppnsibility.

Supervision is more effective when the supervisas hhe

authority to carry out his responsibility on thebjo This

delegated authority is more effective when exettise a

democratic manner and autocratically only when gfaation

demands.

Supervision is more effective when it is based dre t
understanding and acceptance of cooperation thralgired

ideas, efforts and experiences of all membersadf. st
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Supervision is more effective when the supervissr self
confident, shows enthusiasm and takes initiativeiracting the
efforts of others in striving towards the achievemef the
extension service objectives.

Effectiveness of the supervisor is enhanced whlesuglervisors
have common insights, understanding and willinglyegot a team
work approach and collaboration.

Supervision is more effective when the superviserognises
individual differences in extension workers’ perality as well
as capability and go on to assist them in recoggisame and
helping them to make desired changes.

Supervision is more effective when it provides foeative
thinking and self expression of those being sugenti

Effective supervision requires creative criticisfrpoor work and
recognition of good work (Ogunbameru, 2004).

Supervision is more effective when extension wakae given
opportunity to show that they can accept greatgrarsibility.
Effective supervision is related to the degree thiclv a
supervisor can develop in the supervisee a sfityalty to the
organisation as well as to fellow workers.

Elements and Processes of Supervision

The concept of supervision is associated with neidevel management
task. The essential processes in enacting theinmolude:

a.
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Planning: This involves planning for self developrmeand
development of the subordinates. It should be Wsedxtension
managers to ensure that achieving the goals dbripnisation is
at the will of managers and their subordinates. pdaver
development therefore becomes very important toieseh
effective supervision. It is only when everyone gEss the
competence to discharge the responsibilities asdigmthem that
the goals can be achieved.

Organising: Supervision is effective when thergrngper use of
time and the understanding of responsibilities. réhenust
therefore be good organisation for the managemeld of
supervision to be effectively realised.

Controlling: This helps to ensure that the job asmel as planned.
Good control facilitates supervision as it cleatgtes the reward
for a job well done. Controlling is thus an impartalement of
supervision as it helps to ensure strict adherdncassigned
tasks.

Communication: This involves the sharing of ided®w the
goals and specific tasks earmarked for the attamimiethe goals
of the extension organisation. It is effective whieare is mutual
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understanding of the message that is communicayedbdbh
extension managers and their subordinates. Thest tmerefore
be convergence in meaning by al role players ferehto be
effective communication. Any breakdown in commutiaa will
adversely affect the organisation negatively asgites may not
be achieved.

e. Assigning responsibilities and delegating dutiestties and
responsibilities must be assigned while there nheseffective
delegation of duties for supervision to be effextiDelegation
should also be made with authority for the goalthefextension
organisation to be achieved.

f. Self appraisal and accepting responsibilities forkmdone: The
extension manager must do self appraisal in sugervi There
must also be the grace to accept responsibilinebat there will
be cohesion in role performance (Williams, 1978).

In extension services, the function of the extemsapervisors should
include induction of new workers into the servilteshould also include
training of extension workers on the job, espegiah the normal
routine operations and standards on the what, malwdnen to do basic
things. Supervisors should train extension workerfiow to secure and
develop leaders, contact extension officers anah ttae trainers to
multiply the effort of field extension officers. & should assist
extension workers in modifying and improving knowextension
teaching methods. They assist extension workers fanchers by
coordinating their duties with those of subject teraspecialists (SMSs)
and other extension personnel. Supervisors musistasgtension
workers to determine progress and accomplishmeotigin evaluation.

3.5 Conditions Necessary for Effective Supervision

For supervision to be effective in extension sexyideretiet al. (2008)
indicated that the following conditions are necegsa

. There must be clear understanding of the objeanatrole of a
supervisor in the organisation
o A supervisor should have the authority to carry dus

responsibilities or functions. Supervision withauithority will
not achieve the desired result. It will at bestulesn the
similitude of a toothless bulldog.

o Cooperative shared ideas, experiences and effetisebn the
supervisor and the supervisee is essential for ctefge
supervision. This can be achieved through effective
communication.
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4.0

A supervisor and his team must have a common ihsigh

understanding of the objectives and goals, andngll} accept
the team work pattern to supervision.

Supervision is enhanced where there is adequatéaleand
horisontal communication between the supervisor dnsl

supervisee.

Opportunity to practice the task for which one eslg supervised
enhances supervisory activities.

Effective supervision is related to the degree tbicv the
supervisor has specialised knowledge, skill ancetstdnding to
perform the various supervisory functions.

Supervision is more effective when it provides fa

comprehensive and systematic evaluation of the neiia

organisation’s programmes and personnel.

CONCLUSION

Supervision involves the provision of administrativeadership,
guidance and the delegation of authority neceskaryhe satisfactory
accomplishment of organisational and employees sgo& good
supervisor must ensure coordination of extensioagmael and work in
different locations at different levels in an arp&@gn staff training and
development and ensure that work environment isdeone. For
successful supervision, principles of supervisiarstibe well followed.

5.0

SUMMARY

In this unit, you have learnt that:

92

Supervision may be described as the art of worliitg a group
of people over whom authority is exercised in saclay as to
achieve their greatest combined effectiveness ittingework
done.

Supervision is more effective when extension wakae given
opportunity to show that they can accept greatgrarsibility.
One of the roles of a supervisor is to ensure thatk is
accomplished, instructions carried out and diresiv
implemented in accordance with specifications.

TUTOR-MARKED ASSIGNMENT

Discuss the roles of a good supervisor.

For effective supervision in extension servicesnsgrinciples
need to be followed. Explain five.

Describe what supervision entails.
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1.0 INTRODUCTION

Control involves the measurement and correctiothefperformance of
subordinates. It is used in agricultural extensservices to obtain the
best from the performance of such subordinatesnvblves setting

standards and monitoring performance. Control ctoerebe budgetary
or non-budgetary. Effective control implies thatr®o basic principles
must be adhered to in order to achieve the goatheobrganisation. If
control is not effective, the resources commitiedhie organisation can
not be guaranteed to give the required result.

20 OBJECTIVES

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

. explain the concept of control in agricultural exd®n services
. briefly describe what control involves

) discuss the two types of control

) identify the principles of effective control.

3.0 MAINCONTENT

3.1 TheConcept of Control

Control is the measurement and correction of thdopwance of

subordinates to make sure that the objective ofetiterprise and the
plans devised to attain them are accomplished iefiy and

economically.

Control involves:
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Setting standards

Measuring performance against standards
Feedback of result

Correcting deviations from standard.

apop

The controlling function involves the evaluation attivities that
managers must perform. It is the process of detengi if the
company's goals and objectives are being met. Pphexess also
includes correcting situations in which the goaid abjectives are not
being met. There are several activities that apara of the controlling
function.

Managers must first set standards of performancenfirkers. These
standards are levels of performance that shoulshdte For example, in
the modular home assembly process, the standarit iégto have a
home completed in eight working days as it movesoufh the
construction line. This is a standard that mush the communicated to
managers who are supervising workers, and thehetovbrkers so they
know what is expected of them.

After the standards have been set and communidaiedhe manager's
responsibility to monitor performance to see that$tandards are being
met. If the manager watches the homes move thrtugltonstruction
process and sees that it takes ten days, somethuagbe done about it.
The standards that have been set are not beingimitis example, it
should be relatively easy for managers to determimere the delays are
occurring. Once the problems are analysed and c@upao
expectations, then something must be done to dotlex results.
Normally, the managers would take corrective acbgrnworking with
the employees who were causing the delays. Theuoéd dee many
reasons for the delays. Perhaps it isn't the faliithe workers but
instead is due to inadequate equipment or an iegrit number of
workers. Whatever the problem, corrective actioousth be taken.

Standards are an expression of planning goals aayl e of many
kinds, including physical (numbers produced) andnetary. Some
goals cannot easily be expressed in quantitativa,feuch as morale of
a group, and may be measured only in a qualitatiaener.

The more jobs move away from the assembly lines,nlore difficult
and more important, their control will become.
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3.2

3.3

Types of Control

Budgetary control, stated in financial and non fiicial terms

The importance of budgets and fiscal control stesmfthe fact
that human and physical resources cannot be uatiNgghout
funds, the sourcing, spending and records of theenmats
produced. Budgeting is concerned with predictiod projection
of what is likely to happen financially in an orgsation.
Operating budgets include sales, production andraowhich is
thought of as a plan or forecast of the ‘profit esitjve of the
extension organisation’s operations. A budgetfisrenulation of
plans of income and expenditure for a given futperiod,
expressed in quantitative and qualitative termisaicial budgets
include capital and expenditure budgets. It inveladocation of
resources for the running of the establishment. Doeget
converts to monetary terms, the time of the peoptpiipment
and facilities needed to get the job done.

Non-budgetary control: This involves allocation ahits of
production such as litres of milk, meters of claahbe produced
and so on. Non-budgetary control is the procesappfopriating
resources in the organisation. In an extensionrisg#on, the
way teaching materials and communication documeares
apportioned is the non-budgetary control. How \itedl materials
are appropriated determines how well the goals lé t
organisation are achieved (Williams, 1978; Ogunlram2004;
Akinsorotan, 2007).

Principles of Effective Control

Effective control implies those that obey the faling principles:

1.
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Control must be set according to the nature of juieto be
performed. The job to be performed would deterntireecontrol
as the control required for a small extension oigion will

differ from that of a large organisation. Thus,titaly service
organisations will require more complex control rtharimary
organisations.

Deviation should be reported immediately: This cades that
deviations discovered in the course of project mooimg should
be reported immediately for effective control andcessary
adjustments.

Control must conform to the pattern of the orgaiosa The

pattern of the organisation should dictate the tgpd level of
control to be utilised. Any control that does nonform to the
pattern of the organisation that is being contbll@ill not

achieve the goals of the endeavour.
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4, Control should show exceptions at selected poifitere should
always be exceptions to rules and such exceptioost rhe
identified and specified by the type of control puplace. Also,
the points at which the exceptions will hold mus dearly
specified (Newman, 1976).

5. Control should be flexible and economical in operat
Flexibility must be built into the control process take care of
changing situations as well as other contingendibs.flexibility
must be in terms of economy and operations. Theibiley
ensures that changes in situations will not dettad control
process.

6. Control should be simple to understand and shounfticate
corrective action: A good control is never compléxmust be
simple to facilitate comprehension by all. Thislwiklp all the
stakeholders, including the managers and supesviseefall
effectively into the control mechanism. There muadto be
corrective action for discrepancies identified der to make the
control measures implementable.

40 CONCLUSION

This unit stressed the importance of setting statsdaf performance for
workers which must be monitored by the managerd&aersure that they
are met. Control is the measurement and correctidhe performance
of subordinates to make sure that the objectivin@fenterprise and the
plans devised to attain them are accomplished iefiy and
economically. Also, control must be set accordioghe nature of the
job and must conform to the pattern of the orggtnon.

5.0 SUMMARY

In this unit, you have learnt that:

. Control is necessary so as to be able to accomplesiobjective
of an organisation.
) Some basic principles like, having control thatsisnple to

understand and economical in operation need toml@med for
effective control to be actualised.

o Control involves setting standards, measuring peTémce
against standards, feedback of result anectimg deviations
from standard.
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6.0 TUTOR-MARKED ASSIGNMENT

I Enumerate the principles of effective control.

. Explain why control is necessary in an agricultueatension
establishment.

1 Mention the two types of control
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1.0 INTRODUCTION

Managerial skills are skills expected to be poss#dsy a successful
manager. Such skills must include communicatiostefiing, report
writing, human, time management and technical skili is desirable
that a good extension manager must possess thélseirslorder to be
able to achieve meaningful results in executing goals of the
organisation. The success of an extension managbus the extent to
which these skills can be executed in the conteargavorld.

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

o explain the different skills that an effective mgea must
possess.

3.0 MAINCONTENT

3.1 Managerial SkillsRequired in an Organisation

To be an effective manager, it is necessary togsssmany skills. Not
all managers have all the skills that would malanttihe most effective
manager. As technology advances and grows, this ghdt are needed
by managers are constantly changing. Differenti&e@Emanagement in
the organisational structure also require diffetgpes of management
skills (Akinsorotan, 2007). Generally, however, ragers need to have
communication skills, human skills, computer skiisne-management
skills, and technical skills.

a. Communication Skills: Communication skills fall into the broad
categories of oral and written skills, both of whimanagers use
in many different ways. It is necessary for a mamnag orally
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explain processes and give direction to workers.isltalso
necessary for managers to give verbal praise tokever
Managers are also expected to conduct meetinggiaadalks to
groups of people.

Listening Habit: An important part of the oral communication
process is listening. Managers are expected tenlisb their
supervisors and to their workers. A manager must hear
recommendations and complaints on a regular basisrast be
willing to follow through on what is heard. A maregwho
doesn't listen is not a good communicator (Ogunban2904).
Report Writing Skills: Managers are also expected to write
reports, letters, memos, and policy statementsothese must
be written in such a way that the recipient carerjmtet and
understand what is being said. This means that gemgamust
write clearly and concisely. Good writing requiggsod grammar
and composition skills. This is something that banlearned by
those aspiring to a management position.

Human Skills: Relating to other people is vital in order to be a
good manager. Workers come in about every temperathat
can be imagined. It takes a manager with the hgman skills to
manage this variety of workers effectively. Divéysin the
workplace is commonplace. The manager must unchelsta
different personality types and cultures to be dblesupervise
these workers. Human skills cannot be learned alaasroom;
they are best learned by working with people. Ganian
understanding of personality types can be learmeoh foooks,
but practice in dealing with diverse groups is theost
meaningful preparation.

Computer Skills: Technology changes so rapidly that it is often
difficult to keep up with the changes. It is neeggdor managers
to have computer skills in order to keep up witlesth rapid
changes. Many of the processes that occur in aifice
manufacturing plants, warehouses, and other wovik@mments
depend on computers and thus necessitate managevgoakers
who can skillfully use the technology. Although qauters can
cause headaches, at the same time they have sadptiainy of
the tasks that are performed in the workplace (&vilk, 1978).
Time-Management Skills: Because the typical manager is a
very busy person, it is important that time be ngga
effectively. This requires an understanding of htmwallocate
time to different projects and activities. A manegé&me is often
interrupted by telephone calls, problems with woskeneetings,
others who just want to visit, and other seemingigontrollable
factors. It is up to the manager to learn how toage time so
that work can be completed most efficiently. Goathet
management skills can be learned, but managers msusilling
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to prioritise activities, delegate, deal with imtgstions, organise
work, and perform other acts that will make themttdye
managers.

g. Technical Skills: Technical skills are more closely related to the
tasks that are performed by workers and are diftefeom
computer skills. A manager must know what the wigkeho are
being supervised are doing on their jobs or it Wl difficult for
him to provide assistance to them. For exampleaaager who
IS supervising accountants needs to know the adomun
processes; a manager who is supervising a machinisiachine
operator must know how to operate the equipment an
manager who supervises the construction of a hoost kmow
the sequence of operations and how to perform them.

40 CONCLUSION

It is pertinent for an effective manager to haveesal skills that will
help him to discharge his duties efficiently. A domanager must be
able to relate well with all his workers and suboates as human skills
can be developed by good interpersonal relationgipcating time for
different activities and tasks is the responsipitit a good manager that
desires to have results for his endeavours.

50 SUMMARY

In this unit, you have learnt that:

) Different levels of management in the organisatiosteucture
require different types of management skills.

o The manager must understand different personayipes and
cultures to be able to supervise his workers abdrslinates

o Managing time effectively will go a long way to neakhe
manager more productive.

. It is necessary for managers to have computerssiillorder to

keep up with the rapid changes happening in thédwor
6.0 TUTOR-MARKED ASSIGNMENT
I State the relevance of computer skills in agricaku

management.
. Explain any five managerial skills you have learnt.
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1.0 INTRODUCTION

The tasks of a personnel manager include divisiowark, authority

and responsibility, discipline, ensuring unity @nemand and direction,
subordination of individual interest as well as wr@rating the staff of
the organisation appropriately. These tasks will ooly have to be
performed but be seen to be performed in ordetHerorganisation to
achieve its set aims and objectives.
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20 OBJECTIVES

At the end of this unit, you should be able to:
o discuss the principles guiding the task of a persbmanager.
3.0 MAINCONTENT

3.1 Principles Guiding the Task of a Personnel M anager

The duties or tasks of a personnel manager areafoedtal. These tasks
serve as guidelines for decisions and actions afiagers. They are
derived through observation and analysis of eveviigh managers
have to face in actual practice. The principlesude the following:

3.1.1 Divison of Work

The specialisation of the workforce, creating sfecpersonal and
professional development within the labour forced atherefore
increasing productivity; leads to specialisationiakihincreases the
efficiency of labour. By separating a small partvadrk, the workers’
speed and accuracy in its performance increases. {inciple is
applicable to both technical as well as managarak and is therefore
desirable in every extension organisation (Ogunbame2004;
Akinsorotan, 2007).

3.1.2 Authority and Responsibility

The issue of command is followed by responsibilityr their
consequences. Authority means the right of a sopéuwi give order to
his subordinates; while responsibility means obiayafor performance.
This principle suggests that there must be pamtyvben authority and
responsibility. They are co-existent and go togethed are two sides of
the same coin.

3.1.3 Discipline
Discipline refers to obedience, proper conduct etation to others,
respect of authority, etc. It is essential for gmeooth functioning of all

organisations. This is because discipline is theé ebany organisation,
including extension organisations.
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3.1.4 Ensuring Unity of Command

This principle states that every subordinate shoede@ive orders and be
accountable to one and only one superior. If anleyep receives
orders from more than one superior, it is likelycteate confusion and
conflict. Unity of Command also makes it easiefixaresponsibility for
mistakes. It is important in extension organisaion ensure efficient
delivery of extension services.

3.1.5 Unity of Direction

All those working in the same line of activity mushderstand and
pursue the same objectives. All related activisbsuld be put under
one group, and there should be one plan of actiothem. They should
also be under the control of one manager. It séelensure unity of
action, focusing of efforts and coordination ofesgth in extension
services.

3.1.6 Subordination of Individual | nterest

The management must put aside personal considesa@md put
company objectives first. Therefore, the interesfs goals of the
organisation must prevail over the personal intsresindividuals. That
is only when the objectives of every extension oiggion can be
effectively achieved since it is a highly sociatleavour.

3.1.7 Remuneration

Workers must be paid sufficiently as this is a tmeotivation of

employees and therefore greatly influences prodiigtiThe quantum
and methods of remuneration payable should be faasonable and
rewarding of effort put into the organisation. ktension organisations,
this should include reimbursement for mobility.

3.1.8 The Degree of Centralisation

The amount of power wielded by the central managerdepends on
company size. Centralisation implies the conceioinaiof decision

making authority at the top management. Sharingawhority with

lower levels is called decentralisation. The orgation should strive to
achieve a proper balance for effective extensidively.
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3.1.9 Scalar Chain

Scalar Chain refers to the chain of superiors rangfrom top
management to the lowest rank. The principle sugghat there should
be a clear line of authority from top to bottonkimg all managers at all
levels. It is considered a chain of command.

3.1.100rder

Social order ensures the fluid operation of an wiggion through
authoritative procedure. Material order ensurestgadnd efficiency in
the workplace. Hence, social and material ordertrhasmaintained in
every good extension organisation.

3.1.11Equity

Employees must be treated kindly, and justice rhastnacted to ensure
a just workplace. Managers should be fair and itgdawhen dealing
with employees. An environment of fairness goesoaglway to
entrench job security.

3.1.12 Stability of Tenure of Personnel

The period of service should not be too short angleyees should not
be moved from positions frequently. An employeencdrrender useful
service if he is removed before he becomes accestaim the work
assigned to him. This is important in extension kvas clienteles get
used to their field extension personnel and wieldo take instructions
from him. Frequent movement disrupts the equilitoriu

3.1.13 Initiative

Using the initiative of employees can add strerggtd new ideas to an
organisation. Initiative on the part of employegsisource of strength
for the organisation because it provides new atigibeleas. Employees
are likely to take greater interest in the funcingnof the organisation if
their initiatives are recognised (Newman, 1976;l}fihs, 1978).

3.1.14 Esprit de Corps

This refers to the need of managers to ensure emelap morale in the
workplace; individually and communally. Team sphélps develop an
atmosphere of mutual trust and understanding. Tleasebe used to
initiate and aid the processes of change, orgamisadecision making,
skill management and the overall view of the manaag# function.
Fayol also divided the management function inte fkey roles:
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To organise

To plan and forecast (Prevoyance)
To command

To control

To coordinate

PO TY

40 CONCLUSION

Tasks of a personnel manager are fundamental testaplishment and
they serve as guidelines for decisions and actminsnanagers. An
environment of fairness and equity must be encadagn an

organisation. Also, the principle of scalar chdwdd be adopted which
suggest that there should be a clear line of aightmom the top to

bottom linking all managers at all levels.

50 SUMMARY

In this unit, you should have learnt that:

. Authority means the right of a superior to give erdo his
subordinates; while responsibility means obligaticior
performance.

o Discipline is the soul of any organisation, inchgliextension
organisations.

) Employees are likely to take greater interest anftinctioning of

the organisation if their initiatives are recoguise
6.0 TUTOR-MARKED ASSIGNMENT

I What is the importance of unity of command in agjtieral
extension organisations?
. Describe ten principles guiding the task of a pensb manager.
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1.0 INTRODUCTION

Bureaucracy is seen as “red tape” and inefficieasyexperienced in
large organisations. However, as a sociologicalcept, bureaucracy
refers to a type of formal organisation or admnais¢e apparatus based
upon rational principles backed up by legal samstiand existing in a
legal framework. Domination in bureaucracy canegithe charismatic,
traditional, patrimonial, feudal or legal.

Bureaucracy has some characteristics which hade twith division of
labour, authority structure, as well as positio anle of individual
members in the organisation. These have to betefdccoordinated in
order to achieve meaningful impact in an extensoganisation. It is
therefore expedient that these are understood deroto achieve
organisational growth and development.

20 OBJECTIVES

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

. explain formal organisation and bureaucracy
. discuss types of domination in bureaucracy
. explain the main features of bureaucracy.

3.0 MAINCONTENT

3.1 Organisation/Bureaucracy

A formal organisation is a social unit that is é$ished in a more or less
deliberate manner for the attainment of a speafal. This is in
contrast to some social units such as friendslopgg or neighbourhood
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clubs that seem to emerge in a spontaneous andnmga manner. |t
may also be defined as system of coordinated &esvof a group of
people working cooperatively towards a common goader authority
and leadership. The purposive design (plannedrtsjfcand goal
specificity inherent in both definitions are twoucial criteria for

differentiating formal organisations (e.g. MANR, iMersities, the
ADPs, Trade Unions, Political parties etc.) frorhestsocial groupings.

Bureaucracy in everyday usage connotes “red tapé”iefficiency as
experienced in large organisations. However, sgc#logical concept,
bureaucracy has a less pressurative or derogaod/,a more neutral
meaning. It refers to a type of formal organisatar administrative
apparatus. A rational legal bureaucracy is baged wational principles
backed up by legal sanctions and existing in al liegenework.

As conceptualised by Max Weber, bureaucracy isaseone of three

types of domination. Generally, there are thrggesyof domination

based on different systems of belief that legiterthe exercise of power
and the resultant administrative apparatus.

3.2 Typesof Domination

1 Charismatic Domination — under this type of domination, the
leader is believed to have special qualities oftsgjthat form the
basis of his domination or authority over a set p&ople.
Therefore, the belief in these qualities legitirsiggwer in the
charismatic type of domination.

2 Traditional Types of Domination - basis of legitimisation of the
traditional type is the belief in the sacrednesgadition, respect
for the old and established ways of doing thingbe traditional
ruler commands domination by virtue of his inhetigtatus. His
orders are personal, but bound by custom. Subgdetg him out
of respect for his traditional status or royaltyWhen this
domination is exercised over several people, twpesy of
administrative apparatus may emerge i.e.

a. Patrimonial Administration: Here, the officials are the
rulers’ personal servants, relatives or favourit€bey
depend on the ruler for remunerations.

b. Feudal Administration: The officials here are not
personal servants or dependants, but they ares ahel
take oath of obliging to the ruler. This kind of
arrangement is contractual. However, the alliegehhbeir
own jurisdiction and administrative domain (Olubadend
Baales). They do not depend on the ruler for
remunerations.
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C. Legal Type of Domination: This is not based on
possession of special qualities or inherited statlisis
based on the belief in the rightness of law. Thed obey
the ruler because he occupies the position by ViatiQ
certain rules agreed upon by both the ruled andules.
The typical administrative apparatus in this set igp
referred to as bureaucracy.

3.3 Featuresof Bureaucracy

From the previous discussion, it is obvious thatalborganisations are
bureaucratic. Max Weber points out that theref@aue main issues with
respect to bureaucracy, that is:

Division of labour

Authority structure

Position and role of the individual member

Roles that regulate the relations between orgaorsatand
organisation members.

apop

Though several features have been attributed toeawratic
organisations, some of the main features are:

a. Division of Labour (specialisation): A highly developed
division of labour and specialisation is a paranidi@ature of
bureaucracy. Detailed and precise division, d&dins of duties
and responsibilities are spell out for each officgosition. This
way, a limited number of tasks is assigned to eaffice
(Akinsorotan, 2007).

b. Impersonal Relationship:  Bureaucratic organisations have
rational and impersonal relation or subordinatedsigrdinate
relationship. Loyalty is impersonal, that is, d&eudinate is loyal
to his superior’s position, not to the specificgmr who occupies
the position (Newman, 1976).

These two characteristics deal with the organieatiself. A
look at the role and status of its members reveafallowing:

C. Qualification: Recruitment into a bureaucracy is based on
formal qualifications which are used as necessamplications
for the possession of adequate technical knowlédgeeet the
special demands of the job. Particularistic comsitions such as
family position or political affiliation are not prequisite for
recruitment.

d. Promotion: This is based on elaborate system of senionty a
achievement.
e. Clear-Cut Separation between Private and Public Spheres of the

Bureaucrat’s Life.
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f. Documentation: All administrative acts, policies, roles are
always in writing.
g. Scalar Principles. Bureaucracy has scalar principles, that is,

chain of command or hierarchy. Bureaucracy is fioeee a
system of control based on rational rules. Thes@re meant to
design and regulate the organisation on the bdsieahnical
knowledge and with the aim of achieving maximumogthcy.
Bureaucratic administration may be described suniyniar this
regard as an exercise of control on the basis oWwledge. The
general picture given this far is that of an iddgpe of
bureaucracy. It is ideal because the charactsistie not found
In concrete organisations in their extreme formscdbed above.

40 CONCLUSION

Formal organisation may be defined as system ofduoated activities
of a group of people working cooperatively towaalsommon goal
under authority and leadership. Bureaucracy isrendl organisation
based upon rational principles backed up by legations and existing
in a legal framework. Red tapism is always foundngkide with
bureaucracy with rules and procedures guidingoathfof activities.

Bureaucracy is a system of control based on rdtionkes and

procedures but mostly its characteristics are nand in most formal
organisations. The main features of bureaucracydaision of labour,

authority structure, position and role of indivitln@mber and roles that
regulate the relations between organisations agdnisation members.
Recruitment in bureaucracy is based on sound memdl academic
gualifications.

5.0 SUMMARY
In this unit, you have learnt that:

) Bureaucracy occurs in most formal organisations.

) Charismatic, traditional and legal are types of o@tion which
are based on different systems of belief that ilegite the
exercise of power and the resultant administradearatus.

. A formal organisation is a social unit that is e$ithed in a more
or less deliberate manner for the attainment qiezific goal.

. Bureaucracy is based on formal rules and procedures

o The main characteristics of bureaucracy are dinisb labour,

authority structure, impersonal relationship, foknnales and
procedures and strict adherence to formal instyosti
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6.0 TUTOR-MARKED ASSIGNMENT
I Explain Bureaucracy and its relevance in agricalt@xtension

services.
. Discuss types of domination as evident in bureaycra
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1.0 INTRODUCTION

An organisation has the scalar and functional mea# operation. The
structure, line organisation, staff organisatiopars of control and
division of labour will have to be delineated farto achieve its set
goals. This becomes expedient as the way an oggamsis structured
determines the maximum level of performance itaameve.

20 OBJECTIVES

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

. describe the components of organisational chart
o explain the concept of centralisation and decasatbn in
agricultural extension services.

3.0 MAINCONTENT

3.1 Componentsof an Organisation

From a classical perspective, an organisation iscemed with its
design and structure, not with the people. In tkigard, reference is
usually made to the ever present organisationat charganogram.
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The four key components inherent in this perspedre:
3.1.1 Scalar and Functional Process

The division of labour is achieved by 2-processiesse are, scalar and
functional. Scalar process refers to the hieramhghain of command
of the organisation. Essentially, it has to dohwihe amount of
responsibility and authority assigned to each pers@ ministry top
level management i.e Commissioner, Director Generatidle level
management - levels 10-12; second level supervigdggicultural
Officers and Agricultural Superintendents) - ledel& 9 ; frontline
workers, Extension Workers and Field Officers. d¢iiomal process
refers to the specific job performed by each emgdowy an organisation
e.g. in MANR; we have technical staff, clerical fEtdinance staff,
cleaners etc. In universities, we have administeatstaff, cleaners,
academic staff, technicians etc (Akinsorotan, 2007)

Structure: Structure refers to the relationships and rdbas éxist in the
organisation. The structure enables the organrsabioneet its objective
effectively in an orderly manner.

There are 2 types of structures in organisatidreg, is, line organisation
and staff organisation.

a. The line Organisation deals with chains of command and the
primary function of the organisation. It can bendfied by
looking at the organisational chart. The primamdtion of
agricultural extension is to disseminate informatand educate
farmers. The university’s primary function is tdueate students
and do research, while a supermarket sells objects.

b. The Staff Organisation is a supplement to the line function. It
basically advices and services the line functiol.is mostly
administrative in function (Ogunbameru, 2004).

Span of Control: This involves the number of persons supervistde
span of control refers to the number of employeesanager can
effectively supervise. As the number of employ@éeseases, the
number of possible interrelationships increasesrgiocally. Span of
control influences the shape of an organisationwide span leads to a
squat or flat organisation. A narrow span of cointeads to a tall
organisation. Tall organisations with multiple l&/acrease the number
of organisation channels and the possibility obinfation distortion.
Flat organisations on the other hand reduce thebeurof channels
messages have to go through but also reduce thberushface to face
contact. This might result to a situation of conmication overload on
the manager.
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Division of Labour: This refers to how the work of an organisatien i
divided amongst the available human resources.

3.2 TheConcept of Centralisation and Decentralisation

Centralisation is more likely in tall organisatipmghile decentralisation
may result for flat organisations. In centralisatiof authority, few
people are involved, so decision making may be @ixpe. However,
morale amongst workers may be low. Decentralisaliowever may
result in high morale as most employees are gihenadpportunity to
contribute to decision making. The decision makprgcess may be
slow as so many individuals have to interact.

Agricultural extension management/administration as important
aspect or a precondition for agricultural developtrefforts because it
caters for the management of people and resouocakd achievement
of the agricultural development objectives. It derhaps for those
reasons that the department of agricultural extensservices,
sometimes referred to as the technical servicessidiv of the
Agricultural Development Projects is administerexdsgparate entities
within the government. If any organisation haswtcceed, it must be
properly administered, managed and supervised. Albdern
organisations use administrative processes to galdntheir goals. It
is for these reasons that the study of managemerdagacultural
extension personnel becomes important for the dvaeaelopment of
expertise.

40 CONCLUSION

Scalar process refers to the hierarchy or chaircavhmand of the
organisation while functional process refers to thpecific job

performed by each employee in an organisation. cgire in an

organisation helps in fulfillment of set goals antgjectives. The span of
control refers to the number of employees a managar effectively

supervise which control and influences the stwd@n organisation. A
wide span leads to a squat or flat organisatiomakow span of control
leads to a tall organisation. It is crucial thatagricultural extension
organisations, adequate number of employees sHmildllotted to a
supervisor or manager for effective administraod management.
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5.0 SUMMARY

In this unit, you have learnt that:

o Structure refers to the relationships and roles &ast in the
organisation.

. Division of labour refers to how the work of an angsation is
divided amongst the available human resources.

o Scalar and functional processes has to do withatneunt of

responsibility and authority assigned to each pergo an
organisation.

6.0 TUTOR-MARKED ASSIGNMENT

I Explain the importance of span and control in orggtional
components.

. Discuss scalar and functional processes in aguiallt
organisations.

iii. Describe the components of organisational chaut/gire.
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1.0 INTRODUCTION

The management thought that is utilised in an asgdiion is a function
of the goals to be achieved and the type of lineashmand to exploit.
The management thought can be classical, wheraiseghmethods are
used in order to find solutions to problems in Wwkplace. It can also
be behavioural where management is viewed from aalsand
psychological perspective rather than being meshianiManagement
thought can also be contemporary, where Systenwishte believe that
all parts of the organisation must be related &atlihanagers from each
part must work together for the benefit of the oiigation. The type of
management theory used is premised on the leaiittgeananagers of
the organisation. Personnel management in agrraliéxtension is thus
an art and a science.

20 OBJECTIVES

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

. describe the theories of management from diffessfools of
thought

. identify the weakness of Classical thought thatughd about
behavioural management thought

o explain the contemporary management thought.
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3.0 MAINCONTENT

There are many views of management, or schools afhagement
thought, that have evolved over the years. Whabua is a brief
discussion of some of the theories of managemeatt hhve greatly
affected how managers manage today (Ogunbamera).200

3.1 Classical Thought

The classical school of management thought emetigexighout the
late 1800s and early 1900s as a result of the tridLlRevolution. Since
the beginning of time, managers have needed to Kmowto perform
the functions discussed earlier. The Industrial dReion emphasised
the importance of better management as organisagoew larger and
more complex. As industry developed, managers diagvelop systems
for controlling inventory, production, schedulirend human resources.
It was the managers who emerged during the IndlisRevolution,
many who had backgrounds in engineering, who disem/ that they
needed organised methods in order to find solutior@oblems in the
workplace.

Classical management theorists thought there wasveay to solve
management problems in the industrial organisat®anerally, their
theories assumed that people could make logicalraimohal decisions
while trying to maximise personal gains from thgork situations. The
classical school of management is based on sdEntitnagement
which has its roots in Henri Fayol's work in Franmed the ideas of
German sociologist Max Weber. Scientific managenisna type of
management that bases standards upon facts. Tiseaf@cgathered by
observation, experimentation, or sound reasonmdghé United States,
scientific management was further developed byviddals such as
Charles Babbage (1792-1871), Frederick W. Tayl866+1915), and
Frank (1868-1924) and Lillian Gilbreth (1878-1972).

3.2 Behavioural Management Thought

It was because the classical management theoriste 8o machine-
oriented that the behavioralists began to develar tthinking. The

behavioral managers began to view management frosoc&al and

psychological perspective. These managers wereecoad about the
well-being of the workers and wanted them to bat&e as people, not
as part of the machines (Ekpere, 1990; Dahama,(D9F5)).
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Some of the early behavioural theorists were Raberen (1771-1858),
a British industrialist who was one of the firstgomomote management
of human resources in an organisation; Hugo Mubstgr(1863—-1916),

the father of industrial psychology; Walter Dill&t(1869-1955), who
believed that managers need to improve workerstugdds and

motivation in order to increase productivity; andaiyl Parker Follett

(1868-1933), who believed that a manager's inflaesicould come

naturally from his or her knowledge, skill, anddesship of others.

In the behavioural management period, there wasirmah relations
movement. Advocates of the human relations moveteleved that if
managers focused on employees rather than on metbamroduction,
then workers would become more satisfied and thasemproductive
labourers. Human relations management supportedntien that
managers should be paternalistic and nurturingraeroto build work
groups that could be productive and satisfied.

The behavioural science movement was also an iapogart of the
behavioural management school. Advocates of thigement stressed
the need for scientific studies of the human eldnténorganisations.
This model for management emphasised the needriplogees to grow
and develop in order to maintain a high level df-sespect and remain
productive workers. The earliest advocates of tekabioural science
movement were Abraham Maslow (1908-1970), who dpesd
Maslow's hierarchy of needs, and Douglas McGret)906—-1964), who
developed Theory X and Theory Y. These theories dseussed in
depth in other units.

3.3 Contemporary Management Thought

In more recent years, new management thoughts bBenerged and
influenced organisations. One of these is the stzbnical system. A
system is a set of complementary elements thatitmas a unit for a
specific purpose. Systems theorists believe that parts of the
organisation must be related and that managers &acoh part must
work together for the benefit of the organisatiddecause of this
relationship, what happens in one part of the asgdion influences and
affects other parts of the organisation.

Another contemporary approach to managing involeestingency

theories. This approach states that the manageuldshose the

techniques or styles that are most appropriatéhersituation and the
people involved. For example, a manager of a gafuph.D. chemists
in a laboratory would have to use different techegfrom a manager
of a group of teenagers in a fast food restaurant.
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This is often the downfall of managers. They havglan or system. As
a result their actions seem random to the peojlg éine managing and
this leads to confusion and disappointment. Thiswisy it is so
important for business managers to have an emplogeial. Without
the employee manual providing direction, managalisstvuggle to be
fair and balanced in their dealings with employees.

40 CONCLUSION

This unit has been able to stress that classicalagement theorists
assumed that there was one way to solve managegmasiems in an
industrial organisation and people could make lalgiand rational

decisions while trying to maximise personal gainsnt their work

situations. It was because the classical managethentists were so
machine-oriented that brought about the behavibumanagement
thought. They are concerned about the well-beinghefworkers and
wanted them to be treated as people, not as patheofmachines.
Contemporary management thought emphasise thahdnager should
use the techniques or styles that are most apptepior the situation
and the people involved.

50 SUMMARY
In this unit, you have learnt that:

. As industry developed, managers had to developesystfor
controlling inventory, production, scheduling anduntan
resources as stressed by the classical thought.

. During the behavioural management period, there avhsman
relations movement that believed that if manageuded on
employees rather than on mechanistic producticen thorkers
would become more satisfied and thus more prodei¢dibourers.

) Systems theorists believe that all parts of theaigation must
be related and that managers from each part must twgether
for the benefit of the organisation.

6.0 TUTOR-MARKED ASSIGNMENT
I Describe the three theories of management as disdus this
unit.

. Explain the strength of behavioural management ghbwver
classical thought.
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