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Span of Control • Meaning: The principle of span of control means the number of subordinates or the units of works that an officer can personally direct, control, and supervise. It is also known as ‘span of supervision’ or ‘span of management’. • According to Dimock and Dimock, “The span of control is the number and range of direct, habitual communication contacts between the chief executive of an enterprise and his principal fellow officers.” • Hamilton felt that a supervisor could supervise 3 to 4 subordinates. • V.A. Graicunus found that a superior can supervise the work of 5 to 6 subordinates directly. • Lyndall Urwick believes that a superior can supervise directly 5 to 6 subordinates at the higher levels, whereas, the span of control caries from 8 to 12 at the lower levels, where the work is more simple and routine. • Lord Haldane and Graham Wallas felt that a chief executive could supervise 10 to 12 subordinates simple and routine. • Formula for span of control n(2n/2 + n – 1)



COORDINATION • Coordination is an essential part of administration. According to Mooney, “Coordination is the first principle of organization and includes within itself all other principles which are subordinate to it and through which it operates.” • However, coordination is only a means and not an end in itself. Newman says, “It (coordination) is not a separate activity but a condition that should permeate all phases of administration. • Meaning • Coordination has both positive and negative connotation. Positively, it means bringing about cooperation and team work among the persons and units of an organization. Negatively, it means removing conflicts, inconsistencies, friction, overlapping and working at cross purposes among persons or units of an organization.



Types: • Coordination is classifies as: • Internal and External Internal coordination deals with coordinating the individual activities of persons working in an organization. It is also known as functional coordination. External coordination deals with coordinating the activities of various organizational units. It is also known as structural coordination. • Horizontal and Perpendicular Horizontal coordination deals with the coordination between one section and another, one branch and another, one division and another or one department and another. Perpendicular coordination deals with the coordination between an officer and his employee, a branch and a division and a division and a department. • Procedural and substantive This typology is given by Herbert A. Simon. Procedural coordination is exemplified by the structure of the organization itself that defines the pattern of formal relations among its members. The substantive coordination, on the other hand, is concerned with the content of the activities of the organization



Importance • Coordination is essential for smooth and successful functioning of organization due to the following reasons. • To avoid conflicts and duplication of work in the functioning of organization. This ensures economy of expenditure. • To curtail the tendency among employees to attach too much significance to their own work and de-emphasis others’ work. • To prevent the tendency of ‘empire-building’, that is, expansion of one’s own activities to gain more power. • To check the narrow perspective of specialists who engage in different and specific aspects of work. • To meet the requirements of growing number of organizational units.



CENTRALISATION AND DECENTRALISATION • Meaning: • Centralization means concentration of authority at the top level of the administrative system. Decentralization, on the other hand, means dispersal of authority among the lower levels of the administrative system. • Thus, the issue of centralization versus decentralization revolves around the location of the decision making power in the administrative system. • Types: • Broadly speaking, decentralization is of the two types – political and administrative. The administrative decentralization is further subdivided into territorial (vertical) decentralization and functional (horizontal) decentralization.



Types • Broadly speaking, decentralization is of the two types – political and administrative. • The administrative decentralization is further sub-divided into territorial (vertical) decentralization and functional (horizontal) decentralization. • 1. Political Decentralization It stands for the establishment of new levels of government like the autonomous states in India or provinces in Canada. • 2. Territorial Decentralization It stands for the establishment of area administrative units (field offices) by the higher authority (headquarters). For example, the creation of divisions, districts, talukas, in India. • 3. Functional Decentralization: It implies the vesting of decisionmaking authority in the specialized units by the central agency. For example, the creation of technical or professional bodies in India like University Grants Commission, Flood Control Board, etc.



Merits of Centralization • It provides for maximum control over the entire organization • It ensures that all the work is performed in the same manner and in accordance with the same general policies and principles. • It makes administrative abuses more difficult in matters like employment and handling of personnel, purchase and use of supplies and so on. • It secures economy in administration by avoiding duplication of work. • It facilitates the introduction of dynamism in the organization through the active role of personal leadership. • It is suitable for dealing with emergencies and unanticipated matters. • It enables the maximum utilization of the human and material resources in the organization and thus develops a corporate personality.



Demerits of Centralization • It leads to delay in securing action as the field officials have to refer the matter to the higher authorities. • It makes the head-office overburdened • It leads to autocratic control over subordinates and thus results in lack of flexibility in administration. • It makes administration irresponsive as the head office acts without the knowledge of local conditions and requirements. • It does not facilitate people’s participation . • It does not allow the development of second line of executives. • It is not conductive for the expansion and diversification of the organization.



Merits of Decentralization • • • • • • • • • • •



It increases administrative efficiency by reducing delays, curbing red-tapism and encouraging faster action. It reduces the workload of the head office and thus enables the top echelons to concentrate on vital issues like policy formulation, examining major problems and so forth. Its develops resourcefulness and self-respect among the subordinates by making them to take decisions with a sense of responsibility. It makes administration more responsive as the field units act with the knowledge of local conditions and requirements. It facilitates people’s participation in administrative process and thus strengthens democracy at the grass-root level. It allows the development of second line of executives due to adequate delegation of authority to the lower levels. It encourages the expansion and diversification of the organization for effective goal-achievement. It facilitates the adaptation of national policies and programmes to the varying conditions of different regions. It alleviates the problem of communication overload in the organization by reducing paper work at both higher and lower levels. It encourages competition and comparative standards of evaluation among several competing field units. It makes possible the experimentation in decision-making and implementation by several units without committing the whole enterprise to an untried course of action.



Demerits of Decentralization • It complicates coordination and integration of the activities of various units due to decrease in the degree of central control over the total organization. • It makes communication among various levels difficult and thereby reduces its effectiveness and authenticity. • It makes administration expensive due to duplication of work and lcak of centralized housekeeping services. • It is not suitable for dealing with emergencies and unanticipated matters. • It encourages divisive forces in the organization and thus threatens the organizational integration. • It weakens the national perspective in administration by breeding localism and parochialism. • It increases administrative abuses like corruption, maladministration, nepotism, and so on. These things can be seen in the working of Panchayati Raj in our country.



Communication • Significance: • Communication is an important principle of organization and is essential for realizing its objectives. Millet describes communication as the “blood stream of an administrative organization”. • According to Pfiffner, communication is the “heart of management”. • Definition: • Millet: “Communication is the shared understanding of a shared purpose.” • Ordway Tead: “The underlying aim of communication is the meeting of minds on common issues.



Types of communication • communication has three aspects, viz. internal communication, external communication and inter-personal communication. • Internal communication is concerned with the relationship of the organization with its employees. It can be upward, downward, and across. • Upward communication is concerned with the employees’ relationship with the management. Downward communication is concerned with the management’s relationship with the employees. The former consist of performance reports and work problems, while the latter consists of orders and directions. Across communication is concerned with relationships between co-equal authorities in an organization. • External communication deals with the relationship of the organization with the public. Hence, it is known as ‘public relations’. Inter-personal communication is concerned with the relationship among employees.



Media • Media of communication is of three types namely audio, visual and audio-visual. • Audio media is tele conference, telephonic interviews, and so on. Visual media comprises circulars, reports, pictorial forms and others. Audio-visual media is television, soundmotion pictures, and so on.
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• The source is the initiator of communication, who wants to transmit his ideas, thoughts, needs, intentions or other pieces of information to another person. • Encoding is a process in which the ideas to be conveyed are translated into a code or set of symbols or some other format of expression. • The message is the actual physical product from the sourceencoding. It represents the meaning which the source wants to convey. • The channel is the medium through which the message transmits. It is the connecting link between the sender (the source) and the receiver.
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• Decoding is the process which translates the message into a form that can be understood by the receiver. • Receiver is the person to whom the message is directed (conveyed) • Feedback is the response from the receiver which enables the sender (the source) to determine whether the message was received and understood as originally intended. • Noise includes those factors in each of the components of communication that reduces the accuracy of message. Thus, it can occur at any stage in the communication process.



Channels or Networks • The Channels (also known as networks) of communication are of two types, viz. formal and informal. • A formal channel of communication is deliberately established by management for the transmission, of official information. • An informal channel of communication, is an unofficial channel and is the result of the operations of social forces at the workplace. It is also knows as the ‘grapevine’



4 types of formal communication networks • chain, star, circle and allchannel. • Under the chain network, the information and message flows only up or down in a hierarchical chain of command. In other words, the chain network rigidly follows the formal chain of command in the organization.



star network • Under the star network, the information and message flows among the group members through a leader, that is, the central point. In other words, the group members do not communicate with each other directly but rely on the leader to act as the central conduit. It is the most centralized type of formal communication network. It is also known as the ‘wheel’ network.



circle network • Under the circle network, the group members interact with the adjoining members only. In other words, the information and message is transmitted laterally among the group members.



all-channel network • Under the all-channel network, all the members of a group actively communicate with each other freely. It is the most decentralized type of formal communication network. It is also known as the ‘completely connected’ network.



Types of informal communication (Grapevine) networks
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Barriers and Problems • •
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Semantic Barriers: These barriers are concerned with the language difficulties. These occur due to the differences in the individual interpretations of words symbols used in the process of communication. Ideological Barriers The members of the organization do not share the same ideological perspectives and orientation. This affects the effective communication process. Pfiffner said “Differences in background, education and expectation result in different social and political views..” Filtering It refers to the sender’s purposeful and deliberate manipulation of information to be passed on to the receiver. It may be due to various factors. However, the extent of filtering is determined mainly by the number of levels in the organisation’s structure. Thus, more the vertical levels in a hierarchy, the more scope for filtering and vice-versa. Dogmatism This means that the attitudes, opinions and beliefs possessed by a person prevents him from accepting accurate and additional information as it conflicts with the current situation. Halo Effect The halo effect is the result of two-valued thinking. In this situation, we see things only as dichotomies – good and bad, right and wrong, white and black, and so forth ….. The danger here is that most situations are not dichotomous and, therefore, such thinking may over simplify most real situations.” Stereotyping This means that the content of communication is determined by the expectations due to inadequate distinctions of objects or events. This interferes with effective communication.



Other Barriers In addition to the above, the communication process is affected by the following factors. • Lack of will to communicate due to the attitudes of superiors. • Absence of definite and recognized means of communication • The size of the organization and distance between members. • Cultural barriers. • Feedback barriers.



Over coming Barriers According to Terry, the following make the communication effective. • Inform yourself fully • Establish a mutual trust in each other. • Find a common ground of experience. • Use mutually known words • Have regard for context • Secure and hold the receiver’s attention • Employ examples and visual aids • Practice delaying reactions.



six essential factors … According to Millet, for effective communication it should be: • Clear • Consistent with the expectations of the receiver • Adequate • Timely • Uniform • Acceptable.



• The newly developed Management Information system (MIS) has improved the organization communication. The MIS means the application of information technology to the communication process in organizations. It involves generating, processing and transmitting information. It assists the managers in problem-solving, decisionmaking, and strategic planning.
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