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CHAPTER,
MAIN PRINCIPLES OF ORGANISATION :

PRINCIPLE OF HIERARCHY

Organisation is the basis of all administration. An

administration is always an organised

administration. It is through the organisation that the duties and the responsibilities of the

personnel are arranged and performed in such a way as to accomplish the assigned purposes,
objectives and goals. Administration involves cooperative efforts made by a number of
personnel to achieve some purpose. For this end, the personnel and their efforts have to be
Systematically  organised and coordinated. Organisation is the basic system through which
the personnel, their efforts and works are coordinated and operationalised for securing some
defined purpose. The creation of each organisation is done on the basis of several well

recognised principles which stand duly recognised by acholars.anid the theary anid practice of
administration,

= SO PRINCIPLES OF ORGANISATION

_ There are several well settled and well recognised principles of organisation. By a
Principle is meant “a standard accepted as a guide to action”. The acceptance is based on
CXDerg T LT

Perience ang expertise.

LD Whi . . el ) isation) suggest onlv working rules ol
g YWhite writes “ These (Principles of Organisation) sugg .
“"n ™ N " . ard ™
Ut which wide experience seems to have validated™.
In the words of Henry Fayol, “These principles are acknowledged truths regarded as

Proye :
N on which one can rely”.

There , re

ples of organisation. However, it mus!
ﬂlﬁn ht'

several recognised and accepted princ
5 2 1 - . 3 =
: ttltl'd thﬂl lhu pn I‘lClplL‘.‘- of Ur};nmhahun Are : - , ; )
SCle and remain unitorm for all times and at all places

) ' i
'rlnul]\h-y 0 all societies. But their practice can ditfer, and

not axioms or laws like the laws of

Natyr,
Mlry| . i
oy nees which are universal

I organisation are generally valid in
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1%4,///’
even from time to time. However, ﬁ i

mostly differs, from place tO place and
ften of a degree and not of kind.
he principles of natural sciences, Th
- Their g,
y

15 O}
as exact as t
th difficult and controversial. Yet, as

“It is possible to list several pring :
I| kinds of organisations”, Ples ¢

nisation are not
is bo

writers observe,

d and that apply to @
f Public Administration for the first y;
e

| scholars have tried to give a list of g,

Principles of 0752
formulation, 3% Simon remarks,
pimock and several other
organisati(m that are not t00 rigl
principles ¢

sesting, the
evera

The credit for SUsh
s to W.F. willoughby. After him, S

belong
principles of organisation
Harvey Walker identifies three Basic principles of Organisation : ;L
. - r
o most efficiently organised by functions. t

(n Administration may b
(1) Every officer should be responsible to public control.

es should be separated.

s of Organisation :

(1) Staff and Line activiti
R. Warner lists €ight principle
(1) Political Direction,

(2) Political Res;}nnsibil ity,

(3) Social Necessity,

(4) Efficiency

(5) Organisation,

(6) Public Relations,

(7) Evolution or Progress, and

(8) Research.
M. Pfiffner gives a lis _ ' i
L /{mmraf;iflf.r:er (;;W‘LS a list of eight principles of Organisation : ) Hierarch) |
d‘fparf;n:‘;mts : ;: (}J/’C ) [-[fnct{r)nal Departmentalism, (4) Span of Control, (5) Self-contaiﬂed 4
- - - im.dand Sr';m;dmatltin, (6) Staff service both general and auxiliary, (7 Distinctio’ |
ine Staff, () Personnel and Finance directly under the chief admini

officer.

~ L.D. White acce '
accepts the following seven key Principles of Organisation:
__ ) Authority to Determine Organisation |
_(Jdrinc of Unity 2f Command
- Formation of Departments

iliary and Staff Agencies,

and Delegation of Authority, and

nation, Positi '
, Position and Search for Principles
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No single author has exactly formulated these principles. These h

: - ave bg SravETEd
mulated by the practice and experie een discovered

nd for . nce of generations of human be
aturies and in many countries. Their acceptance as useful a
e S

’mﬂnisﬂ[ion has made them valid. These represent the wisdom
( # b %
orists of Public Administration and several great

ings in several
nd essential principles of
and experience of the oreat

the administrators.

KEY PRINCIPLES OF ORGANISATION

e

Taking into account all the views, expressed by eminent workers and

ou administrators, the
following major principles of organisation can be briefly identified :

I. Principle of Hierarchy or Scalar Process. The Principle of Hierarchy is a universally
recognised principle of organisation. It stands for an ordered structure of inferior and
superior positions and beings in an ascending scale. The good chief dwells at the apex from
which, with his expert and penetrating eye, he can reach out the hearts of his lowest

subordinates and mould their deeds to his command. It establishes a defined superior-
subordinate relationship in the structure of the organisation.

IL. Span of Control. The principle of the Span of Control refers to the issue of the
number of subordinates that a superior officer can effectively command and control.

III. Coordination. Coordination stands for the principle of securing orderly and
harmonious relations among all the parts of the organisation.

IV. Supervision. Supervision means that the work of each personnel is subject to the
supervision and control of a higher officer.

V. Authority and Responsibility. The principle of authority means that each official
stands assigned a set of defined powers which he can legally exercise. Legitimate power
vested with a personnel is his authority which he can exercise over others. Authority is
inseparably related with the principle of responsibility and the latter means that each
personnel exercising authority is also responsible for his acts of commission and commission.

VI. Centralisation - Decentralisation. The principle of centralisation stands for keeping
the authority structure limited to only a few top level offices while the prmmple ]of
decentralisation stands for the distribution of authority to several, may be all, parts of the

organisation.

VIL. Delegation. Delegation is the principle which guides the process of the delegation ot

authority and powers by an authority holder to his subordinates.

Vil Unity of Command. Unity of Command means that each subordinate should be

under the command of a single officer or office. |
archy and in the next few

. 3 » Princi of Hier
In this chapter we will discuss in detail the Principle

thapters, other principles of organisation.
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I. PRINCIPLE OF HIERARCHY

OR
THE SCALAR PROCESS

L 3 i ¢TI hich is also known as the Scalar Process, sl
The Principle of Hierarchy, w

fundamental principle of organisation. Mooney and Relley describe it as “ %
as o tunds ¢

e
and universal principle of organisation”. Hierarchy c!ivision or ClaSSi.fi(.:E?tion of the e::;:n:i:
in several levels with a sytem of defined and authority and re5p0n51b111ty of each leve] W
every other level of the organization. Hierarch)f 1T1eans 'the rulfe or control of the higher e
the lower. It can also be described as ‘pyramidal’ or hierarchical set of parts in Whifht}m

higher parts control the lower parts.

A hierarchical organisation begins from one person at the top,
sections and finally descends to the workers who are at its base.
arrangement of various units of organisation which have to be grouped
the form of a pyramid - broad at the base, tapering upward and resulting i

breaks intqo sever,
It is a Concept 0[.
at severa] levelsm '
nto a single verte, |
In a hierarchical organisation, authority exclusively belongs to the chief executive at f -
top. He delegates it to the different parts immediately below him, who in turn delegate it l
their immediate subordinates. This process of delegation goes on till the bottom line s |
reached. Each official to whom authority is delegated becomes responsible for doing his |

work. Thus, authority flows from top to bottom and responsibility extends from the botion |
upwards.

|
f
Hierarchy : Definition F
r

L “Hierarchy means the grouping of units into 4 large unit for the direction and contrl |
of activities. It is the method wher

eby the efforts of many different individuals are geared |
scale-wise”,

— E.M.Man |
2. "Hierarchy is an “orde

red structure of inferjor and superior beings in an ascend®
tthe apex from which, witn his terrible eye, can search out ‘I:: |
tes and mould thejy deeds to his command.” ~ —Earl Lath?

ed 1
s of different individuals are gﬁﬂ-rl
-I-D‘ Mlllf

3. Hierarchy is g met
together”. ? ko WherEb}’ the effort

Hierarchy  congigts
relmonship thro

in the Univerg
al a
ugh a numper
of the Structure” of levels

' of responsibyj;

5
=
—

f 8
) _ caationt |
ical Orgnisation means a graded Orgﬂmhat;,thf :

% S (! ¢
-Iower levels g immediately subordina® diat |
- i e ‘ II
P till we reach the apex. The 7 o)

ioht VP |
other higher step “glf i
dUW”Wards Step by Step, it
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hy as Scalar Process

s Mooney and his colleagues conceptualise Hierare hy

e atic meaning,.

toita syt
* Mooney and Reiley observe, “A scale means a series of steps, something graded . I an
ion, it means the grading of duties, not according  to different functions but
! ding to the degree of .]llih(.ll'lly and corresponding responsibility, For CONVENIence, we
M call this phenomenon of organisation the scalar chain.... Whenever we find an
nisation, even of two people, related as superior and subordinate, we have the scalar
wpl& This chain constitutes the universal process of coordination through which the
mme coordinating authority becomes effective throughout the entire structure”.

as the Scalar Prog g, and pive

Thus, Hierarchy means the grouping of units into a large unit for the direction and
control of activities. It is the method whereby the efforts of various individuals are peared
together to achieve a goal through a system of interlocking superior-subordinate from the top
to the bottom. Each higher level of organisation has some
level. Each level is also responsible for the
levels.

authority and control over its lower
authority it exercises over the next lower level or

FEATURES OF HIERARCHY

Following are some of the salient features of Hierarchy :

All administrative functions are vested into units and sub-units,

All the units are organised in the form of a pyramid one below the other.
Authority is distributed or delegated among various levels of the organisation.
Each hierarchical organisation observes the principles of ‘through proper channel’,

All commands and communications come through proper channel. No
Intermediate level can be ignored.

L

A person receives orders from only one superior and not from anybody else. This
means the principle of unity of command is observed.

A“thorit}’ and responsibility are adequately combined. Authority without
Tesponsibility s dangerous,
While responsibility without
uthority jg meaningless.

: T]']e G
gy, Principle of hierarchy can be >/ b
follgys With  the help of the \
g scale or diagram : X y
In thic o
mg:‘f .d”_'gmm, A is at the apex of \\ K
Onmat’onﬂl pyramid. He is the /
Ekecume.t:e Organisation, the Chief

ON)
s A’S subordinate, C is the | (MODEL OF A SIMPLE HIERARCHICAL ORGANISATION
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of B and also a qubordinate of A through B. l,hm if we go doyey,, |
ter O e also a c,ljbﬂrdlnatl' of A, l'hus, t;rd‘_;r') ”f)y,! ¢ i
, !IJ‘.

¢ CtoD,Dto E, and E to F, and COMMup;,.
o -

immediate subo rdina
Line F ia the immediate subordinate of E

ticy,

g o o B, Bto
top o bottorn, narme I‘/ from At : & Lt and 80 on.
flew frorm bottomn to top ie from FTo E,E : 3

her side of the Scale A to K. If A wants to issue an ordey oy . |
& g » , . . 1t
’ if F has to communicate something to K, it hag 10 try,
oy Ve B
» step; F, A, K in this d; -
i £ 0. Cand B to A and descend from A to K ""P hY” Pr % ,‘K in this diagy,,
oufﬁlig’,h oy LAy N “nkinf; rhf' f'rlrirn ”rg,’,niﬁa“f}n. rh‘,' tra Wllllng f)r Urd‘.’fs ff!;n
¢ “ . ]
and the flow of communication from Fto A j,,

The same 15 true of th
kas to travel through B, C, D, F and
represent the line of authorities
A to F step by step in a descending order

_ i

ascending order is called communication throu

[f the Section Officer wants to issue an order to the clerk, it has to go thmug,h e |
Superintendent and the Head Clerk. Similarly, a propmal from th}::tflg:zc tg.;, t}g,f Sectiiy
sl ' . > X M 1 " » f (’oac C. ‘Clon .

(Sfficer travels through the Head Clerk and the Superintendent to r ficer.

gh proper channel’

MERITS AND DEMERITS OF HIERARCHY

A. Merits

1. Clarity of Leadership. In a hierarchical organisation there is clarity of leadership |
Authority exclusively belongs to the chief executive at the top who has the eye to search o
the bearts of his Jlowest subordinates and to mould their deeds to his command.

2. It enables the Fixation of Responsibility at each Level. In a hierarchical organisation |-
authority belongs to the chief at the top. He delegates his authority to the official just below £
bur, who in turn delegates it to his next immediate subordinate. Each official to whor _
authority is delegated becomes responsible for doing the work entrusted to him. Thus, 7 |
hierarchical organisation, responsibility exists at each level,

3. Effective Channel of Communication. Hierarchical organisation is based on th 3
ot e, commricion nd ool Disen o

’ d ment of responsibility, proper communication and cont”®

gr all levels are 5 (i . . A y
% th i , _1.rf rhf l]‘,f_flll and Pr(ldll(‘h\/(- f(_)atufcs ”f a hicrarchical (Jrganisatlon‘ ThESe ..
e he organisation to work .(;ys;t(-mati(_’ally and (!ffiCi(.'nHy

tralisation j ‘ -
E “”hrlml 15 an important feature of Hierarchical Organisation. Authority ¢
: ) ( LA ar & . ;
. I;r“: ,-( (.,;f n:ls, from the top downward step by step till it reaches the lowe*
4 rarcn a6 v it '

E y has the merits of both decentralisation and centralisation.

. fflUgh "mper Chanm_-L
ation moves throug

“In a hierarchi S orde!
rarchical organisation each and every ™
Process, it o

hp T chi ] . t
i ”f r(.)p( rlthannvl Le., through the immediate superior 10. "

e involveme ' ‘ "B
) fhbr:l'ﬂﬂrlit:élfinrl, ~ R Ry Persnnnvl o 1 .
. of Command. Flie:

unity of comemar
Should rece)ye
authority ry

e B
person sho ; inate to onlY "
. should be subordinate to 4
'Mmediate superjor. In the absence 0
injeopa rdy. '

rarchical ory
W providee
orders
ay be undye

anisation makes Pnsﬁihil" the (’peration ﬂf
that one

only from the
rmined or may be
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1. Delay in the pisposal of Work. According to the critics, a major flaw of the prinei
o nierarchy is that 1t ac_ts as a source of delay in the disposal of work. Every 11: ~.t:”:u L
move step by step covering every step. In the process, inevitable and harmful ;1a'llll\%s trmc:-l:nh- I'u
ipe organisation. S
2. Red Tapism. Because of a large gap between the planning of work at the top and its
execution at the lower levels, there emerges the problem of red tapism, delay nm: L:UI'TU :
ractices in the working of the organisation. Delay and red tapism always breed corruptiu|n
These also bring rigidity into every administrative organisation. |

3. Top Heavy System. The success or failure of the scalar system depends, to a very large
oxtent, on the personal qualities and likings of the head of the organisation, the top
executive head. 1f he is a man of high quality and dedication, he can bring life and a personal
touch to the organisation which can be a source of success. If he is not up to the mark, he can
be a source of further delay and inefficiency in the organisation.

4. Source of Rigidity in the Organisation. The principle of hierarchy about rigidity in the
administrative organisation and is not really good for the development of dynamic human
relationship among its members. They remain bound up with a network of rules and orders.
The rules ‘Through proper channel” and ‘According to rules’ act as a source of rigidity and delay
in the working of the organisation.

After discussing the merits and demerits of the Principle of Hierarchy or the Scalar
Process, we can say that its merits are far more and qualitatively superior to its demerits. In
fact, Hierarchy stands accepted as a universally recognised principle of organisation. It
rightly places emphasis upon the need for a defined organic relationship between superiors
and subordinates as well as between different units of an organisation. The rule “through
proper channel” is the essence of hierarchy.

An hierarchical orgnaisation is a pyramidical type of organisation with an apex at the top
and a broad base at the bottom. There are several successive levels which are both vertical
and horizontal. In other words, itis a ladder of authority with various steps. As a principle of

organisation, it serves as a channel of communication both upwards and downwards,

ensures attention to problems, decentralises decision-making, and lessens the burden of the
chief executive. Hierarchy is a built-in device both for achieving consensus and involvement

of all as well as for realising the goals for which an organisation is established.

QUESTIONS FOR REVISION

nciples of Organisation.

ation? Briefly discuss the Pri

ature of the Principle of Hierarchy.
res, merits and demerits.

What is an Orgnais
Critically examine then

What is the Principle of Hierarchy ? Discuss its featu

ar Process of Organisation.

> w h =

Explain the meaning and nature of the Scal

0ao
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PRINCIPLES OF ORGANISATION;
(A) SPAN OF CONTROL

(B) UNITY OF COMMAND

le of hierarchy, we shall now discuss the principles of Span of Contro|

st one is used for determining the number of units and

ISt

i the second one is concerned with the issue of relation

of Command. The fi

(A) SPAN OF CONTROL

& Span of Control is an important principle of organisation. The credit for explaining this
principle belongs to Graicunas. The prindple of Span of Control is taken to mean thata
ior exerdses and can exercise control over the work of only a limited number Uf_
" subordinates. This limitation is imposed by the human span of attention which in jtselt
}_@E that each one can attend to a limited number of activities.

PR
. = Defining the meaning of the Span of Control, Dimock writes: “It consists of the number
| and range of direct habitual communication contacts between the chief executive of &

enterprise and his prindipal fellow officers.”

'}

B - . of
In other words, the Span of Control refers to the issue and problem of the number
subordinates that each officer can or should effectivelv supervise.

£ o 1o | L - " . 2 TO
Span of Control is related to the psyvchological issue of Span of Attention, which refers ¥
the number of things

|

g ors v i -
A ‘ 1gs or persons whom one can attend at a time. In fact, Span of Gl ol
nothing but the principle of Span of Attention applied to A

: i the work of supervision an
of subordinates,

i
The issue of the Span of Control is a natural outflow of the scalar principle. A s E
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of Organisation: (A) Span of Control (B) Unity of Command
ol n

1M

princiP'®®

_‘-clflni e i ( S0n
eaded by @ single person. Each higher level controly it lowe level T
] '] 0 Py TG ll'““ “”” ”
i Ll

i
step ¥ :
: , v , persons (sub aten) ¢
rises 1° how many persf ( u ordinates) should work under e control and
. TLALEY 1 s dilel 5 TRV
rior. In answering this question different scholars, Yave foamydiie: up.. rvision of
s that a parhcular number is ideal or practicable ” erent views. Lach

s a number of tiers or stepr ,
I i ke P, one above he other 1
' S argarisation and each

one supe
oné think

problem of Span of Control
//—_

.« 4 lack of agreement among, scholi , — .
There is a 4 = g scholar them regarding the exact limit of the Span of
trol. The problem of fixing the number of subordinates, which an officer can supervise

and control is the problem of the Span of Control.

V. A. Graicunas was of the opinion that a superior can supervise 3 to 5 subordinates,
However, Sir Ian Hamilton fixed the limit at 3 to 4, and Urwick at 5 to 6 at the higher levels
of work and 8 to 12 at the lower levels of work.

In order to suggest a formula for determining the Span of Control, Graicunas felt that
while the number of subordinates increases by arithmetical progression, the resultant

network of relationship increase by geometrical progression.

Lord Haldane and Graham Wallas have been of the view that the chief executive can
supervise 10 to 12 persons without facing any extra burden.
d by various scholars. As such, neither
r of persons an executive
nimity of opinion on the

Similar divergent views are still being expresse
there exists nor can exist any unanimity regarding the exact numbe
can be in a position to supervise effectively. There is, however, una
point that the shorter the span, the greater is the contact resulting into a more effective

control over the subordinates.

DETERMINANTS OF SPAN OF CONTROL

superior can control has been and is destined to
Span of Control, the best thing is to keep
ask of determining the number of
often described as the

The search for an ideal number which a
remain a useless search. As such, in determining the
In view certain general factors which always influence the t
Persons which a person can supervise and control. These are
determinants of the Span of Control.

In the words of Lurther Gulick, “There are three fact
of Control i.e., function, time and space”.
d one more factor per

ors which greatly influence the Span

i 1 ctor which
. ‘ sonality or capacity fa
€ plan to discuss these three an y

"'Sﬁth k _
r determine the Span of Control. | When the nature of
d. When the RatEi™

ty be su eTvise
P n the work

{ Control is more th
t change-overs fro

, of work
WP‘- Of an “l’h‘-’

wm:-‘Nature of Function. It refers to the Lot
il‘ rﬁ 15 rfJUf]nf_-’ repr_-“tiv;_: and h()mﬂgf"nﬂu‘a, lhc . Ph '

: h{'hg”,gem,”us and complex character. Furthef,
ek framework to another always reduce the 5pan of Con

m one
too frequen
trol.
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tion: (A) Span of Control (B) U
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i The time factor means the age of the concerned organisation, Theig
2. Time. The ; ervision can be more rapid in an established organisation I. Pan
rol is greater and SUPCI¥E ) oy
Cont & dents are yet to be set and new problems keep on arising }1r

T 1¢ 1 CCC a ') * l-“
organisation, P f Control is Jimited. 0 G

supervision is not easy and the Span 0
distance or nearness between the officig] ,, .
s if the people to be supervised are Working ud h

d. If they are scattered at different P]acegni;:

3. Space. Space refers to the physical
subordinates. The Span of Control increase
the same roof in which the superior in locate
Span of Control becomes limited.

4. Capacity or Personality of the Supervisor. If the sUper vi:?or is competent and abe ,,,
has a strong personality, he can supervise more persons. If he is a weak person, he may,,
be in a position to supervise effectively even a few piersons. Thus, an incompet&.é
supervisor’s Span of Control is always limited. The quality and scope of the Spap
Attention of the supervisor is an important determinant of the Span of Control.

Along with the above main factors, we would also like to refer to the role of sy
elements like Education, training , skill of the officer, and the feeling of self-confidence in the |
higher officer, as the influencing elements of the Span of Control. An educated trained and |
experienced officer has a wider Span of Control whereas less educated, less trained and les; |
experienced one has a limited and less effective Span of Control. Also, a self-confident and |
courageous officer has a wider Span of Control than a weak and less self-confident officer.

Moreover, with the development of new means of communication, administrative and
managerial techniques, the nature and scope of Span of Control has undergone a change.
Now cameras, E-Governance and computer conferences have been acting as additiona
factors of span of control. The increasing use of automation in administration, the
information revolution and the growing number of specialist are some of the new factors
responsible for such a change. Automation and use of computers, e-mails and video-
conferences are currently being utilised for simplifying communications ComputerisaﬁOD
has come to be extensively applie bt Ti ; ) o |

o y applied to activities like accounting, tabulating, purchasi"é
sorting, inventory management, record keeping and computation work Internal video
monitors and internal communication systems h . ! : #
S £ ; : ave improved the chances of an incréas

pan of Control of the supervisor over his subordinat of
Control has, in the recent times, increased ates. Thus the length of the Span
d ased and now a supervisor can control more

subordinates. However, differe i

! ; ) nces in the pers iti ; i

constitute an important determinant of thepspazr:;lglestanld skills of the superiors continue ¢
ontrol.
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(B) UNITY OF COMMAND

ity : :
L | receive orders trom one superior only or that cach cmployee should be under a single
d rece

i Henry Fayol has been the prime advocator of this principle. According to him,

J Command s that principles ol organisation which holds that an employes
L

shoul

f Command means that in an organisation, one person should be subordinate to only
L|‘l|l\ L

perior and that he should receive orders only from that superior. Only in such a case,
ane Supt

m inorders,)’
there can be no confusion

Puality of command or multiple command system always resulls in confusion and
efficiency. 1t makes the determination of  responsibility  of the  superiors and  the
ine & r
subordinates very difficult, almost impossible,

Explaining the main thrust of the principle of Unity of Command, Pfiffner has observed,
“The concept of unity of command requires that every member of an organisation should
report to one and only one leader. In case of non-adherence to this important principle  of
organisation, there emerges the possibility that authority may be undermined and discipline

may be in jeopardy. Administration can sulfer from inefficiency or even a virtual breakdown.
Even the law, peace and order may get disturbed, and the stability of state may be
endangered”.

In an organisation, the line of authority should be clearly known. Everyone in an
organisation should know his superior from whom he has to receive commands and each
superior should know to whom he can issue orders. It means that each man should be :
subordinate to one and should receive commands from only one person. In other words,

Unity of command stands for a system in which one person is subordinate and responsible to
one supe ; e thotare ,
nesuperior and receives direction from one superior only.

Analysing the concept of Unity of Command, John D. Millet mentions two other
‘mmf\“ of this principle:

First .
N Lot is an arrangement whereby all administrative authority flows from ong
“p'ln\ 3 N -~

ible head i.c., the President or the Governor.
si‘rnmh'l,o

b heageg Unity of Command may refer to the question of relative merit ot a single
; ot I‘l\

A i i . S
Bency as compared to an organisation headed by a board or a commission.

he
» v ] S a
Mreq prll‘\l l]‘lll of UnH\r of Command is Up]"ﬂ“l‘{l to the pllll‘dl l.l'll'lllnﬂnd S\ stem w hich i
o vy
W
Per \l‘1|l'l|1

Mne
tlp ini i Um'" of C
" nump,

ol its
netficiency and irresponsibility of the organisation, I""“‘“[‘"h

sle of p ."Itll‘li‘ a
ommand on the other hand is a clear and simple princiy I

rol sub-ordinates under a single supervisor or superior.
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Om

Merits of Unity of Command.

1. Absence of Conflict in Orders. Unity of Command ensurem
e

who commands. If the superiors are more than one, there is bound to be Ohtug su;.enm

organisation. It can create a problem when the subordinates may receive differlo i

from several superiors. It will also lead to failure in fixing the responsibility of theen Otdey,
su

and their common subordinates. When there is only one superior, there cap b Tiorg

confusion in orders, and fixing of responsibility in case of any lapse is easier m&he lt
: » Tathe

-evident. T sglf.

2. It enables the superior to exercise effective supervision over his subordinates, Ung
the principle of Unity of Command, all administrative authority flows from one responsih?r i
head. One superior is able to supervise his staff more effectively. He can understande
supervise and control his staff better. Two or more supervisors can cut out each other andj
make the subordinates responsible towards none in the name of responsibility towards t,
Supervisors.

3. Easier fixation of Responsibility. In an organisation based on the principle of Uniy
of Command, every personnel of the organisation knows his responsibilities. He is als
aware as to whom he is answerable and from whom he is to get work and orders as well asto
whom he is to report back.

Thus, there are several apparent merits of the principle of Unity of Command.

Critical Evaluation of the Principle of Unity of Command

However, despite the above mentioned merits, the critics of the principle of Unity of
Command raise several objections against this concept.

Seckler Hudson is of the opinion that the old concept of one single boss for each perstlrl.'S -.
seldom found in fact in a complex governmental situation. Some inter-relationships & |
outside the straight line of command which require working with and reporting o mary |
persons for the purpose of orderly and effective performance of the functions.. the
administrator in government has many bosses and he can neglect none of them. From o

he may receive policy orders, from another personnel, from a third a budget, and from? |
fourth supplies and equipment. |
i
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DELEGATION

DELEGATION : AS A PRINCIPLE OF ORGANISATION

P

Delegation of authority and responsibility is a universal princple of orgpnisation. Mo
organisation can work without devolution of authority 4 it is 7 sezns of bringjing efficency
4 .'::'J

and economy in administration. No higher officer can do the entiee work himwdlf 208 »

HiA

w

it becomes essential for himn to delepate authority o his st dinztes, [ evobistion of
authority and responsibility is needed for the seooth wonking o the adminmstztion.

< 4 PR N PPN LR s .."‘"i"f ,"—'-‘,
In the contemporary era of the evistence of large sized orgpnisations, celegption na
< ;f.. i f(.'ul ;.(;;1.;’,1 4:_( - ‘.‘fr:’if—l':}"f "‘rd
become a vital necessity. Without delegation, no larye scale of Dig, orgpnisation can realy 2n
effectively work. Discussing the importance of Delegztion

£ -~ - " e, " ' e jf‘f
L.D. White has observed, “Circusnstances of tnagpitude and yolume, however, sequir
‘ ‘ 4 i pr;,ir:! where it

i A AT

) V% . ggndrgess 2
some delegation of authority and the settlernent of much business 2
aﬁsesﬂi
wves, in & large

¢ Ml arialge - ":_".f‘,\-"‘if))f.l‘ }5_"}'{)
Delegation is needed to a lesser extent in a srniall wale oryp

", - 3 r 5 < j (:)‘ ’//33

e Organisation, it is Pradiu’”y |mp(x‘-;slb]€f on o /m,. ’ haring it with others.
tever § At ing OF Snasiing 18 7 ’

the burden or the responsibility without delegating it o1 divicing,

4 P pa—p
thee wors z2nd o carry U

cititite In :_r);'!‘.ifffi,')'-"ar:"

z e 4 ’If?;.'}’)’;'.'-grbfnéj‘;' e :
Delegation is a good tool for distributing suthon*y ,,;4‘, il of hierarchy which
tirneg e ‘. o basis of the pIIFIY= =%
% each organisation stands rn';',’mw-rl on the of authority. Fach

b higher Jevel
nds ity different levels and units with a contintor

aQ a0 e
& f.?id’: : o e -p'i:k.'.i-‘":'"-!"' In every
(Iﬂlﬁ ) T ”f ’!’ ".> P EeT WEVEEH ' - G

kates a part of ite authority and f"“f’m""h}’ / ( waork-shanng 12

i Merryif 8 F7i
“Thani e e ireritable. 1t 18 2 gpod GEV
’ "isation, delegation of authority 15 inevitable. 1t 15 4 4, ‘
- a device vy Of delay in thie execl

Iﬂ:!ﬂi ‘:‘f
f:f V' < o . & AS 2 ’-‘.’ﬁ‘r"" f,” "”
7K Withoy diluting, rw;prmf;ii'nll!y. [t acts a5 4

Ty ]
i i erritili FE2S (;;n.-J)
T e
e L Fy

" p— ‘,.,‘.'.""'
. ‘r.‘. ;:f;gj.- 1

for minimising the chance jctency ¥

TR e e T
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DELquILQE!E MEANlNﬁg AND DEF|N|I|0N

____-———'—-___-_._-_._.-_ - -
e emeakine. Delegation means the transter or grant of authority |y,

oelicz s ~% ~chal & ’ ! - -y " o ..‘15[ ;

- sk accomplishment of some W ork. The authority h\‘lt‘ng% to ) )

LM LI &R B . . ¢ ; . “‘h

v convenience or ethictency or tor meeting the

2+ tor e SAAT WK

- L

vEVET . rush of W
2 loeaies s exerase to hus subordinate or subordinates.

Some Popular Definitions of Delegation

‘Delecation is conferring of specified authority by a higher to a lower authority |
. i . B b -Il h'l

T 3
-
-

: quthority by a person to his agent or subordinate, subject to hjs righ
y ©) d

devolution ot
supervision and control”. =Moan,
<) “The act or process of delegation is the assigning to subordinates of specified tagks

IO

s} e - =
the ore IS OO and E_Ty".n

tine to one or more persons the authority necessary for direcy,
- *
—Albert K. Wickesbem

sfactorily the activities and duties so assigned”.

3) “Delegation is conferring of authority from one executive or organisational uni
ies that delegation is not only devolution from higher to lower but it can
— George. R. Tem

-

from lower to highest or between equals”.

(4) “Delegation is more than simply assigning duties to others in more or less detail”.
—John D. Mi]leli

L=

n simple words Delegation is the system by which a higher official or unit assigns som
duties to a lower offidal or unit. Through delegation authority-holder delegates som
authority for accomplishing a specific task of the organisation. 1:l1e authority delegated ¥
spedific and defined. The delegating official/unit retains the right to control, [imit ﬂf;
withdraw the delegated authority. “It may be downward where it moves from the highfrfﬂ'

ﬁ-xe lower I.ersz‘. It may be upward when it moves from the lower to the higher level. It m? :
sideward i.e., when delegation takes place at an ¢ ays dor |

the authority-holders to their subordinates

qual level”. Delegation is alw

0

!
In simple words, Del s S b |
I =, Lelegation involves the horit! ™ |

P _ conferri d aut
another and creation of a system of erring of a part of work, an

accountability in respect of performance and work

[

|

—— KINDS OF DELEGATION e |
|

In terms of the 4

= mount or o . P
of Delegation: degree of delegation of authority, we can refer t0 59"’”‘1' i i
L. Full Delegat |

to the lower P—— rgjt;oth may be fy]] delegation where full powers are 8" |

2. Partia] Delegatiop w].q- uch delegation is also called total delegation- "

. - Whe : i |

reQU‘xred to get advice : :‘E sL.lbordmate or the receiver of delegated authﬂf:' llit"‘:f
Partia] Delegation, Nd guidance from the deleg‘nting authority it 18 @ i'_.
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3. conditional Delegation. When the action of the qubnrdir:u-_.m
L dle 15 o«

confirmation and revision by the superior, it is called Conditional Del subject

s i : ations,
4. unconditional Delegation. It takes place whe

- N the subordinate i
without any reservation. Inate is free

to act

5. Formal Delegation. When delegation is granted

according to written r
le ' ules or lawe
or orders, it is called Formal Delegation. .

6. Informal Delegation. It takes place when delegation is based on custom:
conventions and understanding. ' "

7. Direct Delegation. When delegation is directly conferred by the delegating

authority to the subordinates without any middle man or party, it is called Direct
Delegation.

8. Intermediate or Indirect Delegation. It takes place when delegation is conferred
through a third person or unit.

9. Normal Delegation. When defined and limited authority is delegated to the
subordinate or to a lower level, it is called Normal Delegation.

10. Abnormal Delegation. It takes place when unduly large and wide ranging powers
are delegated by a higher authority to a lower authority.

All these types of delegation of power, authority and responsibility are used by the
superiors for getting the work done from their subordinates. They have to resort to it due to
some practiccl needs of the organisation. Increase in the voluiae of the work of an
organisation alivays necessitates more delegation.
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CENTRALISATION AN
DECENTRALISATIO

Centralisation and Decentralisation are two important principles of organisation. The
refer to the manner in which the decision-making authority can be distributed amon
various levels of organisation. Each organisation faces the question as to whether it should be
centralised or decentralised.

An organisation is said to be centralised if most of the power of decision-making i
vested with the top level and the lower levels have to refer mest of their needs and problen.ls
to the top level of the organisation. On the other hand, a decentralised organisation is one
which the lower levels are allowed the power to decide most of the issues and matters which

come before them. Only top level decisions are taken by the top level administrator of the
chief executive.

Centralisation and Decentralisation determine the nature of the organisation in TE?PEd
of its decision-making function. These are, as such, two important principles of organisatio®

WHAT IS CENTRALISATION ?

_?_’_’l/,_/

C?ntralisation mzans the concentration of formal authority at the top levels Of Jevel of*
orgams.ation. It is the opposite of dispersal, delegation and decentralisation of authority: 1
centralized organization, the lower levels of the organisational hierarchy always |
upwards for decisions, directions, advice, clarifications and interpretations. |
used to describe tendencies other than diSpersfa.! :‘f
€partmental activities, service divisions, centralised gimild il
a single department. But when centralisation is discuss® afri!‘ l

it refers i : . ) . thd
Gt s Lf%n.t? delegatmg or wﬁhho]dmg of authority and the au b
0N 1N dbuf"loﬁ-making', __Harold I(o |

Centralisation has been

authority.....It often refers to d

Specialised activities in
aspect of Management,
dispersal or conce
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w - orvthing that goes to increase the importance of subordi
- B Lich goes to decrease is centralization.”

M«hins

nate’s role is decentralisation,
—Henry Fayol

w

Je words, it can be said that centralisation means the

n simple ¥ s ) o concentration or power,

oty Parthularly decision-making power in fewer hands at the top level ThepIc-: ‘er o
. . . . A C

u dinate level persormel are kept busy with routine and day to dav work of thJ;

sdministratio™

WHAT IS DECENTRALISATION 2

g

Decentralisaﬁon is the reverse of Centralisation. It means devolution of powers among all

fevels of organisation.

Decentralisation can be defined as follows:

iDecentralisation is one of the most confusing administrative techniques that
characterises the art and science of professional management”. “Decentralisation is not only a
device for the delegation of administrative authority but it is also a democratic method‘ of
devolution of political authority.” —Louis A. Allen

“Decentralisation is properly used to refer to a form of organisation in which there has
been considerable delegation, resulting in wide span of control”. —Hodge and Johnsen.

While defining Decentralisation L. D. White explains its meaning as well as difference
between it and devolution. He writes:

“Decentralisation is a twin process of decentralisation and devolution. In
decentralisation, a superior officer, in order to make his department function effectively and
efficiently, delegates to his subordinate field officials, the power to act in his name without
transferring to them the authority he enjoys. Devolution, which also implies dispersal of
authority, is a process wherein power is transferred from one organ of government to
another by means of legislation or constitution. It means a system in which there are many
®nires of government—-central, state and local—each with a recognised right of
"}dependent existence and function. To be more specific, certain spheres of jurisdiction,
elﬂ_mr functional or territorial are set apart for a legally constituted body which, “’h_ile
ad“ﬁnisterir\lg its authority, enjoys some power of self-determination”. —L.D.White

In simple words, it can be said that decentralisation is an arrangement in which the

l:lltfmate authority to command and the ultimate responsibility for results is localijcefi. i.n the
M5 located in different parts of the country. Assigning of functions and responsibilities to
is the essence

e g . . A
Ubordinates or sub-divisions for their efficient and effective performance,
®Centralisation,

~—__ TYPES OFDECENTRALISATION

Our Bagi .

4 asic Types of Decentralisation: s i
' foos st i rity to th
er :f(fl'mmlshative Decentralisation. It refers to the decentralisation of ;llitj1:n\-.:n1\'txi in
the \clals of the organisation. E .

Process o

. s ; i ach leve
In the administrative hierarchy

administrative decision-making.

b
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PR o sl

. g2 . lies that the funcions are decens,.s
5. Functional Decentralisation- It imp L e LY
peaal <ed units or departments. Each department is gIVEN 3 SPECIIC WOrk and wyg,,
1ali uni £ ach sub-derses _ -
) 1 artment has several sub-depar tments OF Wings. Each sub-departmen Y —
with a particular respOnsivis T o 4
department as a whole.

E

I‘Sw e
e

3. Political Decentralisation. refers to the ‘5}'5tem, m which politica Power ..
functions concentrated in the hands of the hig,her‘ level po - Ofgm ?frp *:ermaw,
the lower level political organs. The Panchayti Raj agences are units of decentralisag,, -
the political power of dedision-making stands decentr alised from the Governmer 4 5,
Panchayats, Panchayat Samifis and Zilla Parishads.

4. Geographical Decentralisation. I 3%, the powers and functions of the headguarg; ;.
decentralised and assign

ed to the field offices for their effective performance. This faciira
quick decision-making at the local level, keeping in view the local regui ”

=CERNILS et

e e et ———— - o — -



LINE AND STAFF DEPAFITMENTS

\

\' I:
The traditional and most popular pattern of organising the administrative Systen

government has been the establishment of departments. Departments came into g
naturally for serving the needs of the administration and for carrying aut its work

departments have been registering a big increase In functions. Even their number
registered a big increase.

It is the prime responsibility of the Chief Executive to perform all functions whicha
assigned to him by the constitution and law of the state, and even more than the assignd
functions. Naturally, the Chief Executive cannot individually perform all the functios

assigned to him. He has neither the time nor the energy to perform all the functions himset |

He needs help, in fact organised and definite help, This help is provided by the ag
attached to his office.

: 2 . - 5 consider |
Mooney writes, “There are too many things to think abaut, too many fagtors t0 C.OH:”‘ :
too diversified a knowledge required for solution for the unaided capacity of one lea
encompass”. '

Thus, it is neither possible now desirable for the Chief Executive to p

without any assistance. That is why departments or agencies are created for helping

the Chi
Executive in performance of all his functions and specified tasks.

brf'"d
All departments which work for the Chief Executive can be classified int0 thre€
categories :

(1) Line Agencies or Line Departments
(2) Staff Agencies or Staff Departments

(3) Auxiliary Agencies or Auxiliary Departments
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‘ ' it and i ies out all such activities as are essential (... |
department is a self-contained unit and it carries sential fory, |

|
|

!

.
!

maintenance and  functioning. With the change of time, the functions of almost g th
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and Auxiliary Agencies

; ; T o 21
' “iminlst rative agencies or departments he 2
5C ¢

Ip the Chief £
. LX Ve :
Agencies oF Line Departments. ecutive in all his work.

g b are administrative agencies or unitsg which direct|
| the very purpose of the government or

jovin i ¢
n:‘ pased on governmental policies,

et ™ functions. All such departments which perform such fu
. or Line Departments, Departments of Health, Defence

.- 'gvm‘ius in India.
. _s:aff Agencies or Staff Departments.

functions of
S Purpose, these make
Perform supervision and

nctions are called the Line

Education are examples of

fese are such agencies as mainly help, advise and assist the Line agencies in carrying
*iheir work. The Planning Commission and the UPSC are examples of Staff agenciés in

3, Auxiliary Staff Agencies or Auxiliary Staff,Departments.

finally, those agencies which provide common house-keeping services to all other
pencies are called Auxiliary agencies. For example Printing and Stationery Department is an
Auxiliary Agency or a House-keeping Department .

(A) LINE AGENCIES

Line Agencies or Line Departments are those which are directly involved in carrying out
responsibilities and functions of public administration.

AGENCIES : MEANING

Almost every citizen daily comes into contact with departments or agencies which are to

OVide a particular service or goods to him. All such agencies as are concerned with the

ition or fulfillment of the primary objectives and functions of the govemment- and deal

3 ly with the people, are called Line Agencies. These agencies provide service to the

le, repulate their conduct and implement programmes as sanctioned or approved by the
ature,

Xlining a'Line Agency, L.D. White observes, “The Line Agencies are concerned with the

‘ | g ’ s = s d".
100 of services for the people or regulating their conduct in a particular fiel

- . icati xecution”.
the words of Dimock and Dintock, “A Line Agency s the organisation for €X¢

major function or purpose,

| "ihl'r
w
' eir conduct

basis of a
eople or for regulating th t

: i
Lental network of line departments,

FOINE
tom, extending from tOp andgoing

* CONCOrne. . : .
'm"mm d'with the rendering of service to the p
arie G

Culag field of ilL‘tiVil)’/fllnc[iqn_ In the g()\"t‘f’l’ln

I Sinele 1
hw, 'Iuwll line of authority from the top to the bot
aryg 5. -

] inll J\ Vi .
1\l I'I{ ll"’\ dl‘l! l,{ lI".l‘l‘ l\rl.‘L‘S:

(1) The ”"I‘

artments
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¢ Corporations

Commissions or Special Agencies
|

CTERISTICS

ernment Corporations or Publi

pendent Regulatory

£/ KEY CHARA
|

([1) Gov
(c) Inde

=
=z
m
>
()
m
-
Q
m
w
-
>
-]
=
)

out a major or primary objective of the Organisy;
trative organisations which are established to Carryun. T.u‘
ministration. For example, a university is establiE;t b E
ts working as parts of the University are theed-lr"
tudents. Departments of Education, Heg th:L:

ne Agency carries
those adminis
functions of the ad
ng departmen
ducation to the s

1. Each Li
Line Agencies ar€
major and primary
impart education. Teachi
Agencies for imparting €
Defence are Line departments

5. Line Agencies have the Authority to isS
se have the power 10 1

d. Each line agency h
the top to a consta

ue orders. A second fundamental featyy, :
ssue orders and to make decisions, Trg,
as one chain of command e.g., the pofg
ble at the bottom are directly involy

Line Agencies is that the
direct as well as comman
department right from the DGP at

in the maintenance of law and order.
ement Policies and to secure the Defined Goals. Line Agenc

tion of public policies and other programmes approi
ese are enforced and implemented by the executt
bility of Line Agencies.

3. Responsibility to impl
are always responsible for the execu
and sanctioned by the legislature. Th
authority. The whole policy execution is the responsi

4'. Direct Contact with the People. Line Agencies directly deal with the people i
provide thefn specific services e.g., the agriculture department renders services fo t
farmers. Police department protects the citizens. The Health Department directly provié
health-care services to the people. G
e. Line A"

the contr! aﬂ |
the ¥

5. Li : .

work di::ci]Agellimes oy dl.recﬂy under the control of the Chief Executiv
supervision zfj}?eeéht'h(; E(-:jh]ef Executive. In fact, these are directly under
) ief Executive. For all : . )
Executive and through it, to the legislature their activities, they are respfmSlble to

Thl]s’ Lil‘le A 1 .
responsibility to irﬁ:?ec;ﬁznf:l those agencies of Public Administration W ich ha\';'::
i : over . g
dealing with the people and aregres ;Tintal policies and programmes. These h?ve ;n’ﬁé
ponsible before the Chief Executive for all their 2 o V8

These constitute 1j
te links in the si
bottom. ¢ single chain of command which flows from the tF

i
[
|

———— STAFF AGENCIES /

The term ‘S -

taff’ i .
something on whi N Public Admini : 'f’,rﬂ"J
g on which on : Inistration comes from the word 'sta!

. e can le 1]'! r"
executive power wi N lean for gy supf*
ith specialigeqd anWlPPOrt. Staff Agencies exist and work 10 rimﬂﬂff

ice 15 P I[‘ 1:1j"£

service of advice and ed v

help. | ge and wi

. . 1 g ise counsel. Staff serv!
preparations for the executive’g Most always remains in the backgf"-’”“"' i
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are Staff Agencics?

pscribing the meaning , nature and role of the Staff Agenc:
| expansion of the personality of the executive, It meanfenqes'
s to aid him- informing and carrying out his plans” e e

Moone :
: Yy observes, “Staff
yes, more ears and more

jccording 1 Marx, “The Staff simply prepares matters for his (Chief E
1e Xecu

ue commands of its own”. tive’s) action.

not iss
general, .Staff acfwities are mainly concerned with advising planni

nnel, public reporting and public relations. Thus, Staff incluclesg a}il at;mng, bud‘geting,
s who are engaged in acquiring knowledge, who act as a think-t nlzlsse agencies and
ing advising and assisting functions. anxs and undertake

staff Agencies constitute an indispensable supplement to a system of ministries and
ding h-lerarchy of sub-divisions. These extend the competer{ce of the executive fn C;
ithout interfering with the authoritative flow of commands at ea

short, it can be said that Staff Agencies are the units which assist and advise the

According to Pfiffner there are three kinds of Staff Agencies :

General Staff,
Technical Staff,
Auxiliary Staff.

The General Staff helps the Chief executive in
by collecting information and conducting research. It acts
and lets only the most important matters to reach the Chief Executive.

a general manner by giving advice,
like a filter ar.d a funnel

The Technical Staff advises the Chief Executive on technical matters and policy
decisions.
and service common to various

The Auxiliary  Staff performs functions 5
e servicestor a
departments. It performs common house- and servicestor

departments. It prevents duplication of activities.

keeping functions

and information to the Chiet

¢ help and advice ot
advice

US. the Gs. ' . N
< the Staf Agencies provide help, assistance, advice
ntly without th

l‘f\;.v‘ﬁ 'he Jatter cannot work effectively and etficic w have influence and
{s Staff Agencies have little authority and power but they h‘“f _m, Em utive and the
1:3“2‘1% important. In India, the ’rime Minish? ; real Chiet lt\:‘::il\:\-:\ﬂ: b
itics, .:!‘"-ll‘"'- and the PMO, which gives help, assists '“.‘}
. .‘1!]( f"““ Agencies. Even the Finance I)Lfl“\rl_nul'l.\? !‘h
departments. Planning Commission of India is also

ris the
advises him 1
a Staft Agency
a Staft Agency.

as it provides

S -..—..:_MM
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Main Features
(1) Staff Agencies perform helping

Line Agencies perform the

functions. The role of Staff agenc

which can help in walking. a
administration and the Gtaff Agenaes

achievement of objectives by the Line

~ gTAFF AGEN

e

primary functions,
es is supportive

Line age

CIES : NATURE

2dvising functions which secondary

and Staff Agencies perform only "(‘trm?_ni
and advisory in nature. Staff i hluealm‘h

ncies function for securing the objective, '

function as units or organizations for ht‘lp';n;

and

4
L

Agencies/ departments.

T

L 3

ncies exercise little Authority and Command. Staff Agencies 4. "

£ A ; : b
(2) Staff Age and. These advise and assist the “Line’ jp Makns

directly exercise authority and comm

decisions and performing their functions. The | |
have the power to command and contral the areas that stand delegated to it by the ..

Executive. The Staff agencies have influence and can advise.

(3) Staff Agencies do not have Executive Responsibility. In  administra -
responsibility lies with the Chief Executive. Staff Agencies are only to help and assist %
Chief Executive in his work. These are not directly responsible for the executive’s wor

These remain behind the scene. These cannot be held responsible for the success or failure v §

administration.

(4) Staff Agencies do not directly deal with the People. The Line Agencies directly é
with the people and serve them. The Staff Agencies provide service to the Line Agenc=

These help, assist and advise the Line Agencies and remain behind the scene. These don?
directly deal with the people.

Line of Command. Staff Agencies are o
do not t'nju}' the power to command and control. The<

(5) Staff Agencies are outside of the
outside the line of command. These
however, do indirectly influ
by the Chief Executive,

STAFF AGENCIES: FUNCTIONS

; The Staff Agencies constitute
administration can work successfyll

_//

an essential part of

. administration. Without e
Y and efficient]y.

Line executes the decisions and acts T B

ence CONCTC S0 - i el
nee the exercise of command and control over the Line Ag®

VKT

A study of the functions pafr®

as . B
) t‘n how far the Staff Agencies have come 3
tration. =

he functiong which

 the Sti_{ff Agencies clearly brings o

integral part of conte .

mpnrar_\- adminiH
Referring to ¢

administration, the Staff Age

ncies have been performing i
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SRR

hl_:in{.; Performed by the Siafs

Line Agenci
. . « CNC #0e N
Coordination function. B '

pesearch and fact-finding function,

planning function.

\faintaining of contacts with other organisations,
Assisting the Line Agencies,

(7) Exercising delegated authority.

ording to Paul Mooney, ”The_ three main functions of the Staff are :

: informati
ory 2nd supervisory”. N

we can describe the main functions of the Staff Agencies under the following heads:

1. To Assist. An important function of a Staff Agency is to assist and support the Chief

cutive in carrying out his work. Staff Agencies reduce his work, relieve him of the routine
ers, and save his time for important matters.

2. Information Function. An important function of a Staff Agency is to collect all
iant data on which the decisions of the Chief Executive are to be based. The Staff has to
ect, preserve and provide up-to-date information and data to the Chief Executive.

3. Advisory Functions. The “Staff’ has to advise the Chief Executive. The advice may be
pted or rejected by the Chief Executive. But the view of the Staff is to be taken by the
f Executive before making a final decision. In fact, the Chief Executive always seeks
¢ from the Staff Agencies and often holds consultations with them before taking
sions, Pendering of Advice and consultancy services are important functions of all Staff
cies,

Supervisory Functions. After a decision has been taken by the Chief Executive, the
fion of the Staff Agencies is to communicate that decision to other related depart.mentsc,].
“have 1o plan and coordinate their work, maintain contact v r'elated i i

e Chief Fxecutive in his task. It is the function of the Staff Agencies
8l in overcoming their difficulties experienced in the process of im

1015 of the Chief Executive.
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plementing the

N ity to a
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brigades for achieving the purpost of defending the state against war and aggressi
are, therefore, Line officers L‘ntlﬂ}lt‘d in command and action. Along with them th;‘ e,
s of officers who are C“Fﬂkll‘d n -“P“"i““"*”d services ¢.8., SUp | g,
medical service, veterinary cervice etc., which are necessary f(f: Y}:] ‘Tﬁnap-,,_
1l as for cuccessfully undertaking war npurﬂtionﬁ. These qcn-ie g e ;
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QLSTINCTION BETWEEN LINE AND STAFF

tween Line functions and Staff functions

I civi " . e
1 civil administration, 4 distinction 1s made be

and Staff, is a simple one pased

n the two kinds of services, Line
dcpartmeﬂ‘-‘ o

The distinction betwee
rf g ' 1i
ormed by the different branches or units of

on the nature of the services pe
agencies.

g nﬁgl‘t::l}“.

is reqllil‘cd to i
pcrf(‘l'm- S‘qlf Nale

house-keeping services \‘ f Agencies are those which undertake th
. _ = S. ANO 3 . » .1y 22
while Line Agencies exerci other difference between them ¢ e the advisin ke

s exercise authority, Staff agencies o l can be 1dent1flcd by observing =

2 nly a.‘i‘ii‘il Ihc X T
P e ecutive.

Pfiffner
and Presthu i
s point out tl
1ree main distincti s ¥
< stinctions betwee i ges &
¢ n Line Agenc

Staff Agencies :

(a) The St
aff workers a

(b) The Line work re Oﬂ(’ll better educated than the 1 g Kk
. s s ol _ ¢ Line workers.
( taff workers are alw ﬂy{;",sf“‘&ﬂhng for security and epeia WHETE "
¢) The Staff often consist s striving for improvement fhr" }cthbnum

s of younger men than tl ough change:

n the line workers
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These poi
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¢ purpose ol Whl.Ch tiiese arl? established, Staff Agencies are not h '

ese exist tO assist and advise the executive. Exercise ot the main a

on.- . ;

" amrenci es, while the Staff Agencies play an advisory rol

o AS 5 run the administration is the responsibility of Line

P ly, t . .
: I]:ln < ond help the executive is the function of the Staff Agenci

AND STAFF: RELATIONSHIP | .

gencies
of aulhority 18 done by the
e for the Chijef F.X.f.‘('l.'.llj'-"_“
Agencies, to aid and advisw
es,

However, these points of distinction between Line and Staff should not be taken to mean
vt both are totally different and distinctive units which stand vertically divided into two

Willoughby has observed, “It is difficult to draw a clear-a)’c demarcation between Line
d Staff.” I dscid

A complete separation of their function is impossible. When a unit is called a2 Line
Agency, it simply means that it is predominantly Line. It also performs some Staff functions.
Likewise, a Staff unit is basically involved in providing advice and hssistance but it is not
btally devoid of Line activity. In its internal set up and working, it is a Line unit.

In contemporary times, several Line functions are being undertaken by the Staff
Agencies. The Ministry of Finance basically performs the staff-function of allocating funds to

arious departments. By this standard, it can be termed a Staff Agency. However, it is 2 well-
i er all departments. Likewise, 2 Line

gency like the Department of Health also advises the government in respect of the r eform »
ded for streamlining and improving the health services for the people. Hence no hard 2nd
#t distinction can be made or retained between Line and Staff Agences.

: Lepawasky has observed, “Link and staff Agencies move on a horizontal plane of

‘.‘it}" The traditional view that the Line commands A kS, 1 rform some Line
VIses cannot be maintained in contemporary times.” Staff Agencies periorm =o% }

tions ang likewise, Line Agencies also undertake some Staff functions.

’ thornty
.‘ E'amest Dale lists five factors by virtue of which the Staff commands au )
Ine, ThESe are :

over

.- - a-vis the Line personnel;
) Superior articulation and skills of the Staff per sgne vis<a : han the
(i) - - the Staff personnel is more FiE F

The specialised and technical competence x n the advice of the former ;

s Personnel and the latter have to depend upo o .
anagerial hierarchy. F555

(i . i m
") Severa Staff personnel occupy higher positions 11 the

5 , .
latuses help them to pla), a command l'f)]e '

h to the Lin€ supe
the advice o the

| riors or even to the Choel

) The ) = e
he Stafg men have a direct approac Line personne

VP . F

XeCutive, They can use this direct ¢h
Eve ' < r §
¥erY such case in which the latter may tr}
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top le

"

(v) Any omission on the p
Cisior
)H(‘ Illf

to influence the vel Line personnel to arrive o g,

specialist
overcoming the omission.

1 chance to exercise command over the Line e

Thus, the Staff pcrsonnel also get
aff does not command stands abandoned iy {

at the S o
' : |
ands authority at least at times, Fof

the traditional view th

that the Staff also ina w
n the Line and the Staff is not always fully tenable, [ o,
Ty

Their works are both complementary as wg|,
5

common elements.

Hence,
the view ay comm

The distinction betwee
organisation both work side by side.

supplementary to ecach other. Both have som¢

As Dimock and Dimock put t, these have:
(i) the ability to work together, '
(ii) a general point of view, and
(iii) techmical competence.

n organisation. What is needed is net |

d provide for a harmonious

ther absolute nor total. It¥s
edisa successful and
one has fo

Thus Line and Staff Agencies exist side by side ina

to demarcate the difference between the two, but to accept an
relationship between the two. The distinction between them is nei
a case of relative and functional differentiation. What is ideal and need
balanced meshing of the Line and Staff. In the theory of Public Administration,
analyse their distinction but in the practice of Public Administration one has to ook for W

relationship between the Line and the Staff.
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