Week Six Lecture Notes

DECENTRALISATION & CENTRALISATION OF AUTHORITY
DECENTRALIZATION OF AUTHORITY
The terms ‘Delegation’ and ‘Decentralization’ are often confused. While in delegation, authority is transferred on one-to-one basis from the superior to the subordinate, decentralization of authority is broader in scope and involves the transfer of authority in the organization context from top to the lower rungs of management in the hierarchy.  Thus, the greater the amount of authority delegated throughout the organization, the more decentralized the organization is.  Decentralization is much wider in scope reflecting management’s philosophy regarding which decisions to be taken at the top as well as down the line in the organization.

It requires careful selection of what decisions to push down into the organization structure and what to hold at or near the top, specific policy-making to guide the decision-making, selection and training of people, and adequate controls. A policy of decentralisation affects all areas of management and can be looked upon as an essential element of a managerial system. It must also be understood that both absolute centralization and absolute decentralization are undesirable, for, the former refers an autocratic structure/approach while the latter results in a chaotic situation. For this reason, decentralization must be viewed as a relative concept and not as an absolute one.

Forms of Decentralisation
There are mainly two forms of decentralization that is horizontal and vertical decentralization. Horizontal decentralisation is the dispersal of power at the same level or amongst equals. The dispersal of authority or power amongst ministers or amongst secretaries or amongst the institutions at the same level is horizontal decentralization while Vertical decentralisation is a down ward movement of authority or power to the subordinate or local government or village association. It signals the weakening of centralisation as it represents the real decentralisation. It includes the following:
a) Deconcentration: The first stage (next to decentralisation) is deconcentration. It is simply “passing the buck” to subordinates because Chief Executive is too busy to handle overload.

b) Delegation: This stage comes after deconcentration. The Chief Executive has to get a specific job accomplished and so he authorises a subordinate official working under him to act in a certain manner. The degree of delegation prescribe the limits within which official should act. The superior official can withdraw all authority anytime in a reversible process.

c) Devolution: It is the strongest form of a measure against centralisation.  It is irreversible and is complete decentralisation. The subordinate officials obtain the legal authority to design and execute local developmental programmes and projects.
Factors Affecting Decentralisation of Authority
The factors are as follows: 

· The character and philosophy of top executives exert an important influence upon the extent of delegation

· The way the business has been built determines whether or not authority will be delegated.

· The state of development of control techniques also affects the degree of decentralisation.

· The extent of decentralisation of authority depends upon the availability of trained managers.

· Decentralisation is necessitated if an administrative organization performs a variety of functions, which are highly complex and technical in nature.

· If the field officials have uniform general policies in the different regions of the country, it will favour decentralisation of authority.

· The pressure of political parties and influential politicians upon government to create opportunities for popular participation in the administration of certain programmes, such as developmental schemes requires decentralisation.

· The pressure for speed and economy in the administration of affairs inclines towards decentralisation.
· Further, there is the need to develop and strengthen grassroots democratic institutions. These bodies would provide powerful argument for decentralised administrative system.

Advantages of Decentralisation
Decentralisation has definite advantages which include: 
· Decentralisation takes administration and decision–making centres close to the people and thus makes government services available to the citizenry at their doorstep
· It is also defended on grounds of promoting managerial values of efficiency, economy and effectiveness. 
· It offers wide opportunity for people to participate in the administrative   process. It’s the reason most administrative theorists regard decentralisation as the virtual equivalent of democracy itself.

· Decentralisation facilitate and foster more rapport with the organisations’ clientele. 

· It reduces the burden of workload, decision making and control at headquarters and thus relieves its top administrators of many matters of routine type. This gives its personnel more time to concentrate on formulating policy,shaping  programmes  and examining major issues facing their organisation.
· It stimulates quicker and more flexible decision making since managers are closer to the scene of action and thus improves the decision making process. 
· It creates in the field officials a feeling that the headquarters has great confidence in their competence and ability to meet the challenging tasks of their job. Such a feeling is conducive to the development of leadership qualities in the field officials. 

· It can adapt administrative policies and programmes to suit the varying conditions and problems of people of different areas in the country.

· It reduces paperwork for both the headquarters and field offices and thus the problem of communication overload is alleviated.
· In a decentralised administrative system, it is possible to make experimentation on new policies and programmes without committing the whole organisation to an untried course of action. 

· While decentralisation seems to benefit subordinates and sub-units, it can improve conditions at the centre as well. 

Disadvantages of Decentralisation
Decentralisation has the following disadvantages:
· Decentralisation complicates coordination and control of the activities of various field offices and other administrative units. 

· Decentralised administrative system is expensive because it involves duplication of work. 

· If an organisation lacks centralisation in housekeeping services (for example, purchase and supply of stationery), it may also experience a lot of expensive and injurious duplication.

· Parochialism, local narrow-mindedness, absence of a uniform national policy is other important defects of decentralisation.

DELEGATION OF AUTHORITY

Delegation is the process by which authority is granted to a subordinate by his superior. Delegation is the only solution to cope with the increasing work load of managers as the organization grows.

Authority is the right to command.  It is the discretion power vested with a manager to use the organizational resources.  Managers acquire authority by virtue of the rank or title associated with their position.  Authority is granted to the individuals in a formal way in the organization. It flows from the top to down in the organization structure.

Responsibility on the other hand is the obligation to perform the tasks and accounts for their satisfactory completion.  It is implied that an individual is expected to fulfill certain job requirements when he or she accepts a position in the organization.  In other words, the individual is answerable for the results of the task to be performed.  In contrast to authority, responsibility of an individual in the organization is always upwards, that is, the subordinate is responsible to his or her superior.

Granting of Authority
When the subordinates are assigned certain tasks or responsibilities, it goes without saying that they need authority also to perform the tasks. Authority is required by them to use the resources of the organization for the execution of the tasks.  The superior, therefore, parts with his authority to enable the subordinates to perform.  Responsibility and authority both go together.  One of the important principles of organizing is parity of authority and responsibility which emphasizes the need for a proper balance between the two.

Creation of Accountability
Delegation does not end with just entrustment of duties and the granting of authority.  The superior has to create an obligation on the part of the subordinate to perform.  In other words, the subordinate is accountable to his superior for the tasks delegated.  Thus, while authority flows downwards, responsibility flows upwards. Normally, accountability is created by asking the subordinates to submit performance reports/ status reports from time to time.

Process of Delegation

The process includes the following steps:

1. Decide if the task needs to be delegated

Be true to yourself and delegate those tasks (right task) which ought to be handed over for example when there is a lot of work, when you feel someone else has a particular skill or qualification that would suit a task, when someone expresses an interest in a task, and when you think a particular member might benefit from the responsibility (i.e., an emerging leader in your organization). On the other hand, don’t delegate confidential tasks, high-risk tasks, things that are usually your specified responsibility, things you would not be willing to do, and a task to a member who may not possess the skills necessary to do the task successfully. 

2. Choose the Right Person for the Job

Try to give members tasks that they can do best or are interested in.  (If members are truly not interested in working on a task, they might not do a good job.)  Sometimes members who have the abilities and could do the job extremely well, may feel insecure about their abilities.  Communicate to the members your trust regarding their skills.  Their motivation will be much higher when they know that they are trusted by their leader.

3. Define the Job and Set Mutual Expectations

Give detailed explanations for what the job involves and include all key points.  Try to focus on the results rather than the method for accomplishing them.  Also, work with your members to set mutual expectations for the final job performance.  Members are usually more likely to back a decision if they were involved in the decision making process and understand how the decision was reached.

4. Set a Deadline for the Job

A member will usually feel more responsible for a task when he/she is held accountable.  If no deadline is set it is much easier for them to lose motivation and procrastinate.  Work with your members to set a reasonable deadline for completion.  (Remember to make the deadline reasonable so members are not being pushed too hard.)
5. Determine Methods for Follow-Up

Work with your members to set a time for conscious review of performance.  This could be a meeting to check progress or a phone call to check to see if they have any questions.  The method for follow-up should be mutually determined at the start, so your members will know you are not trying to hover over their shoulders.  Rather, you are trying to learn how work is progressing.  Criteria for evaluation at this point should also be predetermined so the leader will not be overly critical of the work that has been achieved so far.  It is also important to let your members know that the lines of communication are open, and if they need clarification of the task or have questions, they should ask.
6. Train your Members

It’s important to make sure that members know how to do the task they’ve been delegated.  Be willing to take the extra time to train your members if they need it.  Initially, training someone to do your work may take more time than doing it yourself.  But in the long run, training others will improve your efficiency and give them a chance to hone their skills.
7. Delegate Authority

This ties in with setting time for follow-up.  As a leader you need to allow your members the responsibility to make day-to-day decisions.  Sometimes members’ decisions might not be exactly the same as you would have made.  That’s okay.  Everyone needs the opportunity to try to give them the freedom to work without you looking over their shoulders.

8. Evaluate the Performance

After the task has been completed, evaluate the task based on the expectations and criteria set when the task was delegated.  If certain aspects were left out when setting the initial job definition, the member should not be criticized for leaving them out of the final performance.  Work with the member to determine how you and they feel the performance turned out (what went well and what didn’t), and also how the performance can be improved.

9. Acknowledge achievement and give Recognition

Almost nothing is worse than pouring oneself into a task, having it turn out perfectly, and then being ignored by the person who delegated it.  Give recognition and praise for the work your members have done.  By giving recognition and letting members know you appreciate their work, members will feel a further sense of pride in their work and may be more willing to help out in the future.

Advantages of Delegation 

The old saying is “If you want something done right you should do it yourself,” does not apply in today’s organizations.  Today managers do not have enough time to do everything themselves hence they delegate some of their work to subordinates because of the following advantages:

· Increases manager’s discretionary time

· Develops subordinate capabilities

· Demonstrates confidence in delegates

· Improves decision making

· Increases efficiency

· Motivates subbordinates 

· Increased productivity and quality

· Reduced costs

· More innovation

· Greater commitment

Barriers to Effective Delegation
To make delegation effective, the spirit and willingness of both parties are crucial.  Though delegation is a powerful tool to motivate the subordinates and to develop managerial skills in them, if adequate care is not exercised the result may be considerable anxiety for both superiors and subordinates.  Following are some of the reasons why delegation often fails in organizations to which both superiors and subordinates are responsible. 

a) Lack of Confidence in Subordinates:  Lack of trust and confidence on subordinates’ abilities and skills make the superiors reluctant to delegate.  As a result, subordinates lose initiative and frequently seek the guidance of the bosses to know whether they are doing the things correctly.

b) The ‘I can do it better myself fallacy’:  Some managers always suffer from a feeling that they only can do the job better.  Consequently two things happen.  First, spending time on a task a subordinate could perform and as a result the manager may not be able to perform other important tasks like policy formulation and supervision. Second, unless the manager allows subordinates to attempt new tasks, the subordinates will be unable to develop their skills.  Thus by insisting on doing things themselves managers often fail in their responsibility for training and grooming subordinates higher levels responsibilities.

c) Lack of ability to direct:  Some managers become so involved in day-to-day operations that they ignore to see the broader picture. Unable to understand the long term perspective of the work flow, they do not fully realize the importance of distributing work among subordinates.  Some managers deliberately do this because of lack of confidence in their supervisory abilities.

d) Aversion to Risk:  Since the superior can not absolve himself of the final performance of the task, he may fear that delegating the job will cause problems.  Further, those superiors who see a threat in the subordinates always try to avoid delegation.  This is mostly due to the mindset where superior fears that he may be outsmarted by the subordinate and eventually the latter may become a potential threat to this position.

e) Absence of Selective Controls:  When certain duties are delegated to subordinates, the superior has to ensure proper controls in the form of feedback about performance. It gives the superior the opportunity of knowing the problem before much damage takes place.  If controls are not adequate and effective, manager has good reason to avoid authority delegation.

f) Inadequate Information and Resources: The subordinate lacks the information and resources needed to do the job successfully. Some managers with a view to let down their subordinates may deliberately make the delegation unclear.  As a result the subordinate lands himself in confusion as to the exact nature of the duties and the authority that he can exercise.  The motive of the superior in such cases may be to make the subordinate fail in the execution.

Critical Success Factors for Effective Delegation

By delegating a task, you are giving that person the responsibility and the authority to make certain decisions that normally he or she wouldn't make. Below are the critical success factors to consider before delegating a task:
a) Determine goals: Assignments should be clearly defined in terms of goals or results expected. If the person is to accept the delegation enthusiastically, he should be provided with detailed information with emphasis that his work is both necessary and important. So, it is only after a clarification of all these objectives that persons receiving authority would do justice to the jobs assigned to them. 

b) Clarify responsibility and authority: If a manager is to perform efficiently he needs to know what his job is and with how much authority, he has to perform it. Further, a supervisor who is not sure of his authority will evade issues or take every question to his chief for decision. The essence of the whole problem is to put in writing the authority-responsibility relationship of each manager and also the limitations on authority of each position. 
c) Time available: Consider the deadline you have in mind to see if the duration within which you expect the task to complete will be sufficient for the person to whom you are delegating the task. Don’t assume it can be done.  Discuss with the person to make sure the duration is fairly reasonable and that he or she might not have to feel pressured to get the task completed. 

d) Resources: Every task will need specific resources to help carry them out. You need to consider the amount and the nature of the resources and how you are going to make them available to the person to whom you about to delegate the task. Deciding on this in advance is making sure the delegatee has everything he or she will need to get the task done with ease. 

e) Nature of Task: You need to make sure the task you are about to delegate is a delegable task. Not every task can be delegated. For example; politically sensitive task, task involving high level security and confidentiality etc. cannot be delegated. You therefore need to filter your decision to make sure you delegate the right kind of task to your delegatee.

f) Communication: There should be two-way communication between the superior and the subordinate. The superior must give the instructions in clear and unambiguous words and he must allow the subordinate to seek clarification and guidance whenever the latter feels some difficulty. 

g) Require completed work: Under this doctrine, the subordinates expect from his boss to make a clearly understood delegation by providing clear cut assignment, delegating the details of co-ordination, specifies proper information required, provides counseling and guidance, and defined a required a finished package so that for every step in the process of work, they need not consult their boss and thereby delay the whole matter. At the same time, the manager plans for guidance, coaching and communication.

h) Establish adequate control: Control system in effective delegation should be such which can free the executives from routine inspections yet enable him to maintain his accountability. In this the subordinates should be encouraged to follows the means of self control. They should be given an idea of the predetermined standards expected of them. 

i) Parity of Authority and Responsibility: For delegation to be effective it is necessary for authority and responsibility to be commensurating, that is, superior must delegate sufficient authority for the subordinate in order to enable him to accomplish the task for which he has assumed responsibility.  For example, a marketing manager who got the task of increasing sales can accomplish the task, only when he is given authority to conduct an advertising campaign and provide motivational incentives to sales people.  Absence of such an authority to use the organizational resources lands him in frustration.  

j) Incentives for additional responsibility: Additional responsibility usually means additional work.  An individual in any system expects to be rewarded (by giving additional pay, promotional opportunity, a better job title, praise, added status, more pleasant working conditions) for the additional responsibilities.  But unfortunately, many organizations fail to offer positive rewards.  Current research strongly indicates that employees will not be fully motivated if they feel they are giving the organization more than what they are getting. 

k) Emotions: Before you delegate a task make sure you are not doing so out of anger, stress or frustration and similarly the delegatee should not feel pressured to accept the responsibility. The emotions and atmosphere should be positive and mutual.

l) Experience: You should consider if the person to whom you are about to delegate the task has the requisite skills and relevant knowledge and experience to perform the task as you will expect. Filter through his or her education, training and experience to make sure he or she has the capability to start and finish the delegated task.

m) Motivate subordinates: This is a moving force in delegation. To get the best results, it is the duty of every manager to see that subordinates are motivated to do their jobs willingly and with enthusiasm. Unless they are given definite assurances and are motivated by better wages, improved working conditions, early promotion etc., any attempt for delegating authority and responsibility would not be effective. 

n) Provide training: Training in delegation involves appraisal of current performance in delegation, counseling for improvement, and coaching on the job. Therefore, a manager should give proper training to his subordinates to accept delegation. 
CENTRALISATION OF AUTHORITY
Centralisation stands for concentration of authority at, or near the top of the administrative hierarchy while decentralisation, is the devolution of powers from  above, implying dispersal of power among a number of subordinate  officials or administrative units. According to L.D. White, Centralization is the process of transfer of administrative authority from a lower to a higher level of government is called centralisation. It signifies the concentration of authority and decision making power at the top of the administrative pyramid. The top level may be the chief executive or the headquarters. In a centralised system, the field agencies are merely executing and implementing agencies without any power to act on their own initiative. They have to obtain prior permission of the headquarters in making decision on all matters. Thus, centralisation inclines power and domination of the headquarters’ over field stations.
Factors Affecting Centralisation of Authority
The following factors favour centralization of authority:

· Responsibility i.e. if the officials at the headquarters are held responsible for every action, they do not delegate discretionary authority to field officials. Thus, the factor of administrative responsibility favours centralisation and obstructs decentralisation of authority.

· A newly established agency without any well settled political and procedures of work inclines toward centralised administrative system.

· Political commitment to common and uniform policies for the whole country such as raising strong and effective defence, free and compulsory education and compulsions for planned economy pull in the direction of centralised administration.

· Periods of crises and stress may necessitate centralisation. In such a period, the headquarters wants to exercise centralized control until the crisis is over.

· Information revolution caused in administration by the increasing use of computers and data processing machines favours centralisation. 
Advantages of Centralisation
Centralised system of authority has the following advantages:
· The centralised administrative system achieves effective control over the entire administration system

· It  ensures uniform policies, methods and procedures of administration throughout the organization

· It makes the local offices adhere to policies laid down by the headquarters without any deviation

· In  this  system,  the  effective central control  of  administration checks  the  abuse  of  authority  and  misuse  of  administrative powers by various officials and agencies in the organisation.

· It controls expensive duplication of work and thus secures economy in carrying out administrative operations.

Disadvantages of Centralisation

Centralisation has the following disadvantages:

· Centralisation centres ‘apoplexy at the top and anemia at the extremities’.  It results in congestion of business at the top. The heavy concentration of authority at the higher levels of administration makes the middle and lower levels powerless and hence weak.

· It becomes clear that the overburdened central authority may suffer from incapacity to bear the burden of responsibility at the time of stresses and strains. It may suffer from administrative bottlenecks in taking effective action appropriate to the situation.

· Centralised administrative system leads to autocratic control over subordinates and rigidity in approach to problems.
· Over–centralisation leads to delay in arriving at a conclusion because the file has to move up and down the hierarchy and because of lack of initiative for the field officers.

· In a centralised system,  many at  times,  the  central  authority makes decisions without any knowledge of local conditions and  needs,  which  differ  from  locality  to  locality. As a result, administration becomes irresponsive to local problems and requirements.

· Centralised administrative systems do not provide any opportunity for the people to participate in the administration of the affairs of the country.
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