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I N T R 0 D U C T I 0 N
 

MANAGEMENT DEVELOPNENT FOR HEALTH CARE IN KENYA
 

In October 1969, Kenya's National Assembly passed the Local
 
Government Transfer of Functions Bill which transferred the
 
responsibility of, cmong other functions, rural health care
 
services from District County Councils to the Central
 
Government. This bill however, did not affect some municipal
 
councils which continued to provide their services. The
 
cleven or so municipol councils included the City Council of
 
Ncirobi. Consequently, in Jcnuary 1970, the Ministry of
 
Health in Kenya took over the responsibility of managing the 
health ccre infrastructure of Heclth Centres cnd Dispenscries
 
previously in the hands of the District County Councils.
 
lhrough these health core facilities, programmes of health 
care were to he developed to meet the needs of a rapidly 
evolving rural population which consti-tuted 80% of the
 
total I(enyan population. 

The taking over of the rural health core infrastructure 
posed a major nonucement challonge to the Ministry of Health. 
The rinistry therefore, decided to embark on cn effort 
directed towards strengthening the performance of the.health 
centres end dispensaries. It was decided thai an inter­
sectoral co:;,mittee be formulated to assist In establishing 
a r anogement system for healih core in the rural areas. In 
September 1972, the committee presented a proposal to the 
Ministry of Health. The proposal stipulated that the Ministry 
of Health should formulate a project that would focus on 
preparation of health care teoms responsible for the manage­
ment of health care activities that are carried ouc at the 
health centre level. Consequently, "Project for the
 
improvc,'ment of Rural Health Service,; and the Development of 
Rural Health Training Centres" was launched in 1973.
 

The main mission of the newly formulated project was to
 
establish a training module for post basic training of health 
unit teams in management skills that -would enhance the role 
of health core providers as managers of the health core 
delivery system in geogrcphically defined rural health units.-
This project was the first organised effort for manociement 
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development in the Ministry of Health. Lessons; learnt in te
 
implementction of the project provided a knowledge base that
 
led to development of other management development projects.
 
Thus in 1977, the Ministry of Health estcblished the
 
Administrctive Support Unit (A.S.U.) with financial and
 
Technical Support from the Danish International Development
 
Agency (DANIDA), The unit was charged with the
 
responsibility of co-ordinoting activities geared towards
 
management development at all levels of health core delivery
 
with c view to improving the performonce and efficiency of the
 
Ministry of Health Through th efforts of A.S.U. in
 
collcbcrcticn with vcrious divisions of the iinistry of 
Health, a management system for drug supplies in rural
 
heclth fccilities %as estcblished. In addition, the unit
 
facilitated the development of a training mcdule in manage­
ment for District Health anagcenent Teams (D.II.1.T). 

In 1979, the inistry focused more attention to the 
planning cnd evciucticn functions cf the Ministry.
 
In September 1979, the Health P1bnning and Infornation
 
Project (H.P.I.P) was launched following an agreement 
between the United States 1-gency for International
 
Development (U.S.A.I.D) and the Govermont of Lenyc (G.O.K). 
The H.P.I.P wes chorged with the responsibility of
 
establishing a system that would enhance plonning and 
evcluct.cn capcbility at Ntional, Provincial and 
Distrist levels. Between the years 1979 - 1986, H.P.I.P 
fcilitated the training and preparation of health core
 
professioncls in skills of planning end evaluation of
 
health end health related intervention progromr.es in all
 
districts of the Republic f Kenya. In addition, H.P.I.P.
 
focili4oted the estoblishm'ent of a national body
 
responsible for enhancing the system of "Planning for Health"
 
through interesectcrcl collaboration. In 1984, H.P.I.P.
 
facilitated the establishment of a computer system in 
suppert of strengthening health infomotion system in the 
Ministry. 

bat follows is cne of the Key products of management
 
development in Kenya's health sector. The modules have
 
been develcped through c series of workshops involving
 
health core teams at all levels of the health care
 
delivery system The main focus has however, been on
 

../3
 

http:progromr.es
http:evcluct.cn


the district level mancgement in support of . District 
Focus Policy for rural development. The key rission of 

this learning materials package is to facilitate a
 

learning-by-doing approach for mcnagement development
 

in the health care sector. It is the hope of all those
 

who have been involved in this developmental effort that
 

this package will provide yet another tool for continuing
 

education of all health care providers in Kenya.
 

I wish to thank Dr. W. K. Koinange, E.B.S.; the Director 

of Medical Services for his continuous appraisal of, 

and support to,the progrcmme. I wish also to record 

appreciation for the active participction of the various 
health care management teams especially at the District 
and Rural Health Unit levels. Their committment to the 

effort, sometimes under major constraints. is extremely 

commendoble. 

1he steff of the Division of Health Services Administration, 
Planning and Manpower deserve special mention for their 
active presence in all the workshops held at the Provincial, 
District and Rural Health Unit levels. In this connection 

I wish to register appreciation for the efforts of 

Dr. J. Noneno, fir Ongoyo, Mr Thube, Mr Mworio and Mr Nganga. 
Additionally, the Division of Nursing, under the dyncmic
 

leadership of Mrs Kiereine, Chief Nursing Officer_ has been 
in the fore-front in supporting the concept of management 
development in health core delivery. To this division, I
 
wish to soy "Thanks a million".
 

In concluding this brief introduction, I would like to
 

register deep appreciation of the efforts made by oll
 

those who have made this progranme a success story. In
 

particular, I would like to thank the staff of the Charles
 

R: Drew Postgraduate Medical School (Los Angeles, California 

U.S.A) who have provided excellent technical resource support 

far the programme. In this connection, I wish to record my 

special appreciation to the President and Dean of the School, 

Dr. Alfred Haynes, Dr. Gibson, the Chief of Party in Kenya, 

and Mrs Howord, Mancgement Specialist from Drew Medicol 

School and based in the Ministry of Health in Kenya. I also 

wish to record appreciation for Dr. P Schlater, Management 
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Specialist, the Africcn Medical cnd Rnsecrch Foundation
 

(QMREF), DANIDA; SIDA NORAD ond W.H.O. for their generous 

resource support to the progrcmme. 

DR. S. KANANI S. S. 
SENIOR DEPUTY DIRECTOR OF MEDICAL SERVICES 
HEAD DIVISION OF HEALTH SERVICES ADMINISTRATION 
PLANNING AND IJANPOWER DrEELOPMENT 
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MODULE I 
 UNIT 1 

MANAGEMENT 
- - DEFINITIONS AND FERSF'ECTIVES 

In it's broades-;.. serse "Mariaoemert" (art be defrined as rhe 

art- of or1iI.IkI'.'1 ar ii-tior,s work ,ell. The mara.,er is 

"oric'..rr..',with imp iemertin vario~us tools. techniques
 

arid p'o',e.ures to ensure 
 that the orgariZ-tioni reaches 

its q ;is, Thus, the martager must possess krowledge 

about thu philosophy, policies arid techrology of the 

or .,i::Itior . Tht m-r,.aager must able directbe to the
 

work of anrd able
others be to aralvze arid evaluate
 

P1o0esS.-i M,.anagers must also 
be able to deferd the
 

activities and 
 needs of their operatioris, arid contribute 

to future policy directiorn of the oroanizatiori 

magirg is a natural and inherent componernt of how 

people work toc-utLher. Management practices are as 

ancient as firstthe discovery that people working 

togeother can frequeratly accomplish what the individual
 

(working alore) canrot. 
 Whenever people come tog~ether 

for some 'ommonr, purpose, it is natural lor managers 

(that is, leaders) to emerge and for others to co­

operate in performing various functions arid tasks. 

Division of labour', hierarchial authority arid 

administration. communications and accountability cat be 

found in almost every constructive human erterprise. 

http:oric'..rr


I MODULE I UNIT 

Howeyer incite of the fat that orgarizatiors arId 

managers have existed sirce time immemorial, effeu:tive 

maragement often seems to be as mystifying and illusive 

as* it ever was, Organizations, big arid small, are still 

capable of miserable failure. Family units, committees, 

cooperatives, business, political parties, ever entire 

governm.ents, continue to collapse from time-to-time, 

I'he possible reasons for such failures must be viewed 

from 	two sides:
 

(I) 	 The op-ariiation (includinq its workers and 

con st ituercy) 

o 	 Were the organization's goals realistic, iT, 

the first place? 

0 	 Were the organizat-ion's goals clear and 

agreed upon b'; all participants? 

o 	 Were the organization's strategies and­

procedures for achieving its goals 

understood and agreed upon by all concerned? 

o 	 Was the organization able to provide the 

necessary resources? 

o 	 Did the organization provide for the- -­

mecharisms to cortrol and adjust itself to 

facilitate its end objectives? 

(2) 	 The Maragers 

o 	 Did the managers, at all ievels, understand 

and support the policies of the organization? 
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0 	 Did the mara'naers, at all levels possess the 

skills and energy to lead others in carryirng 

out the work? 

o 	 Did the marngers, at all levels, possess the 

s kills to teach, guide and inspire other, _. 

when needed? 

o 	 Were the mariaQers trustworthy in all matters 

relating to the organization's interest 

including finanial matters? 

o 	 Wre the man;iger's, at all levels, able to 

reproesent ard effectively advocate their 

operations internally arid to the relevant 

publ i c? 

These types of questions arid. analysis serve to define 

the s.zope and nature of management as a formalized field 

of study arid practice. The reader will recall the 

management has previously been described as an art. One 

might then ask the question: if management is an art, 

.why does it need study and analysis at all? Is managing 

in fact, an art or science? To clarify science 

describes the underlying knowledge that explains 

phenomena, events @nd situations. In contrast, art is 

the practical know-how that produces concrete, de'sired
 

results.
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It can also be said that the most productive art is 

always based on an understanding of the science 

and art are riotit. Thus science mutuallyunde rlying 

e-xclusive, but complimentary. Management, like 

is an -artwhich uses underlying, organizedmedicire, 


knowledge. (that is, science), and applies it in light of
 

realities to ga it p'i 	zical, dessired rc ;Its. As the 

improves, so should the
scientific base of m-nagement 

art, These types of advances are more evident in the 

physica.'l and -biological sciences. Compare, for example, 

the results that might be expected from two surgednts, 

a retineal tear with pre-modern methods,one treating 

So too, the managerthe other usirng laser technology. 

who attempts to practice his art without advanced 

rely upons_cientific theory arid techniques must more 

luck, intuition, trial and error. 

However, in, fairness 	to all managers who struggle to 

in today's complex organiZations;achieve good results 

it Should be noted that an underiying science of 

management is only just now developing. The study and 

analysis of management has lagged behind other fields of 

The scientific
'the social sciences until recent years. 

Yet if managersbase of managiement is inexact. today's 

are to make any advances in the art of optimizing 

efficiency they must 	 beorganizational effectiveness and 
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prepare'd to 'Fully utilize th6 underlying knowledge that 

does exist. 

Be,:ause oF the extraordiriary interest in management in 

recent years, a rumber of approaches to its analysis 

have developed, Unfortunately, the variety of the 

various "schools of thought" have* resulted ir, much 

corfurtsiori as to what m.magement is, what management 

theory and ,_i-r.,- m'e, and how manaoerent should be 

studied, One author in 1961.x. called the situation "the 

maragement theory jungle". 

Until about 25 years ago, almost all of the meaningful 

study, anal.ysis arnd writing about management practice 

was generated by managers themselves -- particularly 

tftose in successful business. and industry, Over the 

past 25 years, the field of study has been substanitially 

increased by academicians, theorists and other 

specialists. Currently there are well over 100 well­

known textbooks offering to tell the reader, student or 

manager what m;nagement is all about. And in related 

fields like psycho-logy sociology, social psychology, 

systems sciences and mathematical modeling, the number 

of textbooks that can be used to teach some aspect of 

management is equally as large. 

XSee Ha-old Koontz "The Mana/iement Junale, " .Journal of 
the (.,ademy of Management, col. 4. no. 3, pp. 174-188, 
December 1961 
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At pr:rent -ttr, are about eleven clearly identified 

Ipproaches to the study of 	 -r,minagement science ­

theory. These are:
 

(1) 	 the em.Ciri, -al or case .pProach - This approach

works on 
 the premise that students anid 
pr.ctitioners will understand the *ield of 
marnagerment and somehow come krow toto how manage
effe:tively by studying managemeri successes and 
failures in various cases. 

(2) 	 the intrn-ersorial behaviour _roach - The 
appro-ch is on thesisbased the that managir1j
involves goetting thinQs done through otheer people
and, therefore, that the stu4dy of nanagement 
should be centered on interperson~al relations. 

(3) 	 the 9rou! behaviour -rppo-ch - The .:approach is
 
closely related the
to interpersorial behaviour
approach arid is often corfused with it. It views 
flr,qeinert- as prim-rily @ study inl graOp behaviour 
patternrs arid varies all the way from the study of
small 	 g-ouips with their cultural patterns to the
behavioural composition of large groups in an 
enterprise.
 

(4) 	 the coopertiv? so,zial systems a-Ppro,,ch- This 
approach i ricorpor.ates the interpersonal
behavioural arid group behavioural approaches in'to 
the study of organizational dyn;amics as a"soci:.Q1 
system. This school of thought, which draws 
heavily on the "systems approach", has generated a 
wide variety of writing, gerierally called
orgarization theory". 

(5) 	 the so-io-tehni-i sYstems :pproach - In this
approach the org-niztion is viewed as two 
intera1ctiTtg systems involvin both the people
(attitudes and behaviour), and the technology
(productive methods, skills, equipment, etc.) 

(6) 	 the decision theory appro-ch.- This approach 
concentrates on rational decisions as the essenceof organizational dynamics ­ the selection froim 
among possible alternatives, of a course of 
action. Decision theorists may deal with the
decisiorn itself, with the persons or groups making
the decision, or with nin .n-n.vc- , 4-k-.

http:a"soci:.Q1
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(7) 	 thc ;PP- - - This approac'h is broader in 
scope than the social or soiotechri,_al ,oncepts 
and atte;,ipts to arialyze the orgariizatior arid its 
mariagem'n-,Tt processes within the conte:xt of its 
total operatirig erviroiment, inc'luding e:,terrial 
variables such as markets, technology, social 
forces, laws arid regulations. 

(9) 	 tho r.. i orh "nran, Q r,ent sci;,erce" approa'h 
- This -oaJh draws uspon the tools of 
mathe matical modeling and analysis to study and 
.predict 	solutions to both human arid productivity 
problems in organizations. Operations researchers 
frequently refer to themselves as "a agement
sczieitists, "4 

(9) the ,_ntinc~qj, o_ s itatior,al aJ.proah - This 
approach attempts to provide room for adopting any
organizational or manage rnlt principal by 
emphasizing that what r.);IOaUgrs do in practice 
deP[Ords upoTn a given set of circustances, or the 
"si u-t ion" Th is school of thought, for 
ex ample, would avocate that decentralized
authority in an organization is riot necessarl­autho i 1.3 Lot es ar il' 
good or bad within itself, but should depend on 
how useful arid workable such an igreement is 
within a given sjtj;ation. 

(10) the n naoerial roles -bProach - This is a fairly 
new and popular approach to mn;nagemert theory 
which essentially is to observe what mariagers do 
arid from sJch observations come to conclusions as 
to what managerial activities (or roles) are, arid 
what skills are needed to carry out managerial 
tasks. 

(11) 	 the operation-)l aPproach - This approach attempts 
to draw toqethier the pertinent kriowledge of 

naagemernt by re]ating it to the functions of 
)'anragers. It endeavours to put together all o' 
the concepts principles, theory arid techniques 
which 	 underpin the actual practice of mariaginrg. 
In this respect, the ope:-ational approach draws 
upon all of the various prevailing schools of 
thought, and attempts to provide the maragier with 
a means of classifying and understanding the field 
pf management knowledge. 
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be alive arIdjungle" appears toThe "M"aragemerit theory 

rio more important
'well, So.e may believe that it is 

one approach to managemeTnt than that there 
that there be 


service delivery.

be a single approach to public health 

on one can doubt. that it isimportatt. for students
But 


to be able to class'ify and recogriize the

-dmanagers 

patterns of management analysis and to adopt
V-arious 

serves their purpose.
some :oriceptual frameworl- which 


Series entitled "MnhAGIflG AND
 
This maTra.)emert traiT,ing 


draws liberally
Health Services"SUFPERVISTIOG Distri,t 


text oni mariagement
from 	 the guid--a':e foind in two major 

study. These are:
 

Koontz O'Dorinell and
(1) 	 "Manaement" by 

Weihrich, published by KcGraw-Hill, 1980, 

and; 

Johnson and
(2) 	 "Suparvising" b-y Christenson, 

1902,
Stinson, published by Addison-Wesley, 

are oriented to the Operation:33.Both of these texts 


Approach to the study of management theory. As
 

briefly above, the operational rmanagement
described 

core of science and 
school of thought includes a central 


is unique to management, plus knowledge

theory that 

fields and schools of thought.
drawn from various other 

along the lines of the classical
Subjects are treated 


of management: planning,

d'efinitions of the functions 
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Oc) r-a ' r , !t.7-jff irig, ire,_t irig, and ,20ont rollirg This 

Me":"ierr TiraE i nri rig Series also attempts to presen,t 
mna-rgerial coricepts within the prazticl context of how 
thirngs operjte withi, the Ministry of Health system, 
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THE MANAGEMENT FUNCTIONS
 

of activities that are
 are so many different typesThere 

made manyan attempt was 
.carried out by managers, that 

or classify the management functions. 
years ago to _roup 

five areas are usually grouped into the
The functions 

know these generalEvery manager shouldlisted below. 


and be able to recognize into which 
classifications, 

category a particular raanageraent activity falls. It 

it is not alu~ays possible
should be noted, however, that 

neatly into these 
to place all activitiesmanagerial 

categories, since the functibhs tend tooverlap to a__ 

certain e.,tent. However, this classification is a-­

h.elpful and realistic tool Eor analysis and 

understaTiding. 

Determining goals, deciding how goals
PLANNING. 


can be accomplished, setting courses
 

of action, establishing policies and
 

Setting work schedules
procedures. 


for the department is an example.
 

Assigning jobs to individuals, grouping
ORGANIZING. 


Jobs together to coordinate effort,
 

assigning authority nnd
 

responsibility.
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a 

STAFFING. Selecting peop..e to -Fill jobs, pl;],acing 

people or, jobs and orienting them, 

training workers and evaluating their 

per formance. 

DIRECTING. Guiding and influencing people to perfor'r 

work, co.municating with them, 

c-reating positive motivation, and 

handling any people probl.ems. 

CONTROLLING.. Collecting infor ation on accomplishmerits, 

comparing this to planned 

accomplishrments, and takiTig ,orreCtive 

action when necessar y. 

Sometimes the managemeent functions are refer-ed to in 

the more general terms of, plarlnirig, implementing and 

evaluating, These elements are usually shown as the 

"41ana'ement cycle" 

However, the reader should immediately recognize that 

these are not conflicting but compatable terminologies 

and ways of lookina at the mana':ra.ent functions and 

process. 
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hanagement FIJT*1itIof the 
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Elements 

t c y c l e 
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PLANNI NG
 
FLA1NIG 


ORG NIZING 

STAFFING 

DIRECTING 

CONTROLLING

EVALUATING 

The managqer may also be fa)iliar with terms USed it, 
T 1h'-'e a n a e r ar d " o i t ,.'o me " , 

such as uirp.t" arddesigniproJect/programme 

tible
are generalythese concepts anrd termns l om 

of the elements 
to the elements 

and carn be matchedwith, 

management
the traditionalcycle and

the manaemeTtof 

f,.r,,"ti on:5s 

iT, proJect/Elemients
of theElenents Progranmme Design

CycleElTagement 

NNPUTS
PLANN.I NG 

-planning : goals, 

objectives, 
sChedJi ,"g of 
Work and 

resources 

-Development: andZa,_-q,.ji ri r1 

in plaCIEputtingq
all of the 

resour,'es to set 
iTthe pla 

motionr 

http:Za,_-q,.ji
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SO YOU WANT TO BE A MAKAGER OR DO YOU? 

Not all people who find themselves in managerial 

topositions are totally committed to doing the job or 

There
developing the skills necessary to do the job, 


are many possible reasons for this reluctance: 

be a proponent of "collegial"(1) 	 The individual may 

management, This philosophy or point of view 

individual hir.selfstems 	 from the idea that the 

account for his actions or have
does not wish to 


to closely report to superir>'s. In the desire not
 

to be "managed" himself, the-individual-nay- not­

essentially believe in the need for managing 

others, This type of manager may feel thak people 

would work together better and with more personal 

there 	were no managers.satisfaction, if 

(2) 	 The individual did not have strong ambitions to be 

in a managerial position in the first place. The 

assignment is taken by organizational directive of 

necessity.
 

(3) 	 The individual sought the position of managing
 

without fully understanding the requirements of
 

being a good manager. The job proves to be too
 

frustrating and never-ending.
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I M'LEhEH I NG OUTPUTS
 

The measurable end 
result of.the 
proj ec t/p r Og am me 
effort; resolution 
of the problems 
being addressed,
 
.attainnment of the 
goals 

The Coitrolling funrction of management continues to be 
an area of confusion- for students of arageret be,_cause, 

in fact, the types of ac,tivities which fall under this 

general classification are carried out in each phase of 

the marager,6rt cycle, and within each of the management 

functions, Schedulinq of work and the resources needed 

to carry oi.7 the work are a part of the planning phase, 

The exerci: of scheduling resources involves the 

preparation of budgets. Together, work schedu'les and 

budgets form the basis for. Jn-going oritorinj of 

progre'ss during implementation. It should be noted that 

although scheduling 'provides a point of reference for 

monitoring, it is necessary for a specific system of 

informatiorn gathering and decision-making to be put in­

place to facilitate monitoring. Monitoring is also 

sometimes referred to as "formative" or "process" 

evaluation. "End-point" or "summative" evaluation is 

concerned mainly with the long-range "iew of how, well 

things have gone. Summative evaluation asks questions 

regarding the overall achievements or goals of ah 

enterprise. For example, in a fanily planning project, 
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the Mnonitor or process evaluator may.ask- questions about 

of health workei-s, but by comparison, in
the motivation 

will be much more
summative evaluation, the evaluator 

number of FF ac:eptors orinterested in increased 

reduction in the overall fertility rate in the area, 

-,bout What was achieved and 
etc. In drawing 	 Corclusiors 

the summative evaluator may also take a
w:ht .!ert ,,or, 

and how welllook at dicisioris made 	 duiring scheduling 

out. Also, as with monitoring,monitoring w,-as carried 

the developne: of a
summative evaluatiorn requires 

sepalrate system of irformation gathering. 

In :uira )ry, the activities of schedulintg, nonitoring and 

describe the CONTROLLING function of
6valuation together 

a-n;'ige ernt. These activities are not carr-ied out at orle 

throughout the managermenttime, but are interspersed 

cycle. The information arid decisions required to carry 

related, differentout each of these ;activities is 	 but 

in miature and detail. 
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SO YOU 'AHT TO BE A KRUAGER OR DO YOU?
 

Not all people who find themselves in m agerial 

positions are totally committed to doing the job or to 

developing the skills necessary to do the job, There 

.3re m;ry possible reasons for this re1uci tance: 

be a of ,ollegial"proponent(1) 	 The individua-l may 

mar, agement. This philosophy or point of viewd 

idea that the individual himselfstems -ron the 

or havedoes riot -wish to account for his 	actions 

In the desire riotto superiors.'to closely report 

the individual may notto be "n;anaged" himself, 

need foi--manragirig-..essentially believe in-the 

others. This type of marager may feel that people 

better ard with more personalwould work together 

were rio nan-gers,satisfaction, if there 

did not have strong ambitions to-5e
(2) 	 The individual 

first place. The
in a Mrnaingerial position ira the 

assignment is taken by organizatiia)l directive of 

necessity.
 

(3) 	 The individual sought the position of maraging 

without fully understanding the requirements of 

being a good nanager. The job proves to be too 

frustrating ard rever--ending. 
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but finds(4) 	 " The inidividuail accepted the position, 

that the burdens arid responsibilities are riot 

adequately compensated. 

(5) 	 Having struggled to become credentialled and 

a technical area, the individual isproficient in 

riot willing to become a "student" again in order 

to study the theory and principl.es of management 

indepth, 

(6) 	 The individual does riot fully appreciate the
 

complemenitarity of the art and the science of
 

"common sense"M;I;Jnginig, ;nd believes that the 

all that is needed, Thisapproach to managing is 

manager is destined to become frustrated with the 

job,
 

Underlying all such thinking is a lack of full 

for the challenge and potentialappreciation 

satisfactions of managing. When the importance of 

effective and ef;i,_ient group cooperation in 

as the key to development,organizations is Considered 

it is riot diffi'cult to argue that managing is the most--- ­

of all arts. Managing is demanding, It isimportant 


work week. It
hard work seldom confined to a regular 


conflicts of
involves stress, It means dealing with 


competing groups and individuals. It requires tough
 

http:principl.es
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with uncetainties.decisio!s. It also demands coping 

So wby does any 'persor want to be a manager? 

Marnager's differ widely in age, educational background, 

training adri level of maturity, but all usually share 

(riot rieces sarily consciously) , commoon ambitions for 

6pOr' t'm i.ty ino2me, arid power-. 

First, ' main con,cern of managers is often an 

oppo-tunity for a pi-ogressive career. Related to this 

is the challenge of meaningful work. Managers will 

strive to feel that they mai'ke a cont-ibution to the aims 

of their orgg.rnizatioris. Second, evenm wher additional 

firarzi;A. rewards are limited by the system in which 

they work, mnaragers want to (and should be) rewarded for­

their contr-ibjtions, But morney is riot the or.y 

incertive for m-.iagers. Status and reCogniition are 

magingequally importart. The third reward for nar is 

power. Among other things, power provides the 

opportunities to control and see things happer in the 

way one would desire. Power" also allows the manager to 

experien,_e the satisfaction of influencing the opinions 

and behaviour of others, 

These are some of the hard realities to the managerial 

pr-ofile arid personality. In order to be effective, the 

manager" must be willing to accept this kind of 

phil.osophical oriertation, to onre degree or other. 
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POLE OF THE DISTRICT HEALTH I.ANAGEMENT TEAK 

Units 1, 2 and 3 of this Module have approached 

mnarage!er, t arid mar, igir,g fron, a general viewpoint as it 

might apply to most organizations. However, the 

maria gemerit of health services, arid its peculiar 

struc:ture requires further definition of rianagerial 

roles, 

Ideally, district officers should mainly mTr-ge and 

supervise *ope- ations (riot perform them) The taisk of 

the district officer should be to plani, or .nize, staff, 

direct and corntrol the activities of other health 

workers within the district. Each district officer 

should develop a department;-il plan of actiorn related to 

his or her technical area (such as, public health 

nursing, envir-onmertal health, health education,, etc.). 

It is essential that each district officer be able to 

describe a geniera plan of services that are to be 

carried out by health workers. This actioT1 pla, should 

be based or, facts and k:rowledge of the health needs 

within the district, 

Then, together, district health officers should be able 

to sit down and collaborate on an overall, coordinated 

strategy of service delivery, The need for balance 
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c.urative services versus preventivr./porii-ie .betwreii 

be ,onsidered,activities, should always 

are several formalized pla,irg/bJdgeti rig cyclesThere 

withir, the Ministry of Health's system which should 

receivei input"rom all members of the District Health 

MariDgouiierit Tea m, These include, the Forwa rd 

Flars/Budgits, the 2--Ye-r Rollin.- Plars, the Revised 

ard the Arinual. Draft Estimates, These areEstimates, 

III of thisall discussed iTn more detail in Hodule 

MIIJajl, FLANIUING AND BUDGETIIG. There is a gerieral 

point to be majde, however,._i, terms of the role of the 

mar,agemeri team. Technical officers should be ble-tCo 

give s-e'iific ipt to the -Fiscal budgeting process. 

They should also play a role in reviewing al]oc tioils 

once they are received. They should ensure that their 

departments actually receive their equipmenrt share of 

rusources. 

However, collaboration on the planning a id budgeting of 

health services is only one of the activities that the 

Management Team should be undertaking.District Health 

Perhaps more importantly, the district team should hold 

which will ensure routineregul-nr staff meetings 

on a day­coordination of staff, resources and services 


to-day basis, Efficient'implementation is a far more
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di ff i.-,:_t task thar, pIlr,irng/Jdgeltirng, ari req.Izres 

district team 
ever more intensive cooperation aonog 

members 

of health services presents even furtherEvaluation 

Health Maragenent Team,. Each
chal-lerige to the District 

officer must be continuously awa're of
district health 

2oncern, arid 
deficiencies within his or hetr own area of 

be able to admit to and collaborate on problems, Honest 

problems and collaboration on constructivesharing of 

task of district teamis the most difficultactions, 

members, 
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THE NATURE OF PLANNIt1G 

can be defined as thinking i@he-p d 
The act of planni rig 

best ways of 
The planner is concerned with finding the 

Viewed in_.thisfuture condition.reahig a desired 

way, it is clear that people ar"e involved in planning 

all the time, in every aspect of their lives. Everyone 

plans -- more or less. Consider the following: 

EXAMF'LE: Mr. t.aaz-j is engagcd in the process of 

to get to work on timeplanning 

-CONDI-T--O NAND -IMrLEMENTING-PLANNINGCOND ITT n 

A (deciding what needs to be B 

)ne and taking the 

.,_essary action) 

(the future)
(the present) 

a Taking _ Achieving -theSettingAssessing 

a Goal Action Goal

the 
Situation
 

M r Bar azaHe arises,
He intends
Mr. Baraza 
to report decides arrives at 

if awaking 
.for duty what to office and 

at 6.30 am 

wear, baths, reports f'or 

at 8.00 am 

duty at
dresses, 

7.45 ameats, 


collects 
belongings, 
departs from 
home, boards
 
bus, etc. 
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But let's be honest, Flanrirg does not always work. I, 

the example above, supposed that fr. B-araza got up, he 

found that his youriest sort had a high temperature, 

necessitating an emerericy trip to the clirnic. Or, he 

,iouldri' t find his house keys. _Or, the brus_broke down 

eri-oute to work, In planning tei,.inolog'y, such 

unexpected evernts are called "interveneing variables", 

The clever planrner tries to anticipate ard others make 

provisiors for intervenirg variables. 

For irstance, it might have been possible for hr. 

to arrarge for his wife to take the child to clinic, 

find his extra set of keys arid by chance, see a friend 

who could drop him at the office when the bus broke 

down, In dealirg with unexpected events, the individual 

cian find resources to assist when, intervening variables 

interfere with objectives. Even when planriTg meets 

with obstacles, the individual still does riot usually 

loose faith in the value of. thinking ahead. He will 

simply :ry to plan better the next time, by attempting 

to anticipate arnd contr-ol ir,:erveriiiig variables, 

Ail the things that people do involve PURPOSEFUL 

ACTIONS, In order to carry out these purposeful 

actions, people must anticipate the future, that is, 

think ahead. 
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The process of th inking ahead to a,"hieve purposeful 

action always has certain, common elements; 

-A 	 There is a problem to be solved or a need to be' 
fulfilId; 

e desired end - result is defined that addresses 
the problem or need; 

Calculated actiors are decided upon; 

D 'The need for resour12es such as time, energy,
common serse, arid materials are _onsidered; 

E There are frequently obstacles and 2oristraints 
that should be anticipated so that they cart be 
oyerc,_ome, ad; 

F 	 There is awareness wher, the desired end result 
has beer, achieved. 

Figure 1 - Steps Involved In Thinking Ahead 

PURPOSEFUL RICT 1 01, ... .. 

S S 

- - - -) NEED'1I 
I z 

--------------- (Desired end-
Solutior,? result) 

I 

I 	 I 
a 	 SI 	 S
I 	 \! 

'-- , - - - (Decisions" what 
I ' Actions ' should be dorne?)I 
I 

I (To 	 be 1- , (To. be 
1overcome) C 	 ' used)Constraints Resources! 

I 
-7 ----------------------

II 	 Desired End-result (Achieved?) 

---- (Start over) No? 'Yes? 	 (Relax) 
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thinking and processesout these cy:licalFeople carry 

from the most simple
CorntiioUsly from day-to-day, and to 

lives.situations througho,,t their
the most comple. 

the futureahead or antiCipatiegof this thinkirngMuch 

that it becomes virtuallyor routineis so iT'stiTiCt.Ve 


of these cyclical
common elemenitsB.ut theuncorscious. 

or:arid the steps involved are more
thirkifig processes 

_qfuld be identified if examiried
lers a.L S , ard 

closely enough. 

and lb,uguaConsider other examples of Kitti 

old is beinrg DiCzly
E.XfHPLE NO.1 - Kitti, 13 months 

entertained by grandmother who is helping while 

the housework' done.
Kitti's mother gets some of 

the housesomewhere aboutKitti's mother is 

very rest less, defies sheKitti becomesironing, 

crying and begins searchinggrandmother, begins 

work to nurse her.
for her mother who stops her 

action,What was Kitti's need, desired result, 

and end result?resources, constraints, 

to be ov duty exactly at 
EXAMPLE NO.2 - Mbug-la plarns 

not before. Vie is expecting an
starting time, if 

rises, he discoversimportant client. When he 

old boy whom he usually.takes to
that his 1 year 

http:iT'stiTiCt.Ve


school hs a fever. His wi fe has ailready left for 

work. Mbugu.a calls his office and indicates thajt' 

he has a problem and will be late. He takes the 

boy to cliric and fortunately he is riot seriously 

ill, but ill.--tempered and in need of some 
attention, so decides stay home Oith-bugua to 

h im. 

Again, what were Mbuqa's needs arid desired 

results, his intended actions, resour'Aes, 

Constraints, arid Ond result? 

PLANNING, is the science and art of THINK(ING AHEAD to 

ensure that the ried (Step-- above), ard with the 

desired result (Step F, abve). In this respect, it 

should be clear th;ii- planning is a natural intellectual 

process adr: that we all "plan" all the time ­

consciously or riot, Sometimes planning succeeds, arid 

sometimes the results are less than desired. AMD, Jio. 

one is an e:,pert. Some people have a better natural 

skill thar others, but all can enhance their basle 

skills by further examining arid Jnderstanding the 

processes of THINKING AHEAD. 

In ex.ample No.1 above, Kitti's needs and success were 

styaight forward. 

However, in Example No.2. mbugua's intentioits vo get to 
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care of the busiess .jf the day
worVk early anrd take 

at hoee, Things do 
were constrai r ied by responsibilities 

because of uinpredictedout as plannedriot always turn 

variables" 
events (also referred to as "uncontrolled or 

Which planningthis is the point at"contigenicies"), 

us take Mr. 1bugua's
becomes more iiffi,2u1lt. Let case 

fur t her". 

- With ML'ugua riot showing up
Example No,2 (continu-ed) 

at home, his deputy was'of problemsune..pectedly because 

arid wentimportant client,
unrp-epared to deal with the 

s superiorguidance. Mbgua'
to Mbugj.:' s superior {or 

opirion that ?ibijglja
but also formed the corre,thelped, 

the departmnt. was 
was riot properly delegating because 


for the emergncies.
not prepared 

about Mbugua' s planringtherefore raisedQujestions were 

much, arid had
Ie had not thought ahead veryability. 

the future well.not anticipated 

on an obviously
task arid nature of planning takesThe 

dealing with situations that 
more serious character when 

people,- arid 
are more complex and that involve mary other 


to predict
are obviously hard
when desired results 

Under these circumstances planrnirg
control, or achieve. 

so much as an intuitive process, but 
must be treated not 


irather as a conscious and formal exercise..
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AN OVERVIEW OF THE HEALTH PLANNING PROCESS 

THE PLANNING FRAMEWORK 

Health servi,:es are provided by resources in response to 

.certairt health problems in order to produce an out9on..e 

in the form of improved health status. Conceptually one 

would say that the health services system is made of the 

four compoleit1CS sbown. ,hw, 

I HEALTH 
I STATUS 1 

A 

£ 

HEALTH HEALTH, HEALTH :-.... - K---.'P~ 1 RESOURCES 
IPRO LEKS 1 SERVICES R UR 

Health Problems: 

These are identified in relation to the population at 

risk in the district. The DHMT has to dea). with 

Ppidemiologi,_ numerators aind demogrzaphic denominators 

within the district. Classification of health problems 

by disease provides information on effects in term of 

mortality and morbidity and also suggests specifi'z 

disease agents as causal factors, 
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Health Resources: 

At inventory of health resources has meaning only whet, 

services can be developed from these resources. The 

DIHT should distinguish eXisting categories of manpower, 

facilities as well as finances. 

Health' Services: 

These '-" trCatert and reh;)bilit;ative 

components. Measurement of services rendered should 

include resource utilization data for ex.nmple rumbelr of 

out-patient visi'-s, hospital discharges and durations of 

hospital st;y. The DHKT should also construct indices 

describing services provided by certain types arid 

quantities of resources such as numbeOr of hospital beds 

per 1000 population, per cent of births tak'ing place in 

health facilities. 

Health Status: 

Our interest is in the ability of health services to 

modify arid improve the healthy. individuals to the 

population. The provision of health services in the 

district should result in reductions in mortality, 

disability arid morbiiJity. The indicators of health 

status, The health system components and linkages exist 

reg.irdless of may play but it is import-ant to note that 

planning carries with -it the performance of the system, 
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11 ir,.j considered,ri--Il1-i pl ,',- is effe,:tiv6 only to the-. 

exteit that it produces, a greater contribution to health 

status per unit of resources utilized than would . 

been attained in the absen:e of plaiminig. 

The planniing pro,ess begins at the district 'level, moves 

through the Ministry of Health, brings interministerial 

coordirnatiorn into play and involves parliament in the 

approval and allocat5oD of resources. Authorization are 

passed from parlinament to the ministries for 

implementation by the District Health Teams. The 

complex steps involved in this process emphasized the 

need for clear policy guidelines, and the ability to 

clearly identify problems, to formulate definitive plans 

arnd to justify plans in relationships to competing 

priorities. 



THE HEAiLTH FLANNING AND IPLEMENTATION ROCESS 
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Human Resources 

Doctors, nlurses, CliTlic,1 offiCersA public health 

and other adres will 3ll beofficers/techiicianrs, 

forcare 

services, some for non-governrment 

providing health in district. Some are working 

i-he govern,ment 

(NfaOs) ni others in private servies.organi::atios 

The planmer is interested in the distribution o,' such 

and facility (for both governmentmanpower by c.tegory 

future requi.rementsand non,-government facilities) 

will provide a feedb':"should be statod zis this to 

m.rpowerthose responsible foi plannring n;)tional 

i~e,The role oi-dition,l--he-lersreqjiremer, ts 

bone sellers, spiritualbirth .ttendants, herb.lii3ts 

ar,.llysed sincehealers, etc, and drug sellers should be 

care ;nd advice. Hum-an resourcesthey do give health 

existing supplies andshould he viewed with re ptc--t to 

nteeds.,Js tthe tr -irting infrastructure, Ftuture manpower 

be viewed iT terms of fiancial, physical and teahing 

of the training institutions.constr;ints 

Physical Failitiesi .
 

being provided is
Information on where he lth care is 


should health facilities
essential. District teams map 

on maps by using symbols or coloured pins. There shoul. 

be complete lists of hospital's, health certtr.s, 

nrsing homes, nmobiledispensaries, private clinics, 
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clirios and bed capacity in each facility. Type of 

ownership is also important because among other things 

it has implications on utilization. The DHMT should be 

in a position, to place a value to the facilities in 

physical and mnoTetary terms, e,g. a 250 bed hospital 

with a replacement cost of KShs.60 million. 

Fin,C5.7al Resources:
 

Disparity between the budgets and the plans may result
 

into la,:k of serious intention to imploment plans. The 

health budgqt s.;hould .not only show .n what ways the 

money is being spent-, e.g. salaries, travel allowanCes, 

etc, but also th'e spending-units should-state"-hy-th-t 

money is being spent, By stating why the money is being 

.'pent the district tearm is .ir a better position to stAte 

objectives more clearly. The team cz-an also develop 

info-r,;ation c,onern ing the functioning of existing 

programmes in terms of amounts of resources being 

allocated to particular pu:poses, their costs and 

achievements of the programrtes. The district team 

should justify the monetary resources required both for 

development and recurrent expenditures. They should 

state the anticipated benefits for certain expenditures 

in specific programmes. The level of government 

vxpenrditure.on health is low and the Main financial 

resource for developing health programmes will have to 

http:vxpenrditure.on
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come from rational ruk d'.str-ibutiorn within the health 

budOt.@ 

Service Statistics: 

This information provides information, about 

availability, accessibility and utilization of health
 

services within the dist-ict. 

Or availability there is need to know about the
 

population pe- faCility type 
 and population per cat-eoorv 

of health personnel among others,
 

The issue of accessibility is crucia.l because it has a 

be,rng of utilization o- actucal coverage of selvi-ces. 

The factors to consider include: 

- percentage of population using existing facilities 

- dist;jan,-e from the nearest facility 

- travel time to nearest facility 

- transport cost to the nearest facility 

- barriers to utilization of services. 

With regard to providing coverage one is concerned with 

adequJ.cy. The points to be rioted include: 

SOCIO-ECONOMIC DATA
 

The productive life ard e:oromic activity of any
 

community is based on'existing natural resources. The
 

http:adequJ.cy
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e:<ploitatiorn of these resourc(us sets thle life styles 

within five commuiities. The v-ariables the DHMT would 

be intcrested in include: 

- employment patterns 

- sources of income 

- .literacy pattern, school enrol).meni 

- socio--cutura l factors 

The qugl ty of the community's life is closely ].i, ,ed to 

the quality of the environmental and n.tural resources, 

Knowledge COf socio-economic ch; r.terist-ijcs of the 

communities is essential if the team wants to improve
 

health prograrmmes there. Many illn ess thought to be
 

cauJsed by evil spirits, breaking of taboos oi- witchcraft 

will be ;AtteTded by indigjerous practitioiers. Those who 

reed services most within communities ,tili:e them l.east 

because they live too far ;away, or they cannot afford 

the fees, or they feel excluded or have no time nd 

energy to do ahTything else because they work all i-Th to 

e-rn : living, A special effort is needed to identify 

such groups -Trd their most prev;alent heaith problems in 

order to obtain a more -accurate picture of the pattern 

of ill hea.th in the district so that better programmes 

cran be drawn to ta0ckle them, 

•DATA 	 SOURCES 

Regardless of the biiity av~iland uses to be made of 

data unless they are ac'essible and the sources from 
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) -,t 	 .r-,owr, , the d t- serve noil-i they ,:.-I be ou g 

purpose. Data ot.--.aired should be reliable .)rid accut';je 

in order to ;assist the users, Some of the major soures 

of data are mentioned below: 

1. 	 Populatior, (2ersus - This provides data on general 

population, household composition, ethnic 

compositior, family structure, school age, etc, 

It provides useful inforymation for makirij 

,_omlpa -isoris by selecting relevant cha.ractCerijstics 

for use as indicators, 

2. 	 Sample Surve,s - This is a useful source whcre 

scarc ity of resources and peyrsoiTImE. may not permit 

exhaustive sampling. It's adv.-rt;ges are that it 

saves time i t is econcrmica, and it gives lI.h 

quality data. The economic survey by the Miir istry 

of Finance ;and Flanning is an example. The 

may be called adistrict team may also do what 

community round to find out the likely health 

needs 	of a community at a glance. Dialogue and
 

intervievs , i key rural p.ersoiis can be useful irn 

like teachers areidentifying local needs. People 

keen observers of social and political currents in 

the community who through their pupils are in 

close contact with families atd can often p ovide 

of the needs of the community.a balarCed, view 

Other sources include farmers clubs, women' s 

organizations and various reli.gious groups. 
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Vi-tio-.L 	 F tr ­~r.t : iOr, i-is otne2 pr'loviduJ(2s i.iTo mati 
iL7. t hs marriagr.'s and div.,orces. 

-3 .	 
nl. '­

oft L.i r deaths , 

4. 	 Various admiristrative Record Systems - Both
 

gove1rrnment.r d ror-governmert -eces 
can ser,.e 

as scurce.i; of demographic data e g, schoo. 

relgisters ca" provide useful informatio, wher, 

irterest is in school age children.
 

5. 	 Disease Regtist-ies - Useful informatiron or,
 

morbidity patterns. These exist in 
all health
 

c.inics. 

6. 	 Fro)e'sro or,ssoal Associa.tiorns e.g. Kenya Medical,
 

Kenya Dental Associations car, be valuaL.,.e 
 sourcQs 

of iniformation regarding dist'ibutior, of doctoris 

and dentists. 

7. 	 Research studies and ir,vestigative reports 

although e.pensive aid time ,consuming do provide 

use Cu) . data, 

Ir summary the DHMT shoul.d know that it1formcd 

recommLnrdations directed towards tangible objectives, 

backed by careful ai,alysis and sound data is the only 

way they ca' convinc:e others that decisions being taken 

are rational. The use of statistics should be
 

er,couraged since statistics are 	 artpart of the required 

form of health planning. 
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SETTIiNG Fi [c 'IE11 (SI'FlEMENT OF IOIU.Y I t' a 

F'R 0 BL (*MS) 

At this stage the [)INIT is deciding where they wart to g-.o 

and this is considered as the heart of the plarrning 

process. The gr.a-mte::,t skill required is to ba].ance the 

variables obtained djrirg the data gatherirng stage 

bec-3I.:e. they -lave different quantitative- relationships. 

In determining priorities the DIhT should consider these 

f. ,_c rt oC- 

The irnagniitude of health and disease problems 

ide rti fied. 

b) The seriousness of th eroblems in terms of 

morbidity arid mortality. 

C) UWhat problems are feasible giver, the ;.Lvailab.e 

r-esour-_es, 

-d) 	 Availability of technical methods for cotrolli.rg 

the health problems. 

e) The {ue.in:Is of the coMrmurIity .L.out whnt is­

important i.e. their felt needs. 

t') Rel-ted so'ial, economic, p.olitical, geograiphic 

and demographic implications, This particulrly 

important beczause disease causation :TId its 

determinants often lie within the physical and 

socio-culturl e-nvironiments and life styles of the 

people. 

The above Consider3tiors will help the DIT ,'rime up with 

http:cotrolli.rg
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I va i . r oqr Wmc wh ].i: Ire mo ; 1- 1 -': I .]:I 

eff.:t ive 1.r, tins of dealing wit-, priority prob'e-s
 

wi thlin the '2,)1111. 1ti es.
 

It is most likely that two factor s play the most ,'rucial 

role in prior ity determinatiort i.e. the e'-xtert to whic-h 

the vreduction in, the diseases can be ac:hieved and the 

availability of resources to be utiliZed in, that
 

Iedu,1ct ioT , 
 The health prog'ammes desi gned and
 

imp]emertc-d 
 should berefit most those in greatest; need. 

DEVELOPMEtUT OF DETAILED PLAN WITH, GOALS, OBJECTIVES,
 

AND TARGETS
 

The [ieal.th pr-grarime 
 to be implemented should state
 

clearly the goals, obje,-tives and targets. This 
 is
 

impc rtart because these concepts serve 
 to: 

seSea. ive .. of direLtior, by clarifying the order 

it, which activities will be per-formed within a 

givern period. 

b) Enable the DHMT to set priorities and formulate
 

appropriate wbrk pl-ar.
 

c) Assist the DHUT in 
 wo-irg out realistic budgets. 

d) Provide a means of establishi 1 0 pre'equisites for 

effective evaluni-nr,. 

At this stage the DHIMT states the goals along with the 

proposed steps riecessary to carry them out irn terms. of 

objectives, Target setting is done at this stage, 
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1 a-', I- .¢ -sU : 1Jbe spei f ied ji t i L ce,'.tlJ' i teI-nr­

;.iirJiwithin a -'..ea]. y st.ated time f-. irie wo-k and they 

should be .3s -e.alistic as possible. Tai-gettirrg i.e, 

dono so that the DHMT cart focus iresources or those most 

in need of mirimum cost. The identificat-iorn of t.i-aiet 

g oups in, the heal.th progi-amme Wii1. help the DHMTs Wic)k 

out det-ails of the pogramnme;. It is necessa-y, 

thel-efo-e to idJertify the a )Tearid the number of those 

in reed of the se-vice. The ;actual figu-es used to 

quartify the popu.atiorn of tai-get giroups c.: be detai. nied 

fr-om the d.-a. soul-ces dis'ussed ea-liel. 

Supp.o.d-i.naq the [)HMT cane up with ma). nuti-ition as a 

prlior-ity health pr-oblem tlhe goal would be "to redu_ce 

w-ilrnutritior, in the population -as a w,,hole". One of the 

objectives in, sup-,..--wt of thi3 goal would be "to 

Sitrc-i-,.,-. :3 "~ut:.;:.I .:r, ~t-ar'y feedirig progi-arn e thr-oujtiout" 

the dist-ict". One 'of the targets would be to p-ovide 

ill shool ane child'en :ith mil- Withir, a year irt all 

schools ir, the dist-ict. 

Included as an iiteg ral part of the planning process is 

iIPi ementat .or,, Health pi-ogi-ammes proposed by DHMTs 

should have a beai-'ing on reality and must be acceptible 

to all th.at a-e irvolved. The pr-og--ammes selected fo­

implementatior should contain seeds of prog-essive 
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,.change tlh.t. +t~e poliJtic.-l lenders, health pe-.rs.-onnel a.,d 

the public- c- a.-cep'_rel.t, To the extent tl-,.t both were 

invleC)iY'd in the pl.anning process from the beginninrg 

chin,ce- of *suc',cessful implemertatiorn are high. The 

progra-,mme is being put into a,'tion,-at this stage where 

the DIHMT is ar swering the question how they will get 

where they wait to go, 
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FAILING TO PLAN IS PLANNING TO FAIL­

Flanrnin.g done by one ir,dividual for himself is quite a 

differeiat affair than plu,,irg within ar, organization 

such as the Ministry of Health. Although the- basic 

processes are the same, there is arn important difference 

in the. relative complexity of the environment in which 

pla rnni gi must take pla,-e. For one thing, irn planning 

for health services, assessing the situation involves 

about the people to be served and the resources required 

or available to carry out health programmes. These data 

are not a).ways readily available. Also, since many 

decision makers are involved, it may be very difficult 

to set common obje'tives to which everyone agrees 

F,aced with a particular health problem, people ir, the 

comn'Unity may want seed money to.start a .cash crop; the 

heal.th worker may think about installing D capped well 

or :onduc.ting an imm.unization, campaign; a loca. 

politician may lobby for buildling a rew health Centro. 

Then, even if common objectives carn be agreed upon, the 

resources needed to take action will always be limited. 

Thus, if actions are rot carried out with jtnmost 

efficiency, the plan is likely to fall short of its 

objectives. Very often management efficien'cy i.s 

defeated because there is conflict about who is really 

inT charge, or workers- are not clear about what'each is, 
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sup c'..cito o p.Peo Ie ffa.l i- .r) e,ed lo , oth orw i e 12.0,0pQr -i_ 

AIso, let us riot forget irterve ir,g variatb1e. just as 

the new ,ertre half tte ex-port lawsnealtl,is 'omp.eted, 

ma',y charge mok.irrg needed materials uravai lable, or the 

construction1 cortractor 'may go into bankruptcy, or a 

windstorm may destroy the half cotstru,:ted roof. The 

possibil.ities are endless.
 

It is not surprising then, that many managers become 

discour'aged with trying plan beyond personalto the 

level. These maragers come to the conclusion that 

thir kinig ahead and trying to anticipate the fiture is a 

waste of time. A laissez:-faire approa'h is adopted 

where situation such as lack of resources; are accepted 

as the norm, Frustrations and problems taken -,sare 

ifhey come ad at attitude, develops that, "the future 

dil take care of itself". Some manag.ers actually enjoy 

risis, Mar,girg crisis.. . a by seems important arid 

Yhallenging. Rapid fire decision-makirg without having 

-o think ahead, becomes a way of life. This type of 

ianager may take the utmost care with personal planning, 

it will igrnore basic principles of P].ani-,i.g or, the job, 

'he individual m;'-,-ger's failure to plan is a serious 

iatter%,that affects mary people. The district hea).th 

ian-ge riot orly has the responsibility for the 

'peratiors of his or her department. This same manager 

epreserts a critic.l link in the entire healtl-h system. 
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l'hq C-i.triz,-.t M.-ran,'ger provides guidpnce downward into the 

Natiori1 

Health District Health M.n.iger Guidance 

* Deartrment 

Distt-ict Heal.th 

Workers 

department, as well as upw. rd to support overall policy, 

decision, makin'g of the Ministry. Figure illaustrates 

these rl.lAtiorshi p ., Even when MrTJgers t.ke their 

dep. trtmrn t.al plrtnring.J responsibiliti es suriou . ,, m.Dr,' 

still do rot have a commitment to participate iT1 ­

systematic_ planning of their iffairs. 

Thus, some of the other reasons why managers fail to 

.articii.te in orrganizatior,al plarring reed to be 

evaluated carefully and corrected to the evtent 

pos
 

Onrg the most importabt of the reasons for poo, 

district participation in the Miristry's planning 

processes, the fo.lowina May be summari:<ed. 
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" r' lt- S TI "E TO CHmaIE 

A man riger' s ir,,eritive to participate ir, long -arge 

p.lrrirng will be cl.osely linked to his sense of 

authority to implement those plans. It is reasonable to 

expect that as the focus of planrning shifts to the 

district level, the authority for distric.t level 

marniagemciit dec,_isions - making will also Chanrgle 

comp,.a r :i vly We should keep ir, mind however, that 

lec,-tr~-aliz.ior, is riot an either of degree 

Organizi.tions ,carn range from very centr.:alized to very 

de,.eri t ral i ::d- How much decertralization is gciori f or aT 

organization, and how rapidly should these charges be 

implemented? 

?But even wh-er shifts Jn authority are Officially 

mandated; the human element must be corisidered, It is a 

fact of life that in most dynamic organizations, 

authority is not easily given up; it must be earned, 

One powerful tool available to the district marnager ii 

darning his authority, is to establish his knowledge and 

con',marnd of his operational unit by. Coming up with his or 

he, programme, recommending it, pressing for it, ard 

- being able to defend it. In other words, by effectively 

particip.ti rig in the orgar izationa-l planning process. 

http:particip.ti


.. MO)ULE ii UNIT 3 

lJ.S T!IL (~ C!.[.' (. .[L ._: I V 1_ H[ ''jI 1 _ FI.if .. 

Ther, ae to.ST di f f-ervt types of p]..qns in most 

orgarniza:atiorns, Strategic plans pro'ide a long-range 

directiorn for the total organ ization and are the 

reslporsibility of top managemert. The 1900 publication, 

"Strategies for health"; the Miristry's 5-Year 

Development Plan 1984-88 and the 1982 document "Distri,:t 

Foc.,. f6r Rjrl-. Development", are examp.O; of strat6e'i c 

plans, Operating plars, based on the strategi,_- plan, 

.)re thor developed wi thin the oraT izatiri Operatir.ng 

pl ris ,'cover a shorter period (one year or ]ess) and 

provide monre specific gu dide.ines for aticr,, It should 

be obvious thlere-fore, that the ability of a distri,_t 

mz-ar- gvr to de'e lop a meanirg.ful. operatiora. plai will be 

ha,:diC,pped witl-,out taking the initiative to fully 

ursderstartd the {orward strategies of the govern ment and 

the Ministry, This initiative could, in fa,t, be 

described as a prof essioval responsibi]. ity of the 

Distri,:t M.'-nuger. 

LAC( OF TOP INNAlEhE'.TUTEREST AND SUPPOR:T 

Top mariaers ofter,.warnt to make de,_isions and guide 

plar r,irg, but simply do riot have the time, knowledg", or 

assistance from their subordinates to do so. There is 

Something to encoragirg ;in "Upward Push" i, that it 

becomes very difficult to ignore information when,, it 

comes in a Continuous. -orderlVy TIn,. uni- oniCZ 

http:Operatir.ng


M
MVUULL II UNIT 3
 

Fppo 'tilr,1.-t' o puh for recognitionr .;p-d rai:ndOrIi',r. ss i.\e 

coniplet-eyi lost if district mar,- gers choose not to
 

commun i. One
Ote oversight percipitate the other and 

creates a vicious cycle where notl-irg happens, In the 

firal anal',.,/sis, this is tragic for the orga, i:ation as a 

whole, If we don't have a good idea of where we are 

goirg and how ve wi.l, get there, our cha',ce of getting 

somewheI-e is slim. 

When ,:oniside ri ri.j the position of top managemenit as
 

opposed to that of the district manager, the latter is
 

far more .ikey. to ha'e the first hard kni lvrle of
 

where things shou]d be going and 
 how to get there.
 

There is probably no way that a district health 
manager 

cri prove to L-.e more valuable to the organizatio1 arid
 

the interest of the health of people, 
 than to enter inito 

cooper-ative partnership with top management by entirely 

partici.at. rig it organiz.ation.al plarir g. Let* your 

thoughts and need be known. 

LACK OF TOP MANArEHENT RESPONSE TO EXPRE,.E-D NEEDS 

Closely related to general lack of planning interest on
 

the part of top management, is the more 
 serious problem 

'of district recurrent budget requirements tiot being met. 

It is discouraging to work out detailed plans of action 

and the tedious task of estimating the recurrent cost of 

http:organiz.ation.al
http:partici.at
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carr-i' il Out 0,.1g'2 only fi nd arn,ualfJ|.VOr" , to .tha)t 

a. 1 :ajt .oF rn e r a[.pe r to be adeq'Jate, so.me items ae 

over, ol hers uJlder b.d.eted, the re-nors whyq , ertair 

decisions w; €ere mad.e is ,ot clear, ard it be'omes almost 

a full time job to get allocation adjustments 

uthor i.zed. There are again many reasons why this' 

situ.-ation occurs :)rid has evenl seemed to worsen over 

t i me 

The Ministry as a whole, operates with many e:.xternal 

constrains imposed by the regulation of public finan=ces, 

and the giuide.in es of the ministries of Fin ance arid 

Flarin and Nationial Development. Marty internal 

pi.at .'.:es of the ministry have evol.ved as the most 

rational way of responding to these various requirements 

as well. as maintaining a t asic fiscal managerment system. 

However, the most serious and considering reason, why 

cei-tain app'.roa'hes have evolved, is that headquarters 

budg.et:ing is ,currertly c-arried out in1 almost toal 

absece of app.ropriate input from the district level. 

Many districts have falled into the practice of not 

submittring the variojs budget proposals; others do riot 

submit proposals in a time.y enough fashion for them to 

be properly reviewed, Still other proposals lack, the 

, 'larity and type of justifications that would allow the 

requests to be deferided. Agair, a vicious cycle is 

created whereby top management is conistrained to use its 

http:giuide.in
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own Ob-st jjd'J;'merts, distr.ic:t input, thus I.e,:om,-,s tag, 

further di,,'uri 1rgirg distri,-t planring and budgetiy',g 

ef Forts, 

1hiJ.e rnry char qes throughout the system bill . to beneed 


made to remedy this sit-uatior, the district marager
 

r ema iv,-, 
 the key. Urtil such time as adequate district 

budget submission begin to appear at headqu.=rttrs On
 

time, there 
wi.. be 1o st;irtirg point ard little impetus 

for chage, 

FIASi IObflFRD F,.EFTITOUN OF" C['tI~tLA IZLD fJI.II.]Ty 

Irspite of mandates for de:ent-ralizatior, m;r,y aspectz 

of the system continue to operate ;Jlong the lines of 

cerat-a). iLzed authority. This cre-ates a creroibility gap 

between the official guidelines anrd the pr.ti_ce. Some
 

mano.gers therefore 
conclude that there is little point
 

in seeking to ,.orrect the system. We/they 
 thinkin',g
 

takes over, ard worse, 
 ever, when 'lear- authority at the
 

district 
 level,can easily be exercised, it often does 

not b2,'ause there i-s disbelief that the power really 

exists. The i;viarcer who does not feel himself to be in, 

,h-rge; has no reason to put forth the effort to plan onT 
behalf of the organization. This is a parado:., because 

it is precisely the act of routine particip;ation in 

organiizatioTIs plarning which will, in the long run, 
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slertc. to ,.).e porcept iors about the mcige of authorl i-y 

rnow vested at the district level 

L.A(i( OF (C'L.EAF, [ IDL I NF5 'FOR DIT-Z:TCT LfANNI JN PND 

P,.JDf;lT I Ne .
 

It is recogtniz.ed anid ackrowledged that district managers 

have, in the past, beern enc-ourag.ed to participate in ar, 

area fc)f formaria'.jment which they are rot totally 

PrePared, It is intended that carefully designed 

traiinrg progammes ald guidelines will go a long wa-' 

toward r,-ti-fyi rig this situation. Howevc-r, effort and 

Commi5.tment on the part of distri'2t mana l r will be 

critical 

T,IMF CONS'TF<RU)jUTS 

Good plarrir,ng anid budgeting are time consming and 

generally difficjlt t-asks to accomplish, but become 

easier with pra'ti'e. c a"e{rul cosideratior, must be 

giver to the district teams 'or-mitmernt to jlariing among 

other workinig priorities; to spreading of F.larinirg 

responsibilities fairly among team membe-s, arid; to 

leadership and co-ordination to ensure 
that ,:lanrai'ing
 

e.ercise are streamlined. 

_KAl_OF TECHN):CAL K -OW 

-ifetimes of study arid practf-ce, arid volumes upon 

http:enc-ourag.ed
http:recogtniz.ed
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volunes of .,utho'ilat1ive w'itirng [a.ve been ,era: ed to 

the ,ubje't of pla ',ingc. Ina todaj'' s" orld, no, m;.Tager 

worth-his morthly salary would wish to be heard denying 

the impor;tancu of good planning , since it i; the most 

basic_ of all nagement functiorns However, developing 

the techrnic.'.al skills necessary to p.lan effe'tively, is a 

*differert matter altogether. 

First of all, riany medlical profes..onals whe-, they chase 

their career fields ard begat, their formal preparation, 

never had in r, i ,.,nd that they -would some day a.so be 

managers, F.e'omirg a manager requires a change in 

orientationa the deve.opmeutt of marageri]i. .aint of view, 

aid acquiring rnew ?kills. -Commitmert to leant new 

skills must be there. The major functions of maragig, 

o-ganizing, staffing, leadiAg and con-trolling need to be 

inle.enate-, 

Secondly, the sciertific methods of lo, g--raa go plarniT,1g 

as applied to complex organizatiorns such as a health 

care system, are extensive. However, the or'ly way a 

manager- can, become comfortable with plarnning exercises 

is to take the time ard patiece to learn the princip.es 

and tech-aniques thoroughly. The efficient plaranner soon 

realizes the side benefits of this effort: plannirg 

begins to work for the planner; management becomes 

easier,
 

http:princip.es
http:techrnic.'.al
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Fin,ally, ever when commitmert and effort: are p.reser, 

some marn acer.$.; still. have difficulty it ma.kirg planning 

One major area of difficulty ismethods m.de sense. 


ac..quiring n .. in{ormatio. Faulty p..a ingl
ecessary 

or
Usual-ly st.-rts when information is absent, 

or stored rn recor-ds that are too eraposingfraImented, 


to yi?st, on requires extenisive time and effort to
 

,-]].e,'.t, From th'at poi n't {orward, our would-be planier 

the true nature of theis h.andiap.l:.ec in understarnding 

tt o be addrE!ssed. Ma.kl'ing rationa a.nd ,).e.rr:a L%, e m 

recoglniize when
st;j:ements bout where to go, and 	 hoW to 

L-',eT more ,conifusinig.you' ve re;ached (or tnie) , becomes; 

seems to be in decidirng andBut the major ,h-allenge 

describing how. 

http:h.andiap.l:.ec


Figure 2 -
 DIFFERENT TYPES OF ORGANIZATIONAL PLANNING
 

TYPE LEVELS SCOPE 

STRATEGIC 
PLANNING 
(many senior 

National Policy issues 
(Examples: alt-
ernative financ-

policy-makers 
involved) 

ing; district 
focus. 

PROGRAMME 
 National Concentrates on 
PLANNING (singular a particular

(selected Programmes) proDlem
Programme plan-
 (Examples:Kenya 

ners and 
 expanded immun-

and developers 
 ization programme;

involved) 
 Community based 


lealth Care) 


District 
 District Consider all 

Managers and (Integrated national progra-

other district Programmes) rmnes based on 

consultants 
 specific health 

involved) 
 needs of popu-


lation in this 


TIME-FRAME 


Long-term 

5-10 years 


Long-term, 


usually 5f 

years or 

or more 


Long term, 

usually 5 

years or more 


12THODS
 

- Requires aggregated
 
natiopal data
 

- Relies heavily on opinions
 
and issues.
 

- Take the form of pub3lished
 
papers and public

statements by senior
 
officials.
 

- Requires aggregated 

National data on problem 
area. 

- requires formulating an 
action plan and funding.
 
Take the form of authorized
 
activitiy with resources
 
madeimplementation.available for
 

- Requires district health 
statistics. 

- Requires appropriate 
organizational structure 
manpower and material 
-resources inter-ministerial 
and interdisciplinary 
coordination, community
 
s upI r. 

- Take the form of reputive 
general description routine 
work to be done, goals, 

objectives, targets and 
documentation to be 
gathered 



IMPLEMENTATION 

PLANNING 

(District mana-

gers dnd other 

consultants 

involved; 


Hospital secre-

taries have 

major responsibi-

ties) 


PROJECT 

PLANNING 

(Applicable 

District 

Health Manager 

and staff) 


Dlstrict 


District 


Consider all 

intearated 

district prog-

ramrees and 

Clinical servi-

ces 


Selects sub-

sets of an impl-

ementation plan 

and concentrates 

on a discrete 

problem and set 

of adjectives. 


6- 12 months 


.:ayb - long 

term, but 

is planned 

in blocks of
 
6-12 months
 
with speci­
fled expected
 
results at
 
each interim
 
point.
 

Requires complete inventory
 
of district resources'and
 
constraints
 
Focuses on scheduling activi­
ties, manpowe'r and material 
resources and budgets 
Takes the form of specific
activit schedules, Job descr
 
ption'and schedules, document
 
etion of level of effeprt and
 
resources to be used.
 

Similar to inplementation
 
planning, but usually more
 
detailed.
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DISTRICT INFORMATION NEEDED FOR PLANNING 

I N IROFAJcIT 1ON 

The n aeiuet,-_, inclujes three interrelated phases: 

Planrirg, Implemntatior, and Evaluatior,. The PLANNING 

phase, is mainly 'oncerned with: 

- Understandiig arid de{inirg problems aijid needs 

(Frrn'I 1ati, g Perspectives) 

- Determining Health Service Priorities - Setting 

goals, objectives aid targets (Miakirg 

decisiors/preparirig for action) 

- Assessirg Re solj,':es (Making deis ioris/.,reFparirg
 

for action)
 

5C -,erjd,].ir, g (M,1,in deci.si iors/preparirig for action,)
 

The pro-esses involved, and Ihe types of information 

required for these planning tasks are further discussed 

below, 

UNDERSTANDING AND DEFINING PROBLEMS/NEEDS 

In a complex, orgarnization such as the Ministry of 

Health, two levels of planning will be found: 

strategic policies: these are defined at the 

Natio, al le.vel and provide a general roIiiy 

guideline for assessing problems and needs within 

the district;
 

Operatiorijl plans: These are developed by 

32 
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l (cii,' i r mak;.ers tak.il,/I ir .lc)..:o;,zi.. .r:. 

the Mir i trv' irat ,ii ,_ Fol;._ie-, p L-.,i fi. 

Coridi.ti oii . , , .. if, nr.,-. :- G;,' r 1 . - , ,'n "'." withi 

.I L ,v' t" *.:. 1- thaI distri..t pl-.T,r ,e s be. Ti.1 

f;jrni].iir both wilt Str-teiic F'o].icies and the district 

hea Ith pro iI-e, It, bothI j. t:nri(_e; ;. gaad .7nmcInt Of t h 

req ui red i riform; itior, is avai I.-.1. e , but ii -. t-rtin g o.t 

0 V a1 r,r, :':-.s e: n,e of iniformalior will. 

, , ... : fr' 'S-, t' e.r" i- P i ot ,- . .... ..... 

;ii.v,i t *y/ of1 Hr. - 1•t'l, £,1; r t r .,- y." * .c . 

The po'. r;lmh,-cy; of the Miistry of Health are organized 

Irto u-irit major areas of which six are relevant at tIi-e 

riistrit level 

I,, Preventive anid Promotive Health .ervices 

II , Rural Health Services 

III, curative He;jlth Servies 

*IV, Mar, _%.er Trainring and Developaer, t 

V. Admi1,istr3Atior, ;arid PJ.arTing 

VI. Medical Supplies Services 

L'ased orn the Ministry of Health Development Plan 1984­

1988, decisior,-making at. the district level revolve 

nround issues suc-, as estab].ishil-n priorities among the 

3-7
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P'.or' 	 r ;51.].,:)..)rIII Q _irT( C ' i-'Z ;' .I'll i'o i the.1- ; 	 i. t]':.' 
0 

iflpler,Qrto-t ior, of p ­ mies. Sound decisions caraiot be 

Made w-ithou-t good iraformatiorn. But the type of 

irfor-mna.io.,l required for decisior,-makirg ir, e;ct-h 

p-1o-09 rlo -i'ea va ries. A gerneral overview of the types 

of irTforn-0-tior, useful for each of the si,. programme 

areas is preserted b,elow, 

I. PrevQntive ard Promotive Health Seurvices 

There are 	 two. major objc'tives of the pro-gramme: 

1. 	To reduce mo--lity -[,d morbidity by 

ir,-reasil-, , aid UCCOsSibility "tocove-ZIge 

hLlh 	e car eo 

2. 	 To reduce fertility by ercouragiig a sma].l 

size fanmily norm. 

These objectives are to be acomplished through 

si:.,, sub-pronrjammnes. 

A. 	 Co -trol of Comnii'.--jble Diseases: 

This sub-pr.-ramme is concerned with 

surveil.lai,ce of icablecommur diseases and the 

contr-ol of vector-borne diseases. 

The type of information needed for .e'isior­

makirig is morbidity and mortality data on the 

Cdiseases int questior. For controll;a&ble 

34 
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disLeases, the ircidrrr of cseg should 

de,,rese o'vr time. Out-breaks of 

"commur]i-ca[.le diso-uses are idertified by shar-p 

inre 'e;Jses in, the rumber of cases. Epidem i cs 
need identifiedto be arid ,corit.ired quick].y. 

ThJs periodi, accurate and time.y data Or 

mortality and morbidity aire needed by 

de- i sion-mna -e-s, 

B.. .. Envirorni.enrtal Health:
 

"Eri ror,,)(nital hea:lth 
acztivitUes are C,-on,_ rned 

with assuring adeq,.ate water, wa;te disposal, 

food itnspectiorn ard ruralj housirri. 

Irform.tion reqjired for assessing
 

ernvironmental 
 health will include surveys 

detailing ex-isting facilities (e.g, number of 
existinrg pit latrines) arid whether they are 

adequ.ate for the populatiorn they jre intended 

tC) serve. 

~,~ Maternlj Child Health ard F.Emily PlnuruiTi,: 

This sub-prog-amme a-ims at dec.'.reasing
 

nortality arid 
 morbidity among mothers arid 

children under 5 and at reducing fertility
 

;Jamo g women.
 

http:commur]i-ca[.le
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These 	 :ainis are to be pu-saued by: 

I. .	 In-service trainirng for health workers 

2. 	 Fublic education or, population issues 

3. 	 Research rid ev,1J:1tion 

4. 	 Improving the distribution of 

cortra,_ept ires 

fanlily gaCCeptor-s5. 	 Ir,,_reasifig P-a,3irr-

the F)ber 


Service Del ivery Points
 

6. 	 ExtediTig n1., ard cap.a Li1ities of 

A va iriety of informatiorn is required to­

health decisior-m~akers plat, activities for 

HCH/FP, A Corsidoration of the above list 

shows th;at irf tormatior, is reqUired on: 

I. 	 E.isting personne. and their training in 

the area of KCH/FF'. 

2. 	 Attitude of district residents towards 

fa mi ].y pl a--1 i n. 

3. 	 Data or, utilization Of MCH/FF' services 

within the district. 

4., 	 Data on distribution channels for 

contra'eptives. 

5. 	 Data on location, services and 

per formance of the Service Delivery 

Points in the district. 
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• D. Ieal]tl"-, Education: 

The ob.jerctive of health educatior, is to 

ir,,'rease public awaireress aid pi.-,ctice 

pr'eveiative health nmeasui-es. He,ze, 

activities v-.e dir-ected towai-ds cont-ol of 

,c'ommu.nicable diseasbs, erivii-onnmerital health, 

MCH/FP and nJtr-ition,. Health educatior, Will 

J.iC,,'e si.nly be inti-oduced zit the commu rit 

level and in schools. 

r',{ol-maitior, needed L.y decision-.-m ke-s wi)l 

include data on, health- educatiorn t-ainei-s in 

the district, i,-'e-,i,-e ,our-ses and public 

health t-ar irin, atap-tiul-rythe 

community level.. 

E. Nuti-ition: 

Nut-ition activities include edJcation to 

pr'evert malnJtI-itior, aid identifiCDjtior .n--d 

tv-eatment of ma.riou-ished childr-en, 

Irifoi-matio, should ir'lude community 

diarjnoses on faMily incomes, food acquisition 

and consumption pattei-rs arid activities, of 

othe- ministi-ies such as Agricultui-e and 

Cultu -e and Social Ser-vices, whe-e 

iriteminristemial coo-dirnation is indicated, 
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Educatiornal activities should also be
 

monitored.
 

F. H.,tioral Public Health Laboratories-

Government laboratories provide diagrostic 

{acilipies for preventive and curative 

medicirne. They are found at the national 

lovel . As part of the current Development 

Plan, laboratories are having e-xparded at 

disCri ct hospitals. 

Informatiorn is required to ascertain what 

laboratory services are presently available 

ar:d what services need to be added or 

expar,ded,
 

I.* 	Rra_. Health Servi,-es 

This programcme is concerned with improving, up­

grading and Consolidating e:.xisting health 

facilities, that is, health centres ard
 

dispensaries, I, addition, community 
 based health 

care activities are now being nieveloped i,
 

increasing numbers throughout - the country.
 

Decision-makers will need inform-atiorn to help them 

determine which facilities to expand, repair, up­

38. 
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or de or corstruct. Requiired ir frmatior, i ri Cl 1.:Jd 

a list of the facilities ir, the district, the 

services they offer, the rumber of :1lierit vis its, 

popul atior, servOd arId thc average Clier,t dist-DrIce 

from the facility. A map of the district showing 

fa,-i) it,,, area covered and populatiorn density 

would be useful, Costs of repair, upg'rading and 

,=orstructior, should also be Cosidered by 

decisior,-makers. An assessmernt of N'0 and the 

private sector- health activities is needed alor,q 

wi th Ini inventory of existing activities and some 

C0eTier;j). assesisnert of p.otentials for di',g o­

operation, 'oramrtity health committees, etc 

within the district. 

I .Curati :. V erviLce 

Curative ser'viC-es C°_ar take place at every level 

fron the commurity to Kenyatta National Hospital. 

Wh'ere possible, curative services should be .Iiveri 

at the lowest level possiblQ. Where neessary, 

r-eferrals cvn be giver, to higher level facilities. 

In the district, the district hospital serves as'a 

referral point for lower level facilities, Duringv 

the current development plan, out-pati ent services 

at district hospitals were to be impr-ove'd, and 
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lore qu.] i.f ied staf f were to be dep Loyed to rrai 

healt r -I1-I 

Irformutior, needed for decision-ma1ki-g includes 

lists of the facilities in, the district, services 

offered, number of beds, populati on 'overed, 

number -rid types of cases, staff arid number arid 

types of referrals at each facility. Decision­

makers car, use this informat"on to determine 

whether curative services are beirg 	m-de vavai.-b,. 

to a].l citizers, which facilities are uniderstaffoe 
arid whether cases are being hlr,dld at approp.riat 

].eveuls 

IV, 	 Marpctr Trairinr .r,d Deve].opuer, t 

Ir, most districts, there is a shortage of 

personnhel both in terms of qjartity arid quality. 

To alleviate these problems, increasingly more 

qualified personnel should be posted to rural 

facilities (health centres and dispensaries), and 

contiriing educationiin-servi,_e training of health 

workers shall be emphasized. 

District m-.nagers need informationi on the riuJnLter, 

type arid training of health workers at the 

facility. These figures shoulJ be compared 

against staffjrg norms to determine which 
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{.;,_j 1]t1ies ajre ,.J Ader--sjtaiffed, _ I~jrl .- r jn 

edul atio v Should e given i1 pri .)'?. -"t di _'ip]. ir-: 

(e.g. Family Plannirnrg) to staf f who h.-ave not
 

received in-service training recent].y
 

Ar~miT'n~st '~z'.o0 ind PI.-Annir. 

The 1904-1986 Deve]opment Plan acknowled~ges that, 

"W th the in'reasinrg complexities of administerin,.g 

a grow.ring health delivery s'stem, mariaqement 

coverage is generally inadequate. Ef-eftive 

p larqing, implementatior and evaluation has beer 

hampered by an, insufficiont flow of I.Tnformation 

a',Id ,compmunIi cation between variou"; sclet-ins of the 

Ministry. 

To improve rangcmert, the Ministry h.js instituted 

workshops orn management for district level 

m.nager..rs. The Iealth I mformation SnsteOm hIs been 

deceritrai.-Jed and bro-:dened to cover management 

rea. ;ted in{ormation. 

Decisior,-makers at the district level need to know 

which of theil- mangement staff ha-Ve not attenrded 

managerient workshcps so that they may be ini luded 

Decision,-maLers should be aware of whaut health 

i.nformation is Currently available, and what steps 

http:m.nager..rs
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.,eed to '.e taker, wi thi r the d ,t r ic t to imp rove 

the av ai labi lity and use of heaIth irformatior,. 

Each distri't marnager should have a written annual 

plar of work, budget and schedule of activities, 

Irtfo--tio' shou.ld then b.e collected on a regular 

basis to determine if goals, objectives ard 

tarqets are being mct. 

VI. Medica) Supplies Services 

Trar;sport, equipm.ert and supplies are recesira-y to 

support all health progr.ammes. Frequently, 

vehicles and eq,.tipmrct l re irnoper'abl.e dui to la ck 

of mairte, c? repair. Frequently, alsor,, and 

supplies ;o.- inr, dequtu due to shortage of funds or­

cumbersome procurement procedures. The supplies 

probl.em is particul-;rly acute in the area of 

drugs, and the Ministry is devoting special 

itter,tion to this area, 

Decision-makers need summ ry information based or, 

records of existing transport and equipmient. The 

records should monitor the locatior and state of 

all equipment.- Managers should be able to tihen 

decide which equipment to repair. Supply levels 

should also be monitored throughout the district 

in or-Jer to determine which facilities should 

receive priority.
 

http:probl.em
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Ito,. Distri.t t--i Frofii e 

As back-ground. for a planning ex-ercise, plan'ners should 

also have reason.bly up-to-date information on-the 

followirg: 

Gpographica). Features theof District ­

.0 .S.'._
 

o Ph'ysical chil'aracteristics 

o Infr.-structure 

o Raifil1l 

Demographic Data ­

o Populiation size 

o Population density 

o F'o-.ulation, distribution - by age ano sex 

o Fertility/ortality 

Socio/Economic Description -

o Employment 

o Nature of economy 

o Source of income
 

.o Literacy rate
 

o School enrollment 

o Socio/cu.tural factors 

o Dependency ratio 
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Epidemiological Situation­

o Nutrition status 

o In{ant mortality rate 

o Under .five mortality rate 

o 	 Li:{e e:'pectavicy
 

, Materral mortality rate
 

o Crude mortality -to 

o Mort:.iity causes by top 10 diseases 

o Mor:bi.ditv c;juses by top 10 diseases 

o Disability in the produztive age group 

-	 % dis.bled 

% lost days due to morbifdity 

0 1IR)m,. i,iZ-a t ioans 
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DETERMINING HEPLTH SERVICE PRIORITIES 

Setting Goals, Objectives and Ta-gets 

Setting of clearly stated goals. objectives and targets 

serve two inportarnt purposes: (1) They provide a "road­

map" for what is to be done, and ; (2) They establish a 

basis for me;suirng whether the work is being completed 

(moritoring), and if enrd-esults have been achieved 

(evaluatirng), Hoever, setting :l.early stated goals, 

objectives arid targets are t-ypica.ly one of the most 

diffi'ult are1as for planner"s, ard an area that is 

frequetly not treated adequatel•y in the p.anning 

process, One- reason, for this difficulty is- that setting 

goal/obLjective requires independent DECISIONS on the 

part of the p.,laini'ner. Refe.er.ce to strate,_c policies, 

help; unrderstandirig the district health pi-ofile helps. 

But goals, objectives ;jnd targets must be cr2-eated by the 

planr,r, Decisior-making is a skill that relys heavily 

or, persoral judgenerts (supported by ore's owrn authority 

to decide, and by havirn:g good understanding of the 

situation) . But- in ger, rjl, the decisior-maker is more 

or less "on his owr". The exercise •in Unit 3 of this 

ManUal stresses -point. 

Frequertly also there are ,onrIusiorns about what is a 

"goal statement"; what is the difference between an 

http:Refe.er.ce
http:t-ypica.ly
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"ob,ke,_tive" arid a "target". etc., These ;:re a-l]. 

leg.timte questioris for ;j planrer who is siric'erely 

trying -to ,Jrderstarid the decision-making pro'Cess arid how 

best to du,s, riLbe these decisions. But care needs to be 

takei r,ot to spend too muc:h time ort technical 

definit.ions , The major corcern is the decision-making 

tasks itself, How the decision is stated is at, 

important but secondary concerr,. Ho.ever, for tl-e 

purpose of further clarifi'ation, let us say that, a 

"goal" is a broad statement of intenit. It refers to the
 

probler to be addressed and describes how the situation 

should have im[.:.roved at some point in the future. A 

"gjoal" shou 2.d be stateable._irt.one-,omp).e:--,erten. 

district .oCrJ-r.,ge plan or the plar, for a specific 

project may Contain as many as four - six major goals. 

Each goal then, must be furtheq- broker, down into 

"objectives". Objectives describe how and how much, and 

with whom thinrgs are to be dore. Objectives should 

specify a time-frame. 'The critical questioal to ask in 

settiri , is or, my statement of theobjectives "Based 

ob.iective will I be able to tell when I ha'i'e reached it? 

One goal may require as marty as five objectives to fu.Iy 

describe the "how" strategy. 

Achievement of each objective srouli (tteoreticajJy) 

result in achievement of the goal. 
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Targets are simply a further detail or foi,o0te to 

object'ives. Tar"gjets should be very specific- .as to 

numbers and time, If it is rnee.s;ry to further clarifv 

ar objective by listing "targets", this should be done
 

immediately following the "objective" statemerit. 

However, if another reader [had'di fficultv in 

underst -br,dir,g the relationship between the targets 

l.isted ard the o..jectives, it is likely that the 

objective statemenit is not sufficiently clear or 

complete, 

Every P.art should have a se,-tiorn entitled, "Gols a d 

ObLJectives", For the sake-of-c'l.i'rtty,tl',-i. su'c-tir,-­

should fo] Iow a er ta irn format. 

£XfliPLE : 

DISTRICT GOAiLS AND OBJECTIVES FOR 1987/88 

A. "To improve_. ...----------------------------

V., "To ircrease ------------ -------­

(2, "To reduce ---------------------------------­

hi,_2t i yes 

A, (Goals Repeated) 

\1. "Cod.c-t --------------------­

2. "Develop 

3. "Urdertake---------------------------­

4. "Establ ish- ---------------------­



MODULE II UNIT 5
 

E.. * ('o,:i]. Rec' Led) 

1. "Coordinaate -- -------------­

2 . O r g a i -.e . .. .. . ..... .. . .. .... .-..-"-


.Although, deisior,-mki-irg related to settirng goals, 

objectives /targets, is diffi'ult, aralysis of 

information and statistics can be hel.pful. Frequertly, 

the o that can be drawn fromoilusions ana).ysirg ,_ertair 

data may point toward a partic'ular strategy or " 

objective. For example, a higih percertage of children 

at riskl" + a hi.gh "travel time to rearest facility" nay 

be re.ated. The decision or objective may then point 

toward improviIg access and ,overar oT*..iqi1-jn~i eatio;',T 

services. This m;ay further suggest either, increasing 

statistic faciilities or ircreasirng the frequency of 

outreach clirnics in Communities. 

These approaches aJ.so have implications ir, terms of
 

staff available, such as the ratio of "populatioT, per
 

nurse". In,crease in personnel, facilities ard services
 

niay all be indicated. However, if "social concern" is
 

also sigrificant.y loW, other strate._ies such Ias more
 

aggresive health educatiorn programmes may be indicated.
 

The planner must look at factors and statistics
 

seParatell. Is the statistics within acceptable range,
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or is 	 it undesirably too higlh or too. low? The plarier 

mjst" also look ;at various factors to(1.4her. Hw does 

oTe f,ctor affec:t another? These {actors which have iie 

greates3t r,-,Lg.ative .. a,-t or, other CorditioTns should be 

carefully corsider-ed as a focus of intervertiort. 

The followivr are some of the statistical factors that 

cai assist in, form'ulatirng goals, objectives rtd twaI-g.eots. 

[:,i der 0o~ 'i l. Fa,-!tors 

o 	 i rrirI t nortal.ity 

o 	 ellild mortality 

o 	 maternial mortality 

o 	 case f;talitaty 

o 	 specific Jiseasve mor..-ity 

o 	 morbidity of commor, ,_ommur,icable diseases 

o 	 worl baselteeism and disability among certair,_ 

populaition groups e.g. school children 

Te':hr,i,.. I Fa.'tor's 

o 	 effectiveness of available techviolo'y in solving 

the problem 

Publi,_ aT',d So,_i-31 Corcerr, Fator-s 

o 	 degree of social concerni abo.t health problems 

o 	 fertility patterns 
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Ecornomi,- Fa_'toi' 

o agri2cJ1 tJra] production
 

o -ural and conmunity developmeit
 

o trade 

o touri sm 

o sc'hool attertdar,,_e patterns 

CoveraaF; Factours
 

Availab il1ity :­

o p-opu. tion poir health centre 

o popu.'ation per dispensary 

o popua].tion per doctol. 

b populatiorn p6r nurse 

ARCessibility:­

0 per':eitafge of population using existing facilities 

o distance from rie-m'est facility 

o travel time to nealrest facility 

o transport cost to nearest facility 

o traditional barriers to utilization of services 

Utilization, (Ac,-tual) Coverage). 

o proportion children immurizedof per facility 

o proportion of mothers receivirng ANC per facility 

o proportion, of pregn rant mothers delivered by 

trained personnel 
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o prC-port!ian of population usin'r e:.,isti ng services 

b:y Sex,-t age, 

-o OlJC -Iee of I'ossii].i-tv nf Water arid sanTitatioT' 

fac i].ities 

o Z of cld].rlen at risk (u1"imrmluJ. ::ed) 

0 % of pym)..ctio, usirg latr ines 

o 	 ].eve]. of treatmernt ornAmon 'Jiseases 

0 availabi].Jity ad provision ofr essei~tial drugs. 



UNIT 6MODULE II 

ASSESSING RESOURCES
 

e,.,ercises toF'lanners sometimes undertake ambitious 

determinre resources and constraints but seldom attempt 

-to cor,rect this type of information with goals; 

objectivc s/targets or implementation strategies, 

toi .os terd. to be viewed as arD advisementRos1rc. inor, 


it is erroneously
to headq,.irters, In, this case, 


assum,ed that high decision-makers will analyze these
 

short-falls
data arid sympatlhetically respond to district 


when ma in.rig ;.location, Resour:e inventories tend to
 

become ;r, vxercise in documenting d.ficits,
 

Itus, planr,rs frequent.y take e-xhaustive steps to 

gather an..I show this information in their p.ars, but 

never really use the information themselves in any 

meatijingfJl way! Consequently, actual assets tenrd to be 

overloaded, Sometimes goa].s -and objectives can be 

strengthened by forming ideas of creative ways of 

utilizing existing resources. For example, a DDO who is 

very keen on family planning may be a real asset in 

public information campaigns. Planned activities may 

include speci{ic activities that involve him. On the 

other hand, when real constraints or short-falls do 

e'.:ist, the .laner must pay close attention to these 
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r. J0tatLions whlen setting oL.actlv(.tSl t; . It ar oi 

be -.1sslimed that ai1 needed resources will be
 

forthcomirng.
 

-rAnother m_jor pr'oblem is that district budgeting
 

officers frequently prepare 
 b.udget and proposal.s witholl­
zlciequ ate i npt. frr, technical ma agers. Frcept i ons of 
budgetary neod; a'e often based on past experditure
 

aN-ttern (W.ith al.].oaes for ir,{flati or) 
 ,but do not 

nT,c ssa r l y r u fle,ct the overall. selvice objectives the 

na vinagentrit te;m hDs j- mirid for the Coming" year . 

District draft estimates proposals typicall..y Center
 

aro'-i'd f a iii: 
 ty requi.r ement,- ;jlid dr no 'e adequa)te 

atteition to such areas as preventive/pronotive
 

tvategies. 
 For the a.bove reaso-s, all manager- should
 
have some information 
 about resources avail abl? or 
raeerdd withinI, the district. In sunm-ary, the pur-pose for 

arinalyzing resources should be to: 

1. Ad'.I .It go.ls, objetives/t)ge to r-eality 

2. Provide input ir, the s':heduling of activities 

(P-articularlyb,.ldgetirkg) 

The following types of information are irmport;n-t-: 

I. .Avail.:ble 
 Resources
 

Man£.owver--* 

o Manpower int place by category arId faqility 

o Current short--alls by catego'ry and facility 

I*5 
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a Froje,-ted requrmenlrts 

o St;jff support requireniL, tsipro[]..jns 

o in--service training pl arinrd/nec-,eed 

D Superviso-y stru,_-ture and the need for 

s'Ipervisorv co-itact/vi5 iits 

•XN.B, The Hirvistry has receiitly up-dated its 

recommendations on staffing norms, These 

guidelines should be 
obtained front
 

ta..dquarters. 

DEUgs aid ErgJpiaomrnt­

o avai ).;.bilit:y
 

0 distri.butio,
 

o shortfalls 

Tif-r o -1;l 


o. distribution of vehicles per faci.ity overa] 

conditions of vehicles: 

- f.nctiorning
 

- riot functionirng
 

-
 can, it be repaired 

o distibiution of roads ir,the district 

_Health Fa,_i) itijes 

a) Hospitals: 

o numuLer in the district­

o distribution geoQraDhicallv 
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o be,-capacity 

o owr iership, i.e. Goverrment or NGO 

o bed poptulatiorn ritio
 

C hospital pop.,latiol ratio
 

o 	 uti iiz.-jiiorn pattern 

) 	 rI.IrL:ben" plarined d,,ring 1981-80,r. r 

period 

a 	 iiumber codp'I.c,ted 

0 iumnumber riot completed
 

C) reasovs w[hy not ,on.-.].eted
 

b) 	 Iie.alth Cerltres:­

o 	 1inuber iri the district 

o geographic_ disFtributior,
 

( ",umber.of beds
 

o 	 health eritre/popul.tiori, rzjtio 

o 	 uti I.i;tion patterr, 

o 	 r,.Jmbr2' plrIrted during 1984-80 plan', 

per:iod 

o 	 number .:omp]eted 

o 	 rnumber rlot, completed 

o 	 reasorns why riot completed 

Dispensary Type I 

o 	 nUmber ira the district 

o geogra.phic distribution 

O ni~ ru-vL type I nonulation/ratio 

http:umber.of


o 	 utilizatiort p-ttet" ri 

number plarnned durirg 1904-88 plar 

period 

0 

o 	 number completed 

o 	 number not completed 

o 	 reasons why not completed 

d) 	 Dispensa1ry Type II:­

o number in the district
 

a geographic distributioT,
 

o dispensary type II population/r.tion 

.o utilization pattern 

0 	 number ip td duJring 1984-88 plaOnI 

period 

o 	 number completed 

o 	 irur,.ber riot completed 

C reasons why not completed 

e) Nursing/.aterniity Homes: ­

o 	 number in the dis'.-rict 

o 	 geographic distributiont 

o 	 owniership 

o 	 types of services 

f) 	 Mobile Clinics:­

o number of visits 

o number of visits 

rendered 

planned 

not 	implemented 

o 	 reasons for failure 

o 	 types of services rendered by team 
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9).; Traditional Servitzes:. 

o 	 Traditional Birth Attend-nts (TAs) 

o 	 Traditional healers 

2. 	 Intersectoral Coordination 

Mecharism for involving: 

A. Other ministiries 

B. Nor-goverrimental Organizations (NG0s) 

C. Other factors 

3. 	 The:Health Budget 

o allo'ation of development expenditure: 

- amourIt spent on each programme 

o allocation of -eciirrent expenditure: 

- staff
 

- supplies costs (drugs and medicines)
 

- other 

o comp;rison of 'penditures: 

- curative programmes 

- preventive/promotive programmes 
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SCHEDULING
 

Schedulirg is probably one of the least understood arid 

Most negleczted task in planning and yet, the most 

criti,_';I Schedulirng is the end-point of the planning 

phase. It is intended to consolidate .arid bring forward 

alY of the Lqr__e.tioris and de(isiomrs of the planner to 

final corclusior, Scheduling twoinvolves sequential 

but inte-related steps: 

1. 	 Time/Task Projection
 

Defining tasks schedule for
and a--tin-e carrying­

out the work'. 

2. 	 Budgeting 

Defining th- resources needed to carry out the 

Work, 

These two steps ard interrelated in that, accur-te 

budgeting canrct be accomnplished without reference to 

the plan of actior (or tirmle/task projection). In the 

-reverse, once the budget has been calculated and/or
 

allocations naide, the platner may need to go ba,'ck 
anid 

-recorsider how realistic the time/task proje'ctions
 

really are, and make adjustments, if necessary.
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IWithdut proper scheduling, the Implementation phase of a 

cannot move forward 	 efficiently orprogramme 

The details developed during -oschedulingeffectively, 


exercise provide the guidelines or orgarizing and 

directing staff, and monitoring the overall. progress 

beiTig a Without these scheduling tools, efficientre. 


Ma nagement is i mpossib).e. 

One reason why the 	 importan-e of scheduling tends to be 

plani,g is most often being done in,overlooked is that 

an, ort-goiig, operating enviroonment. The p.aneier may be 

tempted to conclude that on,, .c.a general ofo,'.tl ine 

dir-ect ioti is,est.tab)ished (by' jefifi-h J bJ tive " ) 

no further ,Jefi-nition is needed scii-ie "thirgs will.1 more 

6r less h pperi", as they Iiave i n the past Feop).e c:_ome 

s,-:hduled;to clinic; treatmen,	t is p-ovided; b.razas are 

are taken; patients get fed, etc.supervisory visits 

L.ut in reality, there are only two a]ti-erna:tivC2 

approac hes to the provision of services to the public: 

the work, or you let the work zontrol* you.you control 

the work controlMIln;gemet-by-crisj.s involves "letting 

you"; efficient rnan-agew'ef, t demands rational planning, 

ircluding scheduli, 

Arnotber reasor why proper scheduling tends to be avoided 

is that it is rather difficult and technical ir, nature. 
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Sc-,hdu).irig techniques in the so,:i;l services are 

borrowed from business @nd industry, and are not 

riornal]y taught in the basic training of health wtorkers. 

This aS adjurct involving programme maniragemert;JT1 area 

concepts :jrd skills whi,.ch must be learned. High 

teChno. oq)Y, conIstruction arid defene industries have 

probab].y gone furthest in perfectirg these 

projec'tion/,.ontrol methods. These are rot totally 

appl.icable to humn service areas. 

F'ro-Fussiors su'h as. health hich involve many humar 

variables do al allow for strict appli,'atiori ofnot 110s 

"scientific" progr-amme managemeTt approaches,. 1-lowever, 

the gene-al coricepts of systematic pl;nining, (incalude 

,neheduliTrg nmethods), do have a r-ecognized value in huri.ar, 

resource programmes su,_h as health, ard should be 

appreciated, undei-stood ari-d used by health workers arid 

faiager-s, as a means of improving the general quality 

and accuracy of planning. 

Time/Task Projections 

Defining "tasks" is a necessary further step of planning 

following statement of objetives. Each objective in -a 

plan will require 'certain specific Sequential steps or 

events that must be undertaker to ensure that the 

objective is achieved. Understanding the .ctitl tasks 



UNIT 	 7KODULE II 


irtvolved in achievirg art objctive'are extremert 

import ant. 

EXAMPLE:
 

0Coal To reduce childhood diseases by immunization 

of children during their first year 

Ob i.tive Ensure BO% of the total target population 

(estimated 68,600) children have been 

iimrurized during 1986/087. 

I. 	 Create a map of the district showing catchment
 

areas ard gerneral densities of the targeteLd
 

population by facility.
 

2. 	 Got estima:tes from each facility on the total
 

numbers of target population in their catc.hmnirt
 

ares anid rumbers that should be reached (the
 

number th-at will noi: routinely presient at the
 

facility ba5sed ori past atterdance patterns)
 

Verify facility estimates agairist statistical 

trends iT the dis'trict arid set targets for ea_ch 

facility, 

4..-. 	 Advise the of ieer-ir,-charge at each facility of 

the facility's immunization target Tiumber. 

5. 	 Develop a suggested guidelinie {or e.ch facility ir 

terms of an action plan to ahieve the target. 

(more education campaigns, ntersec-.oral 

coordin tior,, mobile clinics, etc.) 
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6.' 	 Ensure that one visit during the year is scheduled 

to every facility in the district by a district 

health offizer. Progress being made orn 

immunizationr coverage. 

7. 	 Mornitor ;nd follow-u nr, nnn --.1v imnitinr.-7-ia d n 

reports. 

8. 	 Prepare an annual report on immunization
 

activities in the.district,
 

A good manager would probably ca.rry out many of those 

tasks as .,a routine part f -the job, I1owever, note that 

when thcr'e is ; specified andi pre-plarned CONCEPT of the 

task, 	 the manaler r w has a way of ensu-irig efficiency 

of 	the ,ork. 

are the tasks, ;)s described, the correct approach? 

-can all of these tasks be accomplished during 

1986/07? When should each be completed? 

-	 what degree of success for each task will be 

aceptable? (targets) 

- is the vaccine supply adequate? 

- ,re staff it facilities adequately trained (to carry 

out the campaign? 

-' wich - acilities nred"c6ser assistaTfce? 

-
 will 	I be able to visit facilities as needed?
 

- how muck staff time will be required to complete 

various tasks? 
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As with. the process of decisior,-making irivolvr,'d irt 

setting goals, objective/tar-gets, defining TASKS is ;also 

an essential ,--eative e.xercise. These types of 

decisions MIust make refer-ence to all general INFORKATION 

(knowledge, fact arid figui-es) developed irt previous 

phase of plarning, but personal judgemernt and 

imagination also come into pl.aiy. Whet, taken ser-iously, 

tiie/task scedulg cat, be -in exciting arid challenging 

exercise for- the paranei-. This is an oppo-turity to 

de.sc- ibe activities and events as yu would )ike to see 

wo-k. 

However-, at this juncture,--thae exercis.o..of Time/Task 

Projection is in'omplete. The time factoi- needed- to 

carr--y out tasks must be addr-. The "(-];ant" chart is the 

most popu).ar scheduling tool it,common use today, NanIed 

afte- its .or,,eptujalii.-e, The Iantt Chai-t is favou-ed 

for- its simplicity and flex.ibility and alsot cont-ibuted 

to developmert Of more Complicated analytical me-lthods of 

scheduling, The Gantt Chart is a matrix,: (1) list tasks 

vertically;. (2) define units of time hoi-izontally (as 

iequired fo- detail), and then, (3) match the two by 

dr awiT-g a ."ba- o- ..i.ne." -to-show -tl-,a time-r-elationshi p to 

the task. 

http:popu).ar
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EXAIWFLE: 

UNITS OF TIME (IN DAYS, WEEKS, MONTHS AS FREFERED) 

MONT1 , MONTH MONTH
 
TASK 1 2 
 3--	 ,,- , - - ,__, __,___ ___,a ___ __,_._ ___ 

IU 2: 3: 4.1 1 2 3 : 4- 1 2 31 4 

1 .I Task No.1 .. 	 .aescribed 
!0 	 - C -ib 

bi i .y
I 

2. 	 Task No.-'3 
a
 

(d e s cri bed,,
Tshk 

(desribe-d i, 


a o No.,. a 	 a, 

In 	 ibat ri bi .art j.efIy a ait fe a ive lb adl 

a I 

Aa ii oe-n a y asolhaetlv	 I I 

a oums Eac eieetnaolm a t ,;nb 

ng ual a Cridelines afe we Ii 

a e0t.,h e es aee.aI e.-,tig ab oigao 	 th alnea da o a t3elme 

Ira l~ta a scheduleChr, mo few iac, berdetile] 	 ill 
for dasi ieprwe, 	 lhuhtepamw 

Aohth toerin-,a- yhour then bed hae twelveowng 

'20Oliisi ac o by weies sat-ng isonh cn be;ys 

fThe ar bdiuntd io fouks (4. soaler olum n" 

foa'hdrysriserfirae a work, althouIf the planreto 

monththoChirtsl sod then be etif shoning te 

being done for each day of .a 30-31 day month, 
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Tasks should be listed more or less irk their 

expezted order of occurence, but this is riot 

absolutely necessary since obviusly, some events 

which start first will continue beyond others 

which start ].ateCr 

Sometimes, when plotting out the timo-frame of a 

certain task, other interim tasks might come to 

mind. Some plar, rs get discouraged at this point 

because they realize they have overlooked 

somet-i g. But in reality, it only mearvs that 

:the exercise is assisting you to see all ' 

Add the item to the chart.possibilities clearly. 


Then, go back and review the objectives and
 

targets. Targgets or even the genera. concept of 

the objective may need to be modified as a result. 

Time/Ta-sk exercises car be tedious! 

The time-frame that you set for completion of 

c-ertain tasks is a persona). judgement based on 

your own professional knowledge. No one has' ary 

more valid opinions that you do, but sometimes ii 

is helpful to talk to colleagues for consensus 

(particul-irly those who must carry out the work) 

As an example: how long will it take to type the 

annual report on immunization activities in the 

district? You may allow 2 days; the typist may 
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estim.ute two weeks, Who is right? Whose nr~i ro 

should prevail for schedu].ing purposes? 

are 	 and on-going and raustSometimes tasks cyclical 

be shown as a bar or line covering a long time­

frame (weeks, months). However, when this type of 

P rer-h;psasse(ssnierit ocurs, -e-cva1L~te the 

it would be more useful to furthev, define the task 

intu 1,.. cr units .of activity, if possible. 

In m.arkirig the r;antt Chart, several st;a3ndard 

symb)].s are widely used and uvjderstocd: 

o 	 solid line denotes a specific 

conc.:entration effo-t 

o. 	 a dotted line . . ... .denotes an effort %4hi,ch 

is prel.mirary, startig-up or on-go iiA, (not 

a high level oF e fort) 

o 	 an X denotes a single critical event such as 

a meetirig. 

The Relation of Time/Task to Dudge,. 

that one to and how, much.-It is 	 obvious what intends do 

it will cost are somehow connected. But it is 

frequently di fficult, in reality, for planners and 

managers to pin-point this connectiort (or do much abouv 

it). 
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The district' s health budget should be a direct 

reflection of the district's plan for the budget period. 

The budget should be thought of as the plan expressed irn 

monetary terms. 

In reality this essential principle is frequently 

overlooked. Budgets account for expenditures by account 

categories, but-are not specific to progr.mme areas arid 

activities such as "health education". 

Allocations never appear to be s-,,chronized with real 

needs. A missing 1ink has to do.with n,ot using the 

Timte/Tas, -'rijecztion in theplan as one point of 

reference in preparing budget proposals, This results 

in budgeting th;at may easily overlooI; essential 

opera-.ng needs, and prese-ntation of budget proposal 

figures which are difficult to justify. 

The problem starts .!her, there is no stated plan or 

Time/Task projection. The problem escalates when 

technical ard budgetary officers the district notin do 

communicate. Budgets are typically mi ade without 

response to actual programme/operational needs as 

perceived by technical officers. The problem solidifies 

when district budget proposals are sent forward to 

headquarters. No programme rationales are included. As 

viewod by headquarters, districts are simply requesting 

http:opera-.ng
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"more 	 arid more 'of the same" yet, when reqJ(sts rea,"h 

Treasury, how car, they be justified? Public demand for 

health services is certainly increasing, but can the 

health sector really justify its escalatirng costs? 

Emphasis on prevenitite/promotive services are intended 

to reduce overa).l costs. Cart the cost effectiveness of 

approich being urdertaiker in tha district be sho'.? How 

efficient are developmert and re,:urrent resources being 

used? Correct answers to these questions are essential 

to effective budgeting and the ability to justi{y budget 

requiremernts,. Technical officers must give input to 

th'ese i =,sue-. 

The question still remains as to the specific 

.echvniques, methods and procedures for corriectinig 

LNar ni1jJ(. arid tuiqetir.9. In order to bettcer understand 

the relationships, let us take a discrete o.,.ar,,p].e. 

Referrinig bac, to the example on page.,, there %,ere 

eight tasks described. Each of these tasks have some' 

obvious cost impl.ications in terms of manpower arid 

ateL-rials needed, The budgetirng officer is probably the 

most q.alified to "cost-out" a task, However, he car be 

greatly assisted by the technical officer: 

(1) 	 First, and above all, the budget officer would 

need to be specifically awar-e that a comprehensivl 

68
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is planned for the districtimnV,riZ3tiOnl Campaigrt 

during the programme ycar. 

'2) The budget officer then needs to under-stand the 

of each of the tasksgerwral scope and purpose 

out the campaign, Onceinvolved in Carrying 

" art also provideurderstood, the budget offi,e 

oradvice and feed-back to the technical offier 

isi from a ,costLi.- a particul ar approa-chhow realis 

In this mannwer, the technical and
point of view. 


offi,-cers become col).aborators,
'budget 

(3) 	 The budget officer also needs to receive a 

Time/task PrOj-ectioT' Of the activity to be 

undertaken, This p-6-'ides tFie- "",ai-"- o­

which to base cost estimates . The Time/Task 

alert the budgeting of f ices to
Projection C:an 

many 	 cost considerations. 

EXAMPLE: 

Task 	 .: Create a district nmDD 

(a) Marpower: One statistical clerk for 7 

work 	 days 

(I.) a laIrge clean district(b) Material.s: 

map 

(2) a 	 copy of CBS census data 

-(3) writing/drawing 

implements 
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Tas" ': [)evp flo, ility Estimates of TzrgSt 

() M;npower: One distr'ict offizer, for 1-2 

days to draft a letter of 

e.-planrtation ont the rocedures 

the {:i)ity shou].d follow itt 

Calculating its 	a ctual target 

.figJure (arid expi irl the whole 

progrankine) 

One clerical off,..er for 1 

day to type a ,d 	 ,uF.itc;te the 

correspo n dence, ready for 

distribution 

one cleric;al, uff.icer of 

district offi-cer for h-{'d;-v 

to organize with H.S. to 

ensure that correspordence i­

delivered (or tii;niled). 

(b) Materials:- stationery supp.ies 

-	 dluplicating supplie. 

- bfa.i 1ivig ,costs 

(c) 	 Other-: hatnd delivered (perhaps 

shared cost of drivers, 

petro), delivering officer 

who m;y be visiting the 

faci.lity ort other riatters). 

70 
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It sfould b...seen from mne ablove exarple that on,'ie the 

b,Idgetirig officer fuJly uIndurstarnd the sciope arid 

magnitude of the tas'ks as interided, the Cost 	 in terms of 

maripowe arid mate-i.s cart be projected to a high level. 

of detail (.rid accui-acy). 

Estirati-ng manpower requirements to car-y ou1t ; task is 

ore oirea oF dis,.:.-pti..onary decision-rmaki ng to which the 

plannier- musjct pla-y 	 sfpecial attcenrtion, 

Let- us say, for dis'ussion pu;'poses, th;at the p.ariner
 

ha-s ' ,2iJe, ads indicated in th ex:ample above, 
 that 	 in 

ordel-	to creat '.distirict map, ore statistical clerk
 

should 
 work 	 for 7 work d;aysi at this task. The a1ctual
 

tsk is understood to i rvolve, ill detai.1
 

(1) 	 a;cquiring a clean, .;,vge .dist-ict map; 

(2) 	 getting the cerisus dat.a; 

( ) 	 o.1t i.ii, 1 t-he {aciI.itiCs catchm-nt areas or, the 

ma p 

(4) 	 matchirig, e.trapolatirg or otlherlwise cal'.cu.ating 

ar estimated density for ilnthe target popu.ation 

each cat,:.hment aV'ea; 

() vi sua).ly plotting and slowing these dersity vaIues 

or, the map; 

(6) 	 preparing 7) list by facility of the total 

estimated target populations. 
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Can one statist ic.al clerk accomplish 1l1) of these 

activities iri 7 work days? Should the clerk be allowed 

3 weeks instead of 7 days? How will this -affect the 

o'veral. schedule of the campaign? If the time-frame 

must be kept within the 7 day estimate, then are more 

clerks needed? Are two reasonable? Or three, even? 

Whenf in '-Joui-t ;Tout .,,_.o.'. 'hedu1 irig p).. ,er the anie 

should confur with the actual people who must carry out 

the work, On,_ce the scope of a task is understood by a 

workers, the worker himself is probably the best expert 

on how l.ong it will take to accomplish a task! The 

driver will. te.. you with fair accuracy how much time to 

a].low for a trip; allowan,ces for pick-ups, vehicle 

S'ervicing, travel time considerirng road conditions, etc.
 

A typist can look at the condition of a hand written 

draft and estima-:te production, time, Kost workers who are 

familar with the routines (arid constraints) of their 

jobs have a fail-Iy accurate sense of the ac.,tua.l time 

needed to carry out their assignments. 

But obviously, plaarner/decisiion-,akersa. d implementors 

do not always see eye-to-eye. The driver may also be 

calculating into his estimate the fact that the 

vehicle's carburator is faulty and it will be a slow 

trip, The typist will. automatical.v comoute her own 
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typing proficiency into her estimate, of the time 

required. (She is very unlikely to admit this). The 

plrer' s final d.cisions or, zpoer/req,_uirenetsind
 

the time needed to accomplish a task should be t;jrgeted 

toward the desirable averaqe, given all known conditions 

if one typist estimatesand constrairnts. For instance, 

that a cert;ain, job will take 2 weeks, and another 

estimates 2 days, the platrer might allow 4i.days for the­

t;jsk for planning p.rposes (and try to ensure that the 

more ambitious typist gets the assignment). 

These issues of estim,"r e ard 

their time-framhe ar? concerned Wi Ch an import;nt... 

plninl-lO/b w..et orcept LEVEL OF EFFORT. Thecnry ca.lled 

of Level of Effort serves to further clarify thecorcpt 

rel;.ationships betueen manpokwer, time and cost, The cost 

o{ one man working at a desig, ated task for 10 days is 

(of the same grzde level)basically equa). to two men 

working at the s.;ame task -or 5 days: 

1 per.,on I0 days o.F work = 10 person, days (PD) 
of service 

=2 bersons x 5 days of work 10 persor, days (PD) 
Of service 

Thus, when the planrer shows a certain time-frame for 

zchievement of a task, geleral consideration. nd 

notation must also be made as to how many people will 
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level) , and 	 how mu,-h ir, stanre,rleeded, (at whet salary 

ir the '<X;jr.,i.e used throughout., it was, decided by 'the 

plarrer that, as ri, alternative, the best way to develop 

the distric.'t mn;)p wais to call. -, one-day seminar of 

Jistrict o- f i.ers to rice, t 'ate or, the tas k ;.rnd :ome 

out at the end of the day with the map Based or, this 

Jppro-,_[-,, the task would involve, about 8 senior 

The level of effort.officercs meetingi away from station. 

would be: 

of work 8 persons days (WD)0 persons'x-	 -x 1 day 

B M-'; x ' -.	 Je level. 4,1M. -Shs 

(aver-age) 

+ 	 meeting costs Khs., 
(estimated) 

TOTA L 	 .= l = == -l- = =-­

(AS COMP'RED TO) 

1/2 F1ersor~s:/ ;, 10/5 days of 
"work 10 person dzJys (WD) 

10 F'Ds . Grade level D.F.
 
J.,'Shs.
(average) 

oneIf the task could be satisfactorily accomplished by 

or two statisticz'l clerks in a one-two v.:eek time-fr;1m:, 

ard the one-two week period will not critically affect 

guess thethe schedule for the capaign, what -would you 

ofbudgetirg offi:er's recommerdation would be in terms 

the most cost effective approach to accomplshing the 

task? Might other variables be considered ov."er Dnd 
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*?!:ovc, ifoito,the cost" fii3tr the -advantagu- of gettir,g 
key di -ti,izt offi.'ers ir,vo1v e1 in 'the campair, from the 
beg ir.r, rig? Would this consideratio and -pproach 

PCttual.).y be more cost-vifectiive in the Jorng run? 

Note also, that the more labour-intensive an
 

effort is, thl more administrative -arid 

s'ipportive costs tend to i rease, 

75
 



EXERCISE I
 

THE NfATURE OF. PLANN.ING 

*1 	 Briefly describe oj 5ituavion simnaJ.ar to the 

e,.armpl.s giver, in the readirng m)terials, drar, 

from hoio, life in general orwor k, .where pl;mrir, g 

for purposeful actior, was involved, 

Te:"o y or ", ].e.--, ls St: . 

-The n ed r prob . ..... .... , 

Desired end res,.t
AcL-lo• ~ irues 	 ~ . . , . , 	 , , . , . • s e .	 . 

A ,_c t i o n s. be , , , . . . , e g , . .. . , 

* I l& 	 • iee ml,.. e..mm..,,,
 

Resources m ,eeded
 

coli -.. ir, ts to be Overc,_ome , . .•. . . . . .
 

http:simnaJ.ar


EXERCISE I 

Un,_cors trol led 

(if any) 

End rIsult. 

variable~s . . . 

. 

. . 

1. 



EXERgISL 2 

In the reading it may have b'een implied that thinking 

ahead to meet spe'ific individual needs is always easier 

than plaririn g in more complex situation. But this is 

rot alw.ys true A family with problems may be far more 
)1- it . 1,C.e -I-trep ,,
 

di fi,',J. t to p1. r for an w.Fith -ha, it iS to kp tr 

of and artic-i pate wh;at should happen at work. The. items 

3.istc.-d bc)..o- vK:cr.be variablecs maysome of- the that 

affe,-t the p).5mier's ability to anticipate and cotrol 

the future. [[cti indivi dual Will have different 

.
perc-.ep.tiorz, b,-t it is important to not he l..,... 

What are your own ,. ....... 

likii rir4 about planning. for ilidividual, supervisory and 

maa.inQ, resIi.,virsibilities"radethe items below on -I 

sca.e (1 always easy), (2.v.aries a lot)l; (3 usually 

dif f i,C.u1 t) 

http:vK:cr.be
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Itc .rn Individual 
(homei & 

Super-visi g
(workes & 

Managing
(organi­

friends) communit-y) zatiort 

isior) 

EXAMPLE 

", Being aware of 
Scrisijs that 

is developing 1 2 

problecms ot ho-r 
p(. ople h ,.)v e 

3. t(r,owi g whh( r, 
o'r e
al-o 

d peosle
d,.s­

5ati.;s fj.ei with 
OrTT. 

tions to 
problemcis 

5. Keeping ) 

v,_ e i e 
sI~c11c d i 1 

6, Hwivig the moncy 
• id to meet 
ob I j. j,.: ris 

7, e i.ng 1 1e t o 

Ooi V i r'ice oth--r s 
of my ideas 

B'. Beirg able to use 
ray pcrsonlal or 
pol itical cor,tacts 
to sol.ve? problems 

?, Harlinirgt ergericies 

10, Feoling satisfied 
that,- things :-:)Ie going 
re;soib.y well 

TOTALS 



EXERCISE 2 

A SCORE- OF: 12 or below PlaiTlg is; effe,.ivc 

12 15 sonic, eviei, is idi, te-; 

perl-, ,s rore' B.L.rittentf.ioelIi mina.t i ng ,'_.,.->rts.. -a ir.-i to 

16 21 P.aisri)ig Tech, iqjue s need 
to be im.prFoved 
cons i 0i . I y 

22 27 Thereis a compl.et-e 

fi*.i June to pla. 



L.r- ..a dL _ -.
2" i-nFlg,.u .. !hew r'uading m.a.-c-rials pr..i-v.d ;.i-Chart 

des,-ribNinig the 'vious types anrd levels oi 

or'grl) i :'a t. C)fii]. ,p.-rTi that i t hj. the Mi T i s.tr.-19 o,"'ir' ,W 


oC-f -Ha.t, I1.is importa,,Tit-o ' :der-rstarnd the 	levels at 

whih.'.h 
these va'iou.,s plarmtig ac'.tivYities should be placed 

thiat is, who is pnim.-i ly responsible. 

A.s- .memer of the DHMT or other ar,age meeit te.ams' wit.lin 

the 	dis-ric!-, i.ridic-ate below you r owr, o ir,io of issues 

to 	 h.ihich you prov'ide or should provide di.I'ect iTF.ut fo­

o_ si o rt mak<.r, .:i. 

:JiO 	 TTTLEI: 

Is .	 cr.,S( Cheu.o ) the .;itc .:-ere 
)'O'I fee. y'ou should i be 

t)b).c to pPov-.Je y,our 

1. 	 Recommnc-r ded family s.ze,
 

2. 	 Er•o) uiits for • uuCommriun i ty 

3. 	 5eletion of t-.'pei 
comwuv:.t.05 for Cs.'abli­
shn-mer,1t of ilo.-.lt, Comnmittees 
a n dtrCBHC2 P r o jecet s 	 . . . . . . . .
 

4. 	 Tarjets for immUtr, i utiuns 
of IU'jdey- 5' S . .... . ..... . .. . . 

5. 	 Iovernment seed purchases 

6. 	 Location of a rew di. 	
* 

7. 	 Fee st-uctjv'e for selected 
Ser'vices irn Iea).-,h{a, Oiite 
 ti... .... .... ..... 


http:ilo.-.lt
http:comwuv:.t.05
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EXER"ISE 2 

. F ain j.2 , 

9.witin 

:1 i ji.T-g t~n - gCt 5 

thu, dist-'i-efirc O­

1.0. Dataj to L'be c'al.'ct.' at­
p~ e ris .:i 

11 .5'I-dj 1 r~of vehic'2le 
rnolVC-1111t. arld a~va'ila;b il)it y 

*-j . . . . 0 * t . . A . # I 

12 P'i ra 
Cost 

ra t- on 
re(qu'Ji P 

aof R'e 'c i eit 
CTt' IrCm yaoiir 

13. Decisio1 I of .url NCO faicility 

i.4. Thi- iertiic of TPf~* 

15. ator1 t [)DC, DYD..J 
Loca I.ion.aJI m-Sborctiot 
Dovel1C~am1 it C01111. Mee tings 

16. (issirnm erit of art ECNq to 

,*, 

,,**,*** 

,* 

.7. lImtei-rici~~o of ;jri
postcJ witIhini your, 

employe 
faicil it'. 

16S 

19. 

La~ck of cleard]iriess in 
fajcil1i.ty arnd co!ampaunt 
w.hi ch 'you ai-e posted*** 

Sex eduic.-Jtholv i.1i 5chools. 

the 
to 

. 

a*a* 

. ...... 

,**,,,,., 

aaa.a...a 

20. Staff rqirfl.,* 
5 ini thQ 

- speCi fiC f~iJt t-D Which 
You ;jr'o pC)3t-> 

te a..d 



m6DULE IV--

TIHE INI>-'LMEI-)TI G FULJi'C:T'ION'S 

NAOWI'GING VS,. SUPERVIsiNm; 

.District hl[,,,.th, officers usual].Iy w -r tvo hats. Ti r,, 

must inl.ir ir broad. terms,..: .about the a ff..£airs of the
 

Mi rii.try o.f l.I . ait
cHa l. l t..I-di'stri ]ct The'1cvcl. myT­

a : ]. . to I..+. I aid make decision,:,I i s;r*pi ¢ tha- lil1 hae!', C].-.-, 


:rnge.: impac t on th:.-
hel .l n-.-r vic,:.-;, Tlhe-' are o ii,_..-"
 

res" - ! t i 'jeus .,,',n, l in..: with mL-ters at iina: y" 

lT.,y are i.1.)rIt,:.Icciii tl, truc -;-2T,-;, O-f the word, . 

th a is I a .. , he, ai e also szjriCerviso., 

T I. .. k: whL- ),Irviiq ' ,v w[--I t l .- d i.E :is :tior 011 bet.,L­

and nr-n agit. I a,:.I ;,._: is i r n'.i.;P i . 1 .2 ," , hic 3 i _-.ee! 

in . I.hey~ I--..Ce~~t:I~-hf (:w1- -1 

{t.iUt2L~)Ii' C i ias e2very! otherm altaciop H-owever ­

tie1-1gn) -i1 s I P 0 rv i00v - hta L'~ -t I d j. 5L v, -t f f i. e r 

D), .hJ th 1i oj '2 Pj ,,.I. i t-ind - .JIt2 
'z2i:i ~ .TQ ,C UPt..~I..~ *~ C..... 

s .tisfactio I. w)UUor'kers down:T to the, L~-j~r 

syst . , ThI s-q'-u .'vi -- ' is)' .'l 'J. i''-e f li U YL .. 

2o.mpa.:ri: on, thle 
mn'.ag.url,,is "-', ensorieni-ted, 

To bc,:ter .inlerzst.-rid these differetr- ;, let's.- 1o -. 

http:usual].Iy
http:hl[,,,.th


HO[)ULE IV JNIT I 

ori.entatio. of S oi p.o:e;rd to) tlhat A:r.'..". 


'IT Iltitagers genr ally spend mor t m ano'":., 
p.l.a ili g ac'ivi,ties tl ar, do jt:.rvi or, 
S -.,,1i- ,-, p].rn i c. at the d istri ,t 

].(.: . : 'ir.-,vI.]. "'i.I.I.'£. 011 . ,:) - Ill "": Y. '1,, l..€ . 

. :v,:. ma' inv 'olvemaki n [tp1.;in ar the 
n L.'.:'' ar j r '..TI if (J yi' 1,c"'s . .".:]tI l­

is su,. eri-' nJ
{'.l:'.;':', a or" ;:khe ,dli.s.,irict, 


t(:)l~l~l'rto. ':t- wD,2.I; (:)i'ic _.>"I.IilC l -t-,, 

o. 0rc4.)y'i;:riCv. )i ].'t) I.,"), 
 .. :i.mtOI1ol: ILb-i. 

~i~')I I.1.2"'')'I . I~i....r IiO ( 

- '.l "'irie- ts tlen 1 rn,'Jp ' time ..Ll',kj,;] o 

C1 i]:'.alf'fj...ii- *'i
!i :.ll.'l:r' lri.- ;: o: c". -iLr.. a. -foriq;_a1 ori 

!': i::.) 1I,'or'I ' .:',,,V' .l.fl~ tcYTJI] t.', :, of.t I 
p c:tli:. r r ,i: ,:r- ,:-r" ,I 10rcl . it 'i : i':i.- L' cw :, 

con;pcerr'ji Id . ':.1 a I k--L) r v) 

.)i'.:,n:" Ij 
Manager tei;-. or,s , ]. .; a- fol)iEl'ri o iO 

•,O )*' - .... I i r -'.,~lI 
'210a~ '.i j '.7zh c tha I I. o Ti, .f 

Ih ,- s ,,
cThe..I!--i
Toi e . e -) Y y * I 'i1r:1'~ ... i intheyii'>.' :),.r .- s.].l] e.,] 

I1....t! .]. r(jA I L ,-;iVe, On 0 - -L)Ti 

sI.1jC) I er t'U VfoJ' . (-I mE 3. , 4 .- V 'i :TIJ ~t C. L0 

'T.JQ' I'- 'I:.',f0 ' 1 . , T1andUr''-I- 1 . 

;.l~tV'i i -s or~ er:., pe:rsona rpJlob-,lt:e s,l.
 

IT.1. . . 1 i. ' funli {$/ T11. F I. . ­:.ction .- mai j2. Co)' C! I 

1--i'lv r:) .--]u sinc thl , -2ii~tvi ,_!­c Thus, i p rOti sJ. 
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.(V .i', , . ic . s, oII-ag - ...l .- ,' - fr o .m 

s-.imil " timer:.ja moun(t of on r !:'l-o l]. ,i: 
a'tivitie.,s, Th...vi ture o F t- ir" 
ii')iSo] . Ieentsrlv , teI .' ,-i. fenCdfor, 
iia a i fn it-
re[)ports_, t-o 

ar,rs -t d to, rel.,1y o .i ma tJ.,n 
m.ak h' ii ;.wi Cohnl:. .t.T. L "1 

p1 )-I t1r:: -. ,r' ::ss ini Cther ".:"t :i.og:anrt In
'.''-s,
ct ro st'l superviso fLrs m,'ake ,_"_dr. ect' 


'oerva. on-r; of wor k being iper.For .I. 
fr q'e.n,-rty kk )in on--the-s .to), ora..'.e ac,-t 
repor' fl-r--wrdfurthori gui.*..ano':vfor" 

ton-: e
I i :'.:i.of thi u;]t.e di-Fffere nes, it shou di Q!DO .CW 


, ::..,r ,1,,i i- ,:I . Li. Ti,' Lij.o .s L'c ,,--.Ir Utnt T --­l CM J.- IT 

iSiI;>:C rv . i tq !I."i,,' m I,-. T~Io ,.1:i.- V,:i1._I" lI,a .l-_I,C:).r.i:,i,Lecvr r,. ,.,
 

wi) s(.. h o ' liiiini . .l f stri.ctly. as a s'perv:i.sor wi.*." 

I.-,, 3...i :il9,:. i y I - C!"i.,:rI .' .. m r ::; o f I I i :.: ..-J'L, 

ina r;,.i,m::,a :.k . . :, 6fi ca,_, .4,b ..f.,-,hLQ L i. on-; ;.-,: .1.U.;':1Y,,3.". 3,-$ 

maia. r W.:i.. proba-abl y TOt be ;.in e-f fecti-J2 ve (2.eader .i
 

I.I:'1.r,,.s IV,' o,,,".v Ot;orl,!.=, Di-sLr ,-.i : i. 

Thei ,.imp3l.u . . :, rD..1. ,nrcit i.u ii- o f Lb I, .;:: i M, ;'ct .! 

Futjiions min tly have to doc w ih to iajL:o2 .p ~iOii. 

: ri-c.....l, a inare mo t r.-.i ot' dis offi;ce),n 

loo1k.'..d a- from [the e--Cli'elLedionC)p]. (s.pterviso,.ry-,) point 

of vi.e, 

http:s.pterviso,.ry
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SUPERVISION: TIHE KEY TO EFFECTIVE F'ROGRAMME 

I MPLEHEITT ION 

M. jor gaps ':orit. ue to e-.ist .etwe-.r, ,,u,,-y
 

(s cier:ce), 
 . erind .,a. L.c. (art) of heal th maragemenr,, For 

• '-'mp. es: ( . ) l..eryore knows tl, t a).l nurses in the
 

dii-t-rjt ar'e oc.r..,ial].y accIo.Ivntal.Je to 
 the District 

Nun'.sing Oi-..ffc.': ,-r (usu .. ly based at te di.strict
 

hosp: ita)l ). 'L1agut thieor., ..u ,jge ts thar: a pe rscr,
grTrt 

w:tL-h toha one s:1up.rvisorp probabl:.. hais ro, 


superisi .or. Yet, 
 :i i..tri.L P'blic Health Nurse
 

prat).ab gcj:(. to the fice ld wre r often, than the NJO i/c
 

;ii-d his t,ioruV fre~2qu~enmt '2cont1 ;ac ' 1 w2.ith nrpses; pos~ted .to
 

ce:rtrcv anr .... 11.1 d i t. c.in .ia] . 2.d5 ironi 

officer s in--haprgo oF ,2entrcs i ve Lucha more dirr.ect, 

their faci-.2..iti-i , WIo, in uf,:.:'t, actua l..,, supervisss 

thusr r,.!Is ­? (2) 0l cert i , A,_ l:.].iA t lealtb Te: hr'i"i n
 

h,'s been ,i.) .oin a outsLandi j,'ob aor the p-s. e ijht
 

'a r ; H- i s -1 o 
" eoi',,i:itV S , . n.',e ri t.l'l ids bs)i...c 

a-p.ro.-a.-,1ih to F:C.'VeV, iv::/pr.i.otiv e 1 t- c.re, get. 

a).orai wc*e 3.1. with cul3.l.eacju's inad r;c-o;; Ie in th-E cmdr?.t 
•-e d_-' orvet, a promlotion -nd woJ1 u.: lke a g~ood pub,li 

hl,1.th offceir, er Maiaaic:r .era : theory sJge-sts that good 

work should be rOWe,'r dl. Yet, all attemp., it arr-arl.n-in, 

for- furtlier tralnira- n.l OndpromoLli hav failed. What­

http:prat).ab
http:accIo.Ivntal.Je
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sf'hould 'e dorle? (3) A certai. .r Cronm,um, .ty lea].tth Wor'ker 

was very erithusiastic and ere-getic for the first sim­

mor :i her nLe-, , .,ut slie row s,_lr ' a 

home, arid is findingi it intc-easir, .y "a-d to cor, vi nc 

.people iT the area that she s.eaks with some authority, 

Genera).ly, she firids it hard to justify her further 

ir,io]. vemle~l in', th0: :.rOq"ml e . Manajemert theory 

Suiggests that a Jo) sliould provide for '? pel-son's basic 

nieeds, status, in'iele].,ctual or s -Siritual fu.l)fil meit, 

-lov. can th-Iis worker be further motivated? 

04: inlvoe.'e 	 ias at 

The above e:."mi:, . c: "-, and the quest i.orls rjisd ar e 

c-12 eliied i . i , lY_ o.'_:ui -. ;t1.ri: St'-"f il' , andT 

Di rloti 	 lhc.r.t unclrd-,rstood al:.lied, theop'.i! arid 

con icepts ini'vc ;d "iese .i'i. ,. l il fu',.i ti onhs cart 

serve as b for sierv'v:sion,a fa-oirs effe,-ti'le 	 e 

func't i.ons~ are'~ finrier di1~scuii'sd hc . 

(1) 	 ( r.a.i.i.I. District of ficers do have: some
 

. i i ; . .Ti . in m k ing i a. , aia
ri l dl ad I ustme 

to e:i..st-ing inistry policiesVi 	 on 

organajzatiorl structures withi, t-,e 

district, but- they are not tota.1y 

ha IIcdi,za:.'[.'-d In fact, Irlar'y . :; of 

c,.air'ification to ex.isting roles and 

r-esp.'ovi, si., i.. it ies co.i.,'.i be c:i L kct ;*.nie' .ithoiut 

si dni., i .car- interference from headq,.ar ters 

http:headq,.ar
http:Genera).ly
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UNIT 

1.sforks mootly ;_:I 

wi thoiau t cumpli i ) . For i i':.itarce, iin the 

absQ,CQ of the Distri c:t MAdical Of.fi.c1er of 

Heal',th, a medic;al officer 
from the district 

hosp i ta. (usually a ,2I.ti). speciai
spe i,.list) is
 

desigrt,-.:d 
to act in his pac.. Us,u 1. 

;J. s , mof Si,
W NW'.f i.c p. .s a.re not v e ry 

" 1.ilia with tho ovr 1 l1a.ceratior,; of the
 

district, 
 h e[mb ers of the Di s ri. t hIi Ti-1 tp i H " 
Ii C 

.
 

Man.ageme t Teamn have C)ften\ wondered wh'i aT.'I 

a3ltern..v, 
 mmerL' o.f 
th tear could not also
 

tak-le on ti~,is role. Altho~cugh,',l:rr,",..( ~,,
 

if suc1h n~ move~y we re nd rrt;iikenr lnd s t~ragl1. 

sup.;.Co -LCed w:i.t irn '
ti,:. district, it pr z-.L-,].y 

Wol.d1 b e.. o 
 ',i ].&f1'gO- -.Aj .t'ig .e , . I T­). 'e1 

1-o0.ity, lea.orsi [, fv :..IJ TL
i.ly 'do.s slift:. to 

somc) otl(-tr T'iemb r oF '.-(- DIHfV jii- h Dlil' s 

alsenc e (w ii.le t'e ac,_tirng 11iOH s.:rv -


basically as a titular he.-d) This is orly 

Once ex*-ample of a pro',.tive issue relatod to 

orgati:-za-.tiona.l: structur (ro.ies and 

res ro sibi].ities) that corld ,e soled '" th 
dis['lict-l v (
0l' th~e D[IH'T %-.ere ~i].].ing to 

takle up t.le ,-hal].r,-g,, )
 

http:sup.;.Co
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q ) _-f-f 5 .T Dist'i,ct officers also hv.'limi.taions 

on matters related "-'o staffing thcfwithin 

distri i..t, but a re not tota..,y handicap-.ped. 

As explai.ned in LIit 4 o'F t',is Modle, 

distri2t officers are mostly confied to 

eva]uation of staff pe'fC)rrllnc~e aid -e,.i s 

.o in-sC..rvi.,ce t ;in.ng 0"1Cf .iowevci,L 

evern thi:; l.imited ra r,,ge, of s;'b,-'fivi'. .t.iors are 
1I,o tps[,vr:;.:),':,_ w, 2.t-b- ro u~ [.I e i;ti:bu . i . s rm Ci 

~o 1If i 2C,.- E FoC .i WC;; m ost l].tV1t~ ,C c' I",C.' 

woerr s n e v e r r a . ve a n y flo r- ma l. f e c! , @,--., , o n, 

their P Pool-p.) r 5C*ldoii hoar whor 

t-huy are doirg a good jol, Comm:, ut:; ;re even 

].e:ss {CaClhom r T.'l,-cra WC.l)1c'i1.- i; 0,Y' YMrfor'm1i, 

poorly, Diuss tisra;c-tLion w:itl, a :~'-:-r 

performni ce I ay bU cc)mmun, icate;Ld .I1. indi'ect 

ways, 1.u"VLry sod(2]. cOhi i.s the ni;i t ' t.ter ,:.ri up 

as a supcr'visory r'es[Yl1 li.tI'1.iy. Soeyme 

suLpervisor01s fear ro t.- 11atio t m.ihtVI*h.ErL 

resu)tf .. licdi[r..Y_ . e.vels o ext'eri;i 

E) ........' i .otive cerr'. njcat i ens, 
 motiv atiot' , 

deleg-'tion- and ]..dership ;'o thar.le areas of 

supervi.s io-n where thu district offi,-er ha; 

the mn.,t fl' dorm aidrposs-,ibi.ities for 

effIL,"tivuly "gett'ing work: don~e tlroughatihlor 

http:li.tI'1.iy
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one2
wil soriousI2 questio th supo o
trvi~s 

Ofl- ,; i.:1.. , , 'iq~3o ), fr, .iolr., ;Zoi' ){C"i.[,o ]. ", ] :)l 

Ieups I e'm wel:.l. i * ol'i" 1l , c,"'olill l.-l' and. 

d.lifficu lt t 'o Thisa. is'. where t1e real. 

f,i " .' .$.:i;:i r., L i -f o)i:u ;.Ir,v$, I' .) r.:C I: .r'i ir.)'­r" 

fu If, i Lu,-):'Il.: ' i . ';ijl; l{ I.,l'.'-.r ri;"li...C tf'.i. I.y 

al.,irtd o thre. K a.--a"t, L.'hcr~!.- . ; (l::,l')'..il 

ofr an :. :, . , .--. rn ";;qr.1.;_ i t il b"',,b. I,a se .I i.] ,a 

*VI',c of i :-iaging' qon into- palay Tak thiaoiae 

yer s. in I ., lik,. , ) th, or, , a - . ; e ..a wo . ku r 

:.I..- ion). T l - . I a v,-L I.and. ivedv 

I-.-.1 .pte , ii atT . . n r r a i " ia d e I rc-I rI 1. 

for 11j.11 to LV J;C) t di is no. i 1 e ft'.. . yr~~ '2r 

(X-roblu' it d:.-ai . ',ti ,.) it f.rl; the.- .or(. , 

re#senrtmentsi; toa,-il-r tIhe t.ochi-il i. worll.,2e 5 l- . , 

thie sl:1, - v;.ior in tlhe unit$., I-Ia bc,omei *very 

"×l-revio-usl$y ref:err'ed to as "SuJbordinr,.:ite St-i'Ff" SS,), 

i 
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:i. . He''..iis -I e .1:. n,t."on d u-ty:-; I. 1Vn't. 

•(pv'l ) 1f mot i vat i. o1), 

'. o IF' : ar'e hard'. .. witlh ,e e--!.r'ob.ms, ve,.:r"y. .t- .o 

Pe p tions, o:pn.i' o s, .t":. tid',,; and fee:]. r.ncima.i be. 

e u a l . " "sto tI g Romtr o 1Ithe,su p Pr yi. "j r a d t-he workes 

~ Af) 

. a .. .a I:. r ::o :.ion2]. --_ .j.siso.a,_ " ito s I-P d 

poin.t ojf view~. Th C si uriisor, hoevr is expec~. ted 

I '-'," M :.' .j':i<u.; 

ff:':~1.s;r,.i.ii] I.,]... ": ::: I 'JC;u. I::-,u I(?[..L' ;.vi: a nl vi11i.Im .I'j ij jl. ;;.ri'c ' :2 i1 

* C*"3 . I" i,..'. 0]. I :. I ' 2 Cl,: .V :m.C 'Y l , o '1,::: 2':',.,:)4 .~ i 

iii,. .l 

Personal' biae must bei :L::~;tIkep a 1.y dea c 

lil .. i e a Cti 'J 'i ) .o C), iu i ' t.1i. -li:l#: 'i I: : :,] 

a:;C j.i.iom" c a 
•takLu,.r.Ui .-- l':l.ir:t ;_jf ] 1: tru .! .) rJ,:;l nl~iL . ' Ir-:.'7 ' , i. .otf' ''). 

•a ., h 1, u r:1 'I. l ts,, ..' , , an.i : I ,.I..n ]),:. iv . 

p i:rb l ; r uim. ,) ain ' i].' o I .,,vujhL i '.i . r " i - . t 

st'ar t ta.kling ink., Whiat_ coul]d p:os.sily b.e:.a-tL the 

, .Iott om oad-( ,-:l,.If ,'_,i...- a (,1. I: ,a I I - Isuc. al-rid fee.:l. th.:.:
 

P(!IrIf.c rid' I j. f) t~c j.i1.iuy .~ H Iu wever iJ.-cany co b:)Fm n
 

~1PC~iJ~L~arid t -JI~cg hmaits, h e1.endsrc.to Domediaels.t 

around,and it makehi. m angry) I.. f. t 

P na]..1 :, r ';ii,ir ' ,f-.1irI.- 1',ono or l l-, t . ,. ,a : O '2 ) , 

http:e1.endsrc.to
http:takLu,.r.Ui
http:vi11i.Im
http:e--!.r'ob.ms
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for or~j;~i.:i. ], sta.ffi.1i;, or directing. CarF you 

catelcri:.e the possible expl.nations for the driver's 

behaviour into the three functional areas of management? 

'In fzct, n a day--to-day, person-to-pe-rs6n basis, the 

superisor's responsibi.ities often appez."y as a ma-ze0 of 

deci .;ions.an.d i.mpress ions, This type of coirfusion cart 

be reduced by attempting to objective.y analyze the 

dynmd ics beii-ig observed and e'purienced, Peopile­

prob).emis cam, u.s.al].].y be categjorized i nto i ,"..re].;ated 

to orgamhizing, staffin9 or directing. .y vic. gi, 

supervisory problems inr this structured way, it is theit 

a.so more possiL,].e to isolate SO)utions ba.sed upon one' s 

own exr.erienc es, or the eupeioces (of others TI tius 

the ,study an,d uiderstn.Inug o f mana.gement theory is 

critical, but tIe appili.caticnt of the thieory"t1 solve 

d;IJ't....-.y probLems becomes the suprviso'r's ulti.mate 

chl..enge (and rusponsi., i].ity). , 

Then, as if these resporsibilities (foi- ana.yzin., 

categorizi,.g arnd f inding so ].,.tiors to problems) were not 

enough, the superviscir is faced 1ith the further 

chall.enge of taking actions arnd continuously Vollowir,g­

up to si..re th.-At actions are pruduciinO positive 

results, The suprv,isor's tool, for follow--up is 

Oen rally -re.err'. ' idto as ",on ituring". Iin.ea,:h" of the 

functional areas of inanaeme , the supervisor will 

I0
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to,:us o di ferent types of q'JUs'Liov.,,. 
 For e.xmples: 

(1) Rel-ated to the orgaizing fur ction, the supervisor 

iay wish to ask: 

- Does the worker urdersta.nd tlhe 'hir, of 

cornu ind'? 

- Did the worker iritentionaQ).'y by-p;rs--ge ,-lirg
 

of ' hn.-iid? 

(2) Re]i,.Ltl to the st;afFing-Jfunction, the supervisor 

may isl, "to ask: 

Is the t.;orker sufficien-tly trained to do tlhe 

- Do: . tlil i.,or [rur ru; .illy I'~hOwq w[l,aL.-.i;; e'<Iectc,,i C,.oL? 

(3) Ru.).;ated to the directi,ng {unction,, the SulferviFor 

ma1y wisl to ask:
 

- Were my in"structions-; 
 clear?
 

- Have I provided a.. 
 of tl r,. , ', 

informatio, riece sary to ,'2ty,out the task? 

Does the worke- feel th-at Fie is being 

zadeqat-j Con[.persa'teti for his effort? 

Supervisory rmonitoring must be done on, three differer,t­
levels. The major purpose of monitoring is to idetify. 

problers and correct thew, ir,order to k,.eeD the p).an of 

action[ on track. Thus, the first level o-f inq:ui.ry is, 

what did (or did not) happen? This kaow rdge or 

recocjition serves mainly ;s a sigr.-i, or "red fa.g," for 

http:inq:ui.ry
http:urdersta.nd
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tAie uor.Ir so r Thei.: seconrd 1 ve oz c~or n re1.a teE to 

why' 3p1 'ru~el 1'a ncc~jrr~d. 111i..rot 1 1'ia i) Iv21 ma [_ o 

the ''a''r r~~~'j.-E .~dviu nIvo t to t ackle a Prob)lem 

hedowit. I)uI sa~~me~ ba.sic . undrsd~tandri.ng of the issuJes 

and.' dy aics .: inmvoflved, Freeni;vtly., it is.botter to wa~1 it 

anrd I.).b5.or (or~ consult; ) ), rather thnn confron-CC~t a 

s. titaion~ tvitIhnu adoqI~ :uat.- iofet- or umncdrstzuding.. 

or iidio :1 (jy .11 the c Cif 

dircip ihary p-rohb'm, direct ac'tionv m'igrht L? ac foma 

hlalml3.lno , oL.~ i or~tv; at2icn i: .0;*t acion Wih be 

Viv04Ai 21 the nm~noli. proco. areJC Qv~ xntlly itU 

).iterliv-iaf fair of thu operating~ offi3ce?. Thou' conc:ernls 

llev-d noCt he? b )'. '!1 CC Pvi1 to a t ii o i of ' IU'~ unl]. (>3 

th '.,2y be ''.or unl os~s an 1Ti' An,~ L ha'':o.e: 

resulted in a*:sur'3 iu faij3uijr.. in per iormn~c.. Hig.he~r­

) egA. gr~i .- F' nagers tomantA kidoctm ley ''1 .c*v£/supcervisort; 

sol1' 111aEcit. ~ U, uv3 c'Oni' I.thc oLhiev ii uni' 

they 'jo niot l.ookI faVOi.IPAl)3y OYI- .ipori ur;W[hO tr1y -Co 

c~over up problems*~v: that cammot L-u 1~d:t -I; tI-sei 

leove 1. We~i mn;L: .opecwed sup'ervi.sotrs a re those who 

know. %-.hien (and Ale"n rnot ) to invwolve. siipov' 1Ol in sol ving 

prol ums- in~ the i.l' inturvii.w). a ff.I i rs 

http:I.).b5.or
http:undrsd~tandri.ng
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The third 3.'v,'i of nioritori.ig citai).s the sytei-itiI 

doc'ier,tt l.-or, of what happolied (hou. mary staff hours 

spert, ha mrch e:t-rol corsurimed, how m'ary '2hi.ldrer, 

1 mjmT-i .:-e. dur ing the sa ari, etc.). Tlis is re:.ortab.le 

im{oh"marion..> ai. - summary of the results of staf-f o-ffort 

(iros, 

but not ii''esa-.al i 1. ib.)r.eI The dotail, of 

lit) ~ r rC 'hauld [:c ,!Mtrmnined by tIho 

and use o(f rusco. Shortf.lls shou.d I ; e pl...ined, 

tri.ii: ~J 

supervisur and sleou3d m el.- tlhe 111j. m eq ii. :tcoits of" 

i,{ ormati.ou ,- d for hision.i, .! ren, e,.rfneed invternal 

re viOw mi :ai i '. to L I,.'j. i , 

http:ormati.ou
http:ib.)r.eI
http:ii''esa-.al
http:re:.ortab.le
http:nioritori.ig
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Su)ervisors must work With and thrrou1,gh peopl_-to 

ac2omp.ish goals., The way they work with people, 

however, is in fl.jericed by the specifi., type of 

a
organization.where thoy work. They ioAy be emp loyed by 

hospita., @ steel. ,lor., , or a school, system, E ac:h of 

t';e or'jai- 1 is stru.tur'in or -derto Ichi evo 

its specific: purpose. fAn organization's e hat;zJlu_ao­

cornsider'al.e irmact an how supervisors [erform their. 

juIM; 

An e -ec.tive organii::;3.on al str.l:ure can mako the 

sup 'visor"'s job u.;.iur by faci) ttin.g ,-ornm ii'ati 

and 3.l:,ir, ' sor; ,.oordilfate -ulid fo..-alJ wo -kersu':p erv 

efforts on goal acomF,lishmernt, fAn '.1inioundir : -ructure 

can Iave tlhe opposite ef{ fect Q can ,cr;:?te ,_ollfusion, 

confl.t'zt, dulp.l i.a..tion of efIfort, anrd a host of other 

d i f . cu ] t i .s 

In formOl. orj,i ..za.ti o.ons als;o e:i.st within, all. 

organ;:ations, The patterns of re t.i:.oniships .­;yo.lved 

.i 1 i -forMa), :.a s ro,. formally .udl,organi on.c aoe estaL-.i.s 

but-do ir fI.uence the op.inion;, feul3.3.n-.s., and acti..on:s of 

worker's, As a r':sult they c;an have a signif 'icant impoit 

ou, the func.tioninq of forma. or':vri .:.Lions 

http:organii::;3.on
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orcalriz.atioCs hseem, 	a).] of th-se. C)y e '2 rta1TI 

chara,;t eri.sti,.cs in common, We will: tCal ,e the 

definingi- characteristics of an orgijani:atior 

o 	 Organiz.-tions%have goals, They have a reason ­

or eacors -" {or ex.:i,sing, '[usi.ress orgai:zat;ions 

ofter have goal1.s of prodicirg a product or 

provid 	rng a srv'. ,r and mainagq a pro-it. 

inn -kr.llos.itp. , e i.-t tu provide ,c'r.ie hm - rI 

School0.s( are cstabl i.ld to educ.ate pe)l. ., 

]inizt._ are hm.advC ofl peop:le :.ing
0Org 	 .-.-. i.'an''s upIF w,,ark 


toJ-tir to ishsir.,. lb thoy,...id doaccm 5. omet-in c tiot 

as wcl1 .y, ui3e otler r.e>;our'sirnidividualy. F'Peop.le 

- mon' , materi -als , and cquiprit -- to p..rfoIi 

worl. .rith- arig iz ition. Throuoh th-il" e I r't , 

ol rga i i...=..onl,~ rjt . re a.I'..lie~v,;Id 
-Or'QlT, . "~ I:) ") r	 _il .1S 

e ..S; 	 a.r div . si o (cf .aBo r i'i 0 1- 07q 1 .111 t j o1isi. 

-- joL, a e 

be salerspeo fo exam. 1e o ma' be' 

Not all pelc:,1v do the iamo SoC) Ip.. lma 

"thers 

accori Dcv oo~Iy p- o -f wokniursiI ant to 

a d j(-,, okb iol'...spe,:i:i-y.:-od "1,..,. fcr,nt 	 so 

thIe v.ario'.; . oL:.s i . an org;nria:- tio'.n .ai be 

per formi iiore ci,'Frc.tiv.-y.e1 


O 	 Orgnaization,: mA].so hiave a for a.ly estab)l ishied 

str'tlir<e: Thi.s strut.i'r'l e.ntablishe5 the role of 

16 
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e Vr" y') manali ..'ger ,l s uperiv isor, anid wo ker~l and 

descr'vib'e-s the. for mal. re[lationshipl's bet,,;r.:..er-lthese 

roles, The str-ucture is designed to ,.cord''Tia'te 

the effors of membcers of the organiz;tion', and .s 

-tVic. mIa. veli:i.le for plaTnin9 thieir ,cooper-ative 

TorCe is a i acr'hy of ;uthority itn 

orgai-' J. C Aui'or iLy is t-1 righ to,JtK .o;. , ,iu'-ido 

and a112t'. It is a;.sur"tjm ,d to "1"low "f'rmomti,T'l'trp dof 

Top I..-t a: .,i dolega-te som e of the,.ir au.tihority to-

Zyi.Nri vtj Ll, ­ to akerh t . du:ci sionr;--.-v"d t.Ie 

OIwithinacion v certaU~in .MIN, 

Orgnii.zat:iioa stuTic tu res o-f teh arcs vepreno~ :Vte:d' 0o3 an 

0Prj~rz~)~iTi :: cIi~' 1 .c~ <;:nj: 1e C)f pr i 

Crg a I ..-It. a)ViZ) J. chi. I; s shown invi Fi 3 M ti 

org a 1.ri;:at. c)nra ]. Cl,- Irt ider itifies der12t;Jr'iments arnd jobs and 

.shows the f .ow o-f auLthority or ,cha.n of commiI:).. iin th-i.. 

orgarniizt.--Lion Organi:ational. ,_h.:rtS a-are frcQtJc.,T-ly 

s.upple m.,ted .y job. desc,_iptios ard or ,.ar i.z!;tia.a), 

mau.a ls These dM. ina i, gIreate- duLai). :-,e tas1Us 

il)Vo3.ved ,i the va' , ,ious jobs anid th"e r'elation.i...s 

b o j 

http:veli:i.le
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~Ce;*ie 1.iP.n .' e~1 	 i 

I 

M.a eIa - a CAC. 	 a r 1I 
1. a '2 	 D La 

Figure 	 3, 1 p tarti. 2 : ept.riac h er . 

Ewv .!Emp.1 a 	 p a.o)O sEip..ay.ee .aye 	 e-5E 

I S 	 I .a a .. .. I 

c I I I 

. e p). o'y, E 

. . .13C . ,t.v, 

t . It'..: Eni].o y 	 E e'es np1oy-ee" 

1,1 "- --. -.Th ;n ';-

P (j madD 1-1s "1rU1.,011CepP'. 	UT-vs DT'l, vj ei, JC-' 1) C, t
Figure .1 0 pa.E~t.a). oi'anz..,tirjra]. ,:h.pt 

Wh7at the I:, I:,' 	 sCi6 t!h 

1 lIorw, _-	 oi~i.r00ThJ,.).: or f h,-	 , .V di..'f5o.::; , w]jk i i : . I'ii.: 

C 	 a C)yI o ayid t .r, t 	 U . d e 1 . , . ....- .- the '., at ITd'. 

0 	 It i ~cli z:- who,'is (ni,,Fc,,o~ to t'.e) W.IIc): 0 boss~ 

Thse so)idr ii ,,e, n the ,ci,.-_z sIr p Of­t 	slIao.. tIhi~; ~e. 

Jel1e.::iLed pe.O 212 2]. 1ty , .auItloit ity , a3,al ;l.'t'eT,/J nl',si 


a 'cC)'i 	 ' .a 1-1 1 

0 	 XV ~t~te~ths a'ne of wark per - ormed b-y the-l 

C-2R) lT rI, I :S, 

http:sEip..ay
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1h 	 ofo 	 l:t l" t groupin'g coipoients on a 

funci ona.l::in 1],rcgq i. ona., product:'t , or Otl"'er Iataie3 

o 	 11: d:l:,,, .cts lc've].. of n a ie..,nt in.r te.rmi of 

siuccress~;i ve la~yers of supri ors anid iL.rd tc~ 

1,!lat 	 t1iP c-hlart" dc-sn't sh~ow 

o 	 ]t .1oes-not hC)w the-.gi:e oc.'frl'c'QeO N p hibi.b.li. y and 

..u - oor ity ey y oo s (-at c.. samec. :nci. se bd pos i "i n the ;n 

r an ge:-rol.1 It does ,M.- w..roW.* le eC.1, 	 ot)si o 

I1 does ii:.)m' e. y dis nu ish t:c lia aidi cle;l 	 .twasei- M.C 

_1i.1 -I.i. c . l-,. . ,. . cr£ i .rC . iM- .. L i.10Orz. - ........
; tI. 

:ompanTi 	 . " 

C)":. ; ,u:ud psi. ti 0 of bo e d riot n &r.rirly 

P Q f)I QCt .mII: U( VL ]F1 C 

o 	 It doe.s_ iot" ;ho al].llthe chanr .ls of 'onta,"ct or 

cOIllfiuT-,c' a it 0o 1, 

o 	 It slhow; on'1ly a few, of tho I...y .inkts or 

relati.onshi.l.-; in the totl. oran.i:a-. .. inotwork,
 

o 	 lt'-loes ot' <:Iow t-rhe: i ,foria1or rlZ. thatiz:;.:ior 

a log..al and necsry extension of the form. 

1.9
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Fiurc- 3,2 

What is and is not on the o-ganizaionral chartX 

.arlisle,AldaptedJ {fro Howz~ar-d Ma 

'Con:e'p,:ts and Situat tions (Chi:.ago: Science 'Reseclh 

Asso,.c i.arC s ) ?76) 

Anii OPLJ .J tii ).t T c , hart is s tm.3.i-fied mo,:l.], F the 

orgari. ;.:.1:ti on' s struct-ure, . but, as show& in Fi:l . W2, tl-ie 

,'h. -t[Ias its 3.i.vli..lit ions. :t does ioV ho , : .... 

.o F ';i.oelit s'ltj:'l-. -iI. ll novo ta_ ll." spC)cts ti'ic or , ::.']fV s , 

IJever'tlr' on'_.;, it is a usefQ gui,_0 and I:,ovi,'Jles a,yde good 

. . J...0•.- ----• h -h~- . .. .T ()i S £ :2 2 t C)i 4i iI 1 ;. 

.organ )L: i on areC r'~: ed. 

Establis-hling [De.prtments 

[)o .',"t1 onts arn e gjroupi.IF.S of rui- , I :. IIID'.iii'-i-UiL'il L 

detor.mi ,:.is ho,w tb . jobs WK,") . ,..; ib-,:]r::p.A 

c~sta 3.1.:~i . .. . ps .P r 1c:i;i 3,.edr~pt. t' £ ."p.or is q a -f 

l',:.r F ,: i Jrl:.. n f i; . ',e ti,.:-'ytl'ce 1.:or'i'. or', a rtm *,: a o u 3. 

.... to cp the -t'm(. .:nts ,c.re.ated..I' di are 

Iv .... ,..,." r"oup.i ir in .10%'.:Y-e n :.s "t-for ioh. 'i0or-..T .nce 

.3. ong ih mo.o ,vor are functio: , p,-o,.,:.t, and 

.1ocat:i..o,ll :p r~~n s 

http:detor.mi
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,g Ar:;i .i-J s"k- s

cti +] d ep .-.artim ,1ts jobLs r equi rin. Iill

1, n '.. .onal 

a'-',;2,:1cIrt for al
d to ot I:-Ir , Figure 3.3 Shi

.'are 0qi.'r.e 

rel~1atedf a)'::tA i.Ati. --i 
orgiali :a 11i b~ased on fiuncion . ms, or 

+ "r, -1 1I; . ri'Iii '. i a 12an iir. .'C'lt'' .Jr]3.1':# ­
*f I-lW ': i;" .i 'A'; 

rarket ng. fi.nan: - arc 
rgr .i;.n+.i; . i r,- product i.on,, ',cq,anid 

. .. j oib;t"he I: a s; . fo r q , l,c I: 

itan iu'5;. P a 1. :Ivad" "l 
Furct alt',.. mc:..it'_t). C) t)u FCrp'-,,].C:,S'ACe 

l, i .i -1Z''L'c... .. bi.l -:...
t'.merit 

.] ..(:fl ac.. i.v .ti e, , ux',,r-ts . , t.lc +. ;..eaya ; 

Sir e each, de afrlL'E is 

o {d sUo+:at:o,.f.'.C. 

.) -'J f ,.,
V.u [,,rL 'i Lh .I' L:.+ 
•,::;aV, 3.Ct.:'1I tmT()'C q 3:i ].y' IiCo., 

dai ly aeL5.v itivs. r~ inlerr 'ro f P)m i v expej~tP2 ces in their 

M 

r da .,. , ':,a .:,l t :o , 

I 

fu ,.. i(
> a . d tl ' . l l:

ll ,' l :'L '. '-

1 department 1 

I 

1 V at TiC-.- j)1 

3.3 Furici------) 

3 -i ht .c-:., 31t.t o .| .rA 



w .t to ,Vc,, e T rr )W viewpin). ,e-f..-,nd-.:-, tr 

wor kers tend to i..lc. '~tify more s;troni.j ].y wi. th, tl-! ir j .obs 

andrid , t than with the organ.:iza.t.io.n as a whole, 

T1. J3, grgat1:e* 'i trcordinav .t ion ma~y b. emjv re toiC ma;~ke 

certain all~3.3 tog:etherP i. ac'h ie:v ingdepa7r tm~ents work 

i"dH, :tC" s Heo.i' .' wo.rked.s adv b:sv": O '.',i. , 

pro)'ledJ For axawp.e , Gepura3. Motors~ has W? Chevro3 ui 

U ivi i on, t otiac i*':L Dii. s~1 ir z) Ul Ihe O;Wj 3 .': 

D)ivi'-ion. Dortra'1ie;t stores genoaCrt I y h.:.ve amen' s! 

i.~tm~ent , a womcva' s clo.tha inga depairmovt, ;Jcl .o thin depar' 

vitl:n pro~dut.I service a~rea, 


e~u ',].)'-i, 'a (: . !..r; ,. . A (:)ta', [.'C:,clIi, I' 1 . I 


ac't ivitis '~ . ea.~chI orv Wheiva 

].5 :.'' r. '\OI.I',C_). 

I t is asier; for t m to see tin oiJ .of their 

Dupic: j*'atLio ol )f ac2ti3.vit.ies occu.rs, hoC)evor . For EXIm 

22~. 



M'O UIL.:: IV U f' :; 

[b.o-ih tL'o_ Cho:vro:,ct Di.vision r it:i ;11,_ lD L .."[ vilionr 
aL.i:i ll*'' i FC['"..'r ('- ) ....V .. ".T""'i ~ LC '.Li 

mir'.-.t,,.J,.: r,. .:i .E;ivr: ';.'i] . v i'o~c~!:u.'. r~ ,,­

-.r ,21 rent t ...e die. prouc M;j.; l-iy ts lea.d to 

I .... ... . ... ...... . ......
 

r I 

I I 

S S 

ril ma ioitutpd op eo 

" 
vc: [.i,;:srL s r* - .o '.Ci. , i.o j:.Iv l.'r ".I.'".I'l, i .o ] tic" o ' . F i.., i..1 z.i 

1>:?e ::c.i' t: ..n: 'v.c: ..tEo.r?.' L:br I:.o'.! "fl> i'': :). itr'c or i. Iu i 'i. :i..:, 

are of.u i ---I jt oi, :.l.. :Th ."' iv: 


w~ork' is divided'. into wena .di *renO~t prec(:s:inrc'ts or 

dlistricts. 
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C)fd ;I tie.I: u t i f 1n .i: t.-f 11 Q Lb1' ilv"'iL :V.'fi'v,Chi T- , fO 

C)an"."*y-X':'J ir :/t . I ?<)s~ J.~~t~ uE:'.~i~~CUC 

~m:.CC lot 

M; 111agiv Ltoii sior ia,I.Uc p oI U Ci . p ri 

tiakI:cun an ..riquunP( ~caLl. [>r )[.1iic~ins~2C21Z 

HI)'ii-Oov--1io s ac lyUs c olza ua a lasia24n 
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-t*ODULL- LI 5UN IT 

f'r ow.di (>.. J-'- t I .C , - E .'or'k,Iorkte s a Ie br,ought to e 1Ih.-J "ktC 

r'egu.aly. . ign.d to a p.rmIi[ .'a,2h 

[. a r" 1: r~t1*" N p.i.)C .}' ., .:". i j;'} "rJf ,c : pr, j. : t, l~-- : . l::,C:'', i t].. , ,h 'l f] (:projec,, , A's resul , "I"'the w,.,:io ' o 1.; ii':_n::-Iiu . , to3krke I.ix. 


department.: speri s: and th.prject ,a a.,, a d tjc,..
 

. 'i.VO'J . 'c qu'{,oihe r o.jc ,L -,-and t t 

':H .. .i.i'_I - oj.' i o . :;n . cvm :i. rx, " h e'-lp. ,c' c'L'h . iii' ;.] ,e 

Es aI-. C:I hi2 .g j'- . ) ..I.s Of alltO iy O . t ' . 

:i.ndi.v du.-.l e-Ffav"", A-u'thov t.L' :is.. tLhe. r'ight' to:cde',....Ick.' 

holing tojobsi Jorganiza:.0tion..) 2.elp.~2~hb~t'toy2peopTle, n:er.ty, an. h, ,' d mter'.'-:'ia. ot : .puwhdo:men al. i.qipmet 
 : ­tigo _ '..jL . It_ C, CY:'- : i. ::,ti ' ~;.n ~i i'2. 27 lto: . . t ,, C. ,o1: .L ~i. .hr' '.: 

:invlv ved in a.. job a.nd the. a uth~or"i.ty 1t'- J.i :s:,L.t~.. 

,,L I, t.hi : jolb, Jol-. l'.- l.sot - il i tL.ie.,s '.n, h n:y:'et only. PI.{
 

;li'flOi tWt.;2. - .,'Th~ o.,. t 21-.Tyi'I.. .. , T'f'C)-)~l '(' C
.. ,'.4].0 l2 hC) r1' 2 2OC '.V . .

the .job hol]der" Ihas: kt ,o author:vit"y tco c!.k::t tho.,:e'......'...
 

Tih e e v'. l'to ty[,.,e, o-f a.uthor i-ty in, m;ost oa 9rgn: i.a. i i:
 

1 Wi . a n d': s t!.a f f: , h'an ;.g e r s.. a n d s.,iip er vi so lt-,-.: h a~} v , lin
-~ c, 

autLho i.'-ty Iave /: "1ihL L-C) ,.oiret Lle wori, f).F 

subo atj.:es-.; an"'d . rc- in th c hai'n::l,:-3c, ,_cofm a td i' i rtingT 
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fv'omr I:i- Ir~v. qQ;jeicVt ,]cr t'o [tt: ' ].' wm''j,.:,lrz . :ro.IJ-li r 

bip.lC?,Pl.t V.i ,Ofl f ti. rThU'l .:.t l"i. ".. oP a ,. 1 l".'.I- di] tt.'' n 

autl-oprit:y, as. r 1 " .httiv" ofdo ke.c'.vting n1..,.- "i.Ti ''.r thei. 

o:)rgal-liz.at-i onT, "T'hec p.rinc ipal] :inrav SCI"ool .-. a V,e'itehl . I C 


d ir C' tar o- nqr-.n. i aa..IIc)ov::,. - I ar on add.i.iorta1 

examihIple o0f n s lit)1ne.I .i )r31 ptoC? ) ?aitI 

Mariaguic in tpe~rvi.sors withI si:...f a&i'si. eonsut~c au..aoiity 

rovi,_ a " r'i,': to Lthe 1linIre, m C IO a I;.,::ntr';t.I 'th. 

z')tn - ',a a 1.t:?] vae " tes I: ttc s. (a. vI1'', , 2 o Y; 

:...LI:. "-iof .. ;t' ,.c c.:vc'r
 

rant h ( t ) Te o. c oC. ir gv t Lc 1c) the
 

, _pUi. 13 *m-.Il' :i. aIt-t< (- rv 3.l ), ]1-,,)#ir.,rtlt 

mi.ght also 

r" e v l ua. e a l ,de
( a d v:l,, Tl
.t h ei. a, : t- i o rn i c,) , h e, "f .i .n c,i..-i orn , ll o-w e r-.'
 

twol . to.. yo..; f-1. Sa e . . is"°..... 

p1oo .1 [',c; 3.;O L Bl'. 3. J ' v . ; o) 31 . Hia: tema .Fll[ C) -33. ',.r'i a ,
 
Pers)' onne'Il?] is only.' one~ m.a-ny' e.,-aml :. sta
of ex. 0"f T­

positi':on's, Mintenll-f_1ance ofr bu.Iild i..s i.s a: <staff[I.
 

fnltion, The accounirtigrtq Jc'.arl-rrert;: in a p.rtt -i.s 

.
a..i..l.het? C? )..l,..e 'i" irprtan -. is that5mtltl ti di-*I{T.,e staff 

,
pe'rston ne p.r ormrL a supp.l:n: t.ry r'ole: they a;i,. advi'. 

alt/i r PCC)vi,'l,.: j -3,_ cv2. e 0 1:1-10 .i.I ,it 

2.'7
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S 1. ) *-rC.o-trol 

Th niCiu V c o) f wo)r k rs. a su i er ij - rnmusLt -r k wi.th i 

pe l." haver at o p e to':'CC~Cj5..jj. c: . 

wo Lrkec.rs onu u v p{orviino r: a ufutvl t ;i~os Theyr5 

n a i ,. - ii ; c. . 11, 0 . V i . ,i ':j .: 1 . : .- , :1. v J, -ferh:. a. J ,' -' -- _-1 .-, 

w id y w,o m c :i.l I .t .. , , .. o - , ? 1to..L.. 'c:. 5." ,:'. '.:1ILil.j.'-:Je : , , -;:.I.P-l'-.5Cl'5 : I...1:-o.e,:_ ove,.wr1..1 3': I 2\Ci'., .1. u au l:). hl 

c 1
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e o. -...u". with w app. i ai" - ' ""e 

S ituai -1c. s u,-. v v: i. o" s: fi n'. th r P a I Iy di k n CT*l i c) 

l 
 i t_ il .""rv' lI Ii'noi.' 


tCt lj" I"T .-. )3 0. control O t
b .i.r.,: 1,. -toio 17 .
7 C) IL T .1! I i r, ) i .2i'I : I' i it' ,I1" , iL)II ,l l". 

Ithr'. "e ; L • a ...a.. t how t [ o). 

0
'-.'ni> "oen ,'-) f!; i-i.r1-yauO.,:71b ;a"snh as-'L lly I. or]' ',,Iral.i :l' -. 

i') .: j-;.r i I .r)Zi l"l ",zv JI1.r ' mo'C 'i,;[lai>.-J C? iii "f(: ." v',': l . 

c)omp ai t ]';ouM.o it-t ,.ho W.ind) l 'i.rj '; z~l --r..i e t -:. [I.:.".rr

thath.o.nto c arify t.. i... 5. , . S i 

. '
 .i ow just~i ' l' ,.d the .:i-.i-,; '-:)"-,somvh -' : , you ;i..I" t:) L;, t}-.L imp .'1 '. 

Wh- v h I.iv.-) iullh the 1; cannoti, "-;i] i i,? i .,e o i'o ,I; '.,, ; uporv -. . " e.-t:i. }. 

fori their" .(': W n:lli can ,':."." i i .,"."vtime i[ i t'i .ti..y it? .. ' :] 
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a..ctivitics, , ;ou arc. i:o dc %;]1.-z ;-eal{ru-e %.it:'. -h. prob-le;,m 

s i t-uazt iC, ns 

C , l ).I .	 J. - . c I.o I IIr ,e ;tY ;) o 

2i.- i. o )c ,.f-:n ..a 1 re'. .1 i:.o ,..a,'i 3. ia 	 .r h cV. e. " 

Offj .	 2 .V2~':(2,1 2 -'c2~ )I(~ A .. 	 i j 

Y 	 I~ tY1~~( 0i V%~T' top ~.'iJ 	 1 .(2L I1 77P ;i~J 1. t. 

The.. a 	 "0" -,I ! . F. "C 

,f oj) * 2~. i I' ;V:L ~ ~ . ,r 	 C.2 *20 

i- j *f 	 ¢-';.~ "id m 'f -"*; -d c:- "r'|; iit. - Jc
 

iivsd '' Ton:i~r~C the ~tC s t~i .pop-3.0. ;ccp h
 

in) c~;.)h.ii I2VU t~h11 	 beh{ave'CrU::~d.'es 1i' c)L~s 	 5. 1 

i-loc ',J" psI-rovide ,o -- Js- ,", t ,is o ,' aiid a¢!'-j .,. 

-v.ve-l t-1,ouqjs dif-frPL . .e a re involved: ; di. f{cer tii" 

timesci, 

Rulc!s 	 arid p:ro,-edhcb-es 2.rIL r oCanYt,.z. Qri-). 

uTzIc,, proc z a c.Ffici. siIce I:I.SI - e .ui.e). j.i- es foI- ior,. 

fls ;n re'-'ilt, p00o).]., do rIot 1,,00d tou S'petnd as muc h t i meP 

30
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::,, 	 th- .. ., " [-ot "' '. lu" - that- me a,: pi.-es,rl 'l 	 can ref V t') 

. ':i.o" take, oe,-i.]. g.,. ra.. .] ]. t a,, t to P -;do, 

•,':we Ve: , 1. irIit the .lor.c.:'.i:i.3.i ty 	 I'; it',c. n d.loin.i 

-r a i a.,b i n hav fo.,- it to, 

) e p.it za )-f 'cant ;a). . *:at.on, manmMe~:I~a ciznr'ticj 

J: 	ceVnt;rl- a.l:i. c. . L..Vt's ' cats 2.ci... s c .: o.f the :' .i.I. 

]., no {::" .:i r: (.. ', " :: "..r,' . i, : ,: t;l' fa C)'"icar.r .. 0rt.,:. 'cj i:., 

"t" ". e.i ",. ::oi"'t:'. ,an. rcit :).ohi:. 1.!i:: dc.,:s'i.-i. Cr) -. ii 3. ,st Ii;_cl. )*t:yP", 

I - t :.o EDcom:rtxr;;). a." t ':! . ',::'. IflC''5 auil-io 3.'1"y :o 

.
S i.JI::.c -..,.:i. ':,.".-W,;t-, 'V' ...' ~ )InoV I:) :1'. 1 u','.-';:.. . l.3.r... . tl. :,ol thu . 

1.e:t,-t ec. t . u-K. f : . to t b:i?.t .,.r me 	 ",.r.mr, 

oiftol..ngerrt ttaeinfor t :i.cyic to I t.., "iJC amh..',.' ,,' 

t15 . o. i-..t Ii . C). 3. 0 g t"h d U C. W.a i the in r 

:i. " te.it heir. u l 

hi.:
 



sup:.li''vr 	 i .nl, l.i.:,wor)ke.an c L,u r -id and-.'i 

id videnif ' .it 'l.. " . . i..ir- 3.iik y 

o ;) d 	 bette i..i'.i'J 

w l ';:rc t;s .i . ar . 

cl e'i.t arei1to { .:ll t .lor .-.n itha.;.:itJ "ci .the'...id'.:'the 

.', :-,,. .t",v'lc. .L ,v tto'< . i i - .*.-.':l I~ ;j$.r" .- '.: i , .F { : . i. j r"::< 

Workerfli. s a. op uii'.y"c. .to ., ,*'. greater t .. '. 
v . Dcin 	 .i mlh; ct . ~1ore a 1; feel MOO 

- cr. 1 ¢'2 
"1 ] l.:l~C'Vj-i.Z .;.CVt :... t oyl17":,11 : ,1 ',tQl-' .(.r1'1 c.1I; r...?l-,, 

W4e sho)uld MoD&u in mijld tha.t dcent.crlizatio :nt iis5; int anv 

eit e. r t -* _i i.t; l-r.B-"r#j	 7.; i.. , i. i , i 'tc oa 

c,r ai,ii a _7:t io n 'i a ie r s w h a .. -"-nir .-'..2' .:Lli° 4. t -1. ) Vei 

Hoi-... c',oit etC.to re s;upt.er viscors? The? people. whio 

will3 3 ti..i ke ii c .~ i a t ; ia. ~~cve t b rvtn . 

I~icw1cc qe~ rd s; 1, j. 13.3. 

C) 	 Who Finn- the -faci ts nte~essa~cry to make' decis.~ ins? 

Who ':.ct get~ the; iLie-e ssary informa;tiont? UliiesF, 

suf~pvisr h. ve' suff1.cion- ml:5.formactj.CmL they will. 

iot be .'1e to rii;rkcb 'gcoci dcisions.; 

http:s;upt.er
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0 	 -k l is spec, ed . rmal,:i. ,Tj de:ocisio..' s? I{ 

conditio sr i a r" Ipi S. . ' Ii - :. .rn I-i. ]. L.I y . sch.a n gi 

impo rtant qnm : c.c.ti .y L',.: vr'y 

C) 	 [lo , i.,-.d,::pc.',:ii:L aY'e ltle aetivi'i:i.c_' , o{ c.;j,:'l" 

r':jn.inTi:i.:r..:t.'vi. uniit"? much wi e rthis:on .ial. l-l,# INow llr.:' e 

:i.1 OT'iC: lI1 " ").ck.O,.l, in" o'L'1h( ) ir I it' ; 1 1 tl1-,t 

c-lo""i V . i.y,dvc : 	 dc':,. . b e2 vr) 3.2 .l s.i i n i a y i 

Ino t.J 	 C'nict.;ior 

ia.Lrgan.izi;tons~ 	 theTlio o.t: 	 il.; inc*twW;o W pursroral:.
assl'ociate] wl,~ith an anta ntoo"niai ti 

anTIf d i 'i ,: . :t .onips I h 

a.n-d tht-,". -:] rel]ationsh- ips, -l-.Inl d,a o.,. i.O lh]. )n, 

b.0'JTI.JZ~fl. C~'E~ Of .tb( 01Y):Et.Cn L'v'{CrrE3. 
The L'r.sL tlj:.0Vi.L:.V'Sot ,.-. /J :oro ,t o onol- ' r; !.	 -,'rso 

e ls is porsit. io, authority.:-id."L .:') .l"is an .	 , l'fl t iln. W t i 

b u . .... o .ormal r.-ra tiz 1ki el ti onhp 

a'l,' t'l;life r' lT iUv . l ri i OI,' .TJ. a, niz'm:]}. oC"-:3.v i.MMi. wiork .; ; 

asso,:ia.:te: w.ith each,'/ othler., Tll ,y t l-a[:.ouL- t'l-e 

organl i 	 z~..ati~on, tl#id i- worI p",lacO. , -. nrd i:,o r.,. , -..., l,-oTnm 

http:01Y):Et.Cn


3. j ir '. :;ri - 3.iiue rnce tetl"foy wuv'nl'These if1'-ormal 

. Th. . for.ma.. lopinions, ideas, and •{,'c-:3 i :js oF k'.9 1 ''I 

'PaZ , c.O1(.'-.zt :--;:t-. hT ," ot ' Othe 1 4co infOi ..organ i to.n..-


p ithe 1orgaCl'(i.t i.)T work, at- : cross 

pur".c t c. .{o,,-a3. o', .r i 

Someimes, ".. 2ino')rmali. 

o.g.nz Fi on,
 

" 
~ --
Unrdift I.-tn ... argo..ni ti,-)
ir,. in.forma.-l .-. isr .4~~o":= 


v.i.th i -I..I , v' { ': :-..1,,:; Igroul.. IIf( :.rilil. .iyv'C'f e 2.-)rg,. 

lii,:v;r-, -{ ,_'f i L' , .andi ;:.',J"I-i . 3.i Sh : , ,lro iL;J. 

e ... Lu c o{ i f:iorm.j... r a. ,:). _ ...r:' . ooI" . '. c .: " i::: 

chara ':cristic: 1 r-o'h .- q V::i:.i .ofJ 'oi, thceys informa 

%...-ilijv .rjl ,'oQ 'lhe fo 'mn. wo' grouplj i :i , :1.3.3 di. ,:: 

-r0lip V;C)n or m
 

Al niorm is an i.Formal v"jle -- ' :L ,1 or i1'sL;.;i:r~d ­

rgarding o, iwmmer s~;of .aig"oulo... 'st-au2.rJ 
 i '. Tmt"
i.ul 

the "fuj ct. .l, 1"ioPI' S,.'ie "* ;;h[ in "I0'r"to e ltavI:, r ­

jinfrmal:3 groups: as po:icie and.' prcde t..o forf the 

{o'm l C gan iz.-alion, Gp'o.If: m,-h'cv1':s ee[.,.a:? c h otl'hor ICo 

C C) I - ol"t.) gI I.) . II l3 rM1-i f y i...i[I. ict'Jriv:qlr ;P/J.:' . 1:.,.I .: 

2. HC1for t.eample0, grIYoups oftoii drv.p .)'* t, i COflh'i 

pa-rk .ndh lit,=' W.io,oJ'./har'd group nm,-imber1s shld,~- owz much). they") 

produ:ce, 

34/i 
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Nric~r r r' ~ C ort';''cioi s3.y Osta1 ~b i. ; I d 1:10u' SimP3 y 

()Y) .vov 0%YV '[1:perin of t){1ime GrCou p Inmbe> eg~.~i i 

dev:2)Ou.: hnIbit o~f beho~viou.r an.eiO~Qai.thr;i: 

t~iI;i'~c~ V(:) zlrei 'Oti~'~ r ot i; 1y U1 r tir r ur.w 

nof th i norni)C ' 
of3.'ten ;'u v ioti * iv i;.c..~o3 ; :t =wi 

:t. Tt: at uni tte~ iiulu, do~ o ther'?v ic)IiiLr) co'fiui'3 " M)~yLLcn 

we art'~ fairl)yWhil-: m3i -; I: of us IN~. v.o thIintk 

: inf rmail~ of)Cr.0
andtCI, Ullt(f~~ollA, VC) cl low 

to 
a gropJI noh I t way) h.C because; 1hc wc :.j .-:; xtow 

the~ grouip vltdo un'ei o)fi~.w-treC tiP) norii), 0 r', thuc: %'!rk)P 

rc'ason'i . 1ir.: O1 i i
m.e'; di.s;;agr-' with flip aiori for same 

th.Uicli 
ca theice ' (tPnp will 3.ta:1ke' awcion tO ~L;: p. 'Lu 


ri'il wfiruPI ''l ir ].jt i
 I 
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The type of action groUPS tak'le to o-r:)1,_e r, orm ,.J;J:al l' 

. oat, r morefollow; a pre-12"di.ct a tbl e p..tter v,, Fir "r t, 

wi.l ta.k with the work:-:r who hasmn.ers of Lhe group 

'I. a that tbehawviourlin th-eThcy', wiviolated the normf, Wi.]3. 


is not aOcepl.,- 3.]e to other c rot_,n meprnl.er; a.rid encourage a
 

ch a.i'r i, be iavio,., , 

If the nc)1t:0It-o ri'ml.n worker st ill. does. not ,.oinforl, 

cj-o.Ii..) r,,.-,r~l..c. s of"icrt u, .1. t.-tl-eC ;t tVoo'",: " ','.l -] i.t C., 

r"r o a pIprr:oach ;Theytma {wtaku f t'he oorkc'c' other 

"" 
t'1t, it,'JS l. 0) !,lti .i: h [i ! ,:i I- (f- "fr.,L?3 i;;'i,"k lit1{tat'.'th l) ., Xil ;3 ff 

...vCr hI . tot"1. ii" ; " phyl" ..sic'a'-3 wayLev.r..,. e. , or , 

,:crnfo'ri4ifore'. the worker to 

Finally, if all else fait, ito '.u'':" will he
 

or il.3. I.,o i. Cj n o-r , given
ostrac',_ize. * Th i , her., ";he 

ger .ally.. ', ,adu:: to fee)l e-x:3..ldedd l..der,the co. shou and 

from "Ii, gerotup 

Irforma l. 3.e-derthip 

A ocn ~imp )rd:ortantt chlaracter i U i' o1 infcorwua. %work 

'.l:;,'., a iiforma l roup ]ander--j-; . I., Ir is ti 

. 3.,re'i.tinq.in. .rtwc n formlal and inf:r- .. l oup 

" b" 
A fr a3. Lie r a or Eupc:'i ' rv') "at i.; edal .e ( g e'ir r'" i 

--.i.r'.t eIc., .ic,-.1t.)thie -.... o.rIgani z)a'tioniiiW., irl ,Y;Itu)t' ty tio 

work a'tivit. A ie of the gre'Ip. , In, ,:oi't-a,)t., the i.nform., 
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leader emerges from w.ith ir the membe "Ii ip or the grou. 

Irforma_,l .eader's are not appointed:! or elected, Ais qroup. 

membirs work togeth-,er, they t-nd to look more ar,.- more 

t-o one or 1ol.e [.'co ;lin the gr.:oup for Fud.srce 

group v"-/1,ok mono.and more .to tC ian diid.Ju;.il for 

gJid.,'':o,, tht individual com)es -o be atot' ed as o,­

i nfor-ma1. 1.esder of the roup 

Sever;a. f'.tirs in f.uen,,ce who is liVkely to c'merge as an 

ir,.for-ms 1 -o,.p .esdcn"' 

E;J.'"eorti. ? , W etn workers ,,ve probl.e..oiw or
 

qes.trs:.ion s a C). I" the.r they tr:nc-d to sec. . .
o::. work, 

from a group ' membe-or who has more p'.'.eriece or 

ability, 'Ths', wo rk-ers who " know the rope:" ar.", 

more lie.ly to emerge cs informal .eaders. 

Per sori;: Ii ty. Work ors who most '3 ose ly re.--sent 

the va.ues of tl' group r;ombers ic more likhly to 

be a-cce.:ted as g'oup l eaders;, Gr o,.up m.:r..il_ r tend 

to t and worikers who personifynt respecthose 


ti-eir vau.ies, -rotives, and goals,
 

informal .e;aders .perform a variety off functiors 4-or tl~e 

gro,.Jp. fln ,uick, loclk at tle'se fn ,cti.on;,: wil. demoyistvate 

[:w 2..Fo. ).l e .- , n have anim pil:a-ct on i-hei.or 


http:diid.Ju;.il


MiO)ULE IV UITT :3 

Provide direzt ioll IT, foni,.. .e;1de -g ire ;Idv ice 

ard rp, :idanice to g'oup I "t, . r' , l hey may p.r"o vide
 

counsellin-g or YhIndlin o--the--job rc'nob2lelI or 

0 Y C? [.-, V) e ns,rso0T- I o 

nainrIan. 
them group, .Iforal] group le-Jead.r alco.0
 

hel1p to mantin~ harmny andv ro; 2 on'0T t3.i.cts 

Within the gr-oL'up, For ex . - ,, ,-,::r .e-ruev ' s 

rdev i t c fromT a gnci-l.I. Io i the infco-r o li1 2leader. is. 

ger era1lly emp.'.. ted to rm -. thle first at'tempt tr,
 

Repr'esen?',t "the group, ].nc.r"in l .eaer:'s ;eru.e 

the grou:, in, ,.ntacts ;.itlh tUose outsidd' the 

group, For Sample, the'y are e.:e:,_to brivvt 

the .; ,:omp 1 i .-A,'; oro'.ip'cw sucjge'sti. o-c: to tlhe 

attenion ofT the1'2ir £IuperVY ). 

made about form 

We have been 

One fin . [.oi.ht shou.li. be C in, l1l,,,e-di. 

:alking ai if in r{canl gr ,. [i: e ori]y.or,e 

i.foynTE_. .ea er, This is not eCe ssU-i.. true, A group 

la y I,a ve only a . ig 1 e ladr, but many gropJJ-"s Iiuve 

mo e, ,t:t oCtruM on ."e g-Jnop-.; hav'r as muii',/ EPs th -e
 

3.ifr maIn) l .Jluue ' one' who hel~'..; wti j..jrb;:: 

task .eadC:r), one wiho L'ECso)1.v,-; .o,.i1 ... (a soil:. ,3 

.ear.:I and lo l',I I'ep i , oJJ-,O.r."e l,- (.­
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G' ,.ip re-l'ms i V c.tae~i 

as the emt ent to whichGroup. coh.iv-ess i' defined 

m'embers de sir'e to re mairn members of the group. This 

fat-or refle',t I[ow important the 9 roup is to i.ts 

: s, (ird it ea-sier , to ti.riink of 

,ol'in': v 'rc1rs.. -5 as how "c.ose-knit" t e gr'oup is or ho%.. 

"
 
nonemeott1 rup'ol;, ":stick tgetrhr .. 

Th ,f Of r 'iIi.i.v.', r '.(s tr,.the,ics aa ro.pOliUF P-'tly 

t- TaO'110.5- This 'uakel3dJiegji'ii _ to which I . .CV',.. ..: 21 OI'M 

fl~oft& gJrouipSee for [IwoC roP Aso0v1 . If bei.g aq 01flcr 

i.. is .ort.-ff't, nc:,bo" .. will .1 enld to co-nform to group 

naorms) m~ore rea)dil3.y i. order cost inlc oL. ~cto rauc 

b' the gr: ,.j7, ri].sQ, if a m rl: does de'viate from 

memr.: s gener 'ally will react''acccp.etd g()u. norm,;, other 

more rap idly to ge the work-er t-o ch; r;qe this b,:a.viour 

ral.d con-form to a,','.. d pra;.ct i.os. 

Wha: mk;s come g roulps more cohesive thanra ot-hers? Some 

gro)ip.s are more 2ohesi5:.Ve tanH' OtherS. for' a V1-ar. et'y of 

(1) therea'5oras flwc-I .thc most impon :-rt zire: 


Oppc)rtu a . ",! for ,communiction. . .)' qmor.- mer (2)
a gr ou. bers' 

commonll.ity of mnbers' ba,.ckl'grounds, (:) size of the 

grouj p, (4) aomp).S. slamcorat of goals, ard (5) the degree 

to ,1-w.,h.1 taI ro..Il. fe0.:.s tl-re i: n-e,J. 

http:2ohesi5:.Ve
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o 	 Commiani,- tion within ti-e ,.jroup is ioi *.il-3].'.. the 

most importarnt fact;or-, In geer r., tie mor-.: group 

members~ comnicate, the gr eater thr. c2ohei~veess 

of the grOutp,, As gJrot.p. co nca; trem o) '0m , V.. 

.pnd more w ith one ;notl-er , they tend -C deve .. p 

') cluser personalt~. 1 rela.Ction~rsh ips any! the g:rou~p 

be,_qomes- more-cohesive,
 

o 	 If qrr) pp mgr;oip" h ;ae {aji.'.'y simil.ar ha-cc groyUnYd:. 

the grojp will en rall'y b: mool coi:sive, I . 

me mb.ers.- have simi ]. x p',erience.s and/o.I o r .i s-.-. 

nr.erestI, they wil tend to sti ck totcjrher mor'e 

'i Is 

and di fferent interests. For e.ampl, a group 

macde up 'itirc].'y )f po e]. lwho were on,ce ,city-­

than irnd i d 'ho h v-;2,bedi{{e"ent bce kqro,.ms 

ghetto Jwellers -will prob.ab].y be mo're ,oIC-sivC,,e 

than one up members f"one r.)'.i]., city, andlad.Ic-r of 

u. urbai b. ;g dskr: nur 

o 	 TThe si:.e of the gro'p icrF.).-e,':s tha love. of 

cohes i v -,... In gereera]., smaller ,rps ill-o more 

cohesive than lar,.ger groups. If we th ink in tum :. 

of the opporturn ity for cowmmunticaJ'iti. oq l-his 

observation m.-ak/e.s on . In smal r ' l-oups, m )e L:.ers 

have more Opportu ity to communic.-te, As a 

result, a 1-ii hu.- 3.evel of coCn, i.veross ,_.i'uri Lo: 

expe- , In, larger- groups, 'do avednboriuL 

4-0 

http:kqro,.ms
http:simil.ar


MODULF IV 	 UNI"T 3
 

as may, op:'or tun.ities to i,iter-adt -,egul.rly, Thus 

a l.ower levelof.. ,ohesiv ress ,':,1 te -'p -ce 

o 	 ".iGioup acc,.p'.onVl-.].ishment of goals. n.rf uen,"es 

c I 1 If m:L'.ers Tea 1 I:it the g roup i s-s. 1, 	.
 

.aomplish:ing goaIs that are important to them, 

te..e cirrour, will tend to be morv' ; I f tiii10y....•...vc. 

{eet "l-,e grolp is failir g, co ,e.sive,_'s;s will.be 

l.owe'e Con side" for a miomenvt the group. lh-t rDakes 

Alip a a L.1 r isbisk bi te am: I f the team w 1 g, 

team bp i.it- is Igi.h and grou.p members -Lend to 

stick" touth_-r moleO . if t-h Want is losilng, the 

attj it.dues of tFeam ml:ers -end:- to becomec-.ioq-i,ye 

and.conflic;t among teamma-es is more l.ik'ely t.) 

"JC2V ,lop 

o 	 IfI qrozF, rgr.m.ers feel their g.roup is ihneat-ei 

sorm. way, 'hjess geer 1l]y will ireis.easi. 

(tjair,, t-hir k of thie basketU;i ).l team. I f the 

I
S,"ho0l de,.ide.s "h.u-t due to ludget ,uts bnsketba ll 

will be dro:p.ed, team members wiL p'ob. band, 


together (_-come nIlore 'ohes . ,e) to 'pro -ust the 

acti on, even if the teamn is having .* bad ue,.so n, 

They migIht o rgari e a drive to 'ontact .a).umni and 

c)ther intr sted d [',e'son's to put [es ,Jr'- o, tl, 

school 	 to I'.:ep te bIaslketball. pro .rmn In 

gene 'a., a th s t -eagrou. 	 .lat- -f.1 tc ned w li].].bec ome 

http:dro:p.ed


MODJL[E. i', 

.Wil 1 *.C0ovciC to v.ul-c' :i].. 

t eat?.,t. 

mor'e c oo',.,-ive .. W. k "t i'v',

...
i t-se l { ' .IEI i rM iio 

" O I '--e

d gir~r f-,anelloul-, peCohesivenessa. 

I 
0 ii 0~ rv ].i5. C)P": U' . ,] p cb..- I:,>' c1e -I: 

''ou* Ei- - d "1C')Eg iI .i v'Y"I.I. 1.I'; :. 

di { Ierntt. answerYs 

comment:
mazde~ '3.O 

"TV mor e ithos ' 0 p g. et.t geth.r. a nid t: l.] the Mrorv',. 

OVIC. s'iuv 'vc; we' talk.e~d to the foloing 

k, 

:: (3l thl:i f'v.r,.ouv ;c o,,,:l -ev to hold 
tli g, ce.~t:, :o, i-.s ,!e: 

: nor, Th is s.iu-rm,,i.s',r obviouy').';' fel: th.aI:
riJwin :,rorJ'; 

, Woroil't; -e ba..l,

infor'ma.l glro(ups, par!-~iti ].;_ar-] y c ,:-J-;.vo 

I'i; eo'-1,"o I I', -......, iC2WC? ....r'-

a~*VS1 howo.er refecanothe{ rThe~IC commer~nt of ~0 ) : 
.o)y c'y w")..l -Io:'t,"p'f;).odiffemrent o> i.rion: "fI' y c~Oj-.:' 

Tl-.:-y h,Dl p ,-,:,I otler oul, anido i- one &, Li.em s t-; 

goo irng off, thei ot- ticpressure o.n'J .'0 lim to get L/ &-';, 

il .inie a.ild 10 ;' .JO.'.jd'o;-good' jo ,k T,,l."/ r.e--),;t exsy to 

-o , .s sipe v"-isB or : O 'I ii w'0r
i i ; - " rhi~be a goodo. 


Io ti-c
that ,-,vlc , i '' i -'e.oi-k J'o.pis-[" arc! ciooJ, di,' 

a werexi-. :ts to th. quest ion, o-f- wh:thurl'No correct 

, - .-
ive ,Dru2 he . or hirder Ioh _.r Forr,:,-r .e * Thi tl
cohes 


thit z'lai i level. o-i g u,-pris, we cannot s--t. 
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" low .1ev'-:l. perforq;nice. To I:-iz'iei r undernt,t. d -tl'' 

relit. i1:onsir .p between cohesr)iC.1veness~ aryl per formnce, we 

Ei o:l .i,:i'" --.Ov'l y..j )vn' : . 1" :l' i.''l lrii C)-3 ti -( rI o;j c ,' }:~' 3.nls ,tri 

Norms can'b~ L 'das.ibW! '1 positiv').e C)r nagai . . 

C'oI'p:thl~'wit at tiing deprirent~ial a.vnd 

. , - ... o . ,-1 . .' Th:e '.ueh ,vi our , -i ,uv'.j. '<I by el 

aitta inmentri N!egat1ive nanw,: onr the otir1 Iczi.uJ, 

. xali"ip CM-;1. " it.l'ie.jlt~7 3. T'i9I y I c :. l.. I; 1 i a 5:.hm.;i 'c L 1; , o)1.{ p t'[ y,-.ri 

nO imoi'm.l- (J.-t.vf,, ii_)l t' 3 , 1 .,;.]. lv -fou.d . - "rkgroups 
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Tanble 3.,1 

positivYe 	 nregastiveE:-,ailr-iles of 	 and ronns 

S 

Work group . BIhaviour" 

F:',--"nr v [.orl,. ; -I(eej', your mouth slhut wI eri the boss 
J aroui., 

NEGnTlYE C)'F,.i' 

Fa.. ,.orylorers 	 Wie Stop .ov'l..ircj 15 mir veu:e.; he.fore 
CPJ itt i *.. t .me to ' .. ', 

Utility wo.rkers _We aw.ays take a iiice .or:g coffe 
bp'k 5. the m.ornin g be fore 
ci.irzLi. i.': i-h,:c e po].ue--, 

Typ.ists 	 Don't rush the work, They' 13 just 
gie you more to do, 

S:].HaosC3.erks 	 Don' t hi..iur r y to WZ j. 0T ia 1J1-	 eOI..,
 

Thuy cn wait."-

Worl Group Behaviour 

Fac.-c!ory w.orkers Do it riglht the :irs-Cst time 

Typists Malke CertJin it oo.S r,'.e. Wu 
win:t to be prou~d of our work. 

Car sa.ospeop.le We want to se.3 rope ca.rs thzar 
TIyor,e oI.- 1i ih,- cit" 

Grocery cler.k's Go o,.t of your w.,y tio satii fy 
2uJstomrs, 'We .,i't th"1em1 ro COW 

Don't w Oteriai.;
Faictory workers 	 iat they cost 
monley. 

If norms are positive, performance is better in, more 

cohesive iroups, Fositive norms s-y, "We %#ort to* do a 

44.
 

http:sa.ospeop.le


LIlIT 2IO [) IL.- IV 

good job),", If the g'is p :i. ,ohes'.3ive, w.or ker.s try io 

achiev'e a highl.eve.- of pey-forma;:rcZe. 

. 
pe,pcri-E 

Cohes.i ve'ggoJ:. Negaiv~ie norms say, " We 1want to dJo t he 

minrt,mur ye po,:i.2.y ,_m_ * " If the "1oIu .. .i C.I-e,5 iv. , 

If n1orm& r . ncgivetI y l i': pr.))' irt mare 

IIC 

a VI., o r [,r.: r Ii . . a sMC Il:'. ,'- 'r " to' Ti O - o) i . t 

possible, and I:er ror m.-) . i s poor-

If ico ei* en s isO~low P1e.r'I I") ATI Q ? Wi 1.11 kr?.fy 11101 

th12 grou.p . G OUiP C1DCMf'-- Vi 12.CFt.)I VIifCm1ii1 )w.i1thin 

C1oie0 .. tO 1hiC)ofm 7III td averagoe.vc'. 'J C)o..[. Ind' ';-rn ,:e will be 

nei'th-', ver'y highll nor -',,er-y i 

Thus as ":;I,n in '.ri . -3.7, %.1. n'.r,c-'pet the bes'=t 

c.'.e from. ohes; norms.per-foormn a _,yive grIO..i[. wit-h-, positive 

,com.. re a col'i esi.vyefPoores'-;t- per Forma,nce will r from gr.oup w ith 

negative nor-m.v, A low-,-ohezive group's I:r lamir.2e will 

-fll L: w.2'i'1]2. l tte: i ,,)e,.,tr,- . 

Working,.withl- the infromal nrganization "
 

Fi ,.igre 1.*7 sugge ts thatl suer.'evisors- nee'd to en,"oJ-.ir e 

po"sit iv':_'normBla 'nOidI ive to bui. a more 

~orkefctive w group G rou~ps w i -the; c-.r .tr5. i'. 

mortter,be prodcl:ive .aind s;t.le, s we. ]. . 

[-5 ! p (-m, s C)r S ca I.. )t 

o more 
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ie, l:, ,clontro)f . the fon',_c(s ;,t wo " rkin - ir,informal 

grou, tal irqj -Ict.lns 'that irf, .uee them.i.--s pcssib.e., 

Let's. exa-mine sever-al ideas that may help you work with 

gr-o, -jpsmone. effaeti-vely, 

o 	 G-rops ofter, devc-.op norms bc e,.ise of 

1a'c o- in forima-ti.-ion,, roup members m;uy not 

U.IT[dC?''-k. .)a i %,- ..S4 h ! ing t li o Cor,,d l-a --.- :i.F C-)'gl11i z;a t 

or whiy x2;. t:o I'. 2. e.r-'"I ythey pecttie work" a e t 

.In ,somCe ca ces, they may VI) -ht kr w'ver rrhwey 

are exc. r ,te.:.to do. Thus, i. t i s im:o.rt:an't to 

infC)r'm bWrs. i about on g..zi i it ;j 'cd": rinl:. P" the 5.ov, 

their juls as qui.kl2y and thoroughly as possb'le, 

If lhi--s is 't)t done, they probMi..y wi. q.get their 

in-r ma tion from the qgape"v. ne," in-formation i. ­

ilay or ' iIy o)t cc u'i a'te. 

o 	 1jy.Giving i.formation is n.ot enougl"i, L-istenirvg is 

al).So im.orta.Cnit, Yo.i i ,e:d to cttkively to 

elicit the group' s idea'ir and opinions, I'F 

omethinig is bothering the qoup,, you need to 

istern aind try to urderstaiind the problem" Keepi.ng 

ho giroip fully irformed aind listening to prob lem:; 

hel.ps 	 enco.ig'e the developmentt of positve normsn 

o 	 R<ew 'd.ing qood o I'. byy tle noul. i.s a. )., o use fu,]. 

es cially since this develops pride, fAs the 
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sS.i.er rios, Howeve nreas art 

always possible. Thedecilion malPing is not 

.-o .diti.nsund!er whi.ch parti,ci.ativ,e decision 

making are ]iPely to work are dis'js-ed in Chapter 

9. 

is nioted ear3 ier, an iTifonim3l l.e-ader ho)ds a 

w,,ilth i, the group, The informa].pos-,.ition
specia],l-. 


leader cant oftyen [tjW" cort'->iderab5].- impac: on the 

groijp' s nioPms-. As a r'esult, sirervisors c_-an; gairn 

a gjreat rea). Ly wor kitg w ii and tirougoih cirir;3. 

wil.l r]eprusovt thevicern the i.rforma. . leader canand 

Y j 0 t4 ,. bo ice" th-,eir i.deas offoUI.' rr SI-crvisors can 


der to got ;'n id.l ne.ajm d 5. li
ho!,'thetile irtforr,;vi. lei]. 

not meant thijt they shhoul.d grnup will react,, This coes 

ideas from a.l workers, nor 1o.es itnot a:l.k to ard get 


mear th.:.-t the in-formal .eader shotil d be shon,,l
 

favor tism. Bu,,.tt the informal ].e rdo"C~art L--used as
bcn a 

can alsobar-ometer" o;f gr~ou.p. 	opiniiorns. In.forml lea:..s-


h'e. p ,omni t.1 e withW. tie group and i. ]iuor;,o thei­

opinicn-, arnd id.as. 

- A word o f caitio 	 : t a iTforma. 3.cider who i5.s not able to 

in-the eyes of group mc-bcn' is oftenmairtai.n respect 

reason, supervis osreplaced by somuono e).so, For thi.s 
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musict be~ ca~re~'ful n ot to' ta ke soflme aPct2.01 tthat couldc 

ac,2irJOT,'I]."].y 2 Olpom.-seO o"' i-1kY-Pml2.Th the. ir.form-;.il 

3.eac I' s positio n .1 t-i wo-k g rou', 

0 ,-i :' aa p o l i t i cs .: n 

Uip t'o tis. > po.it, we have describedord ni -. ons an 

the pe: l e whi'o work i.n i hb.. m in .fa.irly ste~rile.1 .term:'s'( 


B.uL o ,;rii'.,.-. factor 5.h' . *ouI'd on the 

organi ::.-ytiolal c hart or disc'u.ssed in jobl: .,'rit - ,ovis 

nior i.s it Cp.:nl acknowl..dgced :,y the peop)le: who hold 

jobs in or.- i .:.io.)' , Th.)I_- {;Ta'::tor is th. polat .5.:i.':a 

To understand argvv z. ;5 n po liics we nceeCd fi5.rst to 

Iook at why i.t ox..s, Ali.. organizations are, ,onicernerd 

witih di 'tribLut:.. vio rr r . touitsimply, powe-r 2.s. t l-­

abi.2..ty to get something done L:.y infl,.u'enci mi the 

behav our oF others. How mucZh *orma]. powr ,r, 

individiual has is. ddcter,',ned in part by th.: aulthoriSty 

associate.d with tihe partic1lr job, his authro5.ty is 

defne.dci by organizat ional charts aid job ,--i' ,t .ors 

However, authoity is merely the r-e,:,_jii-zed rig"jht to 

extert power, A(niyone who has spnt any ti.:mu 2.L a' 

orcga n ::nt 0o kIrows tha the a Lhor i.1. -i:h.- coimes .'h 

the job i. o. part ,- gu-ett ing thiincjs clone, 
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"'" yo Tloo: 

(a pon. - , discu's,.'Ls .. pO ..i "" 1aiV... 2 

get t hing sdo.;e an.d make -) g 0 'Ci 

w,,ill .. , ...." . 

is usual.I y reqlui',rd . Th nj.volve ge :ttg )l. the 

inor ma,-wtvL-i.onr,nieed do your job and, jo leyin.g foryo.I to 

the po.,.,ur to ,: .wa: the io -eg.li"es,, wohit- eri..-,rir 

•-h.-" " h appo" y,cs teve politi r:, 

more p.pl fi n.d- t.esel.ves. worng"" to h r, they.. . 

sooner o) trvr K )Imo ivolve inJ a struggle for p.:o e) rfW 

as ea h tr-e'. Lo make t:iie work €lat:io _h.p mor-,e 

d ro, for" .:: or hers-elF l'lhe reasons for this 

. 'a Soryic. people S(.e.1'. .. C h o'z 

ho).d Jo.-w-, ci: hI'e r ijits . tha ar'e dIiffi:cult to 

measure. As a result, t2hey tes:ir to pub).li.;:e the fa_ t 

that they r'e doinCg at , etive job, OtI-urs feel. 

st iug.'.I may , . r...oro po '.I, hes 

become i 'j"-.ri ;i:n. i polit s. 

to make the5i.r pci;So i o, iV the orglavi.;]tion more stab-cle. 

Still o-thers are cotcerna'ed with aivanc,_igr thei. r 

i.nteres;ts and see poiiScs as a me ans of p av'1 i the way 

u pwa rdt w 1ihi" thhO rgP9aniz~a t .in. F Li-th-~iEPr ­

orga . :'. ti . i t i ,, a *1 L.eeo, 


i raendu a ti ir,',,o i v,- d r i , i . 

z .na po I c. "o'v. des vehi .':. For :i.ng 

one o- the "i r oup." A. mary peopil..e ar,-: 1o be 

a,'.ep.tul. at workI:, p.oliti. may p.v'ovide a way oM 

sat is yin,,ig this nieed. 
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Irl a si-'2Cessfu 	 .re those w'ho aresucit'ch..]., supe-'i.sors 

effe,-t.ive in thte-ir joL's from othe,r people's point nrF 

v. w. , e.-,v 3 ... ] eopl e in : Liorrt m t to 

varying. ., rcc.'s, rel:]y on others to he-.l,p th-r do tt l . r 

job s, a s" ,,-v.3/.. _d .- n.c. tihe i r i nLeres-ts i nt t he 

.	 u.0.6 12yO~rganvi i 1 S u c' ce~s s depe d :n a vr. o V cOmll~p . 
' 1. l .]~t.... *[ ... l. r. -,1" aI V 1" : " 0 [ ,0 i:]e .
 

o,...l'-iou i:,. h your s'., rdirs , e i. '0-s
andj 

tzeraj.V," t ii,: Th::: r.oliticu.l .ro,.c-, is a ,la .,ism to 

be ,..so.d t e,: A, l]l y.o u.r;sel.,f " to i nr c, o your v li i .'i -') 

y u ou' fl. 

p_.roc n L,to p.,l'..b.i..i.vv- vl:n, y:ou. are:. .doin~g and< to.. bea 

cerai th t .hatyo aru. dloing, conr r'ia w~ith, tlheir­

P..i 3..uili .oJUd r'l.ations with your boss 

.d - Yr . d : .n c:.o a re ' ritical to beccming a 

2 i-ss.Jyour s's eyes E .utthe wy)' in wh',ich you 

carry out yoIr" rW.l-i' ;d3.ls 0 i,-lueiis yOijyu [os' 

opinion Andrew rDu.rin offers several suggntions for 

hel - in. y ou m."e a g ood i mpre ss i on on your L'u Ii. s 

suger.st nsirCjii i Tl c I[de 

o 	 Help you" bloss s'.iceed. Never forget why you wore 

hi e.rd, You wore Ih:i. red be,.ausyeour boss believed 

you could.. he p.F him or her be more ii). , Ti,',':e.sT",e 

mirute y '.: 3.ose sig-,t of this f ac, you I.MCome 

5:1.
 

http:suger.st


UNXT 3MODULE' 1V 

to bbss. 1-iil]y"attack"hiil 

,. 

o 	 P, O'loya]., your Novr' pub : 

.or tu,' 	 , Rkiemt.'.r, you ar_ pa.rt of a t'a 

o 	 Liearn ,InL- y'oiur" bo-Wsi obieoct ives aPe and .ie to 

aty'ai5.u tl'.rnm, [.Bocumrn gh~a' crit'J i.c-al subl'rdcin'a't.. can~ 

-.o much for y _oLr"futu r,e in, thle org-anizati,on. 

o 	 lhileo your t.b.os'.''s life;. . . ,comp. a.e.d'o . a. a.ay 

some of thle probt'v; he o s.he .fa,-es. I)ot' add 

to th,,r 

0 HW.,i i r, . contc,,2t %:jl)h your [:..os; rdtt ;",-:qular 

ac:ive].y l.ist en to 	 wha.t hu, or she I'.-; to fay'. 4slI 

and,; b )H'0PV i;bout hi myou Pu n 0 V '2 . Ii 1 	 a or 

o 	 Bu a t.t:2chldo.J; KeOp 'your" I>S)S; in{OPrned of 

potortnt I..' f-rub 1or, 

0 i,',o your' ;,,or:,. i .. [lmen-t w. th your boss, 

Reo .nize tho tc. ;n of-forl I.nvolved, 

,- i,'a3. me ber .- lat your bo.sn hos 

con pru. ,p',,r you r fuiture.. , , ho 

Thei.c:. i; oint 	to "r 

g, 	 l.er ",o .lke it or rIot, 

"- 1"	 you;r,r' is do f S . y 	 * oh:.er '' - yorsu,2cc" sf uJ]. po'. or.'im
 

. ss
bos si r",l ul r',2, 	 har in flma youre res IIt work t .oP 

gameo2CH'Y 	 wi, d l. .2, s. fuil T3.ho v'l. ; of tit.Sas.. 	 .1' v- Ian:of 

e -eI 	 fPOm -'. v,'V . I d.i .j ni.,u: k ,ait titr-;u rul..-, ar 

at 	 yourand con-r":Or n to th u a r .- elylh.i'i12, s-' tu . 

.in tito 	orqairi 5. t i on 
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Bui.ding g:)od r el;.t i.ons with yojr worers 

Rega:- dless of how wel.. you ,na)n pe' form yo'ur job, you 

will o . be a; go:).:I as ',ojr ,o4rlkers let you be, In 

a
o.'L-- i: ')y t *1(t. C.-" eertC r o1nl ' JS m3.Ch ipow.e.rcr over y'OuIr 

Ou r .- a; tiav et you .. e t, al guides for. .or-,,,, 

d velfo.3.i a loyal foll'cn.gO. OTClOf.rl'e, Q), 

a 	 iPcc-,.o,.gl;z,.'II your wor.,u..( , Show)., ltl-em: Iw. il;inortant 

y'o,. "-~ih i t"h 'y are:. 

o 	 Be sensitive to you,:ur , :.,r: ' iiee.s Loo!k at 

e ve P y a.:: )T, y 'o : o n- i2.d2 - ta I i.n th[ U .Uchth e ii. 

eyes, 

O 	 Be co.lrte-ous.5. A wmCr--.sr il. IAn anrd ..Lter's, 

Petr:nr, ph'nr ca .s, ,,oid k, piig peol-J.e waitiing 

to see 'ryou, an. s) forth, Make yoir wor kr rs {e,.3 

they 	 are,: . t-,Y 

l, ties withi t 

become "I.:oo good" for your old {riends, 

o 	 Maintain )].d ,e o.-p, izatioi, Never 

Summary;,
 

() All] or",:'an,.zutyLions sharJ e cer"tain' chlarac'.-teristics.
 

They .2,i). S. They'e 	 ofThf:Y arc, ,'ompr'is;r1sd peop le 

w.,,or .2g. og)e,:ther t' o reachl th.ose .-. , There U 

divisiont of lzb;or , They have a formally 

5.
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esta . ih.e "5s '-Iiui,.c r d si. m" -.to ,.oo'di r'-to 

in .	 rt-. cre a- ofid -'vil efTa-,_-f T .s r arc,,l'yh i e
 

lutori.ty,
 

o 	 U..'.ervi or.- do niot resi;:i.gl the sti .uiro o'f ltheir 

Or ;jl'i ::i I. o but the ir a rte by i.­l joL-'.--;r a---i.r effec 


A o i Ih,:;... .': -t Lhe
oC- vi: '! des c'ri bos 

orJan:i. .ut:i.,tona1 structi r.-, It i den-i.fi.es jos, 

deo 7.i , a.nrd th fl..1ow of toritv i 1 11,1 

0 	 DepartmeI nts re p oup a .jobs., ,Job's fmlay be 

groipehd on tlhe' ba.s-is of fijict iio , rrod..ct, 

J.o , CI_ ., or a c r i in. a t .. , .of "hes -. "-& ."o s', 

j.2.ti i 	 an')'Matrix Cm':3 ; 	 ex2sts ln wE10icjWth ofiC' 0 

these 	 typos of p. art ro nrit-:. ia anrd irIIol'e.­

bri. 	 inii g 'wokLe.rs fromti di f fr - il- -r!-eris 

to'ethu.'pir to work on a F_,,:il. rrojec,--


C 	 nutl ,ri. ty is the rig.ht to ,do,id. arid ta ke ,lctiOi 

wh.ile i.Jniicj oranJi. .'at i o il 'es'j.'"os, E aC 1- jb. 

mi.ist have enoughli au.ithority to insure i i'; 

r p'.,,-ih4"i.it.i. , n2.1Ti:e. carri'i0.od out, There aire. . 

two typ author"i 	 arid staff, .ire,0 ,iner'-


au~thori t'1Iy0inole .V the r ighct W)1:dirlCt wO orer and 

is part of i of . .toh,.- .ommanid taff ai t.o-Iar it'y 

irilv c) adi sin'10ig or pr'ovid.rig sorv incZs to thc, 
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0 	 5!- ,:rt of cono r o]. rfers i-o ilie ri',er of ,.or'kerk . a, 	 { 

su.. 'v," .r.'' r'I " I (..L)e is :.e"tC)Y' " T -th e iO span 

of corol, S.u-perviso's c.n effectivr.elfy superi,'is2'e 

nmo r-.- r .l~ n , l._r .'-Vrl,'.e r-f )ur, m i .' - job~s 

th; uil.':, ;'re !(o)t compeix.. a .d wor kers. are 

co r ol. r De I. Q' a . o to I your a.c-t . e S o 

or.rpotert r'kers can. hel.,' yo.i dea] wt-I'h ,oblims 

of a- s n of cntro . Mi: i "; too . .ge. 

C) 	 Cen.i: zaiiz.I:. o rn de.centrai at'..ion r'e frc:,- to t'he 

loa:.,t:ion of author-ity to make dec.ision,, 

Aiuthor'ity :-i., j._aIt.Jt at the t r, ce:tr lin zed 

Ol . , , ardl p.,'oce ur.JoJ aroiZati Ru':ls. 

enta.b.ih;t.: ;,,',. 3. . imit th( .ch l -: .,..I.)..' 

,supe[-rvis- '.,e .in their jobs, 

0 	 Dec-r: tv' a:t.::,t ion .:unaLe.]..o supon"isor'.n u o maie2 

decis. f s.a 0 ,. " j iizIt ,. iwh c a rpout 10 ri i ii hey 

f;arAi 3. ar', it ,_'r".-t-.-c. "m-. er, more ; :", ar.mout. 

ui ts L..::: ,. tano 'e "es.--r. .' ider, ti.4y with .n,..l 

mI .. ng., ) :.- ralizui oL-i.nin.i.-icor-n l r..viM 
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0 

.OUULE ri:'; U4UN.T 3 

tioa der)enCtrlizo a. o.:c'J~crgiz a:.t iov shIouldr be 

depl:Ts, uI, pCon M-e' ,comF.eter,':: of u'J 'vi. ;or , th. 

p.erson who as t e inmFnrm'm .) ti.CT " i1 ct' : ) i)1Ike 

de,._isiaprs, the nee d tor)n.:l.r: di,_-dsolis qui.,ckl.y, anld 

r, whih.-.i- .
thie dc,-Ac toC) ro t'.ona-Z , units; ;aCo 

u," 1. ,. I on'. i s [ h e n'e or.ok )1 

,..v,o:,.+t.al and Tocia.l. rre.). ltionsh+ip:s ".ha-o dreve].ors as 
S I .;,-1.- oC z U 

as: with 

prof the forma orgniz.at structure. 

*Po.C :lo , or.iat..qye roa ch otht"er' , )t i .s noL" 

L' d how in fo ml; . . . " s "ne.'.,d i-o understan:Suirv s 

ornlz toi s opea' b c.cav';eL-'ur.-e D in.lencoe the,cltcy 

un,..tionig,,]...F tho {ormal work. g.rou:.; Work.ers 

--'c].goup -. hi_-, .- t w theirform inorml' 


rlm togroups expect to 

the gPo up 

onfr.mal. . :Jp .- rn.er crFjO 

P 

when novrms are vi1olaged, Irfor-al leaders emrrge. 

1*>.1',). Cor-rt. ve::.v'act.i.on is taken [..y 

es
r . 0 tLIPt t h.s"frOli t roup, a ': 2 I l. ,tl'. 


..ea s .-. 'ad ,
: .f.r .-jlO.2..t:2. nd ic 

Vi te.",05 i23.m t UP IW C)f how
In PPn -.g u b " 

es;i ' are, r' . c:oltesivenTIess5 . nfluenczesl"to r 

r .m no1rms.
to " 

.ffect the _-oheisivenuss' of' -j 

the dcg:r'. c wh ich...uiebri -2oio to 

So\'ora3 {aIctr--

http:orgniz.at


' 3M,0DU L . IY UI T 

or ,::lei 

hi i'I' A ' or" ,c p.en,:, on thi r.l -po.Ip's rlormnc 

group,, . ethe riot' c s ,, rlP,:. . h,: 3]p 

fr>1: de. 

If norms are positiv iv; a cohsi. group w.il 

r'esu..t inT better"job .e formP, -c'e, If tlhC'y aPe 

3.a:i ..ohesive pc'ulI- inv poor., grou.s wil:1. 


p'%YX{ T.I
C)1'WI i',70[ 

,.v gr-oups wi.th0 , . s ,or s Cii,).,I c.'ri(:O,".,u EI '-,h0, o 
4 

1tms~- prov'iing rma:'rltionY thec 

O roup as wel. . . s t'CVi j. 1... -,u. , t.. "tlio.t 

poitv noru bys Tinf to 

". rI 

, ' rl roul 

be r-ewar~ded, -Th group -,jI'SY2IIcC'P Ii)I.' 

J ,.rticj ,. 0 a 1: a --

gro.i- - to offr G(C)t..; .,ork :y .he should 

all]. o: p TI d ,0.I,.: t I.-i fI .C .: 

th:I'm.,al Inf m .c:.e-ers slou.d Nou reco' izd::c-rJ arid 

use.,Cd as al L..-rl iot-o " o-fi roup Of' if, . 

0 The poi. pr'ocess i.n, ai1.l.:).'.7 ope raLes 

or g.-ai J . (-Jo-; a ieoty ro- r,. is. not- fo,)I" lPva of o It 

shown onC aI organia.-t.io nal ,chart b.i it can I-lave a 

f T [lu T1hes igri - /.I ipact.f-_on: '~'O,,"r T , 'e. poli tic,a. 

proJ7c'e;s is mecha:nism Uc-d tc' ,:2'L~Ca uWI ycui 

v isi b ili3" Icy aid publ. ,i . I..-. "at ou ars. do . ng "i It 

to you~r bas,, pc r , :)irid 



THEI--IMP'ZLEMENTING F'UU M£.T	ONS
 

DI]',rREC!.('
TOT INGIF 


5 .) - INTRODUCTI) ON 

~t . ~21I Tchro I' Funci :on Uc a.r vriet y of 

- ia.nd,liic:th :'' ,..o '.er' .vd i . tlhe MI:.j 'v:i u: , ocf: pL 

e-n :i. i i ,:e;::i -f 	,. v, 1].'y-r :M.1.) Cor l.. i i.',Lc.at ..C)U.... ' l 

2) M-. t2 j. tci- o t -- (rce ;-t i ng o I v12it k 

4.) LL o a d C:i.r.I I- . r; .. ouhc7 to action 

S 2C' I ItI" :.I. K'J'.I-"r m 1." 	 \',i.-_' -:i .c , .,p)t :i ..io:; of iEt 

Unit, 

Th:2 r o each.-:i coi...uasai. 

5. 1. Oli l'Cl':," EFFLCT:IOEI-YN' 

S.1 W!hat is mountI1 by Commu~'nications~?,1 

&:
Com uicT '2 ( ie ess o)f tranit"ting-.i dto (.;,-t:i. 1"si::t".- .o 

) p r),l: (t:he:
l.)l":,oVI', of" p.e:op..'I.{ audi.c:,,li c 1 ~o:.~i'/e" 

.:.)i ":ide .i ; a'c K-,,rv.M , L-o, co rmv :. ma yIT..:i.. .: a vi 

i. Icai a~mo 	 bi e ai~2~li-.or .nowledg on umavi io 

*This) pappn'r w f j;iot iL 1 1.iho' B'y *LIio Ku. iya InsUiE t u te
 

of *' 1 ~ t
 



5 UIN]:1TIiODLUE I 

scrc'~ . ~ior ac)etions her ma wis~h ti vie' viO to 

0o-gaizEvion 

C,~ri. thatuU %,itir ay-U 

TrNo a on-C. i car f . i fa i1a 3.j.zizat '. thC t ific; 1.antt 

ardrs instri..c 1 .ic~ri, and ;2imroun.Imrks't fr~om 

!',:iL2 p -L-(:V1j:-oop.le\C00'J. -1 i 1 ii,; e ) V ii 

e aii ihm comm url i..6C)NoC)har ; t :.i ;ardc ':o t 1Civ 

iat,the Q)/1111CCM~7 2.fst S an inirhairi 

iI4FO:?RML commi~um3:ciTICJ,
 

In formal icommnmiica;t .in are( thiE uD~ .;m~.~iP~Vd
 

C)r gj:) i t j.0Th1-Comvi i.n cat .ins are'C 3.upbrtan~vt w1ithin Ii*.' 

3.canntiot L:-,e oL l:.E3. inud T hey 'contrL'~ 1.:t -.to morale aiid 

eff{3.'i0ency.
 



UNI':T 1MODULL iy 

-"TH.iE FR( .c.5 OF '0iMH. , I CAT 3:Olt 

y o ideas to p.eC)pl. e we .se a rumber
InT1 Ll,-:." "-C)" ,L-0co IVQ. 

are the Cn,es
of di-fferen-,: media, Speailg arId writirg 

u.. 1< , 0:-O ' r'I [h)C.?3 i . C)- ' C C)lIfl i '2 "L2 O5cl woo. d­
(nO S I CC[)1i;t C0 "1. y. 

lq ar d . s, ts , .'pl",,incjufl e , 'h aslJiigJ,pict u, ,..-pr 

ma em :ti,-a. formu.as. [?,e]. s ,s, bu:Be:l 3.i.hts (su'.h -as 

thr tr-vf'ri..' ia. '.ht) ,)mmu.nicate czr.air i k.a.s to people, 

a..te 6 n' a more su,,U :.3. e ev -thr.uIh­1People ;.so ,c,omui 

non-v e rb li . : r-.'tI S and j e "tu .. s, 

do ..,aP,:i. .:,, , . ~.ev tw . a n-. t-I."s Lh;- other" media r not 

w4o are i'3.th SO-;cwOTac) %wo ':.a n 
poses When conveingC?~ w. 

to .ee if Lht:Yrc is u;ii stan.-iing by w zt'chi, thetest 


t.. seu L- hini. umd.i.r.,i.:-jrvjs
" )-.expressi o n Ii. J;,,e 

: s v .c m -L-i. I t c u i ,: a t e, I f w c
Z, p1-.e[fw h a t .. a, 4, t p . n t mmr 


are -,, an, ,..n-iderstanard:i.nhg or
4eel tha-t: we not gain ing 


we:cani repvr.t or e3.!,.urat con
acceptance, our 

the person toc x.'.DTI;3t';.oOH, d provide a3T, oppo:rtunity for 

-L amqii't. 

form of" comfmunicatio.n has advs.'Eunlt.1.s th t
Writ'i as a 


it a. ford-z xEi oppor~tJTiity to
speakin-g dc,s not h:ve, 

w.is h 'o ,. ruT , -. ,
careul.ly pi'.na nd outlin Tith w h2. we 

n additJion we ,ca., miake_- revisio. onsc .:han: w.e hao'e 
-.-- ,e•.1" t[:'om1 i m'li. 3. (- i-' -,'rh'a ii', that -wo are ,ay i-g 

actually wanit to sa' , The major disadvanitago .in written 
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MO)IULF IU UNIT 5 

o ti ithat- w~e lot" tel:.l] tliosemJ',:, nris- can wh.l-eth-er . 

M)ain.rig .f what w! ar' a'tetip'tir ig to "orivey. 

Th,- rMaY1*i 1.?- .it," k..hi,l'j ie co uni.cate, su..ch as tLhe to ,e c) f 

OIJr' )oio( : (3i" ".'2i. a . ." 2OT)T.- o ry "t"1io.".; (v:.ic". Jourt-f"ia;, 

Ou' ,I C- S Sa . J:I."t E r , aid Cil. cI t Oris al). con 

oertain, m.. ,i, gs to other' p.': -le. *i. le'v,..e it-self 

E.3,1,. Soh u F':)le o. C)mm,.i .'_ - io , 

'Vlie,%%,'e usc, the two- most Common media ­ a3jo;.i-nd 

writing -.- ,i.e re.ly, primari.l)y or.- z,. v ":i.Tk. 

of ideac-.; m0 pu ntc'.,.'l-,,ch ,nust in .o' "-, be-Fore Ie is al.. u 

•O C::.c.) .'. .te to ot her. p.o ' lrcuv l.J'.e, It 1. excCe_ec_, 1 )gly 

di.f-ficu.t, iF not i.f,llm)ossibl.e, to exp.-.-.2,'ta,.i. - 'JJ a'., 

At bes.t , Wod':- are,. at times imper.-fcct mi".C)rs of 

mene :r .ing.s, 

-ven w h;eri w: atteim.pt to commun, ,cate simp.e ideastie IP, 

into di.iculty bec:.:use words have, dif*.Fer aepvnt me.r j.r,, 

bee that 

mean..1"irngs: and, "roun~l-d" has s;'eent-"t--hro,:.e Ieri-,i.';It I~i'li 

'- said the wor.d "fa:ez:," has .foi'y--.'.venr 

os ,'-1:))e.c r1 1, i. tIi.,L- tI -io i vo h 1-ii c.: ' z. y L se doiorsU M0V1'_', 

w,,o i'f .I- Ioa v . ,: *I u I , n 4 o n L i a ryjr I-. i-u and d- f -T {i. d i t 
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MODULE IV 	 UNI T 5 

ThelI i'oo , orrK have di ff erent ril'temeoti-aIora: 3. mnigs to 

poop ., For exampl,].e., the word DOG, .f i pe-orso n.s 

ta. k.ing bout his dog, he nay have one ,,rrl. picture 

wh e. the p.erson to whom he is ta3.kin mnay have ;)T 

ertire.y di-fferent mental 1:icture, The word may 

" rem 	 t-.:,1 ; "yiVLc)]. .esy fear per isI i o­o of to h ii.' ffear 

d.. , T ..:iri)tlir " person weh voL'qd dog h..:ir..s diedjiust 

or moet an ck.?!t, the word ieprescent a, symbol.with ,,-'.'. 	 ray,/ 

o~f sav,'ow, 

Wh-:ri 	we 1.l; u words, we shol3.d alwav.s remember ­

Word's miean difforent things to d'iffer-ent 

)ordT 	 Melean differernt thiigs to the same 

Qc-rson a-I-tdi f f er,nU :.mes, 

'he word i.; 'n,ot the thi.g - it is merrely a 

;ymbol to elres,--.,nt "l-e thing, 

We can; Inve 'ormImunic:ate to anr'other person 

ex.act.y whatl: ..e thirlk or -fee. 

M~i-:ch 	 of -ll'j vUr:.;j 3 mn iri or,_.itLh. ,_-o ,.i i:...vI.io - or.j.-:iizati 

is directed towairds g.ettinq p .,eopl.e to do som!thing that 

L-.ist ton. pShou 3]. ;'ZJ1I be do Vllcrl icrecl.-tir'1 op'e we 

sho.i .'.d p .ur'po- i m rn i rmid, O'ften' ouP 10I1;.ose i.­.'.o ou 

:o gJet C)tlher peoil:,.e to thirnk . zertai.nr way by giv i ,g 

them, 2d ditionai ilformjL tioin that will. terd to influance 
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MODUL.I 01JY 	 UI.JiT S5 

-i. i..rii , ,r1h.:1a t I-(.P - ,...1 : t Ih L t.1- a Co 1 o'L i. L -.- .. oI ..e. 

Wha rn'.istI do to commuicate2M: e ffe':t ivoly toa 

u J : d3. to eeo"{ i ' .~ . '. d.. i. willr tepend a large deg or, 

.j - :,tn.:.C)L . l~',. C l (].ii.,, L].].C) i -P . I . ].0j'gC). , '- Z)Th:.:(2 -:lid Va i: 
k,, V'i an:r'l .Ti"d or ,rt "Ain.'iig.j nvu t kno "Wz~ ndI him, 	 somethin 

fld th atwond an(3 ida p-.iro~ w ittlir. his l.e'vel1 (A 

sl C."i, .:.c a [:.'.r " " ,We; Iow l.,!.r i a;t;jbC' I . t, i ;'l-i 

" )1[". li 'i. 2. * , 'i, 3. m IIH.I'mu ' ' C)mohL~ :l1l' I ',O':t: i U.- I, lw ' .. T C) ., 	 or i , i.ba k r oundj i.nd -ih m o.s " 00' . useo].s (. c mv that 

attitud'.Z Wi'.].. lp adju.-" 'olmuni .,: toI' .e us ou)r cat. L-i on him. 

I: t lk.ing anc writin.g,, too "ar.y peopl. , Ti'iit..UC 

prma ly.-.". th_. "seninv ) tLe i. r on g" e'a' 'f clommunica. tion 

m1in i. i the w"-pai'i . ti ' 	 1 *:.o mizet e rmprtanc of c"e O i )f 

; t: o ml::. t '..m, 'at hey Pr) 	 . t c ') I -. ce . 

WhotU peopoR h oar us .say is pe rhaps mf o importanti than 

wh'at w 'a tu..y say. The.m ai-.aiead , ,op . c. 

we' noart.eninis 	 to convey, 
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UN I T 5 

rph-,er1 	 your Commu 'iL ions (Serd:i ng) 

o 	 Czrifry yo,..i idea o- puipose before you 

Wer we - n i c te we .',,v .-.) dor- vite idea 

we wish to ,onvoy, Wu s5o,.uld I',ave 5'ri mi.nd 

s I-"en,.f. ally] ,I, w.e :lr h o th, 'c Y t kn,,o., 

.c 	 ,_'i should , 

,wha .'. t want t Ie 	 "o 

."TIcJ '.ii ".-];:.:uiTic'., re 'Ir . d "I::2;I:: our r,..oo ,..I"i'2Jl_ or: 

bv as~k 	.inC!n)u V'. C)f ' who is.:5th pu..iir pose; o 

cr Co.':nur, iCommuznicaton WHAT, muiw 

P-eforer .'c)Iomuicate we should'cl )ear%, i ,lyrcturep 

i t ou; ri, , C)1,1wn.tI'i 2.'.-L ,IiY 

o 	 5t ru-ct.: yo.ir -- WI-Pc , 

C,. WII U.'Eti ,N'20 	 I, ' 

want to ,'omwnuicite (the 'ui'po C? ) .r,,:l IMO, we c ' 

be:,s ,' 	 :. . : ito -i er e ,:'.,- .5 or l.-r:opl': 

.olv'd, w.e 	 ouri ) .I'f ar'e v ao,.r' in, mnind our 

,_-omr ,.i .. ,El o5. wil3.l be vatgj:.;"a n tII Y' ii,Ji C) r,.1 : *,_).V:: , 

" w5.].3. 	 ' ',ac,,u, ;.rid 1'hr.- P (2$.-iJ 1 i. ) ] ;a:-.it )o s oP" 

t1-,oU.hits may '.e in r, ec,_-', 

o 	 S).unt- your Commu.nication, to the Individual 

W'e '.ar onl.y ,comu., icate.,'2.]l t-) l_he individual .rson,, 

Even t'1hou at ms poeop.re whom wa nth time the to we to 

'communr: , . may 2 ri q . ,.:)iuni c>l:i. i "must.I b, 

on a i inriivi,:i,.d . b:.-ii.s, We ;hu3.d la..i.or :le our-

Co M ,11)11i.r,' I:.i Ci i2 .ivdua..,l g,3a[.,p thesC) -, d w,.il.l 
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UNIT 5i.ODUL.E I&3 

o 	 Con-s-ider the need.s, ireeet edu'atior, a nd 

exper, o2 - of---cte reze iver. . 

*In~orckern to bu certainj V our 'cmnmunicio W;~:C)r 

effet.ive we ~hould tai]. o ral"e it to serve the 

on 's neels, inter,! -o.t ;ta-rid aittit.ud.; iril:i.vi 3 p. r 

anrid it 12hiu :; a-I in'to ,:)fsidra '-:iOov.. his.; educt:liornt .

- .
 
;=r,J ox:;. .' i.: e, 

o lrv:. a.;e tl.-eo ,mnrri.cati r, Throug.h the Eyes c-f the 

We, :,hould -Le~mpt W. h01 ).11",-c m.ri2-t~.o ,'a... to 

thr':g uqii he o:'..2 .ii-id :ar's of the r.e vr', to m.-ke 

if cle].ar a:nd com p]. , PH;. "*r. .:,oi.er"c:r'.a: .inin 


.. '. 3o ,: Cy1 othear"r",. . . I. 

wI,-["-vU'l ';,y , if{ we arv ago~tc ai_;it.- r, ¢i;-.c: i , -.:; 

c .*' , .ivb e e.. 	 , Ia ; 

t-o 

o 	 f~o). 3.ow tup ;.nd Test Your 5erd iri 

-

Il'our .pon ,o mm wicat ionrs',;-%,oih. cl n'y,i,.j.ii ul : 

watchii,. 'j the vpres;sion of: r'e -ive.r ari..dI:ng the 

reTpeatingrt' and re .viCi if ni'.ecessary' or prov ide art 

,op.po\,' ir,l'./ [-o as;k1 qiucio'.'l: l'.-, in Our, ,,r-. ttenr
 

colt '~ ,. rtica': nVt we s.;ho uld' art.C:m1 t o do 12el o or o 3.*
 

arld ouiir rlJr--.i-ing, i nto our wriltteri words t hlat: thi'e
 

receiver0. 'woN't 1oP include " 
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': 	 ',::' il-iihc COi.iP ilt1.'2 .- 'It"120,4n~ l .L/.J ' v L'lt '-C llIfl *lVJ l 'pQr"Of>...' 

"	 r2•a.iu, ,..'t.j.I O:i.of us, zi.t. "rW t-"e'), 

view us is ). rgel.'. dleplnden't: u1p.ov what1: tIy' '.ar' u- say 

,.oriLr 	.'to "to - rl., l..-

,

hy 	 ; v'IrcrI; i wc .how on.andJ I 	 I: I uy,:_1,°" oo ,;(.o ni s "e'e. 

1h:.>C5wein kcno.ing w 1ith qr.uod 1hman reli~3~ons pricpe 

•: I.-Fr-o 	 th'eyf des',igne'd IN-'o c- r:.a-.ge t II.icJ "to ,sieu. i.f a:r.e 

- . l'":.It j C '_ ::C) ;3',/ f3 t', . ' 12~ U:" C 35 Jt: i t i :C '~ ) it.WI . I P ,t 'i 1 " 


pr~l'~0Vtt Coc ":2 ;Y:v'~l to us.;
 

5.1 .4 To Shurj'.~ Your Com;mun~ iationVts (FRc':oiv inriv 

o 	 Leanrii to L.isten
 

Ont,should arI'ach every comuicatj'In. ihI ­

: 

. t h:a I,,c.,: ar 'e a l ys;.): -sr io.u s- p r,o,b l e,. n"
 i .de ,a 	 l t: "I. w a', L m s: i 


,20fl1,Tlicad..1tia, but tIcitI tA i of themfl can)) be 

aol I-,C" .o 	 C Ct- o 

o 	 Look -For the "W'IT .and t-,e "WIlY" of *Lie 

0 [rai i' "a . o It 

W,,e -:; 3. .'t Pr .' "to f inld ti' mc- ) . Ti.: Of{ WIVIT t ,c.I-iou Ci v 

l"~o 5 , . i'n . com Utl: Vt .. , 

a sk o)t 5uel ves'5wht i~s the pur>0i'j- C (1-Ia. WH*Y" of thk-

, -t:i 	 t. munic ate , and ou.ld 
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IOL)UL.E' 	 UNIT F) 

O 	 Look' fc)%r Fec.lings and (tttli.d .: as Wel) .:as 

We l-Jti l for the 	 feelings adrcd ok 

at t5. i ;.- s well as the me art3ning of his words. 

By" kr)v.tiig hi.s itudus.. and f e.lin'rigs we caniatt 5. 

butt .r Tu.derstn..id his frI am-: of V'eferc.:i''e and p-,oiti: 

of Vi._',: 

C) hirrl'o L?.ac-k the Comil'. . aton.r, i ViYour Own WordS 

'eop 1..e . 'l- :A to u. g.",v'";s 	 thei r as '.c b, i Lhei r 

wovd I*~we W:e thi A Wovl.' su r:i,1 :.tie ; 

ilito o.ir :5. or is.:r.d then mirror t-imnrii b-:.ck usii:g our' 

wor'J, we mii W h"a I-P._ vo.' what':'i 	 we [ave d 

o 	 Look for P' inc:ipl.es of Agreerecn 

Whr, i.'I-as are heard that are rt immediaely 

acceptable a p:erson oft-e stops iistening 'ad 

d i 0 
I- ia aLtent'ion to mentally se-acv',hing for a.-IA-, 

;v.-...io m.a r : .Fi.; wil.. ref{ute the idea. One sh l',o' d 

yided i on '.ogive undiv atter nd isten for ts of 

:ai .rva:entr; id 05 C)esy].2, da.nsd ::tYoer,?A ai 'fterre.fl the 

.. r sC) ri 1. 2 h. (. .i s C..z - . rPq 

o 	 Yield ot the Unimportant 

Onto sliuiI].d cncei,.rtrat on the broad pri i','.iilles 
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1.iW)JLL IV UNIfT 5I 

S i gn Ji.f i. canti and 11, L iT y i c1. J C)V1t'and*n~I: he 

jic':oi' :.aifr pid inc iples but1 too o f ten thecy 

l:,p(.-o[%.1.o are ;r-eclr;Ku iv, LOiv thingva -; thoy hcio r' T I Ie y 

do' go thrj me n u.': I;Ih other pcvJ:-:';;c i : at-em :: t'I:crit tu1o 

5 .2 NOT NT 1'):'M 

Ali. huT r be .in are 5.nt rn:i1 )y motvai: i 1 a t some~ levelO 

1 hotiva t~ n : i wiCor antho r ;in oi ' the 1 .v o ch ':.aususx c the2m 

.jro.I which.tlto'ki.~.~2Mom to~ t gols wl,satisfy .nteir innera 

AT I 
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UNIT 53I V 

v'' Na tur-a . D i v . o "{ Htji.n .o :i.n5,2 ?2 Wh;t "o 

Ma.s.ow, , Ihu,.. I:'.', int '.s - dri.ve.nt I:,.y.j-re,,''olr. i.i to" A-bra.l,-- r 


m.ot ivati Pis icrn)asII ZV.3
3evels of
fiveproressiv l 


at; -rn-. lcvo3 areo satisj.fied, 6n 	 rg uIj'i l . ri jlr~3y L. 

nuxt . ,3 iiV 4" like0
d'iv o ;t . '-. 

I, 

"!v~r))c' ol s;.L-'i:';'i. r ~ b 1.1f",.'J. '. . . ,oirin- t 13.I.r!. ~ll')' h-.- vo'-l o 

.- l r ; i m o...........o. .l 'c.o in'A-.,r t n3. r:I fo
 ..... 


I ." , .her, t ngi. ..i. -) . ,..,,-i 3yy I:':!W s e c hi ..... 

t i)y:se., 1, -I"a.r.e,,ic',. -, , 	 . c W..thoand. 


i;spwtyi.>. d ' ' anf o "r-.'.' ".tvy'r'gi (o r.;; " 

if .ica ' at H aw,)mo VV , Cor,;C. Io .2.s av.;'- iY"...,ost . . in-. ,-i 

o-f :iis i .;L.. .'.ir',-'.'a3. or' ,ClrI'.li.' '.j.,- . i~i I,:. wi 3.:,#:i c 

of) u---cs areJ t.hat~y~~;ip;j ~ orC .	 2..a 1 -7; '-'..1
i " ,. 'L]-+I'" 'N7i.i 

+;c-. +' ' :. . '+ 'I f.'- . 
f irs r .C . . ;.. ., '... l ; '. - ,'r."_U I.' 

-- ."'1" .. 


j. 
-_ .. , ' .- ::l ... . :- ar,.c'-,-50-F ,.:i. - . .c,.....,-,,-, . .- .,.* . .-j. 

.5 C I 

-I 
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iii) 5 nf: a ', i .- tlu.f-in is. al.som a a1"r'i. RIi-:i'- e "; ,. Oi a 

wil. tto P')srd forit,e .i l eg i 3. .arouo 

,'r)r, r'.; 'io t"0Ols i"i.p, accept'c' pt" 1C by C" " , .) cJroup 

ei:om'e hisshaev'c his lifce anid his ; love.. Tlhese 


want~ proos aing n 0(2/s zt th.i s st age
 

t
.*.:,.: ac,-e rJ0 ii-oup.v) ',.o r'ie -od b'y a.i or a ma e, 

T

cln is nO longer to Le an lidekmt:i (S.d 

.. ,--o.f..LL.--r,:..3. m:L~.~"o of ,ci.e .ty,. l ncw s t of 

noed,'I~ thent c:ome:s it. o play, by whLic iLiheC will3 s eek' 

to rie.;.ab '.uvo I si. co .: , "ui',' it,.J.or tst ri. -Fo - n, 

auth'ov i ty/pOwcr zo d for s1f- -cspec.,. 

t Ih i '2..1 Le cOT"cm-T'led toIt is this'"- i staleJ, th;at : 

l:] ::abil.ity to(:
[-lldo"mon r;o''to perso nar. ,complet-enc,,e;'nd the 


othiurs in i LI",q work .i.tu .ion .ri'f iJr.C-:T,-'. 

iv) j. s -. 3.I m.j.t to I-"oe 

o0 r Cnr ;a.:ov forc. the ci S! ! St i . :t: tTo' I"1 -1ion ha.v.c." awa',,'- . tei pea o fV:Many".- ;",': turne iIat'; 

S r{3ii~m''i or-d':' toue oI higheric goal. Tho~se 

hig.. r :oals is ,.i.]..ai nni. . t.t bccme, a)' ,:In'ivo to 

b ett"nd r more crvuativ, p.evTon , to Ii)OY'2,:iiwa. coiI 

tlihe p.c.i i..cs of f:,o.Kr ald 'gnc:ud anid to f ,,id 

S;-ii:s fact n Pi ,ie's$ ,OWOfull], nt :1..a2.C . re2.!1 .on..': 
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,'dThr .re. 

h e rC:,1. C C)t r ; 

as ;j o r 	 , to st;: s ii . r : ly 

. ci osuI: j 2c.:iv an; n,i o C? lIt1. - 1). . [ t 

Some pe 1 o veach this turning poirt soonor than 

the olCportui.nity to b',eginothers, Manny novC.r h.Ca..ve 


- bu Co ,:, rth.ere' +I, i sel:Io m ay turni n., 

the sea;_rch -for se.lfr-f.ulf:i.]lmentl b?.,;c o '-a;back.I'. a ,. :l 


Of ten i.t is asso,-ciated.
e')'ndlos',=':"and al.1.-emlb-,r;c',.in. 


C)ligiou:.with .n re-c.v.atiM of "p:.ritu..ial. roii 

Y...1jc's am cna ap 1 i .L: ito Cf -.lu o i ,:i r :1.ng o { 

i.'.O i...ist 5Ce 

Cl..') .'. a': ,:.-.'.tjth 4j h o :,o '.:l= uz iot'i 

deal~t i',, ([iyAt 1 thi s.)5s C ..," t o wof'l 

it .1 'l.l' :' "I ii"..:', o ["Ilu jn 

p.'ursu it"s) ,
 

9,*3 	 W-hat is thu ieIeva',.e of this theory to the
 

Work tat.tion?
 

It is heAre t hat we: t';uPrn to ~ *thier hto'v, .a on tlhe,
 

an :th r flPri.ca , FreJor i.ck
r.s.r.h findigs of 


I l erh.'o , who x;pl. C)rod the var.iou-ii i c), .1iv e. and
 

'.that "-t'hese 1 . d ,UL:.- cciiu into two ,_dis,.. r:d tO..c 


ca;te--ptu'i os v. ::
 

i ) ha,_12C ,:l' noL p.rovided, can, ausO ac tivr'wi i,. 

F:!cPo0tivudissavV.ifination Put-which" h=qve: 

'. 'l	 [ul',:lr )*.f':. a f , l:. 'O: 


mtiv'' at : i:on' /:i,:l,:-'1 


Iin~1:!V.';.1i..n:Y.J(,l-.] 1 "t : "-in. ':. ,:::,:.-o ,) ' Pi' 

t., P... . y 	 k ..,lC'c l ,- c-e ( v : h de _ r,,.. 
.... c.s:) 	i-....­the ar ad q at, ,,=.ied:e-q 

basic' i. thelh) 
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MjODULE 3V UNI~T 

* . Wh;.it ;_r tho II''cjienc?~ F;c:Lors? 

coresundrin'r. ,with th i~ lvriousi level oftii.; n nee&-,.u:? 

Ll:V Ji 1 i C1I 

th 

0 :.A y ZTI 

i. 

d 

h 

-1 

f.-IAo 

1 .­

6) 

7) 

1'crs;ct;3 

S t..t 

factors (domes~tic 3.5.fes, uWA 

pans 3.y to di bp:u Le a~d str~'ik- On.0rcc' un m oy'z hasLe 
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a,.i 1.h,,,e,.'dwh i I, ' riI i ,,c"a to . e.3. l andr 

appr r:i.a e .eve3. in each: ,of ti i.,ea;e; (e, , p.a.y c,' 

stats..,), any furth..'er increaers fe -c.-,',d by mar,. ..iame nraL 

arde ,
wi. o motivate the emp.oyee to wor"k 

°' 
5.2.,5 W ,at aie the T-,ue Motivators?
 

Tfhee; corr psp'ond to the -fourth" and -fi-fth of the
ate','e.s 

Mai uw* a a7.d include 

2 Re,,C.g : '1i Jo 

3, T I'I,. rc: tie3.f .l."te'tts)at of the- wor"l-

I " 1-0j
 

5 . . and'i 

r' s tOY'y says that, if a man achie''es mtare and 

rmor e, .T I sere; Iis achie,vements r",'o, ..sed if I',e 

advan.es w..tlhin ;le o0r(..- .-Tinist:;2 0on, .f1 he. se 

erz 


s
 

opporun'_i5.tii ' rdvelop.in g hi; ski.s, OF he fiTds his; 

work: interest-"ing. and impor"tant:, thoen he %..ti1. w,'ol­

harder, .an.lde.vote gcje.a : - enth; sias':m to it. Thus, 

impr',oveme. in' any, o'f theIse ar-e.js wil.1 a,-Luaill, nts 


.ir.e Iot Vat 2.tio to work. 

5.2.6 To What Extent 'an we Control. Motiv.-.tio, of 

our Subord i nates? 

Whil.st it is itrue th t m.any of the 'Hlyg:.erQ' ta,:.: 

witl.l our orclu":i.-t2.0'io a1re- contro.led y Irule )Tds b an 

rec,u lat:iu .- w.,hi,", are outside t . control o-f the 

7t 
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e'cuse c.annot be u'sqd of

i.ndi.vi dual m-ana."ger, the same 

It is the dtiy of every sur.eYr. orthe .'Mot.vators' 


arid m a -- mut i.v-c..)his st;aiff and this
er to r, c subor di.nate 

car e by:-adi.y .' he done 

i) avesessi.nj tieir l. .vel of rnr.,ds;
 

2 to is.{ i ed
anc i. seeinig it tIa-t un-at need.. ar met 

1hrouh "-the us f i s1,''.q1t.,.ll5n.f'r a "I;j. ci.I.ar .'.., mo at o 

it is :-,eryv maT.ager's contl'". to that •.good 

wor 1 done i'.L, hi;.s sta ff is e:ngntI..-rd and al.-..re i.late 

.:ithih .. ,nsu" 


c 0opce wi.ti-, "tat t-eSir hil.s are deve3.oped to the full.1 

they cr fp. hasand Lh-at a-r. posed cn the work t,,hiclh a clear 

purpose in wich they car interest Ll,,iii..ic..ve; ard fee. a 

sense: o ac...hi mn.t'c.:!a; t:he'y .rse-I.'t whoc;:,i: pu . it, Evenii r i. 

some ora...nisiations fi. la de' isions On promotion are 

o.itsi.e the ,c-.r t 3. of t .in-3. anam.E.Jgor-, he ca p..aym a 

ma J or part . Ti in fl.u .ci. r:g promti o prosp'ects by t:e 

kn.dt.1 of as-.ssm.nts and recommdr, dat ions h makes when 

L2,01" Of' hisP" -r . Vtl) ju .i,enr 
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.. OT:VATION miODEL 

I I (,zaus )I F:UI 	 HiOT]):AT.IcNNEE .. B i-I['%' : J a-i.m-or'-e.' : 
----------------	 .ii nectv 

- . e -; . o (' iv . t ; ) ( ., ,. o.nt J. ,'
 
I~~~ ....I . I..~- ....r C) 1. ...... r "p/r.. TI.. . .....
 

1 avnemn
biloial 	 1 

T ya a 

-- -foo,: 	 iI~jr.J w.,ovi'". , Job. so~zu:.i ' 

(: 	 I2e..-;-- 1,a TaIC)C)'j,., 	 ChaT,,ce {orY . 

£ -- L. :i. ca ''.,::: .£ :l..t .1 :)1m- c 2. t' j.2. C n.Ti'- ".; a ldz,C2 no . a 

L" 'H; 
z' a):Sll :: O!L)F2:?~ t 	 a QC.1' m'[',avi I:',eme:{J.,. 

o rf 
- -. . - n.);j-' ]' 	 a 0 I'D 

a a So,.m. t . t u 
Cc~ir~r1.1") dC1C) i I-

T- a].a.- C',.II]. I'' y 	 : I .,'o- r, cr : a.cn 
a, .i 	 a a I-, :, ( i ) .1 

aa) .'I J. . air,- .I.;L .':1e % 	 I ~;~i .... 

a 	 . :. a 
a (?IC)a I Ih).:L. ti,12 a a ' 0Fjn i "I" il 	 a.O 

Q - ' L1 .t ,I:i,: - a 

a a a. I!~TaI. a- ' l~a .~.a a .1 	 ta, L i) eow. 
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S.5.3, DELEG-T I OW; 

5.3.1 

Ir, manry organ i::atior,s .:edl.e gr.numb,)le about t:--,e J. ,_-k o­

effct:ive dl::.egation: "The ba d:.dn' tell, me enough­oss -t 

r rte 'him,I,"-s I' dumb and splc. . eeryi :i. mcj out i, 

triplicate.: ,, He czu:-s me .ip w e, n ask ,.. i 'l,.I quo . , , 

" i'. qcuiii:: u, der'standab.'h that com'.l.,ainits vary because 

the, dJ, eg . ,po i. ::. t l e re,] t ':i.,onse ",ip be.,t-weacm:i.o r :: ,,].'Y 

two people, "the ba:,ss ard the subor!i tl,,,. Most of these 

tuo-w.:.aY r').at in s differ'; in fa,-ct most mnagers v:i. w"tie 

'z,;:e.u rlc c~iti.::itsel3.f r'watdif{ferenrtly, 

B ,', ..12 Cumpo,eits ot De]o.g:'iac.om 

A4s al).read'y re'erre o, delaion 

per..o t.-;: th .o (dys . 'gatoP) aId tI? staff m.,r 

(doe . "iatee) . The d .- g ator ,e..ds t o s_u ffi,_ i. ei .1l 

awtO f ti-tQ 1-cvaoma 1 strengqths, weakness~ ama­

,_ap.-i.i.ie- of the d,:-1,]..-egatee . u i t often an' a of 

dllega:io, gocs awry , b'causea the d .. :or,'_s pe',cept.iom 

of the:hopr:m,' ialities is wroni, IailurP ma.y also 

thhommotio:.n ieenoLio3].:i.m 1: bet 'wC, .ioccur when i,]. a bar ,.dO 1 tn C) P E.i. 

•d '..-I 'a,cj.q : r':"c:, i. s ,.: ) 1.d .. r' 0 v, :.:r, I,) a- :i .'., T he:<:S :- 'fe, Y.Cr,)toe 

ui ,ders'::o .rvthe; "-- .i ,'.'..iV, ..oc ,onr.(:tt of do:l.c:.'!satlo::.cmi 

Ti- , i :..::...:'" ',. .Ffirils': td p b.]. iwas by the l.em,rrya
 

I',ti'.jtut of Aitii islv"v-atiori
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T'ur ngT to t-,,e." obje, ':ti:.vo ,.:0 uto nt or e:.lega.-".tion, it 

iivo 1c w:?s theC) ...iJ Fo V'. .....r y.r g. i task al-

Anct o an,...natannga*Cum ,: iion .': h !',I:' . i t ",' " .1 :i.TI j. nCiri 'Lb Pe.:n } i : {C) it'-- ar, 

....... . re sult.' It is extroame]..,, import.nt t -lie
 

jthor i t'de.a.d r.g ted , i t he rhL t Lo andri- tCo 

req rIvesourc .0mpr~ 

"t-'- Tit:,A- toC) be doner ini or dr t O b n the re 3.ult, IT 

thI: r, e: 

czom man d th * ' uired P :~es~, v y i 

ot'he" wor.s, . ,f o) )'. pC,onsib',:ilit.: y a.nd ... rLhiori.'L y 

w.,)OLid .co lrie esyry;.-,, th, te 3. ;:to- wou, 'tan;t 3.y hav'e? to re.f?oC " 

'ile,:. tO the 

resul ., r e gaeoj' n ir, th.is ,aI ,, i le a force, 

b.. !," to li-h .tuOr "i C)Pt IN),rk .,l * .',Iord 

e.sC .,' 

5.3.3 Steps in the De.ecati PrCocess 

Delegation is a c.Ompl..e'x undertaLking ard ".erorfoction 

c;aini o: be z. '2 v'-:d, H ow.ew tlie shoulde -ver "fo-)].].oWin iteps 

al%,:a'/ be ,c.ull.y ob.,served by the delegatL' " in order 

to avoid Faj.3.1.io: 

Defi.'ne ,'.cl ' l . in you o, mind the t sik.. and tlhie 

related .authority and "eslpOnsibi3.ity to be 

de3.eg.. tled; 

,Cho a p rEI:' i . 3 . i c. o *c zc:(-.'p1 tin,o persn" and i.. 

responsibility nid carrying olut the "task; 

ti.]. e.. ;-F'ro de the:: dLi .. ,: with "u'ff'i.er :t rth:: 'ity -..
 

well a:s ie i -c) o l. i tme re%, i.ts;
 

Gi've cl instrJ,.ior ; aed choick.=i-nrI rii i
.ar che:k 

7"7
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- l -; ~ ti ~ 3.'de].egution know-n to all partis; 

c>;1T1e'd V-1Ic. fc~ do) fc' pM: i'%i p ro g r vT: , b ut- do o 1'" e ... i: nHo r s n, irnt e r f 

case of emrency (e,g. 'tr-rme rnisiri:Ieret'iadin1 

of task on tlhe art of cieO.eqjt.:eu). 

5.3.4. De.eaJtion - What it is - Is not
 

Onq,,of b-.. 2 pricples of time managemetrT impli].ies
thel-,i :.rsic 


the offe. c.i'e uti-- iz...tion o f ,ub,ord.Jir :n ' a[ptitu de'
 

This effcti 'v -l1-ilizat:ion, ,_-a].3,led delega't:Lon, is ont­_, . ut 


"tl',hu , ':,o, ... mariong,-ria;l tuclhriques, Thec. fal.lo,,:inn
 

.wil l help cla'i{'y the prac.ti:ia:l:1. app li,:cation of the. 

rl,.: ] 'e~ a I1 i v. I P 'Cn2C':"£.:,5 

[Th .lr'Ct;._- t_. ;PY: D. e_].. z,...0T._ .. _•C).: i .. h., 1i. ; t 

t v. k '."f r'. I-:l; -i1 on - rel *t tji 0,- f"om.o- on 1", .. 
to 1owelr mv;anic.?rtt 

- ;a ,OIlztitnJing .M"o'.esS - soieth--irg w: 'Jo only 

- i. v g. .o it-y,' to - us i ng ;ju.thori t 

- ].eti'ri..-.2 s,. :,."i . t.:: - - t i q ,-.,2c ...:i..ons for
 
ta ke ':2',: 1 oni s ub o'd . i , s
 

-" ]r'tti t,r ". u-C:,;'.o', i. . ..... ' rli t /.:I ',.:on k 3.C).. .L I :i.bu 
. i" . i 

- ',ol It-11--!"g :suhnrov.'i ,:t s - ,onitro].l.ing sub:i'ord.:ina!te...s 

to-:. v.: . t- - o".,,t , I o 'F 

Js n.., I:u oon .n iper. - o n Cly., 

0 T , ' . ... work :1.T't<o.d 

" enourain iniiaiv passing0 on U) otheirs-'F 

;.ir'J. i'.-. Iii wI;?lr Ol~ !.i ' P I'' . C)t£:,Oil::,i] .1'r i.e-Se.. 

-" i V 2.1"I II '' '0 ;::1 ' :~ t'I 'l ... <i.. i, [.. ,:21I; 2. T-i C 
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1. ]h(.? '.].-c*[m ' T!-'I-: r.S?[ -t L e.::[S' '::' ::iL.- o 'f ,:l e'1. e " :io n i m,:i. ,1 .I:= 

.- Dis,"utssion a nd ,collaboral: or, with the s,..tbordi. 'a'es 

the a das to ,-'ork- .11C) to [:." rI)rIe 

- A- review of IIo norms witi-'Al, will guide u, in 

-To ,.iv e:: the ie ,essar y, ',,uthority IN subordinates so 

that:h-', c:ai, ma e I hi.:. i:lec. si.onn r equired to 

- ftii ;.I l%( > i, ...[ ;1 "L' wlhriI .- 'Ci l . ',.' "tti ? ;nI[5f.\ . O) C%" 

be of n. 

&CCO5 irMoM:t of~ tasks, 

Snago wi.1 informed the prress an.1d rial 

5 LEAIOERSI Fx" 

5. 4.) Wht is L:dders-,hip?
 

Some pecpI].e - re Lor;' leaders b,.Jt most leaders are goa,-'
 

leae3rs b-ecu.Js e they hiave wor Ik..,d hard a id thouh:i: iardi
 

to bo',l0 .. sSo,
 

Over the years, there have been changqes inh the .oncept 

of l.eader:ship:,. There are three mail sciCoals of thought 

5.4.2 The Qualities flpproa'zh 

Thi s ucje" u I: ; that ].e::de-rs ar iorn t-Ial- theid 

personal',-. l ai.ts -f outstarid.rlin 3.-- ,-" ,'..., b ;e.ara)lysed 

-to arrive at ' ert;in " ;c' ti;.%]. e:].er:c.lt ;, T i , IIOe,,vt.s" 

*th"is paper., was,: first pu.bl.ished: :y t e.':.n ; I -t t ~
 

of Imini -t ati.
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cefina The It.e h 

rele.n. t in: that .a ....].sh' $-Lt",ould .C. . cpIj) ]. itie.t su.;ch 

as i'l-el].ige -t,-e, inii ate..o ;L)d cC.ra.,je whic...h are 

. mportann: to 1sis group. If possess.gm the right traits, 

the theory t-..t - pers;lon is able to lead j.1, most i.-F n"ot 

does I-lot 1. :kles-,.', (ul1 ities pPCr:-),:l! ;s 

5.4.3 The Ppproac:hAitJatio,al 

TtIj.F, ii , st t hzt 't aithor t-. - ].o I.FV'oM o0 who [ .1,s ­

1Teo trutl of this in r i si.s situ:-,t'io- .s c . ,iou..s -- fo­

prac ti. ma.n .F a ;hip re: k .s i u a i.on Bu,.t, a l.eader 

is unl].ikl]y to L:e s.,c.', essful, i.-f Iao ro]1i:-s ohe tecl :i.,'ca. 

knowle] e'. aone, Leadership canno't E3 a ily s roufl .a 

jrc-lip ac:cordinq to the task i , which it is c qaged, I "C 

is however p ... Cle that the person u:inh an ap.propriate 

abit. .y frm- the.roup's task i.iay make a b.otc- leade, 

5,4..4- The Fun'ctin.i-;.l App:oach 

This suggests that it of use look :lis more? to at" wha a 

leader cdoes. [By do { . it jon the 1leader l.eads a work 

'g;rou-;p, His f.jt'rl'-iots are o termine by ts n.e .s,.. Thes 

arv' 

0 ci:lilent rI C'.. , - a ,OMiC) r'. ,. l:r0:. j. s w.i-.- :.t 

disti uJ,.ishes a gr'oup From a raywr.1,, i.n- . I r1 

every r nis.vtior, theru are many., jobs hih 

so
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,.r T~tI :.)"1. do,.I U LY ) 0 1 -inivi.a Il. G.o;jf u.oUI>.U 2.i. t for 

a -pci F i f:.i.,IdPlP. E.ti - ,chi.cvoi ntt ll-ieir~e its j..:;. .p: 

pril zry .e,'d .-.. If the req_' iredrc eu.ilt.-s are nt 
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