Unit 1 - Introduction
Towards Effective Management
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Welcome to the first unit of the Health Management II module. There are five units in this module. The first unit focuses on how to define and conceptualise what managers actually do and what it means to perform these activities and roles effectively. In addition, you are also introduced to a number of management models and theories with a view to improving management practice.  

Improving your effectiveness as a manager is the underlying theme of this unit, and much of the unit is spent in trying to understand what is really meant by managerial effectiveness. Fred Luthans defines effectiveness as 

 “ … the perceived quantity and quality of the performance of a manager’s unit and his or her subordinates’ satisfaction and commitment … [and comments that] … the biggest relative contribution to real manager effectiveness comes from the human oriented activities – communication and human resource management” (Luthans, 1988: 130). 

Bear this in mind as you work through the unit, and decide whether or not you believe that the people-centred side of management is the key to being effective.
There are two Study Sessions: 

Study Session 1: The Manager’s Job

Study Session 2: Management Theory

In Session 1, we take steps towards improving effectiveness by looking at what a manager does. We do this through analysing the activities and roles of a manager and exploring Henry Mintzberg’s Role Theory.

In Session 2, we will examine an historical overview of management theory and then look at the concept of effectiveness in management. You are also invited to analyse the management role of a Primary Health Care manager, and to consider what distinguishes this management role from others you have read about.

INTENTED LEARNING OUTCOMES OF UNIT 1
	By the end of this unit, you should be able to:



	· Define management roles and activities.

· Discuss, compare and evaluate models and theories of management.

· Apply them to your own situation.

· Read a range of academic texts analytically.

· Describe the different schools of management theory.

· Understand the relevance of management theory to your job.




Because there is a substantial amount of reading in this module, we have included a small amount of academic support in the form of focus questions to help you to read actively and strategically. Try to develop your Assignment as you work through the module: this will enable you to study actively and with focus, ensuring that you reach your deadline in good time.  

We hope that you will enjoy the unit and that it will enable you to take a step back from your practice and to build on your effectiveness as a manager.

Reference
Luthans, F. (1988). Successful vs. Effective Real Managers. The Academy of Management Executives, 2(2): 127 - 132.
Unit 1 - Session 1

The Manager’s Job
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Introduction

Why are you studying health management? As a health manager, the focus of your job is to provide the highest possible quality of health care to the people in need of health services. No doubt, you want to be able to do your job well. You want to be a good manager. But what do we mean by good? It is difficult to define and thus difficult to measure. A good manager may mean different things to different people.  A more measurable quality that you may want to develop is to be an effective manager.  

“… Managerial effectiveness is a measure of the extent to which the results one sets out to achieve are achieved …” (MESOL, The Open University, 2000a: 23).
In this session, we will introduce ways to embark on improving effectiveness, by first of all outlining some of the ways to develop one’s management practice. Then we will take the first step towards improving effectiveness by looking at what a manager does. We do this through analysing the roles of a manager. 

Session contents

1
Learning outcomes of this session

2
Readings 

3
Developing your reading strategies

4
Learning to improve effectiveness as a manager

5
What do managers do?

6
Session summary 

7
References

Timing of this session

This session contains three tasks and five readings. It could take you up to four hours to complete. A logical point for a break would be after section 5.1.
1
LEARNING OUTCOMES OF THIS SESSION
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	By the end of this session, you should be able to:

	· Define what managers do.

· Apply the concepts of reflection and critical thinking. 

· Discuss Role Theory and its implications.

· Compare Mintzberg and Laris’s models of the manager’s roles.

· Analyse a health manager’s job using Mintzberg’s roles.

· Identify roles in your own job.

· Critically examine your own priorities as a manager. 




2
READINGS 
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The readings for this session are listed below. You will be directed to reading them in the course of the session.  

	Author/s
	Publication details

	Stonier, J., Yetton, P., Craig, J. & Johnson, K.
	(1994). Ch 1 - Managers and managing. In Management. Prentice Hall, Australia.

	Handy, C.
	(1993). Ch 3 - On roles and interactions. In Understanding Organizations, Penguin Group, London.

	Mintzberg, H.
	(1975). The manager’s job: folklore and fact. In Harvard Business Review. 53 (4): 49 - 61.

	Laris, P.
	(1992). The way of the manager: the context and roles of community health management. In Baum, F., Fry, D. & Lennie, I. L. (Eds). Community Health. Policy and Practice in Australia. Pluto Press, Leichart, NSW Australia.  

	Management Education Scheme by Open Learning (MESOL), The Open University.
	(2000). A manager’s work: Case study B – manager of a platteland health district. In Managing in Health and Social Care, Resource File, Module 1. The Open University, Walton Hall, Milton Keynes.


3
DEVELOPING YOUR READING STRATEGIES
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At Diploma level, you are expected to read a substantial range of texts and to select and apply this information to your own context as well as to case studies or academic topics. By this stage, your reading skills are probably fairly highly developed, but even experienced readers can improve their skills. It may be reassuring to those of you who still find academic reading a challenge: practice makes it easier, and in time, the frustration and feelings of frequently losing track or losing track of the writer’s argument will disappear. Think about how you felt when you started studying this course – has it become easier?

Over the first few sessions, we will revise a few strategies for reading effectively, because we will not necessarily provide a guiding task for every reading. This means you will have to strategise to ensure that you read strategically and get the maximum value out of the time you spend on it. Reading passively, allowing your eyes to glide over the sentences uses time, but is ineffective. You seldom remember much and you learn very little.

According to the experts on reading, at least three conditions help you to read effectively:

· Some background knowledge of the topic;

· Recognition of most of the terminology;

· Using strategies to internalise and remember what you have read e.g. reading with questions in mind, summarising or monitoring your own comprehension. We will tackle this in the next session.

They describe reading as an active process, through which the reader “… converses with, or interrogates the text.” (Moran, 1997: 57) This is a Constructivist view of learning, which assumes that the student is an active participant in making meaning from a text, adding their own background knowledge, applying ideas to contexts with which they are familiar. You also need to become an active observer of your own reading habits in order to improve your reading.

Try out Task 1, which takes you through the strategy of developing some background knowledge about the first reading. You will find this background knowledge helpful when you are asked to read it in the course of the session.



How long did that take you? Hopefully not too long. Leave this reading now, and see whether this process helps you when you reach the reading later in the session. Hopefully it will make you feel more in control of the reading process.

Previewing needs to be a regular habit; if you feel too lazy to do it, it is unlikely you will take much of the reading in either!

This previewing process is not a beginner’s strategy – it is used by highly skilled readers, and getting it to work for you can be a lifelong investment. 

4
LEARNING TO IMPROVE EFFECTIVENESS AS A MANAGER 
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 “… the manager’s job is enormously complicated and difficult. The manager is overburdened with obligations; yet he cannot easily delegate his tasks. As a result he is driven to overwork and is forced to do many tasks superficially. Brevity, fragmentation, and verbal communication characterize his work. Yet these are the very characteristics of managerial work that have impeded scientific attempts to improve it 

… But the pressures of a manager’s job are becoming worse. Where before he needed only to respond to owners and directors, now he finds that subordinates with democratic norms continually reduce his freedom to issue unexplained orders, and a growing number of outside influences (consumer groups, government agencies, and so on) expect his attention. And the manager has nowhere to turn for help. The first step in providing the manager with some help is to find out what his job really is …” (Mintzberg, 1975: 54).   

How do we become more effective as managers? What aspects of management are considered important when learning about management? Improving your effectiveness as a manager involves learning about four main elements: 

· Understanding your own job.

· Exploring the theories underlying management.

· Reflecting on your own experience and thinking critically about the perspectives of others. 

· Applying what you have learned to your own context. 
Management learning is therefore an active learning process which is most effectively undertaken while working in the field of management or co-ordination. The first step towards developing your management ability is to be clear about the requirements of your role as a manager. Reflecting on your own experience is particularly important to internalising what you learn about management and throughout the module, we will be asking you to engage in these two important activities: reflection and critical thinking about the perspectives of others. 

“… Reflection involves taking time to look back at the things you do as a manager and to review the extent to which your actions resulted in successful outcomes, with the intention of learning how success was achieved so that this can be repeated and improved on in future …” (MESOL, The Open University, 2000a: 15)  

“… Reflective learning is an approach that links your thinking with your actions … you will be able to use your experience as a positive resource for learning even when things do not go as well as you had hoped …” (MESOL, The Open University, 2000b: 6).

It is not, however sufficient simply to think about experiences. It is usually more helpful to compare and contrast such experiences with models and theories developed in the field.

“… Management learning involves both professional practice and theoretical inquiry. Theory is important in learning as a manager because it offers a challenge to habit and the routine ways of doing things. … [W]e introduce theories, not as models of the right way to do things, but as proposals that have been found to be useful in a variety of different situations. They will not always provide the ideal solution in your situation, but they may offer a better way of doing things and are therefore worth serious consideration. You might decide that a particular theory does not offer anything that could improve your situation, but in considering it thoroughly you will have had to reconsider all the assumptions that you are making about a familiar setting. Use of theory can help you to take a fresh view of the familiar and to see different possibilities. Theories can help you to make comparisons between familiar and less familiar situations. The type of thinking that helps you to take an overview and to see all sides of a situation is called critical thinking.

Critical thinking is not about criticising everything in the sense of pointing out what is wrong. It is a way of thinking in which you make comparisons and search for alternative approaches. It may involve identifying the various aspects of an issue or problem so that they can be compared with similar issues and problems in a different situation. It may involve developing different frameworks – perhaps different options – in order to make comparisons between them, thus challenging the assumptions which inform your normal and familiar day-to-day procedures. Reflective practice requires you to analyse your experience in terms of categories and frameworks which enable you to make comparisons and to recognise patterns …” (MESOL, The Open University, 2000b: 17).      

In the next section, we will analyse a manager’s job by describing it in terms of roles, thus creating categories which help us to recognise patterns and organise our understanding more easily.

5
WHAT DO MANAGERS DO?
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The first step in the management learning process is to understand your job as manager and what it requires of you. This may seem obvious, but to manage effectively, it is important to have a full understanding of what you, as manager, should be doing.

In the health and welfare sector, there are many different types of managers. Their jobs will vary widely in terms of context, scope of responsibility and activities. However, the ultimate goal is always the same: to facilitate the provision of high quality health or welfare services. In spite of the wide variation among different management jobs, there are a number of skills and activities which are common to most of them. Perhaps the most significant common elements here are that managers require a wide range of knowledge and skills and that the job consists of many and varied activities.

You can expand your understanding of the job of the manager by looking at a variety of discussions of management by different authors. Most authors have tried to identify patterns in order to make sense of the complexities of the manager’s job. Decide which of the approaches makes the most sense to you or develop your own way to describe the job of the manager.

5.1
Understanding the manager’s job through what they do

In the first reading, management is first described in Mary Parker Follett’s words as “the art of getting things done through people”. The definition is further expanded into “… the process of planning, organising, leading and controlling the efforts of organisation members and of using all other organisational resources to achieve specific organisational goals …” (Stonier et al, 1994: 7). In other words, the manager’s job is described in terms of what a manager does. You have already previewed this reading, so read it now, and at the same time reflect on whether the previewing process has made it any easier. 


Another way to conceptualise the manager’s job is through identifying and classifying the roles they play.

5.2
Understanding the manager’s job through Role Theory 

Another way of conceptualising the manager’s job is also introduced – looking at it in terms of roles. This approach (which is called Role Theory) focuses on what a manager is, rather than on what a manager does. We look at the range of different roles that the manager plays, and at the challenges these roles may present both in terms of the number of roles, as well as the way in which the different roles relate to one another. 

Before proceeding, we will look in more depth at the meaning of roles and examine the concept of Role Theory. Remember to preview the chapter first.


Handy uses Role Theory to describe how all individuals function in a number of different roles. He identifies some of the problems inherent in having these different roles: unclear role definition, role ambiguity, role incompatibility, role conflict, role underload and role overload. All of these may lead to role stress, which has consequences for both the individual and the organisation.  

Because a manager’s job consists of a variety of roles, some degree of role stress is probably inevitable and the manager must find ways of balancing the roles and managing the stress. 

In the next reading, we look at Henry Mintzberg’s classification of a manager’s roles.  


Mintzberg has identified ten roles within a manager’s job. He has grouped them into three categories: interpersonal roles, informational roles and decisional roles. Refer to “Exhibit 1” on page 55 of the reading. He also reiterates the point made earlier that “… the manager’s effectiveness is significantly influenced by his insight into his own work …” (Mintzberg, 1975: 5).  

In the next reading, Paul Laris also looks at a manager’s job in terms of roles, although here, the roles are those of a community health manager.   


Laris identifies eight major roles of a community health manager and concludes by suggesting three “essential qualities” needed by managers to enable them to fulfil these roles. He also highlights an interesting problem within the quest for improved management which he calls the danger of ”managerialism”. By managerialism, he means concentrating on management techniques rather than on the way the results ultimately benefit the public. An example would be a concern with doing any particular thing right rather than with doing the right thing. 



FEEDBACK

a)
Analysis of the case study in terms of Mintzberg’s roles:

In the case study, I identified the following roles within the responsibilities of the District Health Manager of the Tshwaranang district: 

I
Interpersonal roles i.e. figurehead, leader, liaison:

· manages two chief professional nurses;

· offers guidance to local authority clinic managers;

· provides sustained support towards all facility managers towards planned change;

· facilitates integrated planning meetings (although this is also an Informational role);

· developed a proposal and framework for implementing controversial policy.

II
Informational roles i.e. monitor, disseminator, spokesperson:

· channels information from provincial health department to CPNs;

· disseminates policy and implementation information every two months to personnel from all eight towns;

· runs training workshops (Mintzberg does not explicitly class this as a management role, although we could see it is dissemination of information);

· selects performance indicators to judge programme’s progress.

III

Decisional roles i.e. entrepreneur, disturbance handler, resource

allocator, negotiator:

· implements priority national health programmes at local level;

· prepares budgets for equipment, medication and supplies;

· motivates for staff; 

· strategised an intervention, developed a proposal and negotiated, supported and guided health workers in implementing controversial termination of pregnancy policy;

· anticipated conflicts and planned interventions to avert them.

I may not have captured everything, but what I found interesting was that this district manager plays a strong informational role. She does not openly see herself as the figurehead, although she plays this role in provincial meetings, she seems to be equipping others to liaise with their communities and she strategises to avert problems when she anticipates them.   

Analysis of your own job in terms of Mintzberg’s roles:

When reflecting on your own role in terms of Mintzberg’s role categories, you may have noted that the roles fulfilled by a manager vary from job to job and also from time to time in the same job. In addition, the relative emphasis placed on the different roles in different jobs will vary. You may have found that more of your attention is given to one of the three roles. 

b)
Comparing the two models of management roles:

You will have come to your own conclusions here. Although I found the roles described by Laris to be more applicable to my everyday work as a manager, Mintzberg offers me greater clarity when thinking about my job because he has clustered the roles so simply into three broad categories. Because the kinds of jobs one does within each category is fairly similar, it may be a helpful way to assess how much importance and time you are allocating to each.  

c)
The value of role theory for learning about management:

You will have come to your own conclusions, but I find Role Theory helpful in learning about management because it gives me greater clarity about what my job entails. It helps me to recognise that in different contexts of my job, I am actually playing different roles, and therefore I am required to behave differently. It also highlights the range of different skills I need to develop in order to play all these roles. It explains why certain tensions arise between the roles I have to play, and it makes me conscious that other personnel may also experience role tensions (overload, underload etc). It also allows me to assess how much time I spend on one role versus another, giving me insight into areas of weakness in my performance as a manager.

Breaking your job down into a set of roles can help you to see patterns in what may sometimes seem like a complex muddle of many different activities. Grouping activities under roles will help you to see how much time and effort you are giving to different activities or roles. This is crucial to your effectiveness as a manager: you need to be able to distinguish the important from the less important. Time is one of your most important resources and you will have to make choices to balance your roles and prioritise your use of time. Your choices will depend on your own judgement and preferences as well as on your degree of freedom within the demands and constraints of your context.  

5.3
The need for flexibility 

“… In these days when the content of most jobs is subject to a high degree of change arising from new technologies, new systems and new working patterns, it is important for managers to maintain as high a degree of choice in their jobs as possible. For it is here where you can demonstrate your creative and proactive qualities …Your opportunities to make choices will increase if you are able to carry out your job in an effective and efficient way so that no time or effort is wasted …” (MESOL, The Open University, 2000a: 20).


FEEDBACK

Prioritising how you spend your time on your different roles is an important self-assessment exercise. It is an opportunity to review the key purposes of your job, and to re-prioritise where necessary. 

“ …The scope for each manager to choose a different blend of roles means that management is not reduced to a set of scientific statements and programmes. Management is essentially an art and it is necessary for managers to try and learn continuously about their own situations” (Pugh and Hickson in MESOL, The Open University, 2000a: 15).

6
SESSION SUMMARY
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There are no simple answers to the questions of what management really is or how to become an effective manager. In this session, we introduced the idea of improving your effectiveness as a manager through a learning process of reflection on your own situation as well as by drawing on the perspectives of others. We said that the first step in this learning process is to gain an understanding of your own job. Management is a complex and demanding job. Looking at a manager’s job in terms of roles can facilitate your understanding of what it is you do, help you to recognise patterns which allow comparison with other experiences and thus begin the process of improving your effectiveness.

In the next session, we focus on the second component of the management learning process: drawing on management theory to improve effectiveness.

7
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Unit 1 - Session 2

Management Theory
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Introduction

In the first session, we focused on understanding the manager’s job. We identified “the theories underlying management” as the second element of learning about management. This is the focus of this session. 

“…The approaches to management we use today have been influenced by many years of management theory. For about a hundred years, people have been studying managers at work in an effort to understand the principles and practice of good management. It was hoped that, by identifying these principles and practices, managers could be helped to improve their performance …” (MESOL, The Open University, 2000a: 63).

Being aware of the different schools of thought in management theory can give you a variety of perspectives on management work and show you some approaches which other managers have used. You will then be able to take what you see as useful and apply it to your situation. 

In this session we introduce a broad overview of management theory and then look at an interesting perspective on success versus effectiveness in management. Finally we examine the experiences and approach of a primary health care manager. 

Session contents

1
Learning outcomes for this session

2
Readings 

3
What is theory?

4
An overview of management theory

5
Analysing management approaches

6
Session summary 

7
References and further readings

Timing of this session

Session 2 includes three readings and two tasks. It should take you about two and a half hours to complete. 

1
LEARNING OUTCOMES FOR THIS SESSION
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	By the end of this session, you should be able to:

	Management outcomes:

· Briefly describe the different schools of management theory.

· Understand the relevance of management theory to your job.

· Analyse a management situation using management theory.

· Apply management theory to a Primary Health Care context.


2
READINGS 
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The readings for this session are listed below. You will be directed to reading them in the course of the session.  

	Author/s
	Publication details

	Stonier, J., Yetton, P., Craig, J. & Johnson, K.
	(1994). Ch 2 - The Evolution of Management Theory. In Management, Prentice Hall, Australia.

	Luthans, F.
	(1988). Successful vs. Effective Real Managers. The Academy of Management Executives, 2 (2).

	Johnson, S.
	(Feb 1996). Management for Primary Health Care. Australian Journal of Public Health Interchange, (2) 1: 98 - 106.


3
WHAT IS A THEORY?
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By now, you should be fairly confident about studying theories, but here is a quick reminder for those of you who are having a lapse in confidence. A theory is a proposal, based on systematic research, which suggests an explanation for the way things work or happen. Such an explanation can only be called theory if it tends to recur under given circumstances. In an article called “What is the use of theory?”, the following definition is given for theory: Theory is:

 “Systematically organised knowledge applicable in a relatively wide variety of circumstances devised to analyse, predict, or otherwise explain the nature or behaviour of a specified set of phenomena that could be used as the basis for action” (Van Ryn, M., Heany, C.A., 1992: 315-330).

Theory is very much part of the academic enterprise: over centuries, people have tried to explain a range of natural, social, economic and health phenomena, thus adding to society’s reservoir of knowledge. Theory is useful because it helps us to predict likely behaviours or results, based on what researchers and theorists have observed over time. Imagine how useful this can be to a manager – you are enabled by theory to anticipate how personnel will respond to a particular management style.

Nutbeam and Harris provide the following explanation: 

 “ A fully developed theory would be characterised by three major elements. It would explain:

· the major factors that influence the phenomena [or issues] of interest, for example those factors which explain why some people are regularly active and others are not;

· the relationship between these factors, for example the relationship between knowledge, beliefs, social norms and behaviours such as physical activity; and

· the conditions under which these relationships do or do not occur: the how, when and why of hypothesised relationships, for example, the time, place and circumstances which, predictably lead to a person being active or inactive” (Nutbeam & Harris, 1999: 10).

FEEDBACK

Think back to the reading by Charles Handy on Role Theory. One aspect of it relates to roles and how they lead to stress. We will focus on role ambiguity which arises in a work situation and was found by Kahn et al to result in: “lower job-satisfaction, higher job-related tension, greater futility and lower self-confidence” (Cooper, 1981, in Handy, 1993: 71). This is the reason for the research which leads to theorising about why it happens.

Role theorists put forward four major contributing factors:

“Uncertainty about how one’s work is evaluated;

Uncertainty about scope for advancement;

Uncertainty about scope of responsibility;

Uncertainty about others’ expectations of one’s performance” 

(Handy, 1993: 64). 

I could not really find any discussion of the relationship of role ambiguity to different social factors in this theory, except that role ambiguity is heightened at higher levels of job responsibility where many aspects of the job are not explicit.

The conditions under which role ambiguity occurs include situations when the employee is unclear of his/her role or when an individual’s conception of his/her role differs from the others in the role set. With clear job descriptions, role ambiguity may be reduced, but they seldom capture all aspects of a role, particularly at the higher levels of management.

Hopefully you are clear about why theories are developed, and why we study them. There are further references at the end of the session, should you want to explore the concept of theory further.

4
AN OVERVIEW OF MANAGEMENT THEORY
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Without theories, all we have is intuition, hunches, and hope which are of limited use in today’s increasingly complex organisations (Stonier et al, 1994: 30).

Don’t ignore this section because it’s about theory! Study the different theories. Understand that “… there is no single, universally accepted management theory …” (Stonier et al, 1994: 22). Look at the times and the contexts in which the different schools of thought developed. Identify the strengths and weaknesses of each approach. See if you can take something from each one that can help you in your job.


This reading provides a comprehensive summary of management theory. It describes the established schools of management theory: the Classical School with its two branches, the Scientific Management Theory and the Classical Organisation Theory, and the Behavioural School. In addition, two approaches are described which attempt to integrate these different theories: the Systems Approach and the Contingency Approach. More recent ways of looking at management are also presented: the Cultural, Economic and Political Perspectives.  Preview the article well before reading it and use the Review Questions on page 53 of the reading to help you to read with focus.

“… Your awareness of the different perspectives will help you decide what is relevant as you read about management, as you observe managers at work, and as you encounter real management situations. Even if you favour one particular school, you will find new ways of incorporating ideas and information once you understand the other schools’ contributions. Indeed, many of us are more comfortable with one approach than with another. Even so, as managers we may come up against situations for which our preferred tools and techniques are not relevant, and some managers prefer to know all the approaches well enough to be able to apply the appropriate response to a certain situation …” (Stonier et al, 1994: 52).


Luthans presents a different angle on management. He categorises management work into groups of activities, like Henri Fayol and Mintzberg have done, but also includes a human relations component. He then goes one step further and looks at how emphasis on particular activities impacts on the effectiveness of a manager. Note how effectiveness is defined in this study. He also adds the interesting comparison of “success” versus “effectiveness”. This approach seems to include elements of both the Classical and Behavioural Schools but adds the Political perspective. 

Think about some of the managers you know well. Would you describe them as “successful” or “effective” or have they managed to achieve both? Another view from the South African context reiterates this issue  from the perspective of career development:

"It is unfortunate that people only look at development in terms of higher posts and more money, so that [they] … have not always taken on the job opportunities or seen them as opportunities to develop themselves" (HST, 2001: 6).

5
ANALYSING MANAGEMENT APPROACHES
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So far we have mainly looked at the concept of management inside the organisation.

The next reading presents a view on management within a primary health care setting, where community participation in management is an integral part of effectiveness.



FEEDBACK

In this reading, the management approach appropriate to Primary Health Care is described as shared, not only by health team members but also by members of the community. The manager’s role is therefore very different and focuses on converting the ideas of the community into practice. It is a bottom-up process of management interaction and the location of power is very different to any traditional views of management.

The manager negotiates collaboration with the community, and their participation. It works to empower the community in question with greater autonomy within and outside the organisation. The manager is still, however, responsible for the distribution of roles and responsibilities, maintaining authority and ensuring that the programme has clear direction. 

In the survey of management theory which you read, there were a few references to people-orientated styles of management. Under Transitional Theories, Mary Parker-Follett’s view (Stonier et al, 1994: 40) has relevance: she argues that managers and labour share a common purpose and should work as a team; the manager should simply head the group. This could apply to the inclusion of health teams and communities in the managerial task, and suggests a reduction in the hierarchical power of the manager. 

Elton Mayo (Stonier et al, 1994: 42) of the Behavioural School places emphasis on human relationships as critical to effective management and emphasises the manager’s style: this also holds significance for the Primary Health Care approach. 

Thirdly the Contingency Approach (Stonier et al, 1994: 48) is relevant to Primary Health Care situations in that the theory argues for a management style to be developed to fit the contextual situation. Although developed for workplace settings, the theory proposes that “… the managerial task involves analysing the organisation and its context, and identifying opportunities … and options” (Stonier et al, 1994: 48). This could be compared to a situational analysis process in community development. 

In the article by Johnson, she proposes that the “New Management Theory” is consistent with Primary Health Care Management because it is people-centred. Beyond this however, the Primary Health Care management context places far more emphasis on process (while not forgetting outcome) than business does. Empowerment and autonomy of the participants are key elements of the model. Johnson sets out what could be regarded as a new model of management for Primary Health Care Managers, discussing the skills, attitudes and approaches required for such a manager (Johnson, 1996: 101-105). With systematic research and evidence that this model works or can be replicated in different community contexts, this model of management could be developed into a theory of management.

Applying theories to your own context may be more difficult, because it is often difficult to distance yourself sufficiently to see the organisational issues. However, look at Fayol’s Classical Organisation Theory, if you work in a government department, look at Weber’s principles of bureaucracy and the theories from the Behavioural School. You will have to make up your own mind here. 

6
SESSION SUMMARY

[image: image16]
In this session, we explored various views on management. Management theory continues to evolve. There is no single set of principles and rules we can apply to achieve management effectiveness. An important skill for a manager to learn is to be able to draw on the experiences and theorisations of others and apply what is useful to your particular situation. 

In Unit 2, we go on to look at some of the factors which influence management effectiveness: these include the manager as a leader and the context in which the manager must operate.
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READING: Handy, C. (1993). Ch 3 - On roles and interactions. In Understanding Organizations. London: Penguin Group: 60-75.








READING: Stonier, J., Yetton, P., Craig, J. & Johnson, K. (1994). Ch 1 - Managers and managing. In Management. Australia: Prentice Hall: 5 - 26.





TASK 1 – Previewing Reading 1





Previewing is a process that leads to what could be called intelligent or strategic reading. Preview Reading 1 by following these steps. Try not to take more than ten minutes in the process. The feedback for this task is integrated into the instructions, but try to preview the text thoroughly, really getting to know what is contained in it.





Explore the text for clues about what is covered and the author’s point of view. Look for the authors’ names, clues to the purpose of the chapter, the date of publication, the place where it was published. What do these features suggest to you? 


In this case, it is an Australian text, published in 1994, and from the case studies used, I would guess that it is aimed at business managers more than health managers. The chapter title gives one a good sense of its purpose – it is called “Managers and Managing”; it also lists the expected outcomes of the chapter e.g.  “… describing four basic functions of managers, … what is meant by top, middle, and first-line managers …etc.” This gives a good overview of what to expect, but you still need to relate this to your own experience. What do you think these four functions might be? Are you a top, middle or first-level manager? And so on.





Remember that you should be critically aware that not everything you read is going to be helpful: it may be biased or confined to a specific perspective, irrelevant to your context or out-of-date. So previewing is also about being selective about what you read.


Scan through the text looking closely at the advance organisers. These are the text features which structure the text. They include headings, diagrams e.g. Table 1 showing how managers spend their time, on page 16; sub-headings like Illustrative case study, on page 5; bulleted lists, summaries, photos and captions. 


Skim-read the first and last paragraphs of the whole text, or of the different sections. This may seem strange to you, but it gives you an idea of the content because introductions and conclusions are written to orientate the reader. In this text, there is a summary on page 23. Read it too – it will give you an overview of the chapter.


By getting an overview of the contents of the text, you create a mental picture of what lies ahead. Experts on reading tell us that this gives you confidence as a reader, enables you to speed up and therefore allows less distraction; it enables you to skip over difficult terminology or phrases as well as parts of the text which seem less important for your purpose. 


Now think of a few things that you already know about this topic. This is important – it creates hooks for you to hang new information on, and it prepares your mind to be receptive to this topic. 


Finally jot down two questions that you are going to bear in mind while you read the text e.g. What guidelines do these writers provide for me as a manager? and How do managers learn to manage? The questions may be suggested by the text, but should serve your needs as a reader too. At this stage, you may not be sure whether the text will answer the questions, but reading with questions in mind helps you to read actively. They give you purpose as you search for specific information, and maybe jot down notes on these two topics too. Even if you have no desire to read the text, you need to create a purpose for yourself to read it.








READING 1: Stonier, J., Yetton, P., Craig, J. & Johnson, K. (1994). Ch 1 - Managers and managing. In Management. Prentice Hall, Australia: 5-26.








READING: Management Education Scheme by Open Learning (MESOL), The Open University. (2000). A manager’s work: Case Study B – manager of a platteland health district. In Managing in Health and Social Care, Resource File, Module 1. , Walton Hall, Milton Keynes: The Open University: 11 - 14.





READING: Laris, P. (1992). The way of the manager: the context and roles of community health management. In Baum, F., Fry, D. & Lennie, I. (Eds). Community Health. Policy and Practice in Australia. Leichart, NSW, Australia: Pluto Press: 64 - 75.





READING: Mintzberg, H. (1975). The manager’s job: folklore and fact. In Harvard Business Review. 53 (4): 49 - 61.      





TASK 2 – Apply and evaluate two conceptualisations of the manager’s roles





a)	Read the case study in Reading 5. Analyse this district manager’s job using Mintzberg’s role classification. Then identify the roles within your own job. Also write down what percentage of your time on average you give to each role.





b)	Compare the eight roles described by Laris with Mintzberg’s ten roles and decide which of the two approaches you find most helpful. A way of doing this would be to categorise your own management job in terms of the roles put forward by these two theorists, and to decide which fits best. 





c)	What value does Role Theory have for learning about management? Think about the insights you have gained from it.








TASK 3 - Assessing how you prioritise the management roles you play





Look back at the time you allocate within your own job to the different roles you play. Are some roles taking too much time or getting too much emphasis? Do any changes need to be made? 








TASK 1 – Consolidate your grasp of the concept of theory





Identify a theory with which you are familiar, and analyse whether it demonstrates the three elements noted above.








READING: Stonier, J., Yetton, P., Craig, J. & Johnson, K. (1994). Ch 2 - The Evolution of Management Theory. In Management, Prentice Hall, Australia: 28 - 59.








READING: Luthans, F. (1988). Successful vs. Effective Real Managers. The Academy of Management Executives, 2 (2): 127 - 132.





READING: Johnson, S. (Feb 1996). Management for Primary Health Care. Australian Journal of Public Health Interchange, (2) 1: 98 - 106.





TASK 2 – Analyse the underpinning theories of a management approach 





Analyse the management approach presented in this paper, drawing on the various schools of management theory you have read about. 





Now look at your own job. Which school of thought is most applicable to your current approach? Remember, the situation may change in the future, thus requiring a different approach. 
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