Unit 5 - Introduction
Managing People



Welcome to Unit 5. This unit focuses on two important issues in human resource management: motivation and supervision. 

“… In many countries, the health-sector workforce is dissatisfied, underpaid, poorly motivated, and sceptical of decision makers’ ability to solve the problems facing the health sector. Yet, it is people – the managers and staff working in health – who are responsible for implementing the changes resulting from health sector reform … Managing human resources effectively and efficiently plays a critical role in ensuring that a satisfied, motivated work force delivers quality health services …” (MSH, Online: 2,1).  

In this unit there are two Study Sessions:

Study Session 1: Management and Motivation
Study Session 2: Managing and Supervision

In Session 1, we look at the factors which influence the motivation of staff and  how the manager can use this knowledge to improve performance and job satisfaction.

In Session 2, the process of supervision is examined. This session brings together several of the concepts covered in earlier units of this module. We look at supervision as a mechanism for bringing about change. 

Intended learning outcomes of Unit 5

	By the end of this unit, you should be able to:



	· Identify common problems in human resource management in the health sector.

· Summarise Theories of Motivation.   

· Apply Theories of Motivation to your own context.

· Explain the value of job descriptions and design.

· Define supervision.

· Describe tools to facilitate supervision.

· Develop a supervision plan.

· Explain a team-based approach to supervision.



This is the final session of the Health Management II module. Use it to reflect on and consolidate the knowledge and insights you have gained while working through the module. 

Reference

MSH. Human Resources: Managing and Developing Your Most Important Asset. [Online]. Available: http://erc.msh.org

Unit 5 – Session 1
Management and Motivation



Introduction

“… Most DMs [district managers] mentioned two factors that sustain them in their jobs, and give them motivation and job satisfaction. First, the job itself is a challenge, and provides the opportunity to get experience, develop skills and ‘see myself moving up the ladder’ and secondly, the team spirit among the District Management Teams (DMT’s) they are heading keeps them going. In a similar vein, some feel that they get support from other managers, work with staff who are very willing and get great support from their contact with communities. Other motivational factors include: 

· The vision of bringing about transformation and seeing improvements,    getting results.

· Receiving recognition from politicians in the District Council …” 

(HST, Ch 13, 2001: 7)

Managers themselves need to be motivated in their jobs, and indeed demotivation can lead to poor performance or worse.

“… One manager who has since resigned from the public sector noted: ‘I had no belief that anything I did was making a difference.’…” (HST, Ch 16, 2001: 3)  

As important, however, is that managers understand that their employees have individual differences and diverse needs which also must be satisfied. The most obvious reason for understanding employees’ diverse needs is because it affects the way in which employees are rewarded for their efforts. But there is more to it than this.

“The recognition that employees pursue different needs also helps the manager understand to some extent why different employees behave as they do. For instance, an employee with a high need for achievement is likely to pursue task-related activities with vigor, while an employee with a high need for affiliation may devote more attention to developing social relationships on the job.

Finally, on a general level, a thorough knowledge of basic motivational processes is essential to understand organizational dynamics. Why do people behave as they do? What causes good or bad performance? Why is absenteeism or turnover high? The answers to questions such as these rest squarely on comprehending what motivates the employee …” (Steers, 1988: 151). 

It is important for managers to have a thorough understanding of what motivates and demotivates their staff. This session begins by looking at some important general issues in human resources management in the health sector. Motivation, identified as one of the priority issues, is then examined in detail. Finally, we review the value of job descriptions as an important factor in human resources management and motivation. 

Session contents

1
Learning outcomes of this session

2
Readings 

3
Overview of issues in human resource management

4
Motivation

5
Job descriptions and job designs

6
Session summary

7
References

Timing of this session

This session contains seven readings and two tasks. It should take you about four hours to complete. A logical point for a break is just before Section 4.1.

1
LEARNING OUTCOMES OF THIS SESSION

[image: image1]
	By the end of this session, you should be able to:


	· Identify common problems in human resource management in the health sector.

· Explain the Motivation Theories of Maslow and Herzberg.

· Describe learned motivation factors.

· Apply Expectancy Theory. 

· Understand the concept of perceived fairness/equity.   

· Apply Motivation Theory to your own context.

· Understand the value of job descriptions and job design.



2
READINGS 



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

	Author/s
	Publication details

	World Health Organization.
	(1993). 1. Managing Organizations. In Training Manual on Management of Human Resources for Health. Section 1, Part A. WHO, Geneva. 

	World Health Organization.
	(1993).  Annex 3 – Motivation. In Training Manual on Management of Human Resources for Health. Section 1, Part A. WHO, Geneva. 

	World Health Organization.
	(1993).  Motivation: Exercise 3.8. In Training Manual on Management of Human Resources for Health. Section 1, Part A. WHO, Geneva. 

	Cook, C. & Hunsaker, P.
	(2001). Motivation Principles. In Management and Organizational Behavior. McGraw-Hill, New York.

	World Health Organization.
	(1993).  Management-Staff Relations: Exercise 6.3. In Training Manual on Management of Human Resources for Health. Section 1, Part B. WHO, Geneva. 

	Management Sciences for Health.
	(1997). Ch 47, Section 47.4. In Drug Supply Management. Kumarian Press, Connecticut.

	Cook, C. & Hunsaker, P.
	(2001). Motivation Methods and Applications. In Management and Organizational Behavior. McGraw-Hill, New York.


3
OVERVIEW OF ISSUES IN HUMAN RESOURCES MANAGEMENT 



“… Of all the problems which they have to face, health managers often find those relating to the management of people to be the most difficult.

The definition of Management of Human Resources could be: 

The mobilization, motivation, development and deployment of human beings in and through work in the achievement of health goals, which is based on the essential value assumption that people are not a mere factor of production but living, feeling, thinking beings who seek certain satisfaction from their work …” (WHO, 1993.1: 9).

The first reading provides an introduction to human resource management, highlighting important pressures and trends. It also identifies priority problems, namely wastage of human resources, ineffective use of personnel, low motivation, low productivity, a dichotomy between private and public sectors.


This reading concludes with the point that managing human resources effectively is vital to ensuring health services for all members of society. 

The next section looks at one of the priority issues in human resource management, namely, motivation. 

4
MOTIVATION



Motivation has been described as the core of management  (WHO, 1993.1:11). But what is motivation?

“… Motivation involves a conscious decision to perform one or more activities with greater effort than one performs other activities competing for attention. This definition of motivation contains three elements: (1) some need, motive, or goal that triggers action, (2) a selection process that directs the choice of action, and (3) a level of effort intensity that is applied to the chosen action. In essence, motivation governs behavior selection, direction and level of effort …” (Cook & Hunsaker, 2001: 199).

“… It is perhaps true of most people that they spend very little time thinking of what motivates them or others to behave in the way they do, or to understand what causes them to do some things with more energy than others, or indeed to withdraw from doing anything at all. They respond instinctively to their circumstances and … in a way which reflects their expectations of life and their view of the social setting in which they live. While the ways in which individuals respond vary, the sequence of needs which generates this response appears to be universal and largely to transcend national and racial boundaries …” (WHO, 1993. A3: 1).

The next reading identifies the psychological needs of an individual and how these needs can be met through work.  “… The basis for any action to improve motivation rests on the ability to satisfy individual psychological needs, both present and in the future …” (WHO, 1993. A3: 4).

Two theories of motivation are described and applied to work settings. An important focus is on how employers and managers can improve the motivation of workers by helping them to meet their individual needs. “… The very act of working in an organization provides most people with the basis for satisfying many fundamental needs. How well these needs are satisfied in practice depends both on the structure of the organization, and its concern to ensure that appropriate bargains are formed and maintained with its staff …” (WHO, 1993. A3: 7).

The reading provides some useful insights for health managers. Many of the suggestions for improving motivation are at an organisational level and may be beyond the control of individual managers. However, there is also much that an individual manager can do. See what you can take from this reading and apply to your own situation to improve the motivation of your staff. 




FEEDBACK

Use the questionnaire results as a guide for prioritising action. It may be useful to discuss the results with your team, identify the issues which are beyond your control as a manager and then go on to decide together which issues can realistically be addressed.

4.1
Motivation principles

This section and the next reading reviews the classic motivation theories of Maslow and Herzberg. Maslow’s theory is questioned but acknowledged to be “ … useful as the reminder of the full range of motivational forces in people …” (Cook & Hunsaker, 2001: 202). Alderfer adapts Maslow’s theory into his Existence, Relatedness and Growth needs model (ERG) which presents individual needs as three non-hierarchical groups (existence, relatedness and growth). This theory has more favourable research support than Maslow’s. The authors also point out the limitations of classic need theories. “…While need theories may provide clues to unsatisfied desires, they do not always tell us how an individual is likely to behave to satisfy them. And for organizations, the way behavior is directed (combined with its intensity) is the key to performance …” (Cook & Hunsaker, 2001: 207).

Other factors which may influence motivation are also explored. The authors suggest that socially learned needs affect motivation, such as the need for achievement, power or social relationships. Expectancy Theory explains motivation in terms of a person’s beliefs about the relationships between effort, performance and reward. Researchers Lyman Porter and Edward Lawler found that “… motivation is enhanced when a person answers yes to all three expectancy-related questions: (1) when effort is believed to be performance related, (2) when performance is linked to personal consequences, and (3) when the consequences or pay-offs available are highly valued. Conversely, when one or more answer is negative, motivation potential diminishes …” (Cook & Hunsaker, 2001: 214).

A very important issue for a manager to note is that the perception of equity (fairness) is seen as an over-arching influence on motivation. In a study of union grievances, research found that “… satisfaction with management depended on the extent to which workers found the workplace to be just and moral … such research implies that if an organization’s procedures treat employees fairly, they will view the organization as positive even if dissatisfied with personal outcomes such as pay. As long as the procedure is seen as fair, employees find it difficult to envision a more positive alternative for distributing rewards …” (Cook & Hunsaker, 2001: 220). 

The authors conclude by pointing out that most research on motivation has taken place in Western cultures which place a high value on individual performance. Many cultures however place more value on the well-being of the group. In such settings, different forces may influence motivation. 


In the next task, you are invited to apply one of the theories, Expectancy Theory, to your own workplace. Remember that the theory focuses on “… a person’s beliefs about the relationships among effort, performance and rewards for doing a job “ (Cook & Hunsaker, 2001: 213).  Look back at page 213 in the reading above to refresh your understanding of the theory. The guidelines for this task are in the following reading.



FEEDBACK

To what extent do you find Expectancy Theory explains what motivates you? Consider whether this exercise would be useful in your worksite when you find that an individual’s performance is not up to standard.

Motivation of health staff is a crucial factor in the provision of health services of acceptable quality.

“… Documented experience from other countries suggest that South Africa should guard against the demotivation of district managers. For instance, Gilson et al (1994, cited in Pillay, McCoy & Asia, 2001) point out that one of the key obstacles to district development in Tanzania was the capacity of district managers, who worked within a system that dis-empowered them …” (HST, Ch 13, 2001: 9).

However, “… there is no evidence that motivation alone will ensure that people work fast or well … Increased motivation creates the conditions for a more effective workforce. To translate this increased motivation into improved health service performance, it must be matched with effective management practices and supervision …” (WHO, 1993.A3: 8).

With the above statement in mind, we move on to look at the provision of appropriate job descriptions as an important aspect of effective management practice. 

5
JOB DESCRIPTIONS AND JOB DESIGNS



This section describes the basic components of a job description and then goes on to look at the concept of job enrichment through job design. Many of the ideas presented here are linked to motivation. 

Maslow names security as one of the basic human needs. On page 16 of the WHO (1993) reading, this idea is linked to structure in the working environment. A clearly defined job is one of the elements which can contribute to such structure. Employees are generally happier when they have a clear idea of what is expected of them and to whom they are accountable. Job descriptions also provide a framework for supervision.

The next reading provides a useful summary of issues relating to job descriptions. 


The above reading looked at the value of job descriptions mainly from the point of view of clarifying expectations. The next reading looks at how job design can be an important motivational factor beyond the basic need for security.  


 “… [B]ehavioral scientists for decades have concluded that the design of a person’s job has significant motivational impact on behavior … Job design is the process of incorporating tasks and responsibilities into jobs to make them meaningful, productive, and satisfying …” (Cook & Hunsaker, 2001: 250).

Job design should therefore be used to enrich or enhance a job in order to improve an employee’s motivation. The two basic aspects of job design are: scope (variety), and depth (autonomy and responsibility). Jobs are enriched by increasing depth and/or scope. The integrating motivational theory of job design adds three more elements which can affect motivation: core job dimensions, psychological states and personal/work outcomes. A manager can, for example, enrich the job of an employee by increasing the core job dimensions. It is interesting to note that job design often involves a trade-off between what is stimulating and what is stressful and that the balance will depend on the individual and the situation. 

6
SESSION SUMMARY



In this session we looked at some important issues in human resources management. We then examined the issue of motivation in some depth. In conclusion, job descriptions and job design and their role in motivation were analysed. 

In the next session we look at the concept of supervision and how effective supervision encompasses many of the elements of effective management.

7
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Unit 5 – Session 2
Managing and Supervision



Introduction

“… Supervision … concentrates on people and sets out to improve performance. It … gives the supervisor an opportunity not only to provide guidance and to advise, help, teach and motivate workers … with a view to enhancing performance and thereby improving the delivery of services, but also to learn …” (Flahault, 1988: 5). 

This view of supervision reinforces an idea we introduced at the beginning of this module: management is getting things done through people. It also reiterates the concept of reflective learning as an ongoing process for managers. 

In this session, we look at the meaning of supervision and at approaches aimed at improving the quality of the supervision process. As you go through the session, look for links to the material covered in previous sessions of this module and use them to build your understanding of supervision as a crucial aspect of management.

Session contents

1
Learning outcomes of this session

2
Readings

3
An overview of supervision

4
Approaches to supervision

5
Session summary 

6
References

Timing of this session

This session contains three readings and two tasks. It should take you approximately two and a half hours to complete. A logical point for a break is at the end of Section 3.

1
LEARNING OUTCOMES OF THIS SESSION

[image: image2]
	By the end of this session, you should be able to:


	· Define supervision. 

· Describe tools to facilitate supervision.

· Develop a supervision plan.

· Describe a team-based approach to supervision

 


2
READINGS 



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

	Author/s
	Publication details

	Flahault, D.
	(1988). Ch 1 & 2. In The Supervision of Health Workers at District Level. Handout at UWC/COPHE Summer School, 1995, Management Training File. 

	Management Sciences for Health.
	Improving Supervision: A Team Approach. In The Manager’s Electronic Resource Center. [Online]. Available: http://erc.msh.org [8/8/02]

	Management Sciences for Health.
	Supervising and Supporting your Staff: Tools and Techniques. In The Manager’s Electronic Resource Center. [Online], Available: http://erc.msh.org [8/8/02]


3
AN OVERVIEW OF SUPERVISION


The concepts of supervision and support are closely linked and are crucial to effective management. However, the following comments by district managers in the 2001 South African Health Review suggest that there is a great deal of frustration because of inadequate support from supervisors. This suggests that supervision takes the form of monitoring and control without recognising that providing support is an important part of the supervisor’s role.

“... I told you that my background is that of nursing and in nursing you don't do issues like the budget. But because one has got potential, with the training that I went through I understand budgets. I can work effectively as a person ... And again we do not get the support, let’s say the provincial office asks for ‘finance gap analysis’, they are telling this to a nurse, what is that?  They don’t give you guidelines …” (HST, Ch 13, 2001: 5). 

“… Don’t leave district managers to swim alone. Yet when there are problems you expect them to explain …” (HST, Ch 13, 2001: 8).

Part of the problem here could be that providing adequate support is not understood as part of supervision, either by supervisors, the staff being supervised, or both. This extract emphasises the importance of this link, but uses the term “control” to mean what we are calling supervision.      

“…Control is one of the most widely misunderstood organizational concepts because many people think of it in narrow terms, as management through coercion and punishment. Although negative connotations persist, evaluation and control systems are a must in organizations. A control is ‘any process that helps align the actions of individuals with the interests of their employing firm’. As dynamic, open social systems, established organizations are efficient and effective when control systems are in place and working. A control system is ‘the knowledge that someone who knows and cares is paying close attention to what we do and can tell us when deviations are occurring’ …” (Cook & Hunsaker, 2001: 66). 


FEEDBACK

This extract from the Management Sciences for Health manual provides an overview of the meaning of supervision and of some supervision techniques. 

 “… Supervising staff

Splitting the word supervision into its two parts reveals some interesting facts about the meaning of the word. The basic meaning of super is ‘over’; the basic meaning of vision is ‘sight’. Putting these two together again, supervision can be seen simply as ‘oversight.’ But super can also mean ‘excellent,’ and vision can mean ‘foresight.’ In this sense of the term, supervision is about quality and planning. A supervisor becomes someone with the experience and skill to guide the work of others … 

Qualities of Supervision

Several characteristics are likely to define supervisors who are concerned about the developmental as well as the disciplinary aspects of supervision. 

These supervisors are: 

· knowledgeable and enthusiastic about the jobs they are supervising; 

· sensitive to staff members’ needs and feelings;

· capable of supporting and guiding without harassment;

· skilled in communication – good listeners, approachable, and open-minded about ideas that conflict with their own;

· ready to praise good work and quick to support their staff;

· able to preserve harmony within the team and workforce by minimizing personal jealousies and conflicts;

· able to organize effectively and mobilize staff;

· able to allow staff to complete assigned duties without interference;

· willing to delegate tasks; 

· scrupulous in making regular supervisory visits, and punctual in keeping appointments;

· capable of appraising staff without bias and writing reports on the basis of work performance rather than hearsay or favoritism.

Tools for Supervision

One major aspect of supervision is knowing what to look for. There are a number of control mechanisms that can be of great help. 

	Work schedule 



	A work schedule is an outline of the major activities that a staff member is expected to do and the days and times when various tasks are to be carried out …

	Daily log or diary  

	A daily log or diary is a rich source of information on the use of time, provided that it is kept in sufficient detail.

	Budgets and expense records 
	A budget is a specific, itemized plan. A budget and expenditure review can provide a useful means of keeping track of a project or work program. 

	Appraisal reports


	Appraisal reports inform those at higher levels about individual staff performance. They usually focus on: 

· nature of the work carried out;

· assessment of how well the work was done;

· description of skills involved in carrying out tasks;

· comments on commitment, punctuality, and interpersonal relations.

Unfortunately, appraisal reports, which are supposed to be used in determining promotability, tend to be treated as confidential. Often they are not even accessible to the staff member concerned. Ideally, supervisors should be able to use these reports to provide regular performance feedback to staff.

	Exit interviews
	When a staff member leaves a position for any reason, it is useful for the supervisor to interview the person. On this occasion, frank opinions may be voiced, as the individual has nothing to lose. The supervisor may acquire new knowledge about other workers and managers and may also receive suggestions about how the working practices or environment could be improved. 


Feedback skills

Another aspect of supervision from which everyone can benefit is informed discussions about work performance. Good managers try to provide feedback as a regular feature of the work experience. Done well, it both enhances individual performance and improves teamwork.  When giving feedback, consider the following prescriptions: 

· Deal only with what is known for certain.

· Describe actual behavior (’You did not attend the last two meetings’) rather than making judgemental comments (‘You are irresponsible’).

· Start with positive feedback before giving negative feedback.

· Do not exaggerate.

· Listen as well as talk.

Techniques found to be successful in prompting discussion of problem areas include:

· Ask open rather than closed questions, avoiding those that can be answered with a simple yes or no. (‘What is your experience of this matter?’)

· Present possible scenarios that encourage concrete descriptions. (‘If you were faced with such a problem, how would you tackle it?’)

· Rephrase the speaker’s words. (‘You are saying that you feel that you are not trusted, because you are not allowed to handle the finances for the workshops - am I right?’)

· Acknowledge the other person’s feelings. (’You seem to be very worried about this matter - am I right?’)

· Concentrate on what is being implied as well as what is being said. People are much more willing to talk if they are convinced that they are really being heard.

Clearly, such techniques go well beyond simple criticism or interrogation. 

‘The one minute manager’

The essential staff supervision skills discussed above are summarized in the concept of the one minute manager (Blanchard & Johnson, 1982), consisting of three elements: one minute goals, one minute praisings, and one minute reprimands. 

One minute goals (or one minute goal setting) involves stating very briefly what is expected, verbally or in writing. Important goals for an individual can be written down in less than one minute on one piece of paper, to establish mutual expectations. The important thing is to clearly communicate to the staff member what is expected. 

One minute praisings involve agreeing with staff about what is expected in advance (one minute goal setting), then praising them immediately when they perform accordingly. According to The one minute manager (Blanchard & Johnson, 1982), one of the most effective ways to motivate people is to ‘catch them doing something right’. That is, give staff positive feedback when they perform well or have achieved a specific objective. The feedback should be immediate and brief and indicate specifically what they did right.

One minute reprimands are necessary when staff have done something wrong or failed to meet expectations. Effective reprimands require skill, and they consist of two parts. First, the manager directly and specifically states what was done wrong and how he or she feels about it. Then, after a brief pause, the manager reminds the person that although his or her performance in this situation has been unsatisfactory, his or her work is valued, and better work is anticipated in the future. To be most effective, the reprimand should be given in private, should be brief, should not personalize the poor performance and should end with a positive, forward-looking message. 

The essence of the one minute manager, therefore, is to establish clear expectations;…to provide prompt and specific positive feedback; ... and, when necessary, to provide prompt and specific negative feedback …” (MSH, 1997: 756-758).

4
APPROACHES TO SUPERVISION



The reading by Flahault (1988) presents a practical approach to supervision. Supervision does not merely consist of an informal visit to have tea together and to ask how things are going. Nor is it a finger-pointing exercise which staff anticipate with dread. “…Supervision differs from conventional inspection in that the supervisor gives support to the workers being supervised …” (Flahault, 1988: 4). The supervision process in itself involves careful planning, including the gathering of baseline information, the establishment of priorities, and the development of a supervision checklist, work plan and time table.  

Note how the information presented in this reading links back to some of the issues we covered in previous units, such as planning, monitoring and evaluation, job descriptions, leadership and motivation.  Effective supervision reinforces the important concept of management is getting things done through people.


 “… If leadership is to inspire motivation, it must be able to address problems of human relations as may be necessary (information, understanding, involvement, etc.) as well as the specific tasks to be performed, and supervisors should continually be concerned with both of these aspects …” (Flahault, 1988: 4).

4.1
Using a team approach

The next reading presents supervision as a process in which the whole team participates. In the reading, family planning programmes are used as a context for this approach. 

“… Traditional approaches to supervision emphasize ‘inspecting‘ facilities and ‘controlling’ individual performance. However, improving programme performance and maintaining programme standards by supervising individual performance is impractical because most services are complex and are not dependent on the actions of a single individual … Establishing a team that has supervisory responsibilities makes it possible to have a supervisory system that functions between scheduled supervisory visits … Using a team approach to supervision requires that the supervisor disregard conventional disciplinary attitudes and shift from the role of ‘inspector’ to the role of ‘facilitator’…” (MSH, 2002: 3).


4.2
Guidance for supervisors

Careful preparation for the supervisory visit is emphasised in the next reading. Note the useful section on “How to … Conduct a Supervisory Visit”. 


The above reading gives two useful tools to assist supervisors: a supervision checklist and a supervisor’s self-assessment checklist. 


FEEDBACK

Your response will be individual. Hopefully you will be able to use some of the concepts you learned in this module, such as Role Theory, planning, job design, motivation, leadership, and change management, to turn your supervisory activities into a positive contribution to the morale of your staff and the quality of health services that your team provides.  

5
SESSION SUMMARY



In this final session of the Health Management II module, we looked at the meaning of supervision. A strong focus of the readings was on supervision as a positive, supportive process with active involvement by staff members both as individuals and as a team.  

The concept of supportive supervision brings together much of the material covered in this module and reiterates a key theme which was introduced in the first session: management involves an ongoing process of reflective learning. 

6
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EVALUATION FORM FOR HEALTH MANAGEMENT II



Please would you be so kind as to fill in the form below giving us your comments on the module. Please send it back to The Student Administrator with your assignment. Thank you.

1.
In general, how do you feel about the module?

2.
What aspects of the module challenged you to think more deeply about alcohol problems? 

3.
Were there any sessions or readings which you found difficult?

4.
Are there any sections of the module which could be better explained? Be as specific as possible.

5.
Was the timing suggested useful or accurate?

6.
Could the structure of the sessions or the reader be changed in any way to make them more user friendly? 

7.
Do you think the module will have relevance in your workplace? Please explain how.

8.
Are there any improvements you could suggest to the assignments?

Thank you very much. 

READING: World Health Organization. (1993).  Annex 3 -Motivation: Exercise 3.8. In Training Manual on Management of Human Resources for Health. Section 1, Part A. WHO, Geneva:1 - 6.





TASK 1 – Fill in a Motivation Questionnaire





READING: World Health Organization. (1993).  Annex 3 – Motivation. In Training Manual on Management of Human Resources for Health. Section 1, Part A. WHO, Geneva: 1-27.





FOCUS QUESTIONS FOR THIS READING 


What motivates you as an employee? Have you experienced changes in the things that motivate you? Can you think why?


How could a manager find out what motivates their staff? 


Look at Herzberg’s hygiene factors (page 9-10). How would you rate your work situation? What can you as manager do to minimize dissatisfiers and increase satisfiers for your staff. 


Consider the differences in ranking of sources of frustration in Fig 4, page 11. How do you rank them? Can you think of why these differences exist?


Look at the items listed under security and structure on page 16. Several of these hinge on clarity and fairness. Do you need to make improvements of this nature in your setting?


What is meant by “Creating and Maintaining the Bargain” and how could you contribute to this process? Refer to pages 23-27.








READING: World Health Organization. (1993). 1. Managing Organizations. In Training Manual on Management of Human Resources for Health. Section 1, Part A. WHO, Geneva: 9-13.





FOCUS QUESTION FOR THIS READING


Read through the review of priority problems in human resources management and decide how many of them to your situation.








TASK 2 – Applying Expectancy Theory





Read through the guidelines for Exercise 6.3 in WHO (1993). Try out the exercise by applying it to yourself and your own experience in your job, or theoretically to someone with whom you have worked. 








READING: World Health Organization. (1993). Management-Staff Relations: Exercise 6.3. In Training Manual on Management of Human Resources for Health. Section 1, Part B. WHO, Geneva.








READING: Cook, C. & Hunsaker, P. (2001). Motivation Principles. In Management and Organizational Behavior. McGraw-Hill, New York: 196-221 & N9-11.





FOCUS QUESTION FOR THIS READING


Have the readings given you any new insights into your own work-related behaviour or the behaviour of your colleagues and staff? Note them down. Are you able to apply any of the concepts in order to help improve the motivation of your staff? 


Motivation theories may be relevant to your assignment, so try to identify relevant parts of the reading as you work through it.





READING: Management Sciences for Health. (1997). Ch 47 - Section 47.4. In Drug Supply Management. Kumarian Press, Connecticut. 752-755.





FOCUS QUESTIONS FOR THIS READING


Look at the questions that managers need to ask of themselves on page 755 and apply these to your situation.








READING: Cook, C. & Hunsaker, P. (2001). Motivation Methods and Applications. In Management and Organizational Behavior. McGraw-Hill, New York: 250-261. 





FOCUS QUESTIONS FOR THIS READING


Five strategies for job enhancement are suggested on page 257. Which of these would be relevant in your situation? 


Review the section on empowerment. Would the strategies you have chosen increase a sense of empowerment among your staff?





TASK 1 – Reflecting on supervision





a)	What is your idea of effective supervision? What do you expect from your supervisor? b) Have you experienced any dissatisfaction about the way you have been supervised in the past? 


c)	How do you, as the supervisor, conduct a supervisory visit? Do you follow a particular plan and method?


d)	Are there any factors which prevent you from carrying out effective supervisory activities? 








READING: Flahault, D. (1988). Ch 1 & 2. In The Supervision of Health Workers at District Level. Handout at UWC/COPHE Summer School, 1995, Management Training File: 3-18.





FOCUS ACTIVITY FOR THIS READING


As you work through this reading, make a table which covers all the activities which would enhance your supervision of staff in your unit. 








READING: Management Sciences for Health. Improving Supervision: A Team Approach. In The Manager’s Electronic Resource Center. [Online]. Available: � HYPERLINK "http://erc.msh.org" ��http://erc.msh.org� [8/8/02]: 1-19.











READING: Management Sciences for Health. Supervising and Supporting your Staff: Tools and Techniques. In The Manager’s Electronic Resource Center. [Online]. Available: � HYPERLINK "http://erc.msh.org" ��http://erc.msh.org� [8/8/02]. 5 pages.





TASK 2 – Evaluating yourself as a supervisor





a)	Assess your own performance as a supervisor using the self-assessment checklist on the 5th page. 


b)	Will you make any changes to your supervisory methods based on what you have studied in this session? 
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