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General Objective

At the end of the course, the students are expected to
recognize management as a science and critically
Identify weaknesses and strengths of different
theories; discuss basic management functions; explain
about environmental analysis/scanning of health
service organizations; prepare a plan for managing
organizational development, identify the
Implementation of planned activities in complement
with appropriate and fair distribution of human,
financial and material resources.



Instructional Objectives

At the end of the course, the students will be able to:

Describe historical development of management

Discuss basic concepts and principles in management
Discuss levels of management.

Explain basic management functions and their importance

Describe organizational process subsystems including
coordination, authority, delegation, decentralization,
organizational change, innovation, and organizational
development.

List the key elements of organizational structure in order to
select or modify organizational design to make it effective and
appropriate to function.



Instructional Objectives

Explain human resource management.

Describe the Ethiopian health service delivery
system

Explain the importance of health management
Information system.

Conduct environmental analysis and prepare a
plan for managing the organizational
environment.

Conduct a strategic and policy analysis for
formulating and translating strategic health plan,
objectives and operations.



Instructional Objectives

* Recognize the key elements of organizational
structure in order to select or modify organizational
design.

 Realize the importance of organizational missions and
goals

* Recognize varieties of leadership and management
style.



Course outline

Chapter — one

* General introduction to management
— Concepts of management
— Management theories

 Analysis of the external environment of health
Chapter — two

Functions of management
* Planning

— Strategic planning

— Operational planning



Course outline

Organizing

Organizational structure & functions
Power, authority, delegation & decentralization
Leading

Controlling

Decision making

- Types of decision making

- Steps in decision making
Communication

- Types of communication

- Barriers of communication



Chapter three
* Human resource management
— Definition and concept

— Recruitment, hiring, orientation, training,
performance appraisal, promotion and demotion.

Chapter four

« Health delivery system and health policy In
Ethiopia

- Historical development of health service
- Six ,four and third tier health delivery system



Chapter five

* Leadership

- Types of leadership

- Visit to health service to evaluate management
components

- Field trip report
* Theories of leadership
Chapter 6
Health Management Information System



Teaching and Learning Methods

Lecture

Individual and group presentation
Discussion

Brainstorming

Assignment

Visit



Evaluation /assessment

O A —— 10
Test(s) ------------————————------- 15%
Assignment 1 -----—--————————-- 15%
Assignment 2-------------—-—-- 10%
A = L —— 50%



Chapter 1-Introduction

Rationale for the course

« Management is universal and essential function
In all kinds of organizations.

 Planning and management skills are needed as
most health professionals find themselves In a
managerial position without proper orientation
and training.

 Health planning and management skill is an
Important tool to bring about change in the
nealth care system.

« Resources are scarce, urging the need for
oroper skills in planning and management for
efficient utilization.




Cont...

Difficulty to address all health problems at a
time.

Therefore It Is necessary to prioritize problems
and make an informed decision which
requires health professionals with such skills.

Increasing competition for health care
provision and demand for quality from users

Management iIs a means for development &
provides abundant job opportunities.



Over view of Management

Definitions and concepts

What is Management ?
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What is Management ?

- Although management is broad and universal,
defined In different ways but having a strong
underlying similarity

« (Getting things done through people

« The efficient use of resources

« Getting people to work harmoniously together
and to make efficient use of resources In order

to achieve objectives
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What is Management ?

-The process of reaching organizational goals by
working with and through people and other
organizational resources

- The process of planning, organizing, staffing,
leading, and controlling the work of
organization members and of using all available
organizational resources to reach stated
organizational goals (George R. Terry)
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Who is manager?
A manager iIs a person who plans, organizes,
leads and

e controls human, financial, and other resources
to meet organizational goals.




Management and Administration
Administration

* Implementing policy decisions
Management :

« Regulating the day-to-day activity (office)

Three views regarding management and
administration:

Management and administration are the same:
administration is used for higher executives
functions for government circles while the term
management is used for the same functions in
the business world.



Cont...

« Administration is above management:
administrative is determinative while
management is executive function

« Administration is part of management:
Management is the general term used for the
total process of executive control while
administration is concerned with the installation
and following of procedures



Common points in management
IS a process — a set of interactive & interrelated

ongoing functions and activities

Involves accomplishing organizational

objectives
use of human & other resources

Occurs in a formal organizational setting

» N.B People are the most important resources



Concepts of Management

Concepts

Efficiency: The ability to minimize the use of
resources in achieving organizational objectives.

* Doing things right.

Effectiveness: The ability to meet organizational
objectives; the ability to determine appropriate
objectives.

* Doing the right thing.



Concepts ...

Efficiency (Means) Effectiveness (Ends)
Resource Goal
Usage Attainment
Low Waste High Attainment

¢ ¢

Management Strives for:
Low Resource Waste (high efficiency)
High Goal Attainment (high effectiveness)



EFFECTIVENESS

EFFICIENCY

Low efficiency/
High effectiveness

Manager chooses the right
goals to pursue, but does a
poor job of using resources to
achieve these goals.
Result: A product that
customers want, but that is too
expensive for them to buy.

Low efficiency/
Low effectiveness

Manager chooses wrong goals
to pursue and makes poor use
of resources.

Result: A low-quality product
that customers do not want.

High efficiency/
High effectiveness

Manager chooses the right
goals to pursue and makes
good use of resources to
achieve these goals.
Result: A product that
customers want at a quality
and price that they can afford.

High efficiency/
Low effectiveness

Manager chooses
inapppropriate goals, but
makes good use of resources
to pursue these goals.
Result: A high-quality product
that customers do not want.

High-performing organizations are efficient and effective.

5/16/2020
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Types, Skills,
and Functions of

Managers



Classifications of Managers
1. Traditional by level / hierarchy

First-line (low level) ,Supervisory
mangers:

 Middle managers: Middle level
 Top/ senior managers : high level

Top
Managers

Middle Managers

First-Line Managers

Nonmanagerial Employees

5/16/2020
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Classifications of Managers
1.First-line(low level),Supervisory mangers

* Responsible for the work of operating and do not
supervise other managers

- Direct non management employees

* Report to middle-level managers

 Have authority and responsibility for a specific
type of work and a particular group of workers.

* lowest level of managers in the organizational
hierarchy.



Classifications of Managers

2. Middle managers

Managers In the midrange of the
organizational hierarchy

They are responsible for other managers and
sometimes for some operating employees

They report to more senior managers



Classifications of Managers

3.Top/senior managers

 Mangers responsible for the overall
management of the organization

 They establish operating policies

* (Guide the organization’s interaction with
Its environment.

e Small in number



Class Exercise

1 .List types of managers for the three
levels by choosing one organization.

2. Are there different names for a manager?
List.



Different names of manager include:
Executive Administrator

Leader, Boss, Principal

Chief, Supervisor, Senior Manager
Superintendent, Commissioner
Overseer, Officer, Coach

YV V.V V VYV V

President, Executive, Prime Minister etc.



Managerial Skills

The three basic types of skills for successful
management are:

1. Technical skills

2. Interpersonal skill (human relations)

3. Conceptual skill

5/16/2020
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Managerial Skills

1. Technical skills
The ability to use; procedures, or techniques,,
v" methods
v' knowledge of a specialized field

v’ using specialized knowledge and expertise in
executing work related techniques and procedures.

» It is the managers understanding of the nature of job that
people under him/her have to perform

» Such skills can be acquired through training, education
and work experience.

» Technical skills are frequently referred to as hard skills



2. Interpersonal skill (human relations)

» A manager’s ability to work as a team member and to build
cooperative effort in the unit.

» Communication skills are an important component of
iInterpersonal skills

» Interpersonal skills are often referred to as soft skills

» Many managers at all levels ultimately fail because their
Interpersonal skills do not match the demands of the job.

» An important subset of interpersonal skills for managers is
multiculturalism, the ability to work effectively with people from
different cultures



3. Conceptual skill
> |s the ability to see the organization as a total entity

» It includes recognizing how the various units of the
organization depend on one another and how
changes in any one part affect all the others

» A manager deals with the relationship of the
organization to its environment: the community;
political, social, and economic forces of the nation
as a whole

» For top-level management, conceptual skill is a
priority because executive managers have the most
contact with the outside world



Managerial Skills...
All levels of managers use the 3 types of skills in

management work but in different degree
» The senior manager Is vitally concerned with

visualizing the complex relationships In the

organization - conceptual skills

» The low level manager, may be constantly required to

make decisions on the basis of technical knowledge.

» The human skill is critical and equally important for all

levels of managers



Management level and skills (Katz 1955)

Conceptual skills Human skills Technical skills

Top
managers

Middle
managers

First-line
managers
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Management functions

» To accomplish goals, the manager performs five
managerial functions In the context of the
management process

Major management functions includes:

1. Planning o Planning
2. Organizing
3. Staffing e Implementation
4. Leading(directing,
motivating)

5. Controlling ------------—--- Evaluation
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Management Functions

1. Planning

»|f you have no particular destination in mind,
then you can take any road

»Involves the process of defining goals,
establishing strategies for achieving those
goals, and developing plans to integrate and
coordinate activities



Management Functions...

2. Organizing

»The process of making sure the necessary
human and physical resources are available to
carry out a plan and achieve organizational

goals

»Involves assigning activities, dividing work into
specific jobs and tasks, and specifying who
has the authority to accomplish certain tasks

»Involve grouping of activities into departments
or some other logical subdivision



Management functions...

3. Staffing

» It Is the process of filling and keeping filled the
positions required by the organizational structure
with right people, at right places, and at the right
time

» Acquiring and placing of qualified people

» It includes several sub-functions like
» Recruitment
» Selection
» Hiring
» Training
» Transfer and promotions



Management Functions...
4. Leading/Directing

»Influencing others to achieve organizational
objectives

»>It Involves energizing, directing, persuading
others, and creating a vision

»Involves interpersonal processes:. motivating,
communicating, coaching, and showing group
members how they can reach their goals

»Leading focuses on Inspiring people and
bringing about change, whereas the other three
functions focus more on maintaining a stable
system



Management Functions...
5. Controlling

» Controlling generally involves comparing actual
performance to a predetermined standard

» Any significant difference between actual and
desired performance would prompt a manager to
take corrective action

» Determining whether the original plan needs
revision, given the realities of the day

» |t causes a manager to return to the planning
function temporarily to fine-tune the original plan



Planning Organising

Monitoring Staffing

Leading
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Assignments

Further readings on
2. Decision making
- Types of decision making
- Steps in decision making
2.Communication
- Types of communication

- Barriers of communication

5/16/2020
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Functions of Management
* Planning

* Organizing

e Staffing

* Directing/Leading
e Controlling

It can also be called as PIE (Planning, Implementing and
Evaluation).

e Decision making and communication are key
processes in management.



Objective

At the end of the course, the student will be able to:
— Define planning;
— Understand the purpose of planning;
— Understand types of plan;
— Know the formal planning process;
— Understand strategies for health planning

— Acquire planning skills so as to plan and
prepare health action plan for HSO or a
health project






Introduction
Planning:

»is a systematic process of identifying and
specifying desirable future goals and

» outlining courses of action and determining the
resources required to achieve them

> It is the combination of compiling and analyzing
information, dreaming up ideas, using logic and
Imagination and judgment in order to arrive at a
decision about what should be done
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Planning

» It functions like a blueprint: it defines the steps
and decision points required to achieve a
desired result or a large goal

»Health planning is simply a planning
focusing to health and health care system
>



Cont...

> It is the process of defining community health
problems, identifying needs and resources,
establishing priority goals, and setting out the

administrative action needed to reach those goals

» The planning process starts with the assumption
that the future will be different from the present,
and it attempts to determine how the organization

can take advantage of that difference
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THE RATIONALE FOR PLANNING

Planning helps :
¢ Copping with future uncertainty & changes
¢ Focus attention on objectives
*¢* For economical operation

*** Provides performance standards & facilitate

control

*** Helps foreseeing & identifying potential risks
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Cont...

Planning answers questions:
+ Where are we now(asses the present situation)
+\Where are we going (objectives)
+ With what (Resources)

+ How (efficient and appropriate implementation

strategies & activities)

+ When (period of time)



Features of Planning

» Good plan should give

v'Clear vision/mission, goal and objectives

v'A clear picture of the tasks to be
v The resources needed to accomp

» Planning must be collective underta

accomplished

ish the task

King

v' It requires the participation of Professionals (from health

and other sectors, Community, NGO, Government)



Features of Planning ...

» Good plan must be flexible
» Effective managers use plans as guidelines, rather
than as rigid, unchangeable prescriptions

» They adjust their plans according to changing

circumstances and the results of monitoring

» It must be dynamic
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Features of Planning ...

» Planning takes place at all levels of the health
system

v’ Central
v'Provincial
v District

v Facility

v ’community

» Plans can also cover varying time periods: three
to five years, one year, a quarter, or a month



Types of Plans

Plans can be classified on different bases or dimensions
The important ones are:

Repetitiveness

Time dimension, and

Scope/breadth dimension



Classification of Plans Based on Repetitiveness

1. Standing Plans

2. Single-use Plans

Standing Plans

» That can be used again and again

» That are followed each time a given situation
encountered

» Include mission or purpose, goal or objective,
strategy, policy, procedure, method, and rule




Classification of Plans Based on Time

1. Long-range plan
the time may range usually from 5-10 years

Distant future

vV Y VY

The development of a plan for accomplishing a goal

over a period of several years.



2. Short-range plan
» Complementary of long- range plans

» Constitute the steps towards the implementation of

long-range plans
» Generally 1 year, sometimes up to 2 years
3. Intermediate-range plan

» Ranges between long and short- range plans



Classification of Plans Based on Scope/Breadth

1. Strategic Planning

2. Tactical Planning

3. Operational Planning
Strategic Planning

» Process of analyzing and deciding on the organization's
mission, objectives, major strategies, major resource
allocation

» Strategic planning is:
- performed by top level mangers
- mostly long range in its time frame
- expressed In relatively non-specific terms
- type of planning that provide general direction



Tactical Planning
» Refers to the process of developing action plans through

which strategies are executed

» Departmental managers In organizations are often

Involved in tactical planning. Examples are:
- Developing annual budget
- Implementing strategic plans

- Deciding on course of action



Operational Planning

» Most specific and detailed

» Concerned with day-to-day activities

» Short-range and more specific and more detailed

» Contains details for carrying out or implementing,

those plans in day-to-day activities



Planning Outcomes

* Items that traditionally are considered to be
outcomes of planning are Organizational
Vision, , Objectives, and Strategies,

and unit Operational Policies, and

Procedures.

5/16/2020
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Mission and vision statement

Mission

* An organization’s mission is:
- its purpose,
- its reason for being,

- provides orientation, consistency, and
meaning to the organization’s decisions and
activities at all levels.

* The Mission Statement describes clearly and
concisely why the organization exists.
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Constructing the Mission Statement

e A Mission Statement should answer four
basic questions:

A. What do we do?

B. Whom do we serve?
C. How do we do it? and
D. Why do we do it?

 Finalize and disseminate the mission
Statement to staff, and board members, those
who are served by the organization, and the
general public.



Planning out comes

VISION

It usually accompanies the statement of
mission.

It is “a strategic view of the future direction
and a quiding concept of what the
organization is trying to do and to become”.

Shared vision is very important to

inspire organizational members



Benetits of Visioning

Breaks the manager out of boundary thinking.
Provides continuity of actions.

Identifies direction and purpose.

Alerts stakeholders to needed change.
Promotes interest and commitment.

Encourages openness to unique and creative
solutions.

Encourages and builds confidence.

Builds loyalty through involvement
(ownership).



Mission and vision

E.g. 1- City administration health office

Mission: To reduce morbidity and mortality
through provision of quality and equitable,
promotive , preventive and curative health
services to the inhabitants in the city
administration.

Vision: We aspire to see healthy and productive
inhabitants in the city administration.

E.g. 2- Apple Computer company:

— Mission: To bring the best personal computing
products and support to consumers around the
world.

— Vision: One person, one computer.



OBJECTIVES

v Corporate or specific objective

v Corporate objectives are broad like goals,
not specific

v’ specific objectives are detailed and
designed at facility level

v Are HSO/HS outputs. They are the ends,
targets and desired results toward which all
organizational activities are directed.

v Are specific, measurable, appropriate,
realistic, and have time bound, SMART.



Strategic objectives...

» To serve their purpose, objectives must be:
— S = Specific
— M = Measurable
— A = Appropriate to the scope of activities/importance
— R = Realistic within the allotted time
— T = Time bound, with a specific date for completion

» Strategic objectives are the results the
organization intends to achieve in the medium to
long term

» They derive from the organizational vision



SMART OBJECTIVES. ..

» Specific- helps to solve the cause of the problem

that it is meant to solve.
» Measurable- allows monitoring / Evaluation
»> Appropriate- to the problems, goals & strategies
» Realistic- achievable & meaningful
» Time specific (bound)- has specified period of time

 E.g. By the year 2005, 50% of eligible pregnant
mothers will receive antiretroviral therapy in

Jimma town.



SMART OBJECTIVES

E.g. To make measles immunization coverage for
<1 children of our district to 97% at the end of
2015.

= To reduce the number of new HIV infection of
the district inhabitants by 25% at the beginning
of 2020.

* To reduce IMR of the region from 81/1000 Live
Births to 42/1000 LB by end of 2015.

» E.g. By the year 2015, 80% of eligible
pregnant mothers will receive antiretroviral
therapy in Bahir Dar town



EXERCISE:

- Construct the Mission Statement of an
institution.



The steps of health planning

1. Situational analysis
2. Priority setting
3. Setting objectives and targets

4.Identifying potential obstacles and

limitations
S5.Designing the strategies
6. Preparing action plan and budget

7.Writing the plan



STEP 1
SITUATIONAL ANALYSIS CONT...

This step is used to :

* Gather information from the community
* |dentify useful information from records
* Collect information on resources

* Review existing health work

* Tabulate cumulative data

* Analyze and interpret information

5/16/2020
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SITUATIONAL ANALYSIS
INVOLVES

1. Population characteristics

5/16/2020

Target population identification
Determine population size by category

Estimate overall population growth rate

Determine religious, educational & cultural

characteristics

78



SITUATIONAL ANALYSIS CONT...

2. Review area characteristics
" Geographical and topographical situation
" |nfrastructure
- Transport modes & routes
- Communication facilities
- Water supply & sanitary facilities
= Socio economic situations
» Public & private sector situation

5/16/2020
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SITUATIONAL ANALYSIS CONT...

3. Policy & political environment

" Consider national health policy & programmes
and relate to actual situation in the area

= Political stability
= Social security

5/16/2020
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SITUATIONAL ANALYSIS CONT...
4. Analyzing health needs

" Prerequisite for planning, but complex to
measure needs

" Can be assessed through
- Medical indicators,
- Community perceptions of needs,

5/16/2020
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SITUATIONAL ANALYSIS CONT...

5. Analyzing health services

» Organizational structure & function of health
services

» Service provision of facilities
» Service utilization

» Service gaps

» Limitations

5/16/2020
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SITUATIONAL ANALYSIS CONT...

6. Analyze resources
» Financial resources
» Personnel
» Material & equipment
» Space & building
» Time
» Information

5/16/2020
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SITUATIONAL ANALYSIS CONT...

7. Review past implementation experience

* Find out information or experiences from
activities implemented in the past.
» Success
» Failure /short comings

5/16/2020
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STEP 2 -SELECTING CRITICAL
PRIORITY PROBLEMS

 The 2" stage sets priorities for the
organization, in the light of competing needs &

limited resources
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CONT...

This step is used to :

 Ildentify and list problems in the community,

« Select important /prioritized problems

according to criteria,

« Recognize problems which are the

responsibility of other agencies outside the

health service



PRIORITY SETTING CONT...

A problem is a perceived gap between what

exists and what should exist.

* It is useful to group problems under common

headings E.q. - Environmental problems
- Disease problems
- Socio-economic problems

- Health service problems



Criteria for problem prioritization

Magnitude of the problenr: the public health burden

imposed by the problem

Degree of severity: consequent suffering, death and

disability

Feasibility: in terms of cost effectiveness, social

acceptability and local sustainability

Gov’t concern: political acceptability with

consideration of equity, multi-sectoral approach,

consistency with gov’t plan and budgetary system
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Cont...

Community concern: how much does it relate to community

perceived health needs?
Ranking is then done by using criteria on 5 point scale
very high (5), high (4), moderate (3), low (2) and very low (1)

Involvement of at least primary stakeholders,
experts and health workers is mandatory in
prioritization
At the completion of this step there should be a list of the
important problems of the community

— Clearly defined — with possible causes, or

— Analyzed in order of importance



E.g. Prioritization of health problems for a

Health Center, Nov, 2013
NO | Problems | Magnitude | Severity | Feasibility | Community | Government | Sustainability | Totg] Rank
concern concern

1 |EPI 4 3 5 5 4 4 25 |2
50%

2 |Delivery |5 5 5 5 5 4 29 |1
3.4%

3 |Latrine |2 2 3 4 4 4 19 |4
84%

4 |FP 3 3 5 5 4 4 24 |3
76%

5 |HCT 2 3 4 3 4 3 19 |4

5/

20%
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STEP 3- SETTING OBIJECTIVES

» Describing the desired direction of a service
definition in terms of measurable
parameters

* Importance

Clear statement of objectives enables:

* To decide how to achieve them

* Objectives of a program must be ‘SMART"

5/16/2020
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STEP 4
IDENTIFYING OBSTACLES & LIMITATIONS

Obstacles /limitations are any situations or factors
that may prevent the achievement of each objective

Obstacles /limitations could be
— Resources

- People

- Equipment

- Money

- Time

- Information etc.
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CONT...

— Environmental
- Geographical features
- Climate
- Social factors

@i Obstacles are either removable,

modified or can not be changed



Cont...

 This step is used to:

— ldentify obstacles to the achievement of

a goal
— Analyze ways of overcoming obstacles

— Recognize limitations that cannot be

diminished



STEP 5-DESIGNING STRATEGIES

Strateqies are the tactics or techniques that should be

devised or adopted & utilized to facilitate the achievement

of objectives

Strategies are ways of achieving objectives
The potential strategies often include

— Technology to be applied

— Procedures to be used

— Defining the role of communities and other sectors
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Cont ...

v For each chosen strategy, the corresponding activities to be

undertaken should be detailed

v Resource needed, including

— Who will do the activities (job description)

— Which things would be needed (resources)

— Where the work will be done

v Preparing action plan and budget
v' Monitoring and Evaluation, etc.
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Cont. ..
Gantt chart

* Is a bar graph with time on horizontal axis and
the resources /activities to be scheduled on the
vertical axis

Columns of a Gantt chart

» list of the project activities

> a column that shows when the activities will
occur

» Responsible bodies
» Resource column



Operational Planning Template - GANTT Chart

Strategic
Objectives

Desired
Measurable
Results

Strategies

Activities

Person
Responsible

Resour
ces
Needed

Schedule

N

93)

ol
o
pd
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STEP 7
WRITING THE PLAN

 The purpose of writing the plan
» To request resource /funds

» For monitoring & evaluating the
Implementation process by all

concerned bodies

5/16/2020
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1. Summary of main points

2.Back ground and introduction including the
profiles of the organization ,mission , vision. . .

3. Objectives and targets should be clearly stated

4. Strategies & activities should be clearly stated
using Gantt chart

5. Resources requirement

* The type and number of resources needed should
be documented



 How each of the resources are going to be utilized
has to be mentioned

6. Monitoring & evaluation

 Mention how monitoring and evaluation is to
be performed

By whom?
e When?
 Indicators of effectiveness should be decided



PLANNING TOOLS

are technigues used to help
develop plans.

Some planning tools are:
» The Delphi methods

= Various experts are asked to answer

Independently, In writing a series of questions-
related to planning

» Nominal group techniques

- Silent generation of ideas & discussion for
clarification ,editing and priority setting
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Cont...

® The nominal group technique and Delphi methods are

technigues that are used to improve group consensus.

® These techniques are important as the planning process
IS Increasingly considered a joint venture of many

concerned parts
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SWOT analysis

SWOT (Strength and weakness, opportunities and

threats)

a strategic planning tool that matches internal organizational
strengths and weakness with external opportunities and threats.
Strengths may be availability of

— resources

— trained human power

— appropriate technology

— good management experience
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Cont...

Weakness include

— lack of dedicated staff
— high staff turn over

— obsolete facilities

Opportunities:- are positive or favorable factors in the

external environment

Example

— Clear and supportive government policies
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Cont..

- Threats:- are negative or unfavorable external factors

In the environment
Example
« Worsening economic conditions
« Fast growing population
* Natural disaster

« Shrinking resources etc
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SWOT ANALYSIS:A FRAME WORK FOR SELECTING

STRATEGIES. SWOT MATRIX

Internal  Strength Weakness

A

~—

External Opportunity
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Thank you !!

Plan your work,
Work your plan!



Organizing



Organizing
» Next step of mgt function after planning.

» A key issue in accomplishing the goals identified in
the planning process.

» structuring the work of the organization.

» |s a process of deciding what work needs to be
done,

» deals with formal assighment of tasks and authority
and coordination

» is arranging them into a decision-making
framework.



Organizing....

The steps in the organizing process include:

1.
2.
3.

review plans,
list all tasks to be accomplished,

divide tasks into groups one person can
accomplish - a job,

group related jobs together in a logical and
efficient manner,

assign work to individuals,

delegate authority to establish relationships
between jobs and groups of jobs
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Characteristics of organizations:

Whatever their purpose, all organizations have
four characteristics:

1. coordination of effort

2. common goal or purpose
3. division of labor, and

4. hierarchy of authority.



Unique characteristics of HSOs

Defining outputs are more difficult

Delivery of health services involves the
organized public or private efforts

Work involves extremely high level of
specialization

More of the work is emergency & non-
deferrable in nature

Organization participants are highly
professionalized & their primary loyalty is to
their profession rather than their organization



Organizational Design

The determination of the organizational structure
that Is most appropriate for the strategy, people,
environment, technology and tasks of the

organization.

Matching goals ,strategic plan, capabilities with
environment.

The way, in which an organization’s activities are
divided, organized and coordinated.

Is the formal decision-making framework by which job
tasks are divided, grouped, and coordinated.
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Organizational structure
Views(types) of organizational design
1) Mechanistic System (Flat structure )

* Traditional or classical design, common in
medium -& large - sized organizations.

* Organizational activities are broken down into
separate, specialized tasks

 Objectives for each individual & units are
precisely defined by top level managers



Views on organizational design
Mechanistic System ....
* |tis best suited to a stable environment

e Each organization member is likely to
continue performing the same task

» Skill specialization is appropriate
2. Organic system (Tall structure)

 More flexible, adaptable to a participative
form of management

 Open to the environment
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Views on organizational design

Organic system ...

* |Individuals are more likely to work informally in a
group setting than alone

* Less emphasis on taking orders from a manager
or giving orders to employees

e |tis best suited to a turbulent environment

 Jobs must constantly be redefined to cope up
with the ever changing world

 Organizational members must be skilled at
solving a variety of problems

e Creative problem solving & decision making.
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Organizing....
Organization charts/high level maps/

* The formal organization can be seen and
represented in chart form.

An organization chart

» Displays the organizational structure and
shows job titles, lines of authority, and
relationships between departments.

»|s helpful for managers as it is an
organizational blue print for deploying human
resource.
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University Board }

University Senate

Offic. Legal affairs |

Special ass. To Presid

GU Hospital board

Gender &HI1V issue

Ethics&anti-corrupn

Audit

Direc. Institute trans

Direc public relation

| | | |
V/P /P
V/P/Research ) .. : ,
I _ V/P Businus dev t
8 S5 &.COM.Servic Academic Administ
OO Colleges,Fa Plan,budget
| Com.serv culty,shool direct Director
.officer : - of ICT
Registrar HRM
~| Research : PFPA Engineering
officer Library _ _ service dir
Service admin
|| Industry Teacing
|inkage learning dir Student serv
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Structure of GUH

President
|
Board GUH
|
CEO
UoG Hospital
| | . | |
Clinical Director Hospital Adminsatration
1 |
l Lab . t ' I 1 1 1 1 1 A
aborator .
Nursing g Y Sanitation HRM Finance Inpatient Ophthalmic & Maintainance Team
) coordinator OPD di Fistula Cordinator leaders
coordinator Coordinator

Sanitorian

= Microbiology

= OPD

Cleaners

= clin chemistry

Ward

= Parasitology

= Hematology
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Organizing...

Why do we need an organizational structure?
A clear organizational structure

e Clarifies the work environment,

* Creates a coordinated environment,

* Achieves a unity of direction, and

* Establishes a chain of command



Organizing....

Functional Steps in Organizing
* The four building blocks of organizing are:
» Division of work
» Departmentalization
» Hierarchy
» Coordination



Organizing....

. Division of work / Division of labour/ work specialization

Is the degree to which tasks in an organization are
divided into separate jobs.

Is breaking of a complex task into components

» Individuals are responsible for a limited set of activities
instead of the entire task.

Work process requirements and employee skill
level determine the degree of specialization

Placing capable people in each job ties directly
with productivity improvement.



Organizing....

2. Departmentalization

Once work activities are divided in to jobs or jobs
have been classified through work specialization,

»they are grouped so those common tasks can be
coordinated and can be similarly and logically
connected.

Departmentalization is the basis on which work or
individuals are grouped into manageable units.

An organization chart shows the formal
relationships

»Each single box in an organizational chart

represents depa rtments



Organizing...
Departmentalization Formats

* The five basic departmentalization formats, each with
its own combination of advantages and disadvantages,
are:

» Functional

» Product-service,

» Geographic location,

» Customer classification, and

» Work flow process departmentalization



Functional :
Departmentalization I President I
|

I Mn'llr.eling I I Finance I I Production I

Praduct
Departmentalization I

I Casmetics I I I:lulhllg I I Appliances I

Geographical
Departmentalization I

Frlﬂdunl I

President I

| central | | Northeast | | Southwost |
Process
Departmentalization I Pr“:"”“' I

I Receiving I I Sevlu'iru] | Shi!:p'mg_; I

Cwustomer I

Departmentalization President I

I Euvem.tentl I Indusirial I Consumer I
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Organizing...

3. Hierarchy

A concept that shows how many could be
effectively handled

A pattern of multiple levels of an organizational
structure

At the top the senior-ranking manager

Bottom - low-ranking managers located at various
levels



Hierarchy

Span of management or span of control

 The number of people/departments directly reporting
to a given manager.

> After work is divided, departments created and
span of control chosen decide on chain of command.

Chain of command
* The plan that specifies who reports to whom
 Fundamental feature of an organization

»The result of the two decisions lead to a pattern:
hierarchy
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Hierarchy....

Span of management control

 Number of subordinates & departments that report
directly to a particular manager

e |t affects an organizational design
The classical view of span of control :
* should have limited numbers of subordinates

* Their conclusion was based on the ability of managers
to exercise close control

A. Too wide: Create flat hierarchies (fewer

management levels between the top and the
bottom)



Too wide span of control

Manager

‘ secretary |'

|
Case team

| | | |
‘ Case team ‘ ‘ Case team ‘ ‘ Case team ‘ ‘ Case team ‘ ase team
A

B C D E E




Hierarchy.....

B. Too narrow: Create tall hierarchies (many levels
between the highest and lowest managers)

Manager
secret |-
[ ]
Directorate Directorate
A B
'] Programme
Programme
B
A

T

Unit 1 Case Team A




Span of control

Implications

Too wide

Overburdened manager

Little guidance or control of employee

Overlooking or 1gnore serious errors

Too narrow

Managers are underutilized

[n-etticient

Attects the speed of decisions (delay in

decision making)
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Contemporary view of spans of control

* Highly relevant to HSOs design
* Consider varied factors in determining
appropriate spans of control

Factors affecting span of control
s Level of profession & training of staff:

» Skilled staff require less close supervision
(Wider spans of control)

Level of uncertainty in the tasks to be done :

* Complex & varied works require close
supervision (narrower spans of control )
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Factors...
s*Degree of standardization of tasks :

 Standardized tasks require less frequent
supervision compared to less standardized ones
( wider spans of control )

s Degree of interaction between managers &
subordinates :

Effective interactions require narrower spans
s Degree of work integration :

* Integrating work of few people requires a

narrower spans compared to large group of
people

*Abilities & personal qualities of the managers
themselves
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Organizing...
4. Coordination:

* The integration of activities of separate parts
of an organization for accomplishing the
organizational goals

Integration: the degree to which various
departments work in a unified manner

The degree of coordination depends on:
* Nature of task

 Degree of interdependence of people in the
various units

* Eg. Clinical services



High degree of coordination is needed:

When communication between units is
Important

For non-routine & unpredictable works

When organizations are challenged with
unstable environment

When there is high interdependence between
units

When the organization has set high
performance objectives

For highly specialized task



Types of Organizational Authority

(Power)

Legitimate

Power based on one’s position in the formal
hierarchy

Coercive

Power based on fear/force

Power based on the ability to distribute
something that others value

Power based on one’s expertise, special skill,
or knowledge/academy

Referent

Power based on identification with a person
who has resources or traits




Organization Structure: Its Determinants and
Outcomes

Causes
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