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Exercise 9.3
Identifying an Ideology of Management (45 minutes)

This exercise works best with groups of four. You may wish to distribute the case materials before the session and ask students to prepare their thoughts.

Seminar Exercise – Analysis of management ideology
1. Provide a copy of the four cases to group members (i.e. give Case 9.1 SRB Case Custom Products) to the first group member, Case 9.2 CTA Case Trading Trust) to the second, 9.3 (CTA Case Rights Now!) to the third, 9.4 (CME Case SoftContact) to the fourth).

2. Give each member 10 minutes to read and think/make notes about their case.

3. Each group member has 5 minutes to summarise their case and explain key aspects to other group members. (Use Tables 9.1 and 9.2 to familiarise yourself with concepts).

4. When each member has explained their case, ask the group to locate each of the cases on theoretical framework below and explain the reasons for their choices.

5. Ask each group to report their conclusions.  Compares and contrast the different group views.
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Supplementary Question

What management style would you advocate for your social enterprise?
Table 9.1 – Hard and soft approaches to managing people

	Aspect
	Hard
	Soft

	Assumptions about people
	Staff will work to rule if not managed correctly.  Emphasis is on individualising management and maximising control.  People are regarded as a ‘resource’, and should be managed as such.  Emphasis is on matching people with particular traits to defined tasks.
	Staff are looking for self-fulfilment and meaning, or social relationships at work.  Emphasis is on teamwork, collaboration and participation.  Managers should focus on creating fulfilling work that supports autonomous decision-making and self‑management.  People are assets.

	Selection
	Is focussed on finding the best person for the job.
	Is focussed on finding the best person for the organisation, with regard to knowledge and expertise beyond immediate job tasks.

	Retention
	Is less important than maintaining productivity and efficiency.  Low-level jobs are relatively easy to fill so staff turnover is not regarded as a problem.
	Is important so that social networks can develop and encourage affiliation and a sense of commitment to the organisation. 

	Learning and Development
	Is tailored to specific jobs, and used to develop task specific skills that improve efficiency.   The best training should be provided to the best people.
	Is geared towards personal and organisational development, to harness the full intellectual potential of each individual.  If people are not right for the task, redesign the tasks, or find the right job for the individual.

	Performance
	Is set by managers, measured at an individual level against job-specific outcomes.  Poor performance is rationalised as a product of poor management control.
	Is set within teams, is assessed against task requirements and also in terms of a person’s contribution to team effectiveness.  Performance is measured in a holistic way, taking account of non job-specific skills and contributions (e.g. community work).

	Motivation
	Grounded in a Theory X orientation (McGregor, 1960), based on extrinsic rewards such as money, benefits, and the performing well against targets.
	Grounded in a Theory Y orientation (McGregor, 1960), where intrinsic rewards such as promotion, recognition, autonomy and social opportunities are prioritised.

	HR Model
	Michigan.
	Harvard.


Adapted from: Clegg et al. (2008), p. 175-176

Table 9.2 – Applying Fox’s perspectives to social enterprise practice

	
	Unitarist
	Pluralist
	Radical

	Management prerogative
	Absolute Right
Board/CEO is sole source of authority and meaning.

Board and senior managers establish values, policies and practices.

	Curbed
Shared decision making on limited issues.

Some co-determination on ‘employee’ and ‘stakeholder’ issues.

	Challenged
No automatic right of managers to manage. 

Authority delegated to managers by workers’ assembly or elected governing body.

[bookmark: _GoBack]Values and attitudes are emergent, based on informally accepted social practices. 


	Attitude to Conflict
	Not Valid
Pathological.

Irrational.

Managed through disciplinary and grievance procedures to reassert management prerogative.
	Accepted
Within limits.

Rejected if managers’ right to manage is challenged.

Managed mostly through disciplinary and grievance procedures using ‘natural justice’ principles to ensure fairness.

	Endemic
Provides opportunity for creative discussions on how to transform working arrangements.

Based on goal of embedded member‑ownership principle.

Managed primarily through mediation, with disciplinary and grievance procedures used only where mediation fails.



	Role of debating forums
and collective bargaining
	No or limited role
Managed by board members or executives.

No collective bargaining on terms and conditions of employment, or strategic management

	Accepted / Tolerated
Limited scope within agreed “boundaries”.

Avoids joint-decision making on business and strategic management decisions.


	Embedded in Culture
Continuous and active learning in co‑operative management bodies and/or trade union meetings. 

Agreements reached through collective bargaining and mediation processes.
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