CHAPTER 2
LITERATURE REVIEW

Concept of Committees
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While these characteristics may be found in most groups, they may not
necessarily follow the sequential steps.

You may also find that people in committees play certain roles.
Some see information, others give information. Some try to encourage
others to contribute, others are followers. Finally, some try to
coordinate the group’s effort or to achieve a compromise in the areas of
disagreement, while others take a more aggressive role.



11

To be effective in a group, one must not only listen to what is
said but also observe the nonverbal behavior. Furthermore, noting the
seating of members may give some clues of the social bonds among
committee participants. Those who know each other often sit next to
each other. The seating arrangement may have an impact on the group
interaction. You probably have noted that the chairperson sits mostly at
the head at a rectangular table.
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not. Some make decis an® v/ # s ,e[iberate on problems
without authority™ o &, o authority to make

recommendations
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authority. If its “audf e GG oleg & 0ion making affecting
subordinates responsific 5 it BS54 Scutive-a line committee;
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Committees ma Lo formal. If established as
party of the orggRsatanStnsrnre Soanss Sy delegated duties
and authority, th ‘:i"' ONdth any permanence
fall into this class. wetl, thallis, organized without
specific delegahnn of authonty and usual[y b}r some person desiring
group tl-u problem. Thus,
managers Mﬁ vice from other
managers or §pecialists outmde theu' department and may call a special
meet Ind plus the
W SpET (e T ke
availabje to dea with an unusual problem, gives rise to many of the
numerous conferences in organizational life.

Moreover, committees may be relatively permanent, or they may
be temporary. One would expect formal committees to be more
permanent than the informal, although this is not necessarily so. A

formal committee might be established by order of a company
president, with appropriate provision in the organization structure.
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However, the executive who merely calls assistants into the
office or confers with department heads is not creating a committee. It
is sometimes difficult to draw a sharp distinction between committees
and other group meetings. The essential characteristic of the committee
is that it is a group charged with dealing with a specific problem or
problem areas.

The Use of Committees i NSRS # f yoanizations
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committees of every |
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Religious i titutions likewise laan haa ) committees, partly
to encourage actd Bbartly to delimit the
authority of leade - ]
Cﬂmnﬂttees fire also prevalent in business. A board of directors
is a cnmml s, such as the
executive c %ﬁgﬁﬁmmmlﬁee, and

the bunus cuqmlttee Occasionally, one finds a business manage
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s, planning committees, wage and salary review committees,
grievance committees, task forces for particular projects, and numerous
other standing and special committees. Moreover, at each level of the
organization structure, one or more committees are likely to be found.
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REASONS FOR USING COMMITTEES

One needs not look far for reasons for the widespread use of
committees. Although the committee is sometimes regarded as having
democratic origins and as being characteristic of democratic society,
the reasons for its existence go beyond mere desire for group
parhclpatmn Cummnttees arey pidely used even in authoritarian

Perhaps the mn o} e -‘ he use of committees is
St 44 o]y 2alit judgment a variation
g . A group of people
\'\, N\ s
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‘ e through probing of
\‘ ged aspects.
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It should not b

only through use ¢ MRl \\- specialist who confers
individually with mangf pessss = ivéll phase of a problem can
obtain group judgment wi —=ssw(ion of a committee, as can the
executive who _as TR RN or other specialists for

memorandums gdalvzing a nroblem “and e & ¢ recommendations
thereon. At ti 1#’;. W.Jbe obtained more
efficiently, in ter i S e l g deliberations of a

committee. The ®een manager can usually" o asp ideas and the
reasoning behind e ‘ a__concise written
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Howewggr, one of the advantages of group deliberation and

judgme 1o b , is the
e B T A =
examigation te t 1ques of the committee meeting. Leading, as it does,
to clarification of problems and development of new ideas, this
interchange has been found to be especially enlightening in policy
matters. It is true that sometimes the results obtained by group

Jjudgment are superior to those obtained by individual judgment.

(2) Fear of Too Much Authority in a Single Person
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appropriate to their position. However, this is not possible in every
instance, and some matters call for the exercise of authority that the
manager at the level concerned does not possess.

One way to handle problems of this sort is to refer them upward
in the organizational hierarchy until they reach a point at which the
requisite authority exists. But this place is often in the office of the
president, and the pmblem mg t be of sufficient importance to be
decided at that level. S\ s.

The informal use RSB CILLM g cives much flexibility to
organization. Howev Fsmamst|idgtinS==s®¥ored authority through a
committee should heo pd [carslMwsicaascertain  whether the
organizational structyze eof Snmn Bsghanged to concentrate in
one position the apProgf @ A R 10 S W@wecurring decisions.

(6) Motivatio

Committees gfry
Persons who take ‘pay
usually feel more e
limited participation ca i3

The use of commztte == ot subordinates to get behind a
program or decision reg W g1t is by no means certain
that deliberationig QS SHSISRa S ERISSSSE L Sod ¢ support, for they
can also resultsdh _.'.‘ ¢ divisions among
participants. On a Mc pefiple who seem to be
against every move unless they have been prevmusl}r consulted. Thus,
it requires a
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R cannot be denied that committees are sometimes appointed by
managers when they do not want any action to ensue. One of the surest
ways to delay the handling of a problem and even to postpone a
decision indefinitely is to appoint a committee, and sometimes many
subcommittees, to study the matter, particularly if the membership is
carefully selected with delay in mind. In organizations of all kinds,
skillful managers resort to this delaying action when they see fit.

W\in decision making,
0 or making a decision
1\" ¥ and executing it. Even
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DISADVANTAGES OF COMMITTEES

Certain dangers of committees have been so widely publicized
that many mangers make little use of them.

(1) High Cost in Time and Money

The cost of commitia@MS I £ ime is likely to be considerable.
A committee may requigt eI o] some distance to reach a
meeting. During the riSemmet = the right to be heard, to
‘ > and cross-examine the
"eureasons for a considered
iaitiable for emphasis and
g out loud” that takes
sho must listen. It the
or nearly unanimous

group conclusion.
clarification, is sejgfir
place is sometimes 4
committee is supfs

decision, the discusyfn £ FkelLra8 % My 8nd if a decision can be
reached quickly, tlie ¢ a0 ) i 88 unnecessary in the first
place. y |

The monetary ¢ i dMtussion can also be very
high. One must cunmder -__ =—8eest of executive time but even

more the cost to_the g ) the_executive time that
would ,&_;_‘._2;.::_.;-_*_‘_._;.;_&; : important duties.
However, it is qik Wedive time in a group
meeting might be] Ifss T figets individually with
subnrdlnates

all the more
dlsadvanta iJv M ﬁﬁaﬁem that could as

well, or bette@) be solved b}' a single individual or by an individual with
the of a smalle -naid T he. tages of
comm AN TS A S
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(2) Compromise at the least Common Denominator

or

Where committees are required to come to some conclusion or to
reach some decision, there is danger that their action will be watered
down or may even be meaningless. If the matter under consideration is
so simple that differences of opinion do not exist, the use of committee
time is wasteful. If differences of opinion exist, the point at which all or
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a majority of the committee members can agree will tend to be at the
least common denominator. Most often this is not as strong and
positive a course of action as that undertaken by an individual, who has
only to consider the facts as he or she sees them and then reach a
conclusion. Because of the necessity for seeking out common ground,
committees often take innocuous action or defer action entirely.

There is the danger of cepgomising at the level of the least

common denominator of 3 committees whose authority
delegation requires ORINNIICHAL# Sement sometimes develop
traditions of unanimifPSessll oupupSe® e frequently seek-from
feelings of politenzsg » e walld  humility to reach
conclusions on whicle# e S meommittee members are
ordinarily picked™iros® o, : ::: ":\% s, reluctance to force a

conclusion on a ] standable, increasing
thereby the probabi! i |

(3) Indecisioy

Another disad#®
through deliberation, 7
and the difficulty of reaclh==—===
without action. Ao ,
hidden agenda. &% 41‘ Alisguised individual
motives of membef§. It e liesejfhotives to prevent the
committee form rea hmg agree:nent on the official topic of discussion

since, if de didly discussed,
members »ﬂv ’m e as a group,

cuncludes
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Indecisiveness may give the chairperson or a strong member an
opportunity to force the committee into a decision the way he or she
wants it to go. Almost invariably, one person in a group emerges as the
leader. But when an individual becomes dominant, the nature of the
committee as a decision-making group of equals changes, and there
actually emerges and executive with a group of followers or advisers.
Executives often delude themselves into believing that committees

at the time required for
eral or tangential subjects,
ont often result in adjustment
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operate on group management principles as a group of equals, when as
a matter of fact, the “team” is composed of subordinate advisers or
even yes-sayers following a leader.

(5) Splitting of Responsibility

g fact is that the authority is
o widual members hardly feel
7 would if they personally
were charged with the Sqeme 4 ThySsmmiae of responsibility is one
of the chief disadvantzee® /b it ‘:“?* €e no one can practically

: ctmns of a group, no

individual feels pe ion within it.

As has been"po #f f md@o) “%% 8ad to seek unanimous or
near-unanimous coné HAY "\\ inority members are
therefore in a strong pgitigm=7" 1 ps¥ience upon acceptance of
their position or of a co -.‘-;-:::::-:._f ition, they may exercise an

fﬂ;‘d"'

unwarranted tyranny g Vi & minority members of a

jury have suchy ;:_,__—_;::-—_—__; tommittee of nine
members in whidi 8" Edent developed. One
member actually ] ui . Ce, jipt through force of

leadership but thrg gh power to withhold his vc e. The matters which

i ﬁ?ﬁﬁ%ﬁi&’?ﬁ%ﬁf&fﬁzﬁ;ﬁ

he blocked o
area of co
having failedjbecause of his tyranny, provided cover for him. Had
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THE PLURAL EXECUTIVE AND THE BOARD OF
DIRECTORS

Most committees are nonmanagerial in nature. However, some
groups are given the power to make decisions and to undertake one or
all of the managerial functions of planning, organizing, staffing,
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leading, and controlling. It is this latter type of committee that is
referred to as the “plural executive”.

Origin

The plural executive may be established by law, or it may result
from a managerial decision, § 2s of the former are the board of
directors of a corporation ssth8! 5, :xecutive (commission, board)
established by various at o* aite one of their agencies. In
the case of the busifEssedipogti tures have traditionally
required that the boggg @ stockholders. State and
federal legislatures s years, provided for
direction of mosi™ g # ¢ A1 ™ A single manager, but in
many instances pluf® J g

Authority

The extent of a
a plural executive is %ccMain. Some, such as the
T ®, although they may not
exercise it. Some companiBe==== 8888 managed from the top, on a
day-to-day or weekly bag &f'w e, but this is rare.

There ara -L-x—--x-;’--:r—;;;;;;:_':;;:.';;-;'.;;'-_-,--';» ors and executive
committees of il 'Wtiave the power to
manage but actualfjj do 1io% e argl jnade by a prominent
stockholder or a strong leader in the oup. Usually, the president is the
dominant fj , . ittle more than
advisers. I ﬁﬁlﬂ Eﬂﬁ always what it
seems, and affingle executive often in reality makes the decisions. Then
there I LOommpd ishe ] g rity only.
Sy A CES B TS MOV LELT L B v
traditidh, weakness of leadership, or insistence of the chairperson on
agreement before a decision is made, they actually make decisions or
undertake managerial functions as a group.
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Role in Policy Making

The plural executive is often found in the field of strategy of
policymaking. Many organization have an executive or management
committee to develop major plans and adopt basic strategy.

The extent of authority of these committees varies considerably,

although their influence on 5 i #gn making is perhaps greater in
strateglc planning than in 2@ ‘ ” W ese committees also engage
in control, for their co ans must be followed up to

make sure that eventg S 3 togeci ---m'- -

Furthermore o ttogs fen useful in settling
differences of oni went of questions of
organizational jurisdi; . 15 an ideal arbitrator of
disputes smce.: a defCr Al WSually be accepted by
contesting parties agffe Mthat of a single arbiter.
Besides, persona aitfon are more easily

submerged in group _ . v
Where commitigf S il 1\ SWategy formulation, they
are dependent upon #€ci sfgaate ST work. A committee can

hardly develop propo#l, ,‘-'- b€ profits and costs from
alternative courses of actl s oveaseate the numerous tangible and
intangible factor inf hese are matters for
study, and the cagSfta=tc" —— =/ or research device.
Therefore, if growdir ‘ , facts and analyses
must be developedj: a p—_— the embers have readily

available the data up%p whmh to base a decision.
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concerﬂed mth the establishment nf broad pnnmples b}' which
administration is guided, while the latter is concerned with the daily
conduct of the company’s affairs-setting standards and procedures to
guide and govern execution of policies, establishing controls to ensure
adherence to standards, solving interdivisional disputes, improving
interdivisional coordination, and meeting various emergencies as the
arise.
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PLURAL VERSUS INDIVIDUAL EXECUTIVE

Committees without managerial authority are far more numerous
than those which are true plural executives. While much experience
exists in organization with committees and with plural executives, the
benefits of group management, as compared to individual management,
have not been widely studied.

Evaluation

The foregoing — of gcutive points to certain
conclusions. The p! . sadairly well in helping to
coordinate the actiViti Y 1gh potential for aiding
in defining objeci \‘ "SWals of achieving them,
and measuring the QU  managerial functions,
the plural executi “ ing and in certain
of the broader aspef je disadvantages of the
committee form applyF i A true plural executive.

MISUSE OF COMM i

The commijttee lga into disrepute through
misuse. The five L, ‘d when committeces

] N
are set up and oped A

1. As Replace:pent for a Mana er

ﬂlumm @MI inakk @vice has aready

been nnted QU eadership is seu‘ually a quality of individuals. If

deci AGN, ﬁ ‘ ﬁﬁ ubject to
unqtﬁ%ﬁﬁﬂﬂ ﬁx cﬁﬂm ’iHvidual, as
is the 18ading of subordinates.

There are times, it must be admitted, when managerial
effectiveness is not an overriding consideration. In certain government
agencies the danger of putting too much authority in the hands of an
individual may be so great as to supersede questions of pure efficiency.
As a matter of fact, before criticizing the waste, duplication, and
inefficiency of governmental management, one should face the
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question of whether these costs are a fair price to pay for curtailing
possible abuses of authority.

One can hardly say that a committee has no place in
management, but the advantages of group thinking and participation in
policy questions can be gained in most cases through advisory
committees. Most business committees function this way, leaving the
real decision making and man 19 tp the line executives to whom they
report. N

2. For Research

A group meetingn @77/ j b hare MeRgage in research or study,
: S Y \'“‘*\:; esults of these. When
: e to a committee, no

L
amount of discussjffi £ 4 FlimaTiloy Sy turn up the ‘missing
information. This4® et by (o NN Mtion, even though, of
course, individuals cEh team with individual
research assignmelits #9347 il i&refore, need a research

staff, providing at Maff angliiae riMive courses of action,
historical summaries, ¢

3. For Unimpox:

Even whek B/ advisory authority
only, the advantag . ; #i that its use limited to
important matters oreover, no mtell:gent spe Cialist Or manager can

help feeling oup deliberating
at length o % ﬁ rfiﬁs its frustrating

climax wherfjh committee member insists on considering at length a
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For Decisions beyond Participants’ Authority

Where committees are used for decision making, if committee
members with authority attend the meetings or send duly empowered
representatives, and if the agenda deals with matters within the
competence of the members, no authority problem will be encountered.
But too often the executives with the requisite authority cannot or do
not attend the meeting. Instead they send subordinates who have not
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been delegated the superior’ authority or who hesitate to bind the
superiors. The result is that committee cannot function as intended.
Delay results while the substitute refers questions to the superior and
much advantage of group decision making and deliberation is lost.

5. To Consolidate Divided Authority

A disadvantage of ¢

| i 5 12 ‘tiﬂn is that authnrity is SO
delegated that, in some, g8scs A

W, pt the chief executive officer
has adequate authoi "t _be done. Even within
departments or secti__ —s splintered that group
meetings are necessar i AP AS SEingiy for making decisions. If
divided authori : \ sing the organization
structure and the e to a committee is
certainly misuse of t} '

SUCCESSFUL OF#%

Managers spei# ¢ freaps ime 4 8dmmittees. In attempting
to overcome some of § : ommittees managers may
find the following guldelm S==pie
o BN

1. Authc ;

7 A

The commi 'Ti- Jutl pel 1 out so that members

know whether th€r responsibility is to make decisions, to make

mmﬁ ANOBIH Gy e e
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Fhe size of the committee is very important. The complexity of
interrelationships greatly increases with the size of the group. If the
group is too large, there may not be enough opportunities for adequate
communication among its members. On the other hand, if the group
consists of only three persons, there is the possibility that two may
form a coalition against the third member. No precise conclusions can
be drawn here about the appropriate size. As a general rule, a
committee should be large enough to promote deliberation and include




24

the breadth or expertise required for the job, but not so large as to waste
time or foster indecision. The optimum committee size is thought by
some to be at least five or six, but not more than fifteen or sixteen. An
analysis of small-group research indicates that the ideal committee size
may be five when the five members possess adequate skills and
knowledge to deal with prublems facing the committee It is obvious
that the larger the group, thewdgater the difficulty in obtaining a

“meeting of the minds,” argiih r s

to contribute.

The membelS o, TI§EERS ‘ be selected carefully. If a
committee is to bl £4/ i Nl Wt be representative of
the interests they a gl T =Tl Wsmust also possess the
required authorityfand 't § & \ W group. Finally, the
members should e e oG S cOmmunication well and

reaching group deCisigl b4 iati@ SRoW thinking rather than by
inappropriate comprafhi f. A A0 ‘
L

4. Subject Matter | =

The subjes &,;;;;;;;;;;;;;;;;;;;:.;4;,;n;u-_—r tnittee work should
be limited to sokA® S group discussion.

Certain kinds of siipjecis™#® to cfinmittee action, while
others do not. JUI‘IS ictional disputes and strategy formulation, for
example, m gﬂ certain isolated,
techmcal p ﬁgﬂ ﬂﬂilﬁ the specialized

e comm:ttees effective, and agenda and relevant

‘“f*"m‘mimﬁmsa ek (P13} 3 B

5. Chairperson

The selection of the chairperson is crucial for an effective
committee meeting. Such a person can avoid the wastes and drawbacks
of committees by planning the meeting, preparing the agenda, seeing
that the results of research are available to the members ahead of time,
formulating definite proposals or discussion or action, and conducting
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the meeting efficiently. The chairperson of the meeting, integrates the
ideas, and keeps the discussion from wandering,

6. Minutes

Effective communication in committees usually requires
circulating rmnutes and r.:he onclusions. At times, individuals

inutes of the meeting and
circulate them in draf e ification before the final

copy is approved bv.dg

The committedfnd £ % ey W may difficult to count
the benefits, espe€ial# . 11 il | as morale, enhanced
status of committecheff #rs, HE0e ¢ '_ Wke’s value as a training
device to enhance teay il W t%e can be justified only if

District Health Coordinats ;,,‘

As mentigged e TR i TEEREERERGRted to improve the
efficiency of v £ ‘ ity Hospital and
District Health Off] evefibnt of health service
system and hea[th re ource allncatmn In February 1983, The MOPH
ordered all ‘i m ﬁ| ent Committee
(DHDC) :ﬁeﬂﬁi Wzl b it Coodinaing

Committee (BIHCC).

PRSI URAINGN A S o

director of Community Hospital.

Secretary : Chosen from the representatives from
Community Hospital or District Health
Office.
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Community Hospital District Health Office
Director Chief

Chief of each section Vice chief

6 nominees 6 nominees

1. Formulate at the district level.
. Manage 1
3. Follow aluate activities which
operate
4. iaspecial projects

™R H and the
" : : Wn Centers at the district

Mpropriate by the

1.2 Colllift Healtll relateaiamen o1 the dlistrict.
1.3 Analyze Data.

lﬂmﬂﬁmﬁfm’m

2. Public Health Plans gt the district level

RIESASARmIAN N Y

2.3 Present health development plans to District
development Committee (DDC) and PHO.

2.4 Set monthly and annual operational plans.

3. Following up, Monitoring and Evaluating

3.1 Form a health team.

3.2 Set monitoring schedule.

3.3 Perform supervision in accordance with the
monitoring chart.
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3.4 Conclude obstacles and suggest possible solution to
the obstacles.
3.5 Monitor the supervision.
3.6 Evaluate and report to the PHO.
4. Meeting
4.1 Frequency of meeting.
4.2 Body of the ;_ '

" #ssed in the meeting.
'd in the meeting.

-'-_""_"-

ee is a group of health
! specific tasks. It is
\oRMdirector of Community
{CC is fully responsible
Wissipn of the DHCC set by
f espectwe district. Good
. (MOPH 2524:13-14).
The study of coordi : 'ct Health Office and
Community Hospital in ] Dr. Somroeng Yangkrathong
(2526:13-14) reyeals it 504 © hagegood co-ordination.
However, the co ;Eg.;;.;.'..'...;._;.:.'.;.‘.i:;.'.i_.“.:.'.'.'..',.__.‘f = formal or informal
channels and B through the DHCC
itself. Therefore, Hi}is evaius #¢ MOBH did not succeed in

personnel which 4
headed by chief ofg

for both success angffa #f
the MOPH is to impr j
quality of life is the

setting up this organization. If the District Health Office and
. ﬂ o 113N it 13324
encouraged m EJ elopment would

have succee@®d. Dr. Outhai Spdsuk and team (2527:abstract) studied

RS T T

mﬂuerﬁnal persons (key men). They must understand and believe in
concept and process of Primary Health Care. Besides, serious actions
must be taken. They must be responsible for both success and failure of
the Primary Health Care in their respective areas. Their tasks include
ordering, managing, administrating and supervising health related
matters.
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Mr. Somsarp Supatomkit (2532:Abstract) studied the problems
and obstacles of the mission of District Health Coordinating Committee
in Pranakornsriayutthaya. The results showed that factors affecting the
DHCC's performance were the number of years a member served the
government, the length of time a member worked in the respective area,
the characteristic of the co-ordination, self confidence of district
officer, chief of District Healip}@§fice and director of Community
Hospital, and frequencyl bold. Ms. Maliwon Yuttitam
(2531:Abstract) studietiusis g#€irict governor, director of
Community Hospital JESsss f oD S lth office toward roles of
the District Adminismeae d fopd™magathe success of DHCC
required good coordig b g ormally. Therefore the
chief of District H 8B ommunity Hospital and
the MOPH should ®hin order to support its
mission. ‘ '
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