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I chapter

L etes Get Real:

Lacy Martin

MY JOB:

BEST PART OF MY JOB:



Managemenand
Organizations

LEARNING OUTCOMES

BEST MANAGEMENT ADVICE EVER RECEIVED:



What Would You Do?

Are Managers Important?
LEARNING OUTCOME



Who

eV
(o]

manager

manager

Someone who coordinates and oversees the
work of other people so that organizational
goals can be accomplished




first-line managers

Middle managers

top
managers

organization

Top
Managers

Nonmanagerial Employees




Structure

Distinct ‘ Deliberate
N/

Purpose

FUTURE VISION

noted inventor once said, *My interesbtdhagerial practices are likely to have chasiged the early 1990s, it appears that the
the future because lem going to sjmwiuse theysve become irrelevant or eimging pointZ has been reached. Although this

e rest of my life thet@\Mhile this obsolete. event has numerous societal implications,
book presents a fairly accurate description dh 2000, Malcolm Gladwelles popular boeke more interested in the implications for
todayes workplace, yousre going to spend ThesTipping Pdimwked at how major changdge work world that youell be part of. Implica-

of your worklife in the future. What will thaur society occur. (Even at more than 10ty@ass such as: What will employee hiring
worklife look like? How will it be different fotaimites an interesting read and we recomraeddselection processes be like? How will
today? it!) Many demographers have said that 20dfloyee training programs change? How
Although no one has a perfectly accuwaitkd be a tipping point for the compositievilldmployee reward programs be set up? Who
window to the future, certain trends in ptheeU.S. population. Thates the year iteswilldsecome the role models and business lead-
today offer insights into what tomorrow hdidsed that <the number of babies bormrrtothat guide and shape our businesses? We
We can extrapolate from those trends to snaakities outnumbers that of babies bomiltdook at these types of issues in our Future
a peek at the future. Wesve arbitrarily chosehites.Z This is yet another trend indicatgision boxes located in various chapters. So
focus on the year 2020 because ites clseh minorities are expected to becomesttia@ on your visionary goggles and enjoy this
enough that most of you will be actively itUtBe majority over the next 40 years. Althotaighuing look at the future! After all, youere
workforce, yet far enough away that cuntdatdemographic shift has been documegtédy to be spending the rest of your life there!

first-line managers top managers organization

Managers at the lowest level of management Managers at or near the upper levels of the A deliberate arrangement of people to
who manage the work of nonmanagerial organization structure who are responsible for accomplish some specific purpose
employees making organization-wide decisions and

middle managers establishing the goals and plans that affect the

Managers between the lowest level and top entire organization

levels of the organization who manage the
work of first-line managers




Management

Efficiency
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Effectiveness

Goal
Attainment

Management Strives for:

Low Resource Waste (high efficiency)
High Goal Attainment (high effectiveness)




planning

organizing

leading

controlling

Planning Organizing Leading Controlling
D ——————_

Monitoring
activities
to ensure

Setting goals,  Determining
establishing what needs
strategies, and to be done,

Motivating,
leading, and
any other

developing how it will
plans to be done, and
coordinate
activities

actions involved that they are
in dealing with
whoistodoit people

accomplished
as planned

management

Coordinating and overseeing the work activities
of others so that their activities are completed
efficiently and effectively

efficiency

Doing things right, or getting the most output
from the least amount of inputs

effectiveness
Doing the right things, or completing activities
so that organizational goals are attained

planning

Management function that involves setting
goals, establishing strategies for achieving those
goals, and developing plans to integrate and
coordinate activities

organizing

Management function that involves arranging
and structuring work to accomplish the
organizationes goals

leading

Management function that involves working
with and through people to accomplish
organizational goals

controlling

Management function that involves
monitoring, comparing, and correcting work
performance




managerial roles

interpersonal roles
informational roles

decisional roles



Interpersonal Roles

Informational Roles

Decisional Roles

V/

managerial roles

Specific actions or behaviors expected of and
exhibited by a manager

interpersonal roles

Managerial roles that involve people and other

duties that are ceremonial and symbolic in
nature

informational roles
Managerial roles that involve collecting,
receiving, and disseminating information

decisional roles
Managerial roles that revolve around making
choices




*You canet expect people to do a

good job at work if their lives are a

mess.2 Thates the philosophy of

Panda Express founder and chair-

man, Andrew Cherng. Together

with his wife Peggy, they have

built a restaurant empire with

more than 1,200 outlets and $1

billion in sales. They believe that a

company is only as good as the

employees who comprise it. In
fact, he says that his companyes success doesnet come just from the meals pre-
pared in the kitchen, but because ¢he cares about the emotional well-being of
his employees.Z With five guiding values,being proactive, showing respect/-
having a win-win attitude, pursuing growth, having great operations, and being
giving,and a caring and strong management team, this company has pros-
pered. What can you learn from this leader who made a difference?

Qwerty on KAT.PH for more Technical skills

human skills
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conceptual skills

technical skills human skills conceptual skills
Job-specific knowledge and techniques The ability to work well with other people The ability to think and to conceptualize about
needed to proficiently perform work tasks individually and in a group abstract and complex situations




Shifting organizational boundaries
Virtual workplaces

More mobile workforce

Flexible work arrangements
Empowered employees

Work life...personal life balance

Redefined values
Rebuilding trust
Increased accountability

Customer service
Innovation
Globalization
Efficiency/productivity

Risk management

Uncertainty over future energy sources/prices
Restructured workplace

Discrimination concerns

Globalization concerns

Employee assistance

Uncertainty over economic climate







sustainability



universality of management

All Organizational Areas S
Manufacturing,Marketing Mf;nsgggf dnt AT 25 O CIEEIIPEETS

Human Re;ources,,Accounting i Profit Not-for-Profit
Information Systems,etc.

sustainability universality of management

A companyes ability to achieve its business The reality that management is needed in
goals and increase long-term shareholder all types and sizes of organizations, at all
value by integrating economic, environmental, organizational levels, in all organizational
and social opportunities into its business areas, and in organizations no matter where
strategies located




Rewards Challenges




etes Get Real:

My ReSpOnSG to A Manageres Dilemma, page 4

A good place to work is one in which employees have the resources
they need in order to best fulfill customers' requests and expectations.
As companies and managers sometimes look to cut costs and do
more with less, they face a fine balance between what employees and
customers can have reduced without negative repercussions.

| believe that employee engagement is a critical element in a smooth
workplace. If | were in Lisa's situation, | would get the employees
involved in brainstorming about areas they see room for cutting costs,
ideas on work flows and processes, and what could help all work more
efficiently and effectively. Employee engagement is heightened when
employees feel like they have a voice in making their workplace a better
place to work and that management is in tune with the needs and
concerns of front line employees. Also, implementing changes and
transitioning employees to a new way of doing business can be easier
because employee buy-in is already there if they participated in some of
the ground work and ideas.

What Would Yoy Do?

Lacy Martin
Banking Center
Manager, Assistant
Vice President
Commerce Bank
Springfield, MO
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: . LEARNING
Explain the value of studying management. OUTCOME

Its important to study management for three reasons: (1) the universality of management,
which refers to the fact that managers are needed in all types and sizes of organizations,
at all organizational levels and work areas, and in all global locations; (2) the reality of
work,that is, you will either manage or be managed; and (3) the awareness of the signif-
icant rewards (such as, creating work environments to help people work to the best of
their ability; supporting and encouraging others; helping others find meaning and fulfill-
ment in work; etc.) and challenges (such as, itss hard work; may have more clerical than
managerial duties; have to deal with a variety of personalities; etc.) in being a manager.

REVIEW AND DISCUSSION QUESTIONS

it still hold true in todayss world? Why or why not? what are the implications for someone, like yourse

. Is business management a profession? Why or why who s studying management? .
not? Do some external research in answering this ~ 10.*Management is undoubtedly one of humankind-s
question. most important inventions.Z Do you agree with this

. Is there one best sstyleZ of management? Why or
why not?

statement? Why or why not?

ETHICS DILEMMA
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around you. Work on your communication skills so that
you can communicate easily and effectively with
Political others. Work on developing good rapport with people in
all areas and at all levels of your organization. Be open,
friendly, and willing to pitch in. The amount of interper-
Research has shown that people differ in their political sonal influence you have will be affected by how well
skills*3 Those who are politically skilled are more effective people like you.
in their use of influence tactics. Political skill also appears t8. Develop your social astuteneSoame people have an in-
be more effective when the stakes are high. Finally, nate ability to understand people and sense what theyere
politically skilled individuals are able to exert their influence  thinking. If you donet have that ability, youell have to
without others detecting it, which is important in being effec- work at developing your social astuteness by doing
tive so that youere not labeled political. A personss political things such as saying the right things at the right time,
skill is determined by his or her networking ability, interper-  paying close attention to peoples facial expressions, and
sonal influence, social astuteness, and apparent sincerity. trying to determine whether others have hidden agendas.

4. Be sincereSincerity is important to getting people to
want to associate with you. Be genuine in what you say

1. Develop your networking abilith good network can be  and do. And show a genuine interest in others and their
a powerful tool. You can begin building a network by situations.

getting to know important people in your work area and
the organization and then developing relationships witli
individuals who are in positions of power. Volunteer for Select each of the components of political skill and spend
committees or offer your help on projects that will be  one week working on it. Write a brief set of notes describing
noticed by those in positions of power. Attend importanjour experiences,good and bad. Were you able to begin
organizational functions so that you can be seen as a developing a network of people throughout the organization
team player and someone whos interested in the orgagi-did you work at developing your social astuteness, maybe
zations success. Start a rolodex file of names of IndIVIQY Starting to recognize and interpret peop|e.s facial expres-
uals that you meet even if for a brief moment. Then,  sjons and the meaning behind those expressions? What
when you need advice on work, use your connections could you have done differently to be more politically
and network with others throughout the organization. skilled? Once you begin to recognize whatss involved with

2. Work on gaining interpersonal influendeeople will political skills, you should find yourself becoming more
listen to you when theyere comfortable and feel at easeonnected and politically adept.

distinguish good managers? Form small groups with

3...4 other class members. Discuss your experiences with

managers,good and bad. Draw up a list of the characteris-
By this time in your life, all of you have had to work with tics of those individuals you felt were good managers. For
individuals in managerial positions (or maymiwere the each item, indicate which management function and which
manager), either through work experiences or through othreanagement skill you think it falls under. As a group, be
organizational experiences (social, hobby/interest, prepared to share your list with the class and to explain
religious, and so forth). What do you think makes some your choice of management function and skill.
managers better than others? Do certain characteristics

Use the most curre@ccupational Outlook Handbook Fast Company, Forbestc.). Keep a file with interest-
(U.S. Department of Labor, Bureau of Labor Statistics)  ing information you find about managers or managing.

to research three different categories of managers. For  ysing current business periodicals, find five examples
eaCh, prepare a bulleted list that describes the f0||0W|ng: of managers you would describeMaster Managers_

the nature of the WOI’k; training and other qua|ificati0ns Write a paper describing these individuals as managers
needed; earnings; and job outlook and projections data. and why you feel they deserve this title.

Get in the habit of reading at least one current business Stevess and Marys suggested readings: Henry
periodical {Vall Street Journal, BusinessWeek, Fortune, Mintzberg,Managing(Berrett-Koehler Publishers,
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2009); Matthew Stewarf,he Management Myth (Institute of Certified Professional Managers) and the
(W. W. Norton & Company, 2009); Paul Osterman, Certified Business Manager (Association of Professional
The Truth About Middle Managers: Who They Are, in Business Management). Research each of these

How They Work, and Why They Maftdarvard Business programs. Prepare a bulleted list of what each involves.
Press, 2008); Stephen P. Robbirig Truth About If yousre involved in student organizations, volunteer for
Managing People2e (Financial Times/Prentice Hall, leadership roles or for projects where you can practice
2007); Gary Hamellhe Future of Managemetiarvard planning, organizing, leading, and controlling different
Business School, 2007); Rod Wagner and James K. Harter, projects and activities. You can also gain valuable mana-
12 Elements of Great Managif@allup Press, 2006); gerial experience by taking a leadership role in class

Marcus Buckinghanfirst Break All the Rules: What the team projects.
Worlds Greatest Managers Do Different8imon &
Schuster, 1999); and Peter F. Drucké&e Executive in
Action(Harper Business, 1985 and 1964).

Interview two different managers and ask them at least
three of the questions that were listed inlthes Get
Real: Meet the ManageendLets Get Real: F2F

boxes in the chapter. Type up the questions and their
answers to turn in to your professor.

In your own words, write down three things you learned
in this chapter about being a good manager.

Self-knowledge can be a powerful learning tool. Go

to mymanagementlab.com and complete any of these
self-assessment exercises: How Motivated Am | to
Manage? How Well Do | Handle Ambiguity? How Con-
fident Am I in My Abilities to Succeed? or Whates My

) N Attitude Toward Achievement? Using the results of your
Accountants and other professionals have certification 5ssessments, identify personal strengths and weak-

programs to verify their skills, knowledge, and profes-  npasses. What will you do to reinforce your strengths
sionalism. What about managers? Two certification and improve your weaknesses?

programs for managers include the Certified Manager

CASE APPLICATION

ake and Rocket, a cartoon guy and his cartoon dog, can be
J found on most of the apparel and other branded products
sold by the Life is good ® company.** With his perky beret
(or other appropriate head gear), Jake has that contented look of
being able to enjoy life as it is and finding reasons to be happy
right now. And Rocket? Well, hess just happy to be along for the
ride. And what a ride ites been for the two! Theysve been a part of
the companyes growth to over $100 million in revenues. Company
co-founders and brothers, Bert and John Jacobs have a personal
and business philosophy much like Jake: simplicity, humor, and
humility. However, both understand that even with this philosophy,
they need to be good managers and they need good managers The management style of Life is good
throughout the organization in order to stay successful. co-founders and brothers John (left)

. L L. and Bert Jacobs is based on their
Bert and John designed their first tee shirts in 1989 and sold them personal and business philosophy of

door-to-door in college dorms along the East Coast and in Boston where simplicity, humor, and humility.

theyed set up shop using an old card table in locations on one-way streets
so they could pick up and move quickly if they needed to. They used this simple sales approach because, like
many young entrepreneurs, they couldnst afford required business licenses. Although they met a lot of wonderful
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eearning it the unofficial nickname *Vegas without the gambling.sZ About 95 percent of those visitors come by car
or bus. But now theress a new show in town,the Branson Airport. The $155 million airport, which opened in May
2009, is an experiment that many people are watching.

The airport is generating interest from city governments and the travel industry because itss the
nationes first commercial airport built and operated as a private, for-profit business with absolutely no
government funding. As one expert said, »...unpretentious little Branson Airport could have an outsize
effect it if works. It could turn what now is a mostly regional tourist spot into a national destination
for tourists.Z

Steve Peet, the airportes chief executive, admits that he had no idea where Branson was in 2000. But by
2004, he was convinced there was money to be made flying tourists there. He says, *If you were ever going to
think about building a private commercial airport, this would be the place to do it. How many more visitors
would come here if we made it easier and affordable for them? It seemed like an incredible opportunity.Z So,
using private financing, he decided to build a new commercial airport a short distance south of Bransones popu-
lar music shows district. Both Peet and Jeff Bourk, executive director of the airport, continue to tackle the man-
agerial challenges of turning that dream into reality.

Construction work on the airport terminal and the 7,140-foot runway (which can accommodate most
narrow-body jets) went smoothly. Bourk believed that much of that was due to minimal red tape. Because the
airport wasnet using federal assistance, it didnet face the restrictions that accompany taking government money,
which also meant it could pick and choose the airlines it allowed in. To attract those airlines, the airport agreed
to not allow other competitors in. Also, the airport owners kept the airlinese operating costs low since airport
employees do much of the work usually done by an airliness ground staff. Initially, the airportes owners offered
exclusive contracts to AirTran and Sun Country on certain routes to Branson. Now, Frontier Airlines and the
newly-formed Branson AirExpress have added service. Mr. Peet emphasizes that they want the airlines to suc-
ceed. *We want to build real service, sustainable service.Z

The airport earns money from landing fees (based on number of passengers, not on weight), aircraft fuel
sales, a percentage of every sale at the airportes facility, and a $8.24 fee paid by the city of Branson for each
arriving passenger. To reach Peetss goal of 250,000 passengers a year, the airport needs only 685 passen-
gers (five to six planeloads) a day. He says, *What weesre doing is going to work.Z But first, they have to deal
with some significant turbulence. Branson city officials (who have been elected and hired since the original
agreement was signed) now say that the contract between the city and the airport regarding the arriving
passenger fee may not even be constitutional. Airport officials respond that, *We have a legal document and
we expect to be paid.Z And Bourk maintains that Branson benefits from every tourist that goes through the







Management

History Module

Describe
some early
management
examples.
page 28

LEARNING OUTCOMES

a trip back in time to see ho

Explain the
various theories
in the classical
approach.

page 29

Discuss the
development
and uses of the
behavioral
approach.
page 32

was wrong! History is important because it can put current
activities in perspective. In this module, wesre going to take

w the field of study called management
has evolved. What youere going to see is that todayss managers still
use many elements of the historical approaches to management.
Focus on the following learning outcomes as you read and study

this module.

I I enry Ford once said, sHistory is more or less bunk.Z Well...he

Describe the
guantitative
approach.
page 34

Explain

the various
theories in the
contemporary
approach.
page 36

27






Historical Quantitative Contemporary
Background Approach Approaches
Early Examples Scientific Systems
of Management Management Approach

General
Administrative

Industrial Organizational
Revolution Behavior

Classical

classical approach

scientific management









Division
of Labor

A bureaucracy
should have

Impersonality
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organizational



Robert Owen
Late 1700s

Early Advocates

of OB

Mary Parker Follett
Early 1900s

Hawthorne Studies









system

Closed systems
open systems




division of labor (job specialization)
The breakdown of jobs into narrow
and repetitive tasks

industrial revolution

A period during the late eighteenth century
when machine power was substituted for
human power, making it more economical to
manufacture goods in factories than at home

classical approach

First studies of management, which emphasized
rationality and making organizations and
workers as efficient as possible

scientific management

An approach that involves using the scientific
method to find the sone best wayZ for a job to
be done

therbligs
A classification scheme for labeling basic hand
motions

general administrative theory

An approach to management that focuses on
describing what managers do and what
constitutes good management practice

contingency approach

principles of management
Fundamental rules of management that could
be applied in all organizational situations and
taught in schools

bureaucracy

A form of organization characterized by division
of labor, a clearly defined hierarchy, detailed
rules and regulations, and impersonal
relationships

organizational behavior (OB)
The study of the actions of people at work

Hawthorne Studies

A series of studies during the 1920s and 1930s
that provided new insights into individual and
group behavior

guantitative approach

The use of quantitative techniques to improve
decision making

total quality management (TQM)

A philosophy of management that is driven by
continuous improvement and responsiveness to
customer needs and expectations

system

A set of interrelated and interdependent parts
arranged in a manner that produces a unified
whole

closed system
Systems that are not influenced by and do not
interact with their environment

open system
Systems that interact with their environment

contingency approach

A management approach that recognizes
organizations as different, which means they
face different situations (contingencies) and
require different ways of managing







PREPARING FOR: Exams/Quizzes

LEARNING
OUTCOME

Studying history is important because it helps us see the origins of todays management
practices and recognize what has and has not worked. We can see early examples of man-
agement practice in the construction of the Egyptian pyramids and in the arsenal of
Venice. One important historical event was the publication of Adam Siidadth of

Nations in which he argued the benefits of division of labor (job specialization). Another
was the industrial revolution where it became more economical to manufacture in facto-
ries than at home. Managers were needed to manage these factories and these managers
needed formal management theories to guide them.

Describe some early management examples.

Explain  the various theories in the classical approach. LEARNING
OUTCOME

Frederick W. Taylor, known as the sfatherZ of scientific management, studied manual work
using scientific principles,that is, guidelines for improving production efficiency,to find

the one best way to do those jobs. The Gilbrethse primary contribution was finding efficient
hand-and-body motions and designing proper tools and equipment for optimizing work
performance. Fayol believed that the functions of management were common to all business
endeavors but also were distinct from other business functions. He developed 14 principles
of management from which many current management concepts have evolved. Weber
described an ideal type of organization he called a bureaucracy, characteristics that many of
todayss large organizations still have. Todays managers use the concepts of scientific man-
agement when they analyze basic work tasks to be performed, use time-and-motion study to
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how all the interdependent units work together in order to achieve the organizations goals
and that decisions and actions taken in one organizational area will affect others. In this
way, managers can recognize that organizations are not self-contained, but instead rely on
their environment for essential inputs and as outlets to absorb their outputs.

The contingency approach says that organizations are different, face different
situations, and require different ways of managing. It helps us understand management

REVIEW AND DISCUSSION QUESTIONS

. Why were the Hawthorne Studies so critical to management history?

. What kind of workplace would Henri Fayol create? How about Mary Parker Follett?
How about Frederick W. Taylor?

. Explain what the quantitative approach has contributed to the field of management.
. Describe total quality management.

. How do systems theory and the contingency approach make managers better at what

MY TURN TO BE A MANAGER



their history: Coca-Cola, Procter & Gamble, Avon, or
General Electric. How has it changed over the years?
From your research on this company, what did you learn
that could help you be a better manager?

Find the current top five best-selling management
books. Read a review of the book or the book covers
(or even the book!). Write a short paragraph describing
what each book is about. Also, write about which of the
historical management approaches you think the book
fits into and how you think it fits into that approach.

Pick one historical event from this century and do some
research on it. Write a paper describing the impact that
this event might be having or has had on how work-
places are managed.

Stevess and Maryss suggested readings: Gary Hamel,
The Future of Manageme(iiarvard Business School
Press, 2007); Malcolm GladweB|ink (Little, Brown

and Company, 2005); James C. Colli@sod to Great:
Why Some Companies Make the Leap . . . and Others
Donst(Harper Business, 2001); Matthew J. Kiernan,
The Eleven Commandments of 21st Century Manage-

| MANAGEMENT HISTORY MODULE 41

Jerry |. PorrasBuilt to Last: Successful Habits of
Visionary CompaniefHarper Business, 1994).

Come on, admit it. You multitask, donet you? And if

not, you probably know people who do. Multitasking

is also common in the workplace. But does it make
employees more efficient and effective? Pretend youere
the manager in charge of a loan processing department.
Describe how you would research this issue using each
of the following management approaches or theories:
scientific management, general administrative theory,
gquantitative approach, behavioral approach, systems
theory, and contingency theory.

In your own words, write down three things you
learned in this module about being a good manager.

Self-knowledge can be a powerful learning tool. Go to
mymanagementlab.com and complete any of these
self-assessment exercises: How Well Do | Respond to
Turbulent Change? How Well Do | Handle Ambiguity?
and What Do | Value? Using the results of your assess-
ments, identify personal strengths and weaknesses.
What will you do to reinforce your strengths and



chapter

L etes Get Real:

Dana Robbins-Murray

MY JOB:

BEST PART OF MY JOB:




Understanding

Managementes Context:
Constraints and Challenges

WORST PART OF MY JOB:

BEST MANAGEMENT ADVICE EVER RECEIVED:

43




omnipotent
view of management

symbolic view of management



Organizational Environment Organizational Culture

omnipotent view of management symbolic view of management

The view that managers are directly responsible The view that much of an organizationes

for an organizationes success or failure success or failure is due to external forces
outside managerse control
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FUTURE VISION

More Diverse Than Ever Miami, more than a third of the population willdoking to avoid financial strains. In fact, we
of the largest changes that weH§gpanic. These general population percergagethis happening in the recession that began
happening in the makeup of the workf#leeld translate equivalently to the labor force B@98. Individuals who would like to have
in 2020 in the United States will be dikgjihood that yousll have a coworker whosstéfgped away from their 8-to-5 jobs were
nificant increase in Hispanic and senior-daiewage is Spanish will be quite high. happy to have a job and held onto that job.
participation. You can also expect to see a graying ddlme envision that workplace where youell also
Hispanic-Americans are the fastest-grow@nigforce. By 2020, retiring at age 62 ofil&dy to be working with many older (age 65+)
segment of the U.S. population. They cuitéhtljave become passe. People are lizomgorkers.
make up 15 percent of the population, altheag@r and enjoying good health well into the#kgain, these two demographic changes fore-
that number is forecasted to increase to z(ijnghose who enjoy being actively eng@gleal workplace in which as a manager or as
cent by 2025. In the southern part of the Whitd@b wonet want to give that up. On the otivesrkers, yousre going to be interacting and
States, the percentages will be higher. In @it there also will be those senior citinemking with others who may not think or act or do
such as Los Angeles, Phoenix, Tucson, El Pagapzganet afford to retire and have to contimogs the way you would.

external environment
Those factors and forces outside the
organization that affect its performance




JOBS AND EMPLOYMENT



Degree of Change

Stable Dynamic

Degree of Complexity
Simple

Complex

ASSESSING ENVIRONMENTAL UNCERTAINTY

Environmental uncertainty

environmental complexity

environmental uncertainty environmental complexity

The degree of change and complexity in an The number of components in an organizationss

organizationes environment environment and the extent of the organizationss
knowledge about those components
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Social and Political
\x //’ Action Groups

//\\

Suppllers

Organizational Culture:

stakeholders

Any constituencies in the organizationes
environment that are affected by an
organizationes decisions and actions




Attention to
Detail

Outcome

Orientation

Organizational

Culture People

QOrientation

Stability

Orientation

Team

Organizational culture

Strong cultures



organizational culture strong cultures
The shared values, principles, traditions, and Organizational cultures in which the key values

ways of doing things that influence the way are intensely held and widely shared

organizational members act




Top Management

Socialization

socialization



STORIES

RITUALS

MATERIAL ARTIFACTS AND SYMBOLS

socialization
The process that helps employees adapt to the
organizationes culture
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rent Issues
Prganizational Culture

LEARNING OUTCOME



workplace spirituality

workplace spirituality

A culture where organizational values promote
a sense of purpose through meaningful work
that takes place in the context of community







etes Get Real:

My ReSpOnSG to A Manageres Dilemma, page 44

To ensure the culture continues, it has to be intertwined in every
aspect of the business. The managers have to live it, but the employ-
ees have to believe it. The hardest challenge for JetBlue will be to
steer the culture as the company grows. (I specifically use the word
steer because | believe that a company culture is an organic entity,
which changes with the company. You cannot control it directly but
guide its direction.)

€ JetBlue needs to continue to reinforce the culture using their five
key values. The culture needs to be practiced every day in every-
thing the company does, including the language used in memos
and advertising, the hiring and promotion process, and the inter-
action with customers.

€ A company culture cannot just come from the top down. Managers
need to engage employees in the whole process. JetBlue should
create employee teams who support and believe in the culture to
help steer the culture as the company grows.

Management needs to listen to the employees and hear what they

are saying, even if they donet want to hear it or donst believe what they
hear. Use tools such as anonymous surveys, focus groups, and sug-
gestion *boxesZ to engage employees. Hearing the employees will
help to gauge the culture of the company.

What Would Yoy Do?

Dana Robbins-

Murray
Account Director
Caliber Group
Tucson, AZ
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PREPARING FOR: Exams/Quizzes

LEARNING

OUTCOME ntrast the actions of managers according to the omnipotent

d symbolic views.

According to the omnipotent view, managers are directly responsible for an organizations
success or failure. The symbolic view argues that much of an organizations success or
failure is due to external forces outside managerse control. The two constraints on man-
agerss discretion are the organizations culture (internal) and the environment (external).
Managers arenst totally constrained by these two factors since they can and do influence
their culture and environment.

LEARNING

OUTCOME scribe the constraints and challenges facing managers

todayes external environment.

The external environment includes those factors and forces outside the organization

that affect its performance. The main components include economic, demographic,
political/legal, sociocultural, technological, and global. Managers face constraints and
challenges from these components because of the impact they have on jobs and employ-
ment, environmental uncertainty, and stakeholder relationships.

EEUATRCNO”R'AGE CUSS the characteristics and importance of organizational culture.

he seven dimensions of culture are attention to detail, outcome orientation, people
orientation, team orientation, aggressiveness, stability, and innovation and risk taking.
In organizations with strong cultures, employees are more loyal and performance tends
to be higher. The stronger a culture becomes, the more it affects the way managers
plan, organize, lead, and control. The original source of a culture reflects the vision of
organizational founders. A culture is maintained by employee selection practices, the
actions of top managers, and socialization processes. Also, culture is transmitted to
employees through stories, rituals, material symbols, and language. These elements
help employees «learnZ what values and behaviors are important as well as who exem-
plifies those values. The culture affects how managers plan, organize, lead, and control.

LEARNING - - : At
OUTCOME scribe current issues in organizational culture.
he characteristics of an innovative culture are challenge and involvement, freedom, trust

and openness, idea time, playfulness/humor, conflict resolution, debates, and risk-taking.
A customer-responsive culture has five characteristics: outgoing and friendly employees;
jobs with few rigid rules, procedures, and regulations; empowerment; clear roles and
expectations; and employees who are conscientious in their desire to please the customer.
Workplace spirituality is important because employees are looking for a counterbalance
to the stresses and pressures of a turbulent pace of life. Aging baby boomers and
other workers are looking for something meaningful in their lives, an involvement and
connection that they often donet find in contemporary lifestyles, and to meet the needs
that organized religion is not meeting for some of them. Spiritual organizations tend to
have five characteristics: strong sense of purpose, focus on individual development, trust
and openness, employee empowerment, and toleration of employee expression.

2.1 2.4



REVIEW AND DISCUSSION QUESTIONS

ETHICS DILEMMA

SKILLS EXERCISE

Developing Your
Skill

About the Skill

Steps in Practicing the Skill
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4. Regularly review your environmental scanning
activities.If you find that youere spending too much
time getting nonuseful information or if youere not

using the pertinent information that yousve gathered,

you need to make some adjustments.

5. Encourage your subordinates to be alert to informa-

tion that is importantYour employees can be your

1. Select an organization with which youere familiar either
as an employee or perhaps as a frequent customer.
Assume that youere the top manager in this organiza-
tion. What types of information from environmental
scanning do you think would be important to you?
Where would you find this information? Now assume
that youere a first-level manager in this organization.

eeyes and earsZ as well. Emphasize to them the impor- Would the types of information you«d get from environ-

tance of gathering and sharing information that may

affect your work unitess performance.

The following suggestions are activities you can do to
practice and reinforce the behaviors associated with
scanning the environment.

mental scanning change? Explain.

2. Assume youere a regional manager for a large bookstore
chain. Using the Internet, what types of environmental
and competitive information were you able to identify?
For each source, what information did you find that
might help you do your job better?

Describe the external components for each organization. How
are your descriptions different for the two organizations?
How are they similar? Now, using the same two organizations,

Although all organizations face environmental constraints, see if you can identify the important stakeholders for these
the components in their external environments differ. Get intstganizations. As a group, be prepared to share your
a small group with three to four other class members and  information with the class and to explain your choices.

choose one organization from two different industries.

Find two current examples in any of the popular busi-
ness periodicals of the omnipotent and symbolic views
of management. Write a paper describing what you
found and how the two examples you found represent
the views of management.

Choose an organization with which youere familiar or
one that you would like to know more about. Create a
table identifying potential stakeholders of this organiza-
tion. Then, indicate what particular interests or concerns
these stakeholders might have.

Pick two organizations that you interact with frequently
(as an employee or as a customer) and assess their cul-
ture by looking at the following aspects:

Physical Desigribuildings, furnishings, parking lot,
office or store design): Where are they located and
why? Where do customers and employees park?
What does the office/store layout look like? What
activities are encouraged or discouraged by the
physical layout? What do these things say about
what the organization values?

Symbolglogos, dress codes, slogans, philosophy

What concepts are emphasized? What actions are
prohibited? Which are encouraged? Are there arti-
facts that are prominently displayed? What do those
artifacts symbolize? What do these things say about
what the organization values?

Words(stories, language, job titles): What stories
are repeated? How are employees addressed?
What do job titles say about the organization?
Are jokes/anecdotes used in conversation? What
do these things say about what the organization
values?

Policies and Activitiegrituals, ceremonies, financial
rewards, policies for how customers or employees
are treated) [Note: you may be able to assess this
one only if youere an employee or know the organi-
zation well.] What activities are rewarded? Ignored?
What kinds of people succeed? Fail? What rituals
are important? Why? What events get commemo-
rated? Why? What do these things say about what
the organization values?

If you belong to a student organization, evaluate its

statements): What values are highlighted? Where are culture by answering the following: How would you

logos displayed? Whose needs are emphasized?

describe the culture? How do new members learn the
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culture? How is the culture maintained? If you donet what the company is doing that reflects its commitment
belong to a student organization, talk to another student to this culture.

who does and evaluate it using the same questions. In your own words, write down three things you

Stevess and Maryss suggested readings: G. Barna, learned in this chapter about being a good manager.
Master Leader¢Barna Books), 2009; Terrence E. Deal Self-knowledge can be a powerful learning tool. Go
and Allan A. KennedyCorporate Culture: The Rites to mymanagementlab.com and complete any of these
and Rituals of Corporate Lif@erseus Books Group, self-assessment exercises: Whatss the Right Organiza-
2000); Edgar H. Scheifihe Corporate Culture tional Culture for Me? How Well Do | Respond to
Survival GuidgJossey-Bass, 1999); and Kim S. Turbulent Change? Am | Experiencing Work/Family
Cameron and Robert E. Quiriiagnosing and Conflict? Using the results of your assessments,
Changing Organizational Culturgdossey-Bass, 2005).  igentify personal strengths and weaknesses. What will

Find one example of a company that represents each you do to reinforce your strengths and improve your
of the current issues in organizational culture. Describe weaknesses?

CASE APPLICATION

a worldwide recall of some 8 million cars and
1 deaths that U.S. regulators say have been caused by
mechanical failures in its cars, Toyota Motor Corporation
faces a corporate crisis of epic proportions. * What happened at
the car company that had finally achieved the title of worldss largest
car maker? (It overtook General Motors in 2008.) What factors con-
tributed to the mess it now found itself in?

At the core of Toyotass manufacturing prowess is the Toyota
Production System (TPS), which has long been touted and revered
as a model of corporate efficiency and quality. Four management
principles (the 4P model) were at the core of TPS and guided
employees: problem solving, people and partners, process, and

philosophy. The idea behind these principles was that «Good Think-
Toyota Motor Company President
Akio Toyoda, grandson of the com-
widely credited as the innovative genius behind TPS. During the 1950s, panyss founder, bows in apology dur-
ing a press conference where he

e ; N ; announced a global vehicle recall.
eral principles of car-making efficiency that became what is now known as Toyodass gesture of bowing is the

lean manufacturing and just-in-time inventory management. «Ohnoes ideas | Japanese way of publicly expressing
. . remorse as an act of contrition to re-
not only changed the auto industry, they changed late-twentieth-century store faith in the companyes brands.

ing Means Good Product.Z Taiichi Ohno, a long-time Toyota executive, is

Ohno, along with a small core of other Toyota executives, developed sev-

manufacturing.Z At the very core of these concepts were attention to detail
and a *noble frugality.Z However, over the years, it appears that Toyotass executives slowly lost the spurityZ of that
approach as the once-strong commitment to quality embedded in Toyotass corporate culture became lost in its
aggressive moves to grow market share and achieve productivity gains.

From about 1995 to 2009, Toyota embarked on the smost aggressive overseas expansions in automotive

historyZ and at the same time had a laser-like unparalleled focus on cutting costs. Four major cost-cutting and
expansion initiatives severely strained organizational processes and employees. One initiative was localized
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manufacturing. Starting in the late 1990s, Toyota established manufacturing hubs in Asia, North America, and
Europe. Such an approach meant relying more on local suppliers and design teams to tailor cars to local tastes.
Another initiative was called Construction of Cost Competitiveness for the 21st Century, or CCC21. It was a
massive cost reduction program. Through an ongoing process of redesigning parts and working with suppliers,
more than $10 billion of savings were achieved. The Value Innovation initiative was a more ambitious version of
CCC21. Under this program, more savings were achieved by making the entire development process cheaper
and by further cutting parts and production costs. And finally, the Global 15 initiative was a master global plan
for attaining a 15 percent share of the global car market by 2010. As of mid-2010, Toyota had an 11.7 percent
share of the worldwide car market. However, this scombination of high-speed global growth and ambitious cost
cuts led to the quality lapses that tarnished the once-mighty brand.Z Toyotass president, Akio Toyoda apologized
for the companyss actions and said, *We pursued growth over the speed at which we were able to develop our
people and our organization. | regret that this has resulted in the safety issues described in the recalls we face
today, and | am deeply sorry for any accidents that Toyota drivers have experienced.Z

So what is Toyota doing to remedy its problems? In addition to the massive recall, the companyes president
says that it is setting up a system to respond more quickly to complaints. In fact, the automaker has promised
to give regional executives a bigger role in issuing recalls based on local consumer complaints, although Mr.
Toyoda says that the final decisions regarding recalls will continue to be made in Japan. The company is also
holding twice-yearly global quality meetings and more frequent regional quality meetings. And finally, the com-
pany is re-committing itself to better training employees in quality control.

Discussion Questions

1. Using Exhibit 2-5 and the information from the case, describe the culture at Toyota Motor
Corporation. Why do you think this type of culture might be important to a car maker?

2. How do you think a long-standing culture that had such a strong commitment to quality
lost its ability to influence employee behaviors and actions? What lesson can be learned
about organizational culture from this?

3. Do you think it was important for Mr. Toyoda to apologize for the companyss decisions?
Why? (Think in terms of the companyss stakeholders.)

4. What could other organizations learn from Toyotass experiences about the importance of
organizational culture?

CASE APPLICATION

Dressing Up

n when times are good, the department store industry is one of the toughest industries to compete in.
ike many of its competitors, Kohlss Corporation struggles to find a way to continue its successes even
hen faced with a drastically changed external environment. %° Based in Menomonee Falls, Wisconsin,

Kohles has more than 1,050 discount department stores in 49 states. The company has aggressively moved into
the western and southern United States, although nearly a quarter of its stores are located in the Midwest. In
2010, the company had revenues of over $17.1 billion and profits of $991 million. One analyst has described
Kohlss as «the best-positioned department store in this economy and one of the leading retailers with respect to
inventory management, technological innovation, and merchandising and marketing execution.Z However, to

continue its successes, it's important that Kohles understand its external environment.
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experience quite unpleasant. Local shopping malls and their anchor department stores lost much of their popu-
larity with shoppers. Coupled with the economic and demographic shifts taking place, department stores faced
big challenges.

Kohlss has done business differently than most department stores. Its approach is built around convenience
and price. Its typical store is a box-like structure with one floor of merchandise under inexpensive lighting where
shoppers use carts as they browse through the simple racks and shelves of clothing, shoes, and home apparel
merchandise. The company is especially selective about its locations. Everything about the way Kohlss does
business,who it sells to and how those customers shop,hinges on where it puts its stores. Its goal is to set
up shop in the heart of ssoccer mom country.Z It tries to avoid malls when looking at store sites, believing that
its target customers,young mothers,typically donst have the time for a long drive to a mall location and
certainly donet want the parking hassles when they do go shopping. Kohlss approach has been free-standing
buildings with smaller parking lots in retailing power centers (a retailing destination where several large, spe-
cialty brand retailers often locate together) and other kinds of strip malls. For instance, the Kohlss store in
Springfield, Missouri, is located adjacent to a Walmart Super Center, a Home Depot, a McDonaldss, a Michaeles
hobby and crafts store, and other casual dining restaurants. The companyes target market is women ages 25 to
54 who have children and whose annual household income is moderate ranging from $35,000 to $75,000. Even
the merchandise selection offered at Kohles is aimed at this target demographic by selling casual brands (such
as Sag Harbor, Villager, Union Bay, Haggar, Jockey, HealthTex, and others) at low prices. To continue attracting
this segment, Kohlss added a home furnishings collection called Casa Cristina (named for Cristina Saralegui, the
host of a Spanish-language television show on Univision) and its own Food Network brand of dinnerware and
cooking tools. In addition, the company has brought on board popular designers,including Vera Wang and
Lauren Conrad,with lines of clothing, shoes, and home goods. Kohlss believed that their customers wanted to
and were willing to purchase more fashionable merchandise selections. As one retail expert put it, sThe chains
have decided to design apparel on their own, ensuring that their lower-income customers can buy skinny jeans
and satchel bags at the same time as shoppers at higher-end stores.Z

Although Kohles has done well so far in a difficult industry, it faces some serious challenges. In addition to
the uncertain external environment, competitors ranging from JCPenney and Sears to Macyes have copied its
approach. Even specialty retailers such as Old Navy (a unit of Gap, Inc.) and American Eagle have shifted from
trendy teenage fashion toward clothing that appeals to moms. And on the discount end, Walmart Stores has
added national brands and improved the quality of its apparel.

Discussion Questions
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Who



Whates

ethnocentric attitude

parochialism

Viewing the world solely through your own
perspectives, leading to an inability to
recognize differences between people

parochialism

ethnocentric attitude

The parochialistic belief that the best work
approaches and practices are those of the
home country



She was recently named, for the
fourth year straight, the Most
Powerful Woman in Business by
Fortunenagazine and was named
one of the 100 most powerful
women in the world Bgrbes
magazingsSheZ is Indra Nooyi,

CEO of PepsiCo. Born in India, Ms.

Nooyi joined PepsiCo as head of
corporate strategy in 1994 and
moved quickly up the ladder to be-

polycentric attitude

geocentric attitude

come chief executive officer. In 2007, she also assumed the role of chairman of

PepsiCoes board of directors. As the CEO of a large American company, Nooyi

recognizes how important her companyes global business operations are. On a

recent trip to China, a critical market for PepsiCo, Nooyi didnet take the usual

*CEO tourZ of conference rooms, but spent 10 days immersing herself in China.

She says, ¢l wanted to look at how people live, how they eat, what the growth

possibilities are.Z Heress a leader who knows what it will take to succeed in

todayes global environment.

THE EUROPEAN UNION.

European Union (EU)



North
Atlantic
Ocean

- European Union
Countries

[ ] Applied for

Membership

500 Miles

250 500 Kiloyeters

Belarus

Ukraine

euro

polycentric attitude

The view that the managers in the host country
know the best work approaches and practices
for running their business

geocentric attitude
A world-oriented view that focuses on using

the best approaches and people from around
the globe

European Union (EU)

A union of 27 European nations created as a
unified economic and trade entity

euro

A single common European currency




NORTH AMERICAN FREE TRADE AGREEMENT (NAFTA) AND OTHER LATIN AMERICAN
AGREEMENTS. North American Free
Trade Agreement (NAFTA)



ASSOCIATION OF SOUTHEAST ASIAN NATIONS (ASEAN). Association of
Southeast Asian Nations (ASEAN)

. Current members

Philippines

wndonesia >
OESD @) 'Y
< &

North American Free Trade Agreement Association of Southeast Asian
(NAFTA) Nations (ASEAN)

An agreement among the Mexican, Canadian, A trading alliance of 10 Southeast Asian
and U.S. governments in which barriers to trade nations

have been eliminated




OTHER TRADE ALLIANCES.

WORLD TRADE ORGANIZATION. World Trade Organization (WTO)



INTERNATIONAL MONETARY FUND AND WORLD BANK GROUP.

International Monetary Fund (IMF)

World Bank Group

ORGANIZATION FOR ECONOMIC COOPERATION AND DEVELOPMENT (OECD).

Organization for Economic Cooperation
and Development (OECD)

Doing

World Trade Organization (WTO) World Bank Group
A global organization of 153 countries that A group of five closely associated institutions
deals with the rules of trade among nations that provides financial and technical assistance

International Monetary Fund (IMF) ool el
An organization of 185 countries that promotes

international monetary cooperation and
provides advice, loans, and technical assistance

Organization for Economic Coopera-
tion and Development (OECD)

An international economic organization that
helps its 30 member countries achieve
sustainable economic growth and employment




multinational corporation (MNC)

multidomestic corporation

global company

transnational, or
borderless, organization

global sourcing



A

Y

importing

licensing

multinational corporation (MNC)

A broad term that refers to any and all types of
international companies that maintain
operations in multiple countries
multidomestic corporation

An MNC that decentralizes management and
other decisions to the local country

global company

An MNC that centralizes management and
other decisions in the home country

transnational or borderless

organization
An MNC in which artificial geographical barriers
are eliminated

exporting

franchising

strategic alliance

global sourcing
Purchasing materials or labor from around the
world wherever it is cheapest

exporting

Making products domestically and selling them
abroad

importing

Acquiring products made abroad and selling
them domestically

licensing

An organization gives another organization the
right to make or sell its products using its
technology or product specifications

franchising

An organization gives another organization
the right to use its name and operating
methods

strategic alliance

A partnership between an organization and a
foreign company partner(s) in which both share
resources and knowledge in developing new
products or building production facilities




joint venture

foreign subsidiary



planned economy

joint venture

A specific type of strategic alliance in which the
partners agree to form a separate, independent
organization for some business purpose

foreign subsidiary

Directly investing in a foreign country by setting
up a separate and independent production
facility or office

free market economy

free market economy

An economic system in which resources are
primarily owned and controlled by the private
sector

planned economy

An economic system in which economic
decisions are planned by a central
government




National culture

HOFSTEDES FRAMEWORK FOR ASSESSING CULTURES.

THE GLOBE FRAMEWORK FOR ASSESSING CULTURES. Global Leadership and
Organizational Behavior Effectiveness (GLOBE)




Individualistic] Collectivistig

High power Low power
distance distance)

High uncertainty Low uncertainty
avoidance avoidancq

Nurturing

Short-term Long-term|
orientation orientation

national culture Global Leadership and Organiza-

The values and attitudes shared by individuals tional Behavior Effectiveness
from a specific country that shape their (G LOBE) program

behavior and beliefs about what is important .
The research program that studies cross-cultural

leadership behaviors




THE CHALLENGE OF OPENNESS.




CHALLENGES OF MANAGING A GLOBAL WORKFORCE.

cultural intelligence

global mind-set

cultural intelligence global mind-set
Cultural awareness and sensitivity skills Attributes that allow a leader to be effective in
cross-cultural environments







etes Get Real:

My ReSpOnSG to A Manageres Dilemma, page 70

All aspects of a countryes culture should be researched to understand
the dynamics of the culture and their traditions. Some aspects that
should be thoroughly understood are:

€ Understand the length of a normal workday and local laws
surrounding overtime pay and maximum allowable hours in a
workweek.

What transit challenges employees may face and what flexibility
may be provided to accommodate mass transit schedules or work
shifts that may be set off-cycle from peak traffic times.

What accommodations employees may prefer such as small
kitchens, locker rooms, or prayer space.

What a competitive benefits package may look like, including health
benefits and access to doctors for employees and their families.

These points are important in attracting a qualified workforce, but an
understanding of how to reward and motivate employees in a different
culture is imperative for retention of your trained workforce.
Understand what types of recognition would be of value and who it
should come from. Is recognition between a boss and employee pri-
vately or in front of a peer group most valued? What types of awards

What Would You Do?

Cheryl Trewatha
Sr. Group Manager
Quality Assurance
Target Corp.

Brooklyn Park, MN
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countries, and in turn, the company would foot some India, China, Brazil, and Russia. What do you think?

of the relocation costs. IBMs U.S. employment fell Why might the company have developed this new pro-

5 percent, while emerging market employment rose gram? Does this seem srightZ to you? What ethical issues
15 percent, particularly in high growth markets such as does this strategy raise?

4. Accept diversityNot everything in a collaborative effort
will «go your way.Z Be willing to accept different ideas
and different ways of doing things. Be open to these

Collaboration ideas and the creativity that surrounds them.

5. Seek additional informatiorsk individuals to provide

additional information. Encourage others to talk and

Collaboration is the teamwork, synergy, and cooperation ~ More fully explain suggestions. This brainstorming op-
used by individuals when they seek a common goal. In portunity can assist in finding creative solutions.
many cross-cultural settings, the ability to collaborate is 6. Donst become defensiv@ollaboration requires open
crucial. When all partners must work together to achieve ~ communications. Discussions may focus on things you
goals, collaboration is critically important to the process. ~ and others may not be doing or need to do better. Donst
take the constructive feedback as personal criticism.
Focus on the topic being discussed, not on the person
1. Look for common points of intereBhe best way to start delivering the message. Recognize that you cannot al-
working together in a collaborative fashion is to seek com- Wways be right!
monalities that exist among the parties. Common points of
interest enable communications to be more effective.

2. Listen to othersCollaboration is a team effort. Every- |nterview managers from three different organizations
one has valid points to offer, and each individual shoulghout how they collaborate with others. What specific tips
have an opportunity to express his or her ideas. have they discovered for effectively collaborating with oth-
3. Check for understandinfylake sure you understand whaters? What problems have they encountered when collabo-
the other person is saying. Use feedback when necessamting? How have they dealt with these problems?

developing a global aptitude assessment form for Yum

Brands (the company described in the chapter-opening

Managers Dilemma). Because Yum is expanding its global
Moving to a foreign country isnst easy, no matter how mangperations significantly, it wants to make sure that itss send-
times yousve done it or how receptive you are to new expefig the best possible people to the various global locations.
ences. Successful global organizations are able to identifyyour teamss assignment is to come up with a rough draft of a
the best candidates for global assignments, and one of thgorm to assess peoples global aptitude. Think about the
ways they do this is through individual assessments prior tharacteristics, skills, attitudes, etc. that you think a success-
assigning people to global facilities. Form groups of three {g| global employee would need. Your teamss draft should be
five individuals. Your newly formed team, the Global As-  t least one-half page but not longer than one page. Be pre-
signment Task Force, has been given the responsibility forpared to present your ideas to your classmates and professor.

Find two current examples of each of the ways that three of them. Were you surprised at your score?
organizations go international. Write a short paper What does your score tell you about your cultural
describing what these companies are doing. awareness?

The U.K.-based company, Kwintessential, has On this Web site, youell also find Country Etiquette
several cultural knowledge squizzesZ on its Web site Guides. Pick two countries to study (from different
[http://www.kwintessential.co.uk/resources/ regions) and compare them. How are they the same?

culture-tests.html]. Go to the Web site and try two or Different? How would this information help a manager?
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Interview two or three professors or students at your
school who are from other countries. Ask them to de-
scribe what the business world is like in their country.
Write a short paper describing what you found out.

Take advantage of opportunities that you might have to
travel to other countries, either on personal trips or on
school-sponsored trips.

Create a timeline illustrating the history of the
European Union and a timeline illustrating the history
of NAFTA.

Suppose that you were being sent on an overseas as-
signment to another country (you decide which one).
Research that countryss economic, political/legal, and
cultural environments. Write a report summarizing your
findings.

If you donst have your passport yet, go through the

International Dimensions of Organizational Behavior,

5th ed. (South-Western Publishing, 2008); Kenichi Ohmae,
The Next Global Stag&Vvharton School Publishing,

2005); John Hookex\Morking Across CultureStanford
Business Books, 2003); and Thomas L. Friedras,

Lexus and the Olive Tré&nchor Books, 2000).

If you want to better prepare yourself for working in an
international setting, take additional classes in interna-
tional management and international business.

Youeve been put in charge of designing a program to
prepare your company< managers to go on an overseas
assignment. What should (and would) this program in-
clude? Be specific. Be thorough. Be creative.

In your own words, write down three things you learned
in this chapter about being a good manager.

Self-knowledge can be a powerful learning tool. Go

process to get one. (The current fee in the United States to mymanagementlab.com and complete these

is $135.)

Steves and Marys suggested readings: H. L. Sirkin,

J. W. Hermerling, and A. K. Bhattachargipbality:
Competing with Everyone from Everywhere for Every-
thing (Boston Consulting Group, Inc., 2008); J. Zogby,
The Way Weell B&Random House, 2008); Nancy J. Adler,

CASE APPLICATION

self-assessment exercises: Am | Well-Suited for a
Career as a Global Manager? and What Are My
Attitudes Toward Workplace Diversity? Using the

results of your assessments, identify personal strengths
and weaknesses. What will you do to reinforce your
strengths and improve your weaknesses?

stage and manager.”* These are two words that you would

ot usually expect to hear spoken in the same breath. How-

ver, during the first few months of 2009, workers at manu-

facturing facilities of 3M Company, Sony Corporation, and

Caterpillar Inc. in France took managers hostage. Why? To negoti-

ate better severance packages and benefits for laid-off employees.

French workers have long been known for their aggressive and

radical responses to what they feel is wrong or oppressive treat-

ment. Says one French executive, *Protest is inscribed in the genes
of French culture. In the past, peasants protested against their lords.

Today the difference is that the lords are chief executives.Z Protesting

French workers have been known to burn piles of tires in city streets
or tie up traffic with caravans of farm tractors. In one instance, striking
truckers blockaded roads and highways to highlight their campaign for

Nicholas Polutnik, director of Cater-
pillares plant near Grenoble, France,
sits at his desk while held captive as a
hostage by striking employees who
protested planned layoffs until man-
agement agreed to negotiate with
the union over compensation of laid-
off workers.

zretirement at age 55. The labor blockade worked, as the French government relented when food supplies
started to run out. And the tactic of taking the boss hostage has been used previously, as well. For instance, in
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1997, workers at the state-run mortgage bank Credit Foncier de France took their boss hostage for five days to
try and prevent the bankes closing even though it had been losing money. Although kidnapping your boss isnst
legal, a French sociologist who surveyed 3,000 companies found that 18 of them had experienced an sexecu-
tive detentionZ in the prior three years.

These actions by workers, which have been peaceful and more of a symbolic protest, were in response to the
economic downturn. Although France wasnst in any worse shape than other big industrialized economies, the
countryss sstrong tradition of egalitarianism triggers strong reactions when people think they are being mistreated

or when better-off people appear to flaunt their wealth at a time of general hardship.Z At Caterpillarss French
facility near Grenoble, unhappy workers first went on strike for a day. The next day, they detained the plant direc-
tor and four other managers for about 24 hours. The managers were released only after the company agreed to

resume talks with unions and a government mediator on *how to improve compensation for workers being laid
off.Z The incident at Caterpillar followed others at Sony and 3M, where managers also were held captive by work-
ers angry over being laid off. Although all of the hostage-taking incidents were resolved peacefully, some analysts
wonder if more violent actions may be in store, especially if workers feel they have nothing to lose.

Discussion Questions
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CASE APPLICATION

Global Stumble

tes not always easy to do business globally, as executives at Japanese brokerage firm Nomura

Holdings Inc. are discovering. "> Nomura acquired Lehmanss international operations in late 2008 after

Lehmanes parent company sought Chapter 11 bankruptcy protection, an action that added about
8,000 non-Japanese workers. For Nomura, the time seemed right to strengthen its global expansion
strategy. However, since the acquisition, cultural and business differences between the two organizations
have been a major stumbling block. Although blending two diverse cultures requires intentional efforts
when different organizations merge or are acquired, itss particularly challenging when the key assets in the
cross-border acquisition are the people employed by the organization being acquired.

Workplace tensions arose over executive compensation, how quickly decisions were made, and how
women were treated. For instance, during Nomurases initial training session for new hires, the men and
women were separated. The women,many of whom had earned prestigious degrees from the likes of
Harvard,were taught how to wear their hair, serve tea, and choose their clothing according to the
season. The companyess dress code was strictly interpreted for women, also. Women from Lehman were
told to remove highlights from their hair, to wear sleeves no shorter than mid-bicep, and to avoid brightly
colored clothing. Several women were sent home from the trading floor for dressing sinappropriately.Z
One said, | was sent home for wearing a short-sleeve dress, even though | was wearing a jacket.Z A
Nomura spokesperson said, *The dress code is displayed on the companyss intranet and is intended to
ensure that clients and colleagues donst feel uncomfortable.Z

Lehman bankers also said they found the process for getting approval on deals was *slower and
more difficult than it was at Lehman.Z Also, at Lehman, clients were categorized, in large part, by the
fees they paid. At Nomura, more emphasis was placed on other factors, such as the length of the
relationship. The bankers at Nomura said that «their new colleagues were too willing to dump loyal
clients for a quick profit.Z

In its defense, Nomura has tried to blend the two cultures. In offices in Europe and in Asia outside
of Japan, therees a mix of nationalities. Also, the company has promoted a handful of non-Japanese
employees to high-ranking positions. «To reduce the Tokyo-centric nature of the company, Hiromi

Yamaji, head of global investment banking, moved to London, and Naoki Matsuba, global head of
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3. Do some cultural research on Japan and the United States. Compare those
cultural characteristics. What similarities and differences exist? How might these
cultural differences be affecting the situation at Nomura?

4. What could Nomura managers do to support, promote, and encourage cultural
awareness among employees? Explain.

5. What do you think the statement, *When your business is global, management
needs to be global,Z is saying? In your opinion, is Nomura doing this? Explain.
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Answers to *Who Owns WhatZ Quiz

1. d. Switzerland

Nestlé SA bought both the Tombstone and DiGiorno frozen-pizza brands from Kraft
Foods in 2009.

2. c. United States

The maker of Lebedyansky juices was acquired by PepsiCo Inc. and Pepsi Bottling
Group Inc. in March 2008.

3. a. United States

Rajah Spices are products of the Lea & Perrins sauce division, which the H.J. Heinz
Company acquired in June of 2005.

4. b. India
Tetley Tea is owned by the Tata Tea Group, a subsidiary of Indian conglomerate Tata
Group.

5. d. China

Ford Motor Company sold the Volvo brand to Chinese car maker Zhejiang Geely
Holding Group Co. in March 2010.

6. a. The Netherlands
Mexicoss second-largest beer producer was acquired by Heineken N.V. in January
2010.

7. b. Mexico
Grupo Bimbo, one of the worldess largest bakeries, bought the rights to make and
distribute Boboli pizza crusts in 2002.

8. c. United States
Braun electric shavers are a part of Global Gillette, which was purchased by the
Procter & Gamble Company in October 2005.

9. c. France

LVMH Moét Hennessy Louis Vuitton SA, the worldes largest luxury-goods group, owns
Sephora.

10. d. South Korea

The Boston-based Barbarian Group was acquired by South Koreass largest advertis-
ing agency, Cheil Worldwide, in December 2009.
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workplace diversity

workforce diversity
The ways in which people in an organization are
different from and similar to one another




surface-level diversity

deep-level
diversity

ah




PEOPLE MANAGEMENT.

ORGANIZATIONAL PERFORMANCE

STRATEGIC

surface-level diversity deep-level diversity

Easily perceived differences that may trigger Differences in values, personality, and work
certain stereotypes, but that do not necessarily preferences

reflect the ways people think or feel













Types

Race and
Ethnicity

Religion







race

Ethnicity

race ethnicity

The biological heritage (including skin color and Social traits (such as cultural background or
associated traits) that people use to identify allegiance) that are shared by a human
themselves population
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pllenges in Managing Diversity

LEARNING OUTCOME

Bias

prejudice



stereotyping

discrimination

bias
A tendency or preference toward a particular
perspective or ideology

prejudice

A preconceived belief, opinion, or judgment
toward a person or a group of people

stereotyping

Judging a person based on a perception of a
group to which that person belongs
discrimination

When someone acts out their prejudicial
attitudes toward people who are the targets of
their prejudice




ork environment, we must under
stand the needs and expectation

of a diverse, multigenerational ang

global workforc& ZThates the

commitment made by America
Express to its employees. Sitting i
the top spot at American Express
Kenneth |. Chenault, an Africa
American, who was named b
Black Enterpris&gazine as num-
ber one on the list of the 100 most powerful executives in corporate A
Chenault is known for his friendliness and integrity as much as for his disci
drive. His business acumen is unparalleled having successfully guided his
through the financial meltdown. But he also recognizes the importance o
leader who knows the importance of attracting and retaining the highest g
employees. Chenault meets regularly with the companyes employee
groups, holds senior executives personally responsible for meeting diverg

and is a visible supporter of the companyes diversity initiatives.




glass ceiling
The invisible barrier that separates women and
minorities from top management positions




Mentoring

W W wwwwww




diversity skills training

employee resource groups

mentoring diversity skills training employee resource groups

A process whereby an experienced Specialized training to educate employees Groups made up of employees connected by
organizational member (a mentor) provides about the importance of diversity and teach some common dimension of diversity

advice and guidance to a less-experienced them skills for working in a diverse workplace

member (a protégé)




\What Would You DO?

Kim Scartelli
Multiple Franchise
Owner and
Consultant

Curves for Women
Canton, Ml

| etes Get Real:

My ReSpOHSGto A Manageres Dilemma, page 98

I think it is admirable for the Deutsche Telekom Company to recognize
the need for more women in management positions in their company.
However, the idea of a quota troubles me. Quotas could backfire and
have the negative effect of lowering morale in a company. In this case,
for instance, women who are promoted might feel as though they were
selected for their gender versus their individual merit, performance,
or abilities. Men, on the other hand, might resent being passed over
for promotion to meet the arbitrary quota and may leave a company
because they feel as if they can never get ahead with the company
policies and guota in place.

Deutsche Telekom can keep their goal of increasing women in
management but instead of implementing a quota could:

Research and understand the root causes of the gender gap.

Provide gender awareness education for all leaders in the company.

Begin removing the barriers that keep women from reaching these
positions.



CHAPTER SUMMARY
by Learning Outcomes

udice, which is a preconceived belief, opinion, or judgment toward a person or a group of
people; stereotyping, which is judging a person on the basis of ones perception of a group to
which he or she belongs; and discrimination, which is when someone acts out their prejudicial
attitudes toward people who are the targets of their prejudice. The glass ceiling refers to the
invisible barrier that separates women and minorities from top management positions.

. , Lo o LEARNING
Describe various workplace diversity management initiatives. OUTCOME

Its important to understand the role of federal laws in diversity. Some of these laws
include Title VIl of the Civil Rights Act, the Americans with Disabilities Act, and Age
Discrimination in Employment Act. Workplace diversity management initiatives include
top management commitment to diversity; mentoring, which is a process whereby an
experienced organizational member provides advice and guidance to a less-experienced
member; diversity skills training; and employee resource groups, which are groups made
up of employees connected by some common dimension of diversity.
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1. What is workforce diversity and why is managing it so 6. Distinguish between race and ethnicity.

important?

2. Why is it important for an organization to have a clear
definition of diversity?

3. Distinguish between surface-level diversity and deep-
level diversity. Why is it important to understand the
difference between the two?

7. What challenges do managers face in creating accom-

modating and safe work environments for employees?

8. Explain the relationship between bias, prejudice, stereo-

typing, and discrimination.

9. What U.S. federal laws are important to workplace

diversity initiatives?

4. What are the major trends in the changing populationg 0. Why do you think the glass ceiling has proven to be a

of the United States and the world?

barrier to women and minorities?

5. Describe the issues associated with each of the types of
workforce diversity.

*Even if the idea was a good one and truly was promot-
ing Black cultural heritage, it really does come off as
In August of 2009, a viral campaign against McDonaldssmanipulation and stereotyping.Z Check out both
website, 365black.com, began to spré&asinger over websites. What do you think? Do you think these
the website grew as news commentators discovered an targeted sites are manipulative and stereotypical? Why
additional McDonaldes website targeting the Asian com-or why not? Is there anything else the company could or
munity, called MylnspirAsian.com. One individual said, should be doing?

2. Recruit broadlyWhen you have job openings, work to
get a diverse applicant pool. Although referrals from
current employees can be a good source of applicants,
that source tends to produce candidates similar to the
present workforce.

3. Select fairlyMake sure that the selection process

Understanding and managing people who are similar to us doesn«t discriminate. One suggestion is to use

are challenges,but understanding and managing people  job-specific tests rather than general aptitude or

who are dissimilar from us and from each other can be even knowledge tests. Such tests measure specific skills,
tougher’® The diversity issues an individual manager might ~NOt subjective characteristics.

face are many. They may include issues such as commur#- Provide orientation and training for diverse employees.
cating with employees whose familiarity with the language Making the transition from outsider to insider can be
may be limited; creating career development programs that particularly difficult for a diverse employee. Provide

fit the skills, needs, and values of a particular group; help- support either through a group or through a mentoring
ing a diverse team cope with a conflict over goals or work  arrangement.

assignments; or learning which rewards are valued by 5. Sensitize nondiverse employeést only do you per-
different groups. sonally need to accept and value diversity, as a manager
you need to encourage all your employees to do so.
Many organizations do this through diversity training
programs. In addition, employees can also be part of
ongoing discussion groups whose members meet

Valuing Diversity

1. Fully accept diversitySuccessfully valuing diversity
starts with each individual accepting the principle of di-

versity. Accept the value of diversity for its own sake,,
not simply because itss the right thing to do. And its
important that you reflect your acceptance in all you say
and do.

monthly to discuss stereotypes and ways of improving
diversity relationships. The most important thing a man-
ager can do is show by his or her actions that diversity
is valued.
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6. Strive to be flexiblePart of valuing diversity is description, write a short paragraph describing what you
recognizing that different groups have different needs think the goals and priorities of each employee might be.
and values. Be flexible in accommodating employee With what types of employee issues might the manager of
requests. each employee have to deal? How could these managers

7. Seek to motivate individuallylotivating employees is  show that they value the diversity represented by each?
an important skill for any manager; motivating a diverse Lester. Lester is 57 years old, a college graduate, and a
workforce has its own special challenges. Managers vice president of the firm. His two children are married and
must strive to be in tune with the background, cultureshe is a grandparent of three beautiful grandchildren. He
and values of employees. lives in a condo with his wife who does volunteer work and

8. Reinforce employee differenc&ncourage individuals is active in their church. Lester is healthy and likes to stay

to embrace and value diverse views. Create traditions2¢!Ve: both physically and mentally.

and ceremonies that promote diversity. Celebrate diver- Sa?’%?]t' iar]iygt;; a: 30]:yearl—o(ljd cler!call(\)/vorker who <h
sity by accentuating its positive aspects. However, alsG2Me 0 the Lnited States from Indonesia 10 years ago. she

be prepared to deal with the challenges of diversity Su%ﬂmpleted high school after moving to the United States
as mistrust, miscommunication, lack of Cohesiveness,and has begun to attend evening classes at a local commu-

attitudinal differences. and stress nity college. Sanjyot is a single parent with two children
’ ' under the age of 8. Although her health is excellent, one of
her children suffers from a severe learning disability.

Read through the following scenario. Write down some nm?i Yut” j YUL'I.'S a Lecgnz;mmlgranlt dfrorr& ?Feg t?er:‘ormer
about how you would handle the situation described. Be su OVIEL TEPUDIICS. RE IS 42 years old and his English com-

to refer to the eight behaviors described for valuing diversit)f.nunICatlon Sk'_”S are quite I|m!ted. He has an engineering
degree from his country but since hes not licensed to prac-

tice in the United States, he works as a parts clerk. He is

who work for the same organization. After reading each Much of his paycheck to relatives back in his home country.

with a written plan that discusses the benefits and challenges
of employee resource groups, the steps to follow in creating

these groups, and suggestions for maintaining the value of
such groups for their members. Be prepared to turn in your

The popularity of employee resource groups continues to
climb. Form small groups with three or four other class

MY TURN TO BE A MANAGER
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Pick one of the laws listed in Exhibit 4-8. Research that self-assessment exercises: What Are My Attitudes

law looking for these elements: Whom does the law Toward Workplace Diversity? Am | Well-Suited for a
cover? What does the law prohibit? What are the conse- Career as a Global Manager? Whats My Attitude
guences for violating the law? Toward Older People? and What Are My Gender Role
In your own words, write down three things you learned Perceptions? Using the results of your assessments,
. you do to reinforce your strengths and improve your
Self-knowledge can be a powerful learning tool. Go
weaknesses?

to mymanagementlab.com and complete any of these

CASE APPLICATION

undergraduate college of the Navy service in Annapolis,
Maryland, might not be places that come to mind when you
think of organizations that are superior diversity champions. ™ Yet

the Navy is just that. In fact, the enlisted force of the Navy is more
than 40 percent diverse.
The Deputy Chief of Naval Operations Vice Admiral says, *We

Changing demographics and the adop-
tion of a strategy that prevents as well
as wins wars have brought more ethnic
and gender diversity to the U.S. Navy
and the U.S. Naval Academy.

view the diversity imperative as a strategic issue for several reasons.Z One
reason is the changing demographics of the United States. With nearly
70 percent of new workers entering the workforce in our recruitable demo-
graphic being women and minorities, the Navy has to pay attention to diver-
sity. Another compelling reason is that the Navyes strategic imperative has evolved over time to include
preventing wars, not just winning wars. This approach involves engaging in humanitarian assistance, disaster
relief, and building strong maritime partners around the world, all of which benefit from a diverse naval force.
For instance, after the Indonesian tsunami in late December 2004, a Navy hospital ship was relocated to that re-
gion. During that event, the public opinion of the United States changed in a few short months from 70 percent
not liking to 70 percent supporting. Since that time, the hospital ship has been to South America and other
places. *We see Americass Navy as a force for good around the globe.Z

At the Naval Academy, where the military branches future leaders are educated, applications have in-
creased 57 percent among Black, Latino, and other traditionally underrepresented applicants. The Naval
Academy Superintendent Vice Admiral says that, although therees no specific numerical diversity goal, it
makes sense to have representation close to the demographics of the country. The faculty/staff at the

Naval Academy have seen changes with the new generation of smillennialZ midshipmen (the *studentsZ at
the Naval Academy) and have adjusted their methods and approaches to accommodate those changes.
*How we reach out to them is different. We just have to be smart enough to understand that.Z
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Discussion Questions

1. How are population trends affecting the U.S. Navyes education and operations? What
might the organization have to do to adapt to these trends beyond what theyere already
doing?

2. What challenges might the Navy face in adapting to a more diverse student body at the
Naval Academy?

3. Just like the dilemma that businesses face in retaining diverse employees, the Navy has to
ensure that once its workforce is trained that those individuals stay with the organization.
What can the Navy do to assure this?

4. Would mentoring or employee resource groups be appropriate for a military organization?
Explain. How might a mentoring program or employee resource groups be implemented in
the Navy?

CASE APPLICATION

Women in Management
at Deutsche Telekom: Part 2

ntinuing the story from our chapter-opening Manageres Dilemma, what is Deutsche Telekom doing

to achieve its goal of bringing more women into management positions? One action the company

s taking is to increase and improve recruiting of female university graduates. In fact, the company
has committed to having at least 30 percent of the places in executive development programs held by
women.

Other steps being taken by the company revolve around the work environment and work...family

issues. The company plans to expand its parental-leave programs and introduce more flexible
working hours for managers. Right now, fewer than 1 percent of the companyss managers work part
time. In addition, the company plans to double the number of available places in company child-care

programs.




Meet the Manager

John Emerman

Owner

The Stone Oven Bakery & Café
Cleveland, OH

MY JOB:

| am the owner/manager and founder of The Stone Oven
Bakery & Café. lsm involved in every aspect of the business
including bookkeeping, marketing/advertising, menu
design, hiring/firing, scheduling employees, maintaining
and repairing equipment and the furnishings in the store,
and serving customers when necessary.

BEST PART OF MY JOB:

The creative aspects. | designed the interior of my store,
decided what items to serve, laid out equipment, and so
on. Because | wear every hat imaginable, | never get
bored. | have an endless list of projects to work on. For
example, last month | purchased a new cash register
system that | had to program. It was a great learning
experience and a creative process,choosing key colors
and placement for optimal efficiency.

The other thing | love about the business is the pace.
When we have a line to the door at lunchtime lem a master
at weaving quickly through the crowd to bus tables,
restock napkins, and expediting orders. Ites a real rush.



Discuss what it
means to be
socially responsible

Explain green
management and
how organizations

Discuss the factors
that lead to ethical
and unethical

Describe
managementss
role in

Discuss current
social
responsibility

and what factors can go green. behavior. encouraging and ethics issues.
influence that page 127 page 129 ethical behavior. page 139
decision. page 135

page 124

WORST PART OF MY JOB:

Owning a business that operates 360 days per year means you are «on-callZ
every day. Although | only work a couple of hours each weekend day, | may get
a call at any hour of the day or night with a problem that needs my immediate
attention (one of the delivery vans broke down, the credit card machines
stopped working, the walk-in cooler is at 50 degrees, and so on). | always carry
the work schedule on my person in case someone doesnst show up and | need
to find a replacement.

Because restaurant workers are typically paid less than in other businesses,
turnover can be high. It is a continuing effort to find and try to keep workers
who have the right combination of brains, personality (sense of humor), and
work ethic.

BEST MANAGEMENT ADVICE EVER RECEIVED:
«Donet go into the restaurant business, ites the hardest.Z | didnst listen.

123



Social obligation

classical view



socioeconomic view

Social responsiveness

social obligation

When a firm engages in social actions because
of its obligation to meet certain economic and
legal responsibilities

classical view

The view that managementes only social
responsibility is to maximize profits

social responsibility

socioeconomic view

The view that managementes social responsibility
goes beyond making profits to include protecting
and improving societyes welfare

social responsiveness
When a firm engages in social actions in
response to some popular social need

social responsibility

A businesses intention, beyond its legal and
economic obligations, to do the right things and
act in ways that are good for society







social screening

green management

social screening green management
Applying social criteria (screens) to investment Managers consider the impact of their
decisions organization on the natural environment




Yvon Chouinard is a self-taught

blacksmith who, in 1957, started

crafting mountain climbing pitons

used by himself and other climb-

ing enthusiasts as anchors on risky

climbg? His hardware became so

popular that he would go on to

found the outdoor-clothing com-

pany Patagonia. As his company

grew, Chouinard realized that

everything his company did had an
effect,mostly negative,on the environment. Today, he defines the companyes
mission in eco-driven terms: «To use business to inspire and implement solutions
to the environmental crisis.Z Chouinard has put environmental activism at the
forefront of his company. Since 1985, Patagonia has donated 1 percent of its
annual sales to grassroots environmental groups and has gotten more than
1,200companies to follow its lead as part of its 1% for the PlanetZ group. He
recognizes that severy product, no matter how much thought goes into it, has a
destructive impact on Earth.Z But nonetheless, he keeps doing what he does
because sites the right thing to do.Z




Managers



ethics

STAGE OF MORAL DEVELOPMENT.

Individual Issue
Characteristics Intensity

m S

Structural Organizational
Variables Culture




Level

INDIVIDUAL CHARACTERISTICS.

Ego strength

Locus of control

STRUCTURAL VARIABLES.

ethics

Principles, values, and beliefs that define what is
right and wrong behavior

values

Basic convictions about what is right and wrong

values

ego strength

A personality measure of the strength of a
persones convictions

locus of control

A personality attribute that measures the

degree to which people believe they control
their own fate
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ORGANIZATIONeS CULTURE.

values-based management



ISSUE INTENSITY.

Consensus
of W

Greatness
of Harm

Immediacy of
Consequences
Proximity to
Victim(s)

values-based management
The organizationes values guide employees in
the way they do their jobs







Encouraging



of ethics

code




code of ethics
A formal statement of an organizationes primary
values and the ethical rules it expects its

employees to follow







Social Responsibility and Ethics Issues

LEARNING OUTCOME

in Todayes World




ETHICAL LEADERSHIP.

PROTECTION OF EMPLOYEES WHO RAISE ETHICAL ISSUES.

whistle-blowers




social entrepreneur

CORPORATE PHILANTHROPY.

whistle-blower
Individuals who raise ethical concerns or issues
to others

social entrepreneur

An individual or organization who seeks out
opportunities to improve society by using
practical, innovative, and sustainable

approaches




\What Would You Do?

John Emerman
Owner

The Stone Oven
Bakery & Café
Cleveland, OH

Letes Get Real:

My ReSpOnSGto A Manageres Dilemma, page 124

TOMS is doing a great act of charity and kindness. The challenge is to
stay profitable while continuing to do good humanitarian work. Pre-
sumably, TOMS shoes are priced somewhat higher than those of their
competition in order to pay for the donated shoes. The question then
becomes how much more would people be willing to pay for a pair of
shoes knowing that they are helping someone on the other side of the
globe. 10 percent? 20 percent?

The answer to this question depends on the market(s) that TOMS
serves. Certainly, a globally conscious person would be willing to pay
the higher price. The company should therefore direct their marketing
and advertising efforts toward this sector of the market. The focus, of
course, must be on educating the consumer on the importance of
sending shoes to South America and the good that results from this
act of generosity.




CHAPTER SUMMARY
by Learning Outcomes
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behavior include paying attention to employee selection, having and using a code of
ethics, recognizing the important ethical leadership role they play and how what they do

is far more important than what they say, making sure that goals and the performance
appraisal process donet reward goal achievement without taking into account how those
goals were achieved, using ethics training and independent social audits, and establishing
protective mechanisms.

LEARNING

OUTCOME cuss

current social responsibility and ethics issues.

anagers can manage ethical lapses and social irresponsibility by being strong ethical
leaders and by protecting employees who raise ethical issues. The example set by man-
agers has a strong influence on whether employees behave ethically. Ethical leaders
also are honest, share their values, stress important shared values, and use the reward
system appropriately. Managers can protect whistle-blowers (employees who raise
ethical issues or concerns) by encouraging them to come forward, by setting up toll-

free ethics hotlines, and by establishing a culture in which employees can complain
and be heard without fear of reprisal. Social entrepreneurs play an important role in
solving social problems by seeking out opportunities to improve society by using
practical, innovative, and sustainable approaches. Social entrepreneurs want to make
the world a better place and have a driving passion to make that happen. Businesses
can promote positive social change through corporate philanthropy and employee

volunteering efforts.

. Differentiate between social obligation, social respon-
siveness, and social responsibility.

. What does social responsibility mean to you personally?
Do youthink business organizations should be socially
responsible? Explain.

. What is green management and how can organization8.

go green?
. What factors influence whether a person

behaves ethically or unethically? Explain all relevant g,

factors.

. Doyou vthink values-based management is just a «do-
gooderZ ploy? Explain your answer.

51 55

local network is reduced. What ethical and social
responsibilities does a university have in this
situation? To whom do they have a responsibility?
What guidelines might you suggest for university
decision makers?

What are some problems that could be associated with
employee whistle-blowing for (a) the whistle-blower
and (b) the organization?

Describe the characteristics and behaviors of someone
you consider to be an ethical person. How could the
types of decisions and actions this person engages in be
encouraged in a workplace?

. Discuss specific ways managers can encourage ethicalg. Explain the ethical and social responsibility issues

behavior.

. Internet file sharing programs are popular among
college students. These programs work by allowing
non-organizational users to access any local
network where desired files are located. Because
these types of file sharing programs tend to clog
bandwidth, local userse ability to access and use a

facing managers today.
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SKILLS EXERCISE

Developing Your
Skill

About the Skill

Steps in Practicing the Skill

Practicing the Skill

Scenario
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known to check the list of individual contributors to see
who is and is not ssupporting these very important causes.Z
Working together in a small group of three or four, answer
In an effort to be (or at least appear to be) socially respongie following questions:
ble, many organizations donate money to philanthropic and T
charitable causes. In addition, many organizations ask their How would you handle this situation?
employees to make individual donations to these causes.  What ethical guidelines might you suggest for individ-
Suppose yousre the manager of a work team, and you know ual and organizational contributions in such a situation?
that several of your employees can-t afford to pledge money Create a company policy statement that expresses your
right now because of personal or financial problems. Yousve ethical guidelines.
also been told by your supervisor that the CEO has been

Find five different examples of organizational codes of  Interview two different managers about how they en-
ethics. Using Exhibit 5-7, describe what each contains. courage their employees to be ethical. Write down their

Compare and contrast the examples. comments and discuss how these ideas might help you
Using the examples of codes of ethics you found, create b€ @ better manager.
what you feel would be an appropriate and effective Stevess and Maryss suggested readings: Bethany

organizational code of ethics. In addition, create your McLean and Peter Elkind,he Smartest Guys in the
own personal code of ethi¢hat you can use as a guide  Room: The Amazing Rise and Scandalous Fall of
to ethical dilemmas. Enron (Portfolio, 2003); Barbara Ley ToffleEinal

Take advantage of volunteer opportunities. Be sure to in- Accounting: Ambition, Greed, and the Fall of Arthur
clude these on your résumé. If possible, try to do things in Anderser(Broadway Books, 2003); Joseph L.
these volunteer positions that will improve your manage- Badaracco, Jrl.eading Quietly: An Unorthodox

rial skills in planning, organizing, leading, or controlling. ~ Guide to Doing the Right Thingiarvard Business
School Press, 2002); and Kenneth Blanchard and

Norman Vincent Peald he Power of Ethical
Managemen{Morrow, 1988).

Go to the Global Reporting Initiative Web site
[www.globalreporting.org] and choose three businesses
from the list that have filed reports. Look at those reports
and describe/evaluate whats in them. In addition, iden- |f you have the opportunity, take a class on business or
tify the stakeholders that might be affected and how managerial ethics or on social responsibility,often

they might be affected by the companyss actions. called business and'socie,ty_,,or both. Not only will this
Make a list of what green management things your look good_on your resume, it cogld help you personally_
school is doing. If youere working, make a list of what grapple with some of the tough issues managers face in

. . . being ethical and responsible.
green management things your employer is doing. Do
some research on being green. Are there additional In your own words, write down three things you learned
things your school or employer could be doing? Write a in this chapter about being a good manager.
report to each describing any suggestions. (Look for Self-knowledge can be a powerful learning tool. Go
ways that you could use these suggestions to be more to mymanagementlab.com and complete these
greenZ in your personal life.) self-assessment exercises: What Do | Value? How

Over the course of two weeks, see what ethical «dilem- D0 My Ethics Rate? Do | Trust Others? and Do
masZ you observe. These could be ones that you personally?thers See Me as Trusting? Using the results of
face or they could be ones that others (friends, colleagues, Your assessments, identify personal strengths and
other students talking in the hallway or before class starts, Weaknesses. What will you do to reinforce your

or so forth) face. Write these dilemmas down and think ~ Strengths and improve your weaknesses?

about what you might do if faced with that dilemma.



CASE APPLICATION

Another problem at Lehman was the firmes top leadership. Valukases report was highly critical of Lehmanes
executives who *should have done more, done better.Z He pointed out that the executives made the companyes
problems worse by their conduct, which ranged from sserious but nonculpable errors of business judgment to
actionable balance sheet manipulation.Z Valukas went on to say that sformer chief executive Richard Fuld was
at least grossly negligent in causing Lehman to file misleading periodic reports.Z These reports were part of an

accounting device called *Repo 105.Z Lehman used this device to get some $50 billion of undesirable assets off

its balance sheet at the end of the first and second quarters of 2008, instead of selling those assets at a loss.
The examinerss report eincluded e-mails from Lehmanes global financial controller confirming that the only
purpose or motive for Repo 105 transactions was reduction in the balance sheet, adding that there was no
substance to the transactions.Z Lehmanes auditor was aware of the use of Repo 105 but did not challenge or
question it. Sufficient evidence indicated that Fuld knew about the use of it as well; however, he signed off
on quarterly reports that made no mention of it. Fuldes attorney said, «Mr. Fuld did not know what these
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Discussion Questions

1.

What do you think of Walmartes green initiatives? Will it ever be able to achieve the
reputation of being environmentally friendly? Discuss.

Why do you think suppliers might be reluctant to be involved in this initiative? How might
that reluctance be addressed? Although it said supplier participation was not mandatory,
does Walmart appear to be «forcingZ suppliers to participate?

Why do you think ites important for Walmart to collaborate with other green-minded
organizations?

What could other organizations learn from Walmartes green initiatives?




Meet the Manager
Reginald Lo

Vice President of Professional Services
Third Sky, Inc.
Alameda, CA

MY JOB:

lsm vice president for professional services at Third Sky,
Inc. Third Sky is a consulting company that helps IT
organizations deliver better service to their customers.
Third Sky provides education on industry best practices,
consulting services for planning and executing improvement
initiatives, and technology implementation services to
enable the adoption of best practices. | play a dual role
at Third Sky: | manage all of Third Skyes consultants
and oversee the development of new service offerings;
and | am a consultant who goes to customerse sites to
help them improve.

BEST PART OF MY JOB:

The thanks | receive from customers when we teach
them industry best practices and help them adopt these
practices. We have made their lives less hectic and
enabled them to provide better service to their customers,
who in turn thank them.



Compare and
contrast views
on the change
process.

page 152

Classify types of
organizational
change.

page 154

Explain how to
manage
resistance to
change.

page 158

Discuss
contemporary
issues in
managing
change.

page 159

The sadministrivia.Z Unfortunately, one must do certain activities in order to
maintain good control of an organization (e.g. reviewing and approving timesheets
and expense reports, triggering invoicing, etc.).

There are three types of people in an organization: the change agent, the change
participant, and the change resister. The change agents are the happiest because
they control their own destiny. The change resisters arenst going to be around for

very long.

Describe
techniques for
stimulating
innovation.
page 165



What Would You Do?

Change Process
LEARNING OUTCOME
Whg
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WHITE-WATER RAPIDS METAPHOR.

of Organizational Change

LEARNING OUTCOM @



organizational change

change agent

CHANGING STRUCTURE.

Structural components and
structural design

Work processes, methods,

Technology and equipment

organizational change change agent

Any alteration of people, structure, or Someone who acts as a catalyst and assumes

technology in an organization the responsibility for managing the change
process




FUTURE VISION

Life-Long Learning

By 2020, the line between school and wo®Rfl€-
have blurred. The life span of most skills willechnology will allow life-long learning toyare-brush your teeth daily, youell spend time each

be less than 10 years, requiring people t$eBA-Without going to formal classes. Instigdonline, learning new skills that will allow you
tinuously update their skills. Under thesetﬂ'ﬂﬁjgg will take place via online learning. ¥owdintain currency in your field.

of conditions, youell have to be able to adagiteéocourses that are adapted to your specific
needs and time schedule. In the same way that

CHANGING TECHNOLOGY.

CHANGING PEOPLE.
Organizational development (OD)



Sensitivity
Training

Team
Building

Process
Consultation

organizational development (OD)
Change methods that focus on people and the
nature and quality of interpersonal work
relationships




aging Resistance to Change
LEARNING OUTCOME



Contemporary



UNDERSTANDING THE SITUATIONAL FACTORS.

MAKING CHANGES IN CULTURE.

ah b b b dh dh b




WHAT IS STRESS? Stress

WHAT CAUSES STRESS?
stressors

stress

The adverse reaction people have to excessive
pressure placed on them from extraordinary
demands, constraints, or opportunities

stressors
Factors that cause stress
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Role conflicts
Role overload
Role ambiguity

Type A personality

Type B personality

WHAT ARE THE SYMPTOMS OF STRESS?



HOW CAN STRESS BE REDUCED?

role conflicts
Work expectations that are hard to satisfy

role overload
Having more work to accomplish than time

permits

role ambiguity

When role expectations are not clearly
understood

Type A personality

People who have a chronic sense of urgency
and an excessive competitive drive

Type B personality
People who are relaxed and easygoing and
accept change easily







Stimulating



Creativity

innovation

STRUCTURAL VARIABLES.



Cultural Variables

creativity innovation
The ability to combine ideas in a unique way or Taking creative ideas and turning them into
to make unusual associations between ideas useful products or work methods




idea champion

Individuals who actively and enthusiastically
support new ideas, build support, overcome

resistance, and ensure that innovations are

implemented

CULTURAL VARIABLES.




etes Get Real:

My ReSpOnse to A Manageres Dilemma, page 152

I would motivate the employees by invoking cultural icons that they
readily recognize: (1) NASA employees are familiar with the concept of
a strategic mission, e.g. *going to the moonZ; and (2) United States is
known for its entrepreneurial spirit. | would explain to the staff that this
is not the end of an era but the beginning of a new and exciting era of
commercialized space travel. Their experience with the space program
gives them a unique position to capitalize on this next era. Their per-
sonal mission should be to continue to do their job to their best of their
abilities while looking for entrepreneurial opportunities.

| would then enable their personal mission by organizing business
planning and management training at night, forums for investors and
advanced technology companies to meet employees, and so on.

One potential risk with this approach is that if the strategy is too
successful, employees may want to leave early. To mitigate the risk,
you can create a bonus plan to motivate people to stay until the end of
the space shuttle program.

What Would Yoy Do?

Reginald Lo

Vice President of
Professional Services
Third Sky, Inc.

Alameda, CA
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LEARNING
OUTCOME
Creativity is the ability to combine ideas in a unique way or to make unusual associations
between ideas. Innovation is turning the outcomes of the creative process into useful
products or work methods.
Important structural variables include an organic-type structure, abundant
resources, frequent communication between organizational units, minimal time pres-
sure, and support. Important cultural variables include accepting ambiguity, tolerating
the impractical, keeping external controls minimal, tolerating risk, tolerating conflict,
focusing on ends not means, using an open-system focus, providing positive feedback,
and being an empowering leader. Important human resource variables include high
commitment to training and development, high job security, and encouraging individu-
als to be idea champions.

Describe techniques for stimulating innovation.

6.1 6.5
1. Contrast the calm waters and white-water rapids 8. Organizations typically have limits to how much
metaphors of change. change they can absorb. As a manager, what signs

2. Explain Lewins three-step model of the change process. Wwould you look for that might suggest that your

3. Describe how managers might change structure, tech- ~ °rganization has exceeded its capacity to change?
nology, and people. 9. Describe the structural, cultural, and human resources

4. Can a low-level employee be a change agent? Explain varlablgs that are necessary for innovation.
your answer. 10. Innovation requires allowing people to make

mistakes. However, being wrong too many times can
be disastrous to your career. Do you agree? Why or
why not? What are the implications for nurturing

5. Why do people resist change? How can resistance to
change be reduced?

ETHICS DILEMMA
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2. Choose an appropriate approach for managing the
resistance to chang this chapter, six strategies have
been suggested for dealing with resistance to change,,

Change Management education and communication, participation, facilitation
and support, negotiation, manipulation and co-optation,
and coercion. Review Exhibit 6-5 (p. 159) for the

Managers play an important role in organizational change. advantages and disadvantages and when it is best to use

That is, they often serve as a catalyst for the change,a change each approgch. ) .

agent. However, managers may find that change is resisted $y Puring the time the change is being implemented and
employees. After all, change represents ambiguity and uncer- after the change is completed, communicate with
tainty, or it threatens the status quo. How can this resistance to €mployees regarding what support you may be able to

change be effectively managed? Here are some suggéstions, Provide.Your employees need to know that you are
there to support them during change efforts. Be pre-

pared to offer the assistance that may be necessary to

1. Assess the climate for chan@ne major factor in why help them enact the change.
some changes succeed while others fail is the readiness
for change. Assessing the climate for change involves ) ) _
asking several questions. The more affirmative answefi¢ad through the following scenario. Write down some
you get, the more likely it is that change efforts will ~notes about how you would handle the situation described.
succeed. Here are some guiding questions: Be sure to refer to the three suggestions for managing

a. lIsthe sponsor of the change high enough in the resistance to change.

organization to have power to effectively deal with ) ) .
resistance? Youere the nursing supervisor at a community

hospital employing both emergency room and
floor nurses. Each of these teams of nurses tends
to work almost exclusively with others doing the
same job. In your professional reading, yousve
come across the concept of cross-training nurs-

b. Is senior management supportive of the change and
committed to it?

c. Do senior managers convey the need for change, and
is this feeling shared by others in the organization?

d. Do managers have a clear vision of how the future ing teams and giving them more varied responsi-
will look after the change? bilities, which in turn has been shown to improve

e. Are objective measures in place to evaluate the patient care while lowering costs. You call the
change effort, and have reward systems been explic- two team leaders, Sue and Scott, into your office
itly designed to reinforce them? to discuss your plan to have the nursing teams

f. Is the specific change effort consistent with other move to this approach. To your surprise, theysre
changes going on in the organization? both opposed to the idea. Sue says she and the

g. Are managers willing to sacrifice their personal self-  Other emergency room nurses feel theysre needed
interests for the good of the organization as a whole? in the ER, where they fill the most vital role in

h. Do managers pride themselves on closely monitoring the Eongal. 'Lh?y wortk slfemal hour; v(\;hend ft
changes and actions by competitors? needed, do whatever tasks are required, and often

_ . work in difficult and stressful circumstances.
I Are managers and employees rewarded for taking They think the floor nurses have relatively easy
risks, being innovative, and looking for new and

bett lutions? jobs for the pay they receive. Scott, leader of the
etier solutions: floor nurses team, tells you that his group

j. Is the organizational structure flexible? believes the ER nurses lack the special training
k. Does communication flow both down and up in the and extra experience that the floor nurses bring
organization? to the hospital. The floor nurses claim they have
l. Has the organization successfully implemented the heaviest responsibilities and do the most
changes in the past? exacting work. Because they have ongoing con-
m. Are employees satisfied with and do they trust tact with the patients and their families, they
management? believe they shouldnet be pulled away from vital

floor duties to help ER nurses complete their

n. Is a high degree of interaction and cooperation
g g P tasks. Now . . what would you do?

typical between organizational work units?
0. Are decisions made quickly and do they take into
account a wide variety of suggestions?
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Form teams of 3...4 people. Your team is responsible
for planning how to proceed with this change at your
accounting firm. What will need to be done to ensure

Itss expected that by 2011 almost every country around th@at this conversion goes as smoothly as possible? Use
world already will be using or in the process of changing tie following two topic areas to guide you in planning
International Financial Reporting Standards, also known akis change for your professional CPA staff: (1) using
IFRS® In the United States where Generally Accepted communication channels to engage and inform
Accounting Principles (GAAP) have been the standard foemployees, and (2) building needed skills and capabilities.
decades, the move to IFRS will involve significant changesome up with a change plan that addresses each of

at both accounting services firms and other business firmgese issues.

who must now adhere to the new standards.

Take responsibility for your own future career path. Steves and Marys recommended readings: C. S. Dawson,
Donet depend on your employer to provide you with Leading Culture Change: What Every CEO Needs to
career development and training opportunities. Right Know (Stanford University Press, 2010); C. Heath and
now, sign up for things that will help you enhance your D. Heath,Switch: How to Change When Change Is

skills,workshops, seminars, continuing education Hard (Broadway Books, 2010); T. Browfthange by
courses, etc. Design: How Design Thinking Transforms Organiza-
Pay attention to how you handle change. Try to figure  tions and Inspires CreativitfHarperBusiness, 2009);
out why you resist certain changes and not others. D. K. Murray, Borrowing Brilliance: The Six Steps to

Business Innovation by Building on the Ideas of Others
(Gotham, 2009); Malcolm GladweHRlink (Little,

Brown, 2005); Peter Senge et &8resenc€Doubleday,
2004); Tom PeterfRe-Imagine(Dorling Kindersely,

Pay attention to how others around you handle change.
When friends or family resist change, practice using
different approaches to managing this resistance to

change. _ . ) 2003); John P. Kotter and Dan S. CohiEme Heart of
When you find yourself experiencing dysfunctional Change(Harvard Business School Press, 2002);
stress, write down whats causing the stress, what stress \jaicolm Gladwell,The Tipping Poin{Back Bay
symptoms youere exhibiting, and how youere dealing Books, 2002); Tom KelleyThe Art of Innovation

with the stress. Keep this information in a journal and  (poupleday, 2001); and lan Morriséfe Second
evaluate how well your stress reducers are working and - cyrve(Ballantine Books, 1996).




CASE APPLICATION

€ New organizauonal culture revolved around Tour guidelines: TisK taking, | managementss eforts o change
accountability, speed, and customer-product focus. The problem was that GM-s bureaucratic culture.
GM had tried before to reinvent itself, with mixed success. *GMss past is
littered with the buzzwords of culture change. . . . It has struggled to impose cultural change across the highly
bureaucratic company in which brands, departments, and regions operated like self-governing and competing states
within a federation.Z But, GMes executives said, this time would be different. After all, there was the bankruptcy and
the selective elimination of entrenched leadership. Were things really changing, though? Despite his well-intentioned
plans, Henderson was fired by the board on December 1, 2009. Some felt he wasnet radical enough to change the
company. His replacement was the person appointed by the Obama administrationss car czar to oversee the
automakeres revival after bankruptcy, Ed Whitacre, the well-respected retired chairman and CEO of AT&T.

The challenges Whitacre faces in changing GMes «ploddingZ culture are vast. A recent meeting of the CEO
and other top executives illustrates why. The meeting was called to approve plans for a new generation of cars
and trucks. Before the executives could go through all the pictures, charts, and financial projections they had
prepared, Whitacre stopped them to ask why they were having the meeting in the first place. «Yeall have
checked all this out pretty thoroughly. | imagine youere not going to approve something thates bad or unprof-
itable, so why donet you make the final decisions?Z He let the plans stand and suggested that the group dis-
band its regular Friday sessions. And ites not just the top executives who did this. In the past, even minor
decisions were mulled over by committee after committee. Whitacress trying to change that. Pushing authority
and decision making down into GMes multilayered organization and slicing away at the bureaucracy are big
parts of the cultural changes Whitacre is attempting. Changing GMes entrenched corporate culture isnst going to
be easy, but it is necessary if GM is going to become the automotive icon it once was.

With the changes Whitacre initiated, GM achieved profitability in the first two quarters of 2010. As was his
intent all along, Whitacre stepped down as CEO in early August 2010 and was replaced by Daniel Akerson, a
member of the companyes board of directors.

Discussion Questions

1. How would you describe the organizational culture at GM? Why was decision making so
slow,+ploddingZ as one analyst described it?

2. Why do you think the previous CEOQOes (Mr. Henderson) attempts to change the organiza-
tional culture might have been lacking?

What changes is Mr. Whitacre making to the culture of GM?

What types of resistance is he likely to encounter? Using Exhibit 6-5, what would be the
best ways to address that resistance? Be specific.
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CASE APPLICATION
Stress Kills

know that too much stress can be bad for our health and well-being. That connection became even
ore painfully and tragically obvious at France Télécom. ™ Since early 2008, more than 40 people who
worked for the company committed suicide. The situation captured the attention of the worldwide

media, the public, and the French government because many of the suicides and more than a dozen failed sui-
cide attempts have been attributed to work-related problems. Although France has a higher suicide rate than any
other large Western country, this scenario is particularly troublesome. So much so, that the Paris prosecutorss
office opened an investigation of the company over accusations of psychological harassment. The judicial inquiry
stems from a complaint by the union Solidares Unitaires Démocratiques against France Télécomess former chief
executive and two members of his top management team. The complaint accused management of conducting a
+pathogenic restructuring.Z Excerpts of the inspectorss report, although its not public, have been published in the
French media. It describes a situation in which the company used various forms of psychological pressure in an
effort to eliminate 22,000 jobs from 2006 to 2008. Company doctors alerted management about the possible
psychological dangers of the stress that could accompany such drastic change. The spate of suicides has
highlighted a quirk at the heart of French society: Even with robust labor protection, workers see themselves as
profoundly insecure in the face of globalization, with many complaining about being pushed beyond their limits.Z
A company lawyer denied that France Télécom had systematically pressured employees to leave.

Company executives have realized that they need to take drastic measures to address the issue. One of the
first changes was a new CEO, Stéphane Richard, who said his priority swould be to rebuild the morale of staff
who have been through trauma, suffering and much worse.Z The company halted some workplace practices
identified as being particularly disruptive, like involuntary transfers, and began encouraging more supportive
practices, including working from home. A company spokesperson says the company has completed two of six
agreements with unions that cover a wide range of workplace issues such as mobility, work-life balance,
and stress.

Discussion Questions

1. What is your reaction to the situation described in this case? What factors, both inside
the company and externally, appear to have contributed to this situation?




Meet the Manager
Tiffany Eulinger

Area Manager
Buckle
Kansas City, MO

MY JOB:

| am an area manager for the Buckle, and | work with
medium and high-end fashion clothing products. | educate
and train my teammates in various ways to present the
product to the guest. At the Buckle, we have a free flow
merchandise plan that allows us to market and merchandise
the product in numerous ways. As a manager, | wear many
different hats that include merchandising, hiring,
interviewing, recruiting, training, and reviewing.

BEST PART OF MY JOB:

Fashion is always changing and evolving, which allows me
to always change with it. Also, the Buckle treats me like an
entrepreneur and allows me to make my own business
decisions. They provide the product and the location for me.
Plus, working in retail is fun. You are always interacting with
the guest and your own teammates. | have been fortunate
to see some of my management trainees move on and
become store managers. It is really rewarding to see people
grow with the company.



Describe the Explain the four Classify decisions Describe different Identify effective

eight steps in the ways managers and decision- decision-making decision-making
decision-making make decisions. making conditions. styles and discuss techniques.
process. page 182 page 185 how biases affect page 192
page 178 decision making.

page 190

WORST PART OF MY JOB:

There really is no bad part about working in retail. Sometimes the things you donst
find the most enjoyable are just part of the job. Finding the right people and
motivating them to always strive to do their best would be one thing that is a
struggle in the store.

As a store manager, it is my job to be at the top of my game at all times.
Sometimes other teammates need that motivation to get better, and they donst
always understand that they should be ready to work and make a difference the
moment they clock in.

BEST MANAGEMENT ADVICE EVER RECEIVED:

*You can recruit yourself out of any situation.Z This is the advice that always stays
with me because in retail, people are always changing and sometimes when
business isnet where you need it to be, you might want to take a good look at the
team. You just may have to hire new teammates who will help take your store to
the next level.

177



What Would You Do?

Decision-Making Process
LEARNING OUTCOME
It wg

decisions



"My sales reps need new computers!"

€ Memory and storage

€ Display quality

€ Battery life
€ Warranty

€ Carrying weight

HP ProBook
Sony VAIO
Lenovo IdeaPad
Apple Macbook

HP ProBook
Sony VAIO
Lenovo IdeaPad
Apple Macbook

Toshiba Satellite
Sony NW

Dell Inspiron

HP Pavilion

Toshiba Satellite
Sony NW

Dell Inspiron

HP Pavilion

Dell Inspiron

problem

decision
A choice among two or more alternatives

problem

An obstacle that makes it difficult to achieve a

desired goal or purpose



decision criteria




decision criteria
Criteria that define whates important or relevant
to resolving a problem
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rational decision making

ASSUMPTIONS OF RATIONALITY.

bounded rationality

rational decision making
Describes choices that are logical and
consistent and maximize value

satisfice

bounded rationality

Decision making thates rational, but limited
(bounded) by an individualss ability to process
information

satisfice
Accept solutions that are sgood enoughZ




escalation of commitment

intuitive decision making

Experience-based
decisions

Values or ethics- Affect-initiated
based decisions decisions

Subconscious
mental processing




evidence-based management
(EBMgt)

STRUCTURED PROBLEMS AND PROGRAMMED DECISIONS.

escalation of commitment intuitive decision making evidence-based management

An increased commitment to a previous Making decisions on the basis of experience, (EBMgt)

decision despite evidence it may have been feelings, and accumulated judgment The systematic use of the best available
Wiy evidence to improve management practice




structured problems

programmed decision

procedure

rule

policy

UNSTRUCTURED PROBLEMS AND NONPROGRAMMED DECISIONS.

unstructured problems

Nonprogrammed decisions



CERTAINTY.

RISK.

FUTURE VISION

certainty

risk

rtificial intelligence software will be Just as todayes computers allow yomedical kiosk, possibly at their neighborhood
vailable to approach problems theawegss information quickly from sources sudrugstore, and from answers that the patient

t®e human brain does, by trying to respreadsheets or search engines, most of thpnmtides, the computer will render a decision.
ognize patterns that underlie a complex geé afecisions that employees now do on tf&irjatarly many hiring decisions will be made
data2! Like people, this software will slearrétédikely to be delegated to a software progasaftware that is programmed to simulate the
pick out subtle patterns. In so doing, it witbbénstance, much of the diagnostic worksuoeessful decision processes used by recruiters
able to perform a number of decision-malkimg by doctors will be done by software. Patihteanagers. Welcome to the future of decision

tasks.

structured problems

Straightforward, familiar, and easily defined
problems

programmed decision

A repetitive decision that can be handled by a
routine approach

procedure
A series of sequential steps used to respond to a
well-structured problem

will describe their symptoms to a computemalkiang!

rule

An explicit statement that tells managers what
can or cannot be done

policy

A guideline for making decisions
unstructured problems

Problems that are new or unusual and for which
information is ambiguous or incomplete

nonprogrammed decisions
Unique and nonrecurring decisions that require
a custom-made solution

certainty

A situation in which a manager can make
accurate decisions because all outcomes are
known

risk

A situation in which the decision maker is able
to estimate the likelihood of certain outcomes




UNCERTAINTY.

uncertainty



As a business owner in Russia,
Mikhail D. Prokhorov has had to
make a lot of risky decisins.
Hess president of Onexim Group, a
company with businesses in
metal, gold, and real estate. And
hess worth an estimated $17.9
billion. He says, *Doing business in
Russia in the early 1990s was
cowboy territory with no sheriff.Z
Thates an interesting and probably
fairly accurate description of risk. And ites a good thing hess comfortable wit
risk because hess now made another risky decision, this time in the United Stat
Hess become an NBA league owner. As the new majority owner of the Ne
Jersey Nets, he says ¢l am real excited to take the worst team of the league ai
turn it into the best.Z The basketball-loving Russian billionaire hopes his late

decision is a slam dunk!

uncertainty

A situation in which a decision maker has
neither certainty nor reasonable probability
estimates available




linear thinking style

nonlinear thinking style

heuristics



Overconfidence

A

Hindsight Immediate Gratification
Self-serving Anchoring Effect

< D

linear thinking style nonlinear thinking style heuristics

Decision style characterized by a persones Decision style characterized by a persones Rules of thumb that managers use to simplify
preference for using external data and facts preference for internal sources of information decision making

and processing this information through rational, and processing this information with internal

logical thinking insights, feelings, and hunches




Types of Problems and Decisions

€ Well structured,programmed
€ Unstructured,nonprogrammed

Decision-Making Approach
€ Rationality
€ Bounded rationality
€ Intuition

Decision-Making Conditions

€ Certainty
€ Risk
€ Uncertainty

Y

Decision Makeres Style

€ Linear thinking style
€ Nonlinear thinking style
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What Would You Do?

Tiffany

Eulinger
Area Manager
Buckle

Kansas City, MO

| etes Get Real:

My Responseto A Manageres Dilemma, page 178

| believe that guest satisfaction and attendance are what will show
whether this was a *slam dunkZ decision. You wonst know in the first
year of the attraction whether it was a success because of all of the
hype leading up to the theme park. It will be the continued success
and attendance at the park that will prove it to be a great idea. lem sure
that when the final Harry Potter movie comes out in November 2010,
the park will see a surge in attendance and excitement.

Measuring attendance each year, as well as the cost to run and
maintain the park would be important. | would measure success based
on esalesZ like we do in retail. Usually a new store will start out great
because of advertising for the new store opening. It is the consistent
growth each year on top of the previous yeares sales that truly proves
whether the store was a ssuccess.Z
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LEARNING . . . . .
OUTCOME ‘ Identify effective decision-making techniques.

Managers can make effective decisions by understanding cultural differences in decision
making, knowing when its time to call it quits, using an effective decision-making process,
and building an organization that can spot the unexpected and quickly adapt to the changed
environment. An effective decision-making process (1) focuses on whatss important; (2) is
logical and consistent; (3) acknowledges both subjective and objective thinking and blends
both analytical and intuitive approaches; (4) requires only senoughZ information as is neces-
sary to resolve a problem; (5) encourages and guides gathering relevant information and
informed opinions; and (6) is straightforward, reliable, easy to use, and flexible. The five
habits of highly reliable organizations are (1) not being tricked by their successes; (2) defer-
ring to experts on the front line; (3) letting unexpected circumstances provide the solution;
(4) embracing complexity; and (5) anticipating, but also recognizing, limits.

7.1 7.5

196

1. Why is decision making often described as the essencé Would you call yourself a linear or nonlinear thinker? What
of a managerss job? are the decision-making implications of these labels? What

2. Describe the eight steps in the decision-making process. are the implications for choosing where you want to work?

3. Compare and contrast the four ways managers make 8. *As managers use computers and software tools more

decisions. often, theyell be able to make more rational decisions.Z
4. How might an organizations culture influence the way ~ DO You agree or disagree with this statement? Why?
managers make decisions? 9. How can managers blend the guidelines for making
5. Explain the two types of problems and decisions. effective decisions in todays world with the rationality
Contrast the three decision-making conditions. and bounded rationality models of decision making, or

o .
6. All of us bring biases to the decisions we make. What can they Explaln. .
would be the drawbacks of having biases? Could 10.1s there a difference between wrong decisions and bad

there be any advantages to having biases? Explain.  decisions? Why do good managers sometimes make

AT . - isions? isions?
What are the implications for managerial decision wrong decisions? Bad decisions? How can managers
making? improve their decision-making skills?

Company executive Peter Tamte relied on the advice of a

number of Fallujah veterans and calls the video game a
The 75 employees of Atomic Games worked nearly foursdocumentary-style reconstruction that will be so true
years creating a realistic video game called Six Days in to the original battle, gamers will almost feel what it
Fallujah, sweaving in real war footage and interviews  was like to fight in Fallujah in November 2004.Z What
with Marines who had fought ther&Rlow, relatives of do you think? What ethical issues do you see here?
dead Marines are angry. Said one mom whose son wasShould the company proceed with the gamess release?
killed by a sniper in Fallujah, By making it something Why or why not?
people play for fun, they are trivializing the battle.Z
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Learning to play a musical instrument or learning a
foreign language, for example, opens your mind to a
Creativity new challenge.

5. Seek a change of scenerfyeople are often creatures of
habit. Creative people force themselves out of their
Creativity is aframe of mind. You need to open your mind habits by changing their scenery, which may mean
to new ideas. Every individual has the ability to be creative, going into a quiet and serene area where you can be
but many people simply donst try to develop that ability. In  alone with your thoughts.
contemporary organizations, such people may have diffi-g_ Find several right answersin the discussion of
culty achieving success. Dynamic environments and mana- pounded rationality, we said that people seek solutions

gerial chaos require that managers look for new and that are good enough. Being creative means continuing
innovative ways to attain their goals as well as those of the (o |ook for other solutions even when you think you
organizatior?? have solved the problem. A better, more creative solu-

tion just might be found.

. Play your own devilss advocateChallenging yourself
to defend your solutions helps you to develop confidence
in your creative efforts. Second-guessing yourself may
also help you find more creative solutions.

. Believe in finding a workable solutionLike believing
in yourself, you also need to believe in your ideas.

If you donet think you can find a solution, you

probably wonst.

Brainstorm with others. Being creative is not a

1. Think of yourself as creative Although its a simple
suggestion, research shows that if you think you canst
be creative, you wonet be. Believing in yourself is the
first step in becoming more creative.

2. Pay attention to your intuition. Every individuals
subconscious mind works well. Sometimes answers
come to you when least expected. For example, when
you are about to go to sleep, your relaxed mind soms-
times whispers a solution to a problem youere facing”” i . S
Listen to that voice. In fact, most creative people solitary activity. Bouncing ideas off others creates a

keep a notepad near their bed and write down those synerglstlc_ effgct. _ ) _ .
great ideas when they occur. That way, they donet 10. Turn creative ideas into actionComing up with ideas
forget them. is only half the process. Once the ideas are generated,

they must be implemented. Keeping great ideas in your
mind or on paper that no one will read does little to
expand your creative abilities.

3. Move away from your comfort zone Every individual
has a comfort zone in which certainty exists. But cre-
ativity and the known often do not mix. To be creative,
you need to move away from the status quo and focus
your mind on something new.

WORKING TOGETHER
Team Exercise
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For one week, pay close attention to the decisions you
make and how you make them. Write a description of
five of those decisions using the steps in the decision-
making process as your guide. Also, describe whether
you relied on external or internal sources of information

to help you make the decision and whether you think
you were more linear or nonlinear in how you processed
that information.

When you feel you havenst made a good decision,
assess how you could have made a better decision.

Find two examples of a procedure, a rule, and a policy.
Bring a description of these examples to class and be
prepared to share them.

Write a procedure, a rule, and a policy for your instructor
to use in your class. Be sure that each one is clear and
understandable. And be sure to explain how it fits the
characteristics of being a procedure, a rule, or a policy.

Steves and Maryss suggested readings: Noel M. Tichy
and Warren G. Bennigudgment: How Winning

Leaders Make Great Cal(®ortfolio, 2007); Gerd
GigerenzerGut Feelings: The Intelligence of the Uncon-
scious(Viking, 2007); Stephen P. Robbiri3ecide &
Conquer: Make Winning Decisions and Take Control

of Your Life(Financial Times Press, 2004); and John S.
Hammond, Ralph L. Keeney, and Howard Raifmart
Choices: A Practical Guide to Making Better Decisions
(Harvard Business School Press, 1999).

Do a Web search on the phrase 101 dumbest
moments in business.Z Get the most current version of
this end-of-year list. Pick three of the examples and
describe what happened. Whatss your reaction to the
example? How could the managers have made better
decisions?

In your own words, write down three things you learned




CHAPTER 7 MANAGERS AS DECISION MAKERS 199

The Curtain Falls

tes been called one of sthe entertainment industryss biggest pro-

gramming debacles.Z* Jay Leno moved from host of the «Tonight

ShowZ to his own talk show, sThe Jay Leno Show,Z which aired at
the 10 p.m. weeknight time slot. Conan O<Brien was brought on as
Lenoss replacement on the «Tonight Show,Z which has always aired
after the local news.

The Jay Leno...Conan O+Brien fiasco started with a decision by

NBC executives to save some money by giving Leno one of the old-
«The Tonight ShowZ host Jay Leno
(right) interviews his replacement
stage, guests, and in-show ads. But that decision was also a radical experi- | Conan O<Brien during Lenoes final
taping as host of the show before he
began his own primetime talk show,
time on a major broadcast network. This format was cheaper to produce for | an NBC management decision to cut
costs and dubbed as one of sthe
entertainment industryes biggest pro-
ally broadcast during that time period. Jeff Gaspin, chairman of television gramming debacles.Z

est formats in TV programming: a comedy-variety show with a comedian, a

ment based on a single show airing every single weeknight during prime

an entire week than 60 minutes of the pricey scripted dramas that are usu-

entertainment at NBC Universal, said, I donet think itss wrong to take
chances. ... Sometimes they work. Sometimes they donet.Z And this decision wasnst working.

It all started to unravel when ratings for Lenoes talk show were low and continued to sink. One media analyst
said, *Nobodyss happy,the talent isnet happy, the advertisers arenst happy, and the audience isnet happy.Z
Local network affiliates that rely on that 10 p.m. slot to lead people into the late local news rebelled. Those
affiliates threatened to preempt Lenoes show with other programming. But that wasnst NBCes only problem.
OeBrienes *Tonight ShowZ also was doing poorly in its time slot, losing resoundingly to sLate Show with David
LettermanZ on CBS for the first time in 15 years.

NBC executives continued to struggle with decision making. It took nearly two weeks of a very public
spectacle for them to craft a solution in which Leno returned to his gig at the <Tonight ShowZ and OeBrien left
with a $40 million agreement to walk away from «his dream job.Z And so the curtain closes on a story NBC
executives wish had never been written.

Discussion Questions

1. Would you characterize television programming decisions as structured or unstructured?










Meet the Manager
Chuck Pick

President
Chuckes Parking Service, Inc.
Sherman Oaks, CA

MY JOB:

lsm the president and owner of Chuckes Parking
Service, Inc. We are a full-service valet parking and
transportation company that provides both valet parking
and shuttle services for commercial locations and
important events in Los Angeles and the surrounding
area. | am personally involved in every facet of the
company and its operations.

BEST PART OF MY JOB:

My greatest satisfaction comes from meeting a new

client with a particularly challenging parking situation,
designing and implementing a sound operational plan,

and seeing my talented management team and employees
execute every detail exactly as planned. Ites a thrill to

work with some of the most important people and events
in the world, from standing U.S. presidents to the
Academy Awards.



Define the Classify the types of Compare and contrast Discuss contemporary

nature and goals organizations approaches to goal issues in planning.
purposes of might have and setting and planning. page 212
planning. the plans they use. page 208

page 204 page 205

WORST PART OF MY JOB:

As the owner of a service industry business, there is no downtime. We are
working when most people are not (weekends, evenings, and holidays). Although
I surround myself with competent managers and supervisors, ites impossible

to ever completely clear my mind of the business. Late-night calls regarding
damages or other unforeseen problems are especially unpleasant.

BEST MANAGEMENT ADVICE EVER RECEIVED:

You canet cheat on service! Either provide a great service or donst provide a
service at all. Avoid the temptation of cutting service to fit a clientes budget and
donet lower your standards to the level of your competition. | constantly tell
myself that you canst do every event.

203



What Would You Do?

What and Why of Planning

LEARNING OUTCOME

planning



Goals

Goals (objectives)

Plans

planning goals (objectives) plans
Defining the organizationes goals, establishing Desired outcomes or targets
strategies for achieving those goals, and

developing plans to integrate and coordinate

Documents that outline how goals are going to
be met

work activities




stated goals

real goals



Breadth

Frequency of Use

Strategic plans

operational plans

long-term plans
plans

Specific plans

stated goals

Official statements of what an organization says,
and what it wants its various stakeholders to
believe, its goals are

real goals

Goals that an organization actually pursues, as
defined by the actions of its members
strategic plans

Plans that apply to the entire organization and
establish the organizationes overall goals

Short-term

Directional plans

operational plans

Plans that encompass a particular operational
area of the organization

long-term plans

Plans with a time frame beyond three years

short-term plans

Plans covering one year or less

specific plans
Plans that are clearly defined and leave
no room for interpretation

directional plans

Plans that are flexible and set out general
guidelines




Jeff Bezos, founder and CEO of

Amazon.com, understands the

importance of goals and plans.

As a leader, he exudes energy,

enthusiasm, and dri¥élees fun

loving (his legendary laugh has

been described as a flock of

Canadian geese on nitrous oxide)

but has pursued his vision for

Amazon with serious intensity

and has demonstrated an ability
to inspire his employees through the ups and downs of a rapidly growing
company. When Bezos founded the company as on online bookstore, his goal
was to be the leader in online retailing. Now fifteen years later, Amazon i@&lﬂékly
becoming the worldss general store, selling not only books, CDs, and DVDs, but
LEGOs, power drills, and Jackalope Buck taxidermy mounts, to name a few of the
thousands of products you can buy.

traditional goal setting

single-use plan

standing



Top
Managementes
Objective

Individual
Employeees Objective

objectives (MBO)

single-use plan
A one-time plan specifically designed to meet
the needs of a unique situation

standing plans
Ongoing plans that provide guidance for
activities performed repeatedly

traditional goal setting

An approach to setting goals in which top
managers set goals that then flow down through
the organization and become subgoals for each
organizational area

means-ends chain

management by

means-ends chain

An integrated network of goals in which the
accomplishment of goals at one level serves as
the means for achieving the goals, or ends, at
the next level

management by objectives (MBO)
A process of setting mutually agreed-upon
goals and using those goals to evaluate
employee performance




CHARACTERISTICS OF WELL-WRITTEN GOALS.

STEPS IN GOAL SETTING.

mission

ah dh dh b dh




CONTINGENCY FACTORS IN PLANNING.

commitment
concept

Strategic
Planning

mission commitment concept

The purpose of an organization Plans should extend far enough to meet those
commitments made when the plans were
developed




formal planning department



formal planning department

A group of planning specialists whose sole
responsibility is helping to write organizational
plans




environmental

scanning
competitor intelligence

environmental scanning competitor intelligence

Screening information to detect emerging Gathering information about competitors that

trends allows managers to anticipate competitorse
actions rather than merely react to them




etes Get Real:

My ReSpOnSG to A Manageres Dilemma, page 204

A crisis the magnitude of the Haitian earthquake requires a global
response, which is exactly what happened. The timing of the disaster
on a holiday weekend was unfortunate, but no one can fault the her-
culean efforts of the WFP in their response to the crisis. In the shadow
of Hurricane Katrina, agencies such as the WFP were intensely scruti-
nized and obviously had fairly well laid out action plans for disasters
such as this. That being said, ho amount of planning can prepare for
the devastation that the relief teams found in Haiti.

Getting the military involved from the outset was a key factor.
They are at a constant state of readiness and are trained first respon-
ders. The military command should take control of damage assess-
ment, procuring local equipment, and mobilizing shipments of
additional equipment necessary to get runways repaired and open
and seaports in working order. The WFP should immediately take the
lead and begin centralizing food and relief supplies from the myriad
of relief agencies across the country and begin scheduling shipments
accordingly.

In general, the actual relief operation was impressive and efficient
and argues well for the effectiveness of good planning.

What Would You Do?

Chuck Pick

President
Chuckes Parking
Service, Inc.
Sherman Oaks, CA
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REVIEW AND DISCUSSION QUESTIONS

ETHICS DILEMMA

because of an HIN1 outbreak there. Neither of their chil- it ethical for a company to protect its own employees at the
dren had flu symptoms, nor did the employees. Now expense of public protection? What would you do in this
theyere out of paid sick day leaves and are losing pay. At situation?

You can be more effective at setting goals if you use the
following eight suggestions.

Goal Setting 1. Identify an employeess key job tagksal setting begins
by defining what it is that you want your employees to

accomplish. The best source for this information is each
Employees should have a clear understanding of what employeess job description.
theysre attempting to accomplish. In addition, managers 2. Establish specific and challenging goals for each key
have the responsibility for seeing that this is done by help-  task.Identify the level of performance expected of each
ing employees set work goals. Setting goals is a skill every employee. Specify the target toward which the
manager needs to develop. employee is working.
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3. Specify the deadlines for each gdailitting deadlines 7. Build in feedback mechanisms to assess goal
on each goal reduces ambiguity. Deadlines, however,  progressFeedback lets employees know whether

should not be set arbitrarily. Rather, they need to be their level of effort is sufficient to attain the goal.
realistic given the tasks to be completed. Feedback should be both self-generated and supervi-
4. Allow the employee to actively participatéhen sor generated. In either case, feedback should be

employees participate in goal setting, theysre more likely ~frequent and recurring.

to accept the goals. However, it must be sincere particifga- Link rewards to goal attainmenitss natural for
tion. That is, employees must perceive that you are truly employees to ask, *Whatss in it for me?Z Linking
seeking their input, not just going through the motions. rewards to the achievement of goals will help

5. Prioritize goalsWhen you give someone more than answer that question.
one goal, its important for you to rank the goals in
order of importance. The purpose of prioritizing is to
encourage the employee to take action and expend 1. Where do you want to be in five years? Do you have
effort on each goal in proportion to its importance. specific five-year goals? Establish three goals you want
6. Rate goals for difficulty and importand@oal setting to achieve in five years. Make sure these goals are spe-
should not encourage people to choose easy goals. cific, challenging, and measurable.
Instead, goals should be rated for their difficulty and 2. Set personal and academic goals you want to achieve by
importance. When goals are rated, individuals can be the end of this college term. Prioritize and rate them for
given credit for trying difficult goals, even if they donst  difficulty.
fully achieve them.

to the four-day systef.Suppose that you are employed by
a school district in San Antonio, Texas, that is going to
move to a four-day week by the start of the next school
Form small grOUpS of three to four individuals and read year_ What type Of p|anning W0u|d need to be done as your
through the following scenario. Complete the work thatss school district embarked on this process? Identify three or
called for. Be sure that your goals are well designed and four primary goals for accomplishing this action. Then,
that your plans are descriptive. describe what plans would be needed to ensure that those
goals are met.

Facing dire budget predictions, many school districts are
moving to a four-day week. Of nearly 15,000-plus districts
nationwide, more than 100 in at least 17 states have moved

Practice setting goals for various aspects of your per-  youd like to live. Start by doing some research on per-
sonal life such as academics, career preparation, family, sonal mission statements. There are some wonderful
hobbies, and so forth. Set at least two short-term goals Web resources that can guide you. Good luck!

and at least two long-term goals for each area. Interview three managers about the types of planning
For these goals that you have set, write out plans for they do. Ask them for suggestions on how to be a better
achieving those goals. Think in terms of what you will planner. Write a report describing and comparing your
have to do to accomplish each. For instance, if one of  findings.

your academic g_oals is to improve your gra_de-point Choose two companies, preferably in different

average, what will you have to do to reach it? industries. Research the companiess Web sites and

Write a personal mission statement. Although this may find examples of goals that they have stated.
sound simple to do, itss not going to be simple or easy. (Hint: A companyss annual report is often a good
Our hope is that it will be something that youell wantto  place to start.) Evaluate these goals. Are they
keep, use, and revise when necessary, and that it will  well-written? Rewrite those that donst exhibit the
help you be the person youd like to be and live the life  characteristics of well-written goals so that they do.
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Stevess and Maryss suggested readings: Atul Gawande, In your own words, write down three things you learned

The Checklist Manifesto: How to Get Things Right in this chapter about being a good manager.
(Metropolitan Books, 2009); Peter F. Drucker, Self-knowledge can be a powerful learning tool.
Mar!agement: Tasks, Responsibilities, Prac_t(dtdi_srper Go to mymanagementlab.com and complete these
Business, 1974); Peter F. Druckene Executive in self-assessment exercises: Whats My Attitude Toward
Action; Managing for Resuli@arper Business, 1967);  Achievement? What Are My Course Performance

and Peter F. DruckeThe Practice of Management Goals? What Time of Day Am | Most Productive? and
(HarperCollins, 1954). How Good Am | at Personal Planning? Using the results
What does it take to be a good planner? Do some of your assessments, identify personal strengths and

research on this issue. As part of your research, talk to weaknesses. What will you do to reinforce your
professors and other professionals. Make a bulleted list strengths and improve your weaknesses?
of suggestions. Be sure to cite your sources.

CASE APPLICATION

s volcano has a funny name, Eyjafjallajokull,but its impact
was not so funny to global businesses, both large and small. 38
When it erupted on April 14, 2010, the plume of volcanic ash
that spread across thousands of miles disrupted air travel and
global commerce for a number of days.

As thousands of flights were canceled across Europe, tens of
thousands of air travelers couldnet get to their destination. For
example, Marthin De Beer, vice president of emerging technolo-
gies at Cisco Systems, was headed to Oslo to discuss the final
aspects of its acquisition of Tandberg, a Norwegian teleconfer-

encing company. However, when his flight was canceled, he and
A flight information screen at an air-

) ] ) port outside of Paris lists commercial
equipment to hold a virtual press conference. Other businesses airline cancellations in cities across

werenst as lucky, especially those with high-value, highly perishable northern Europe as a result of the
drifting plume of ash that spread

products such as berries, fresh fish and flowers, and medicines and thousands of miles from the Icelandic

Tandberges CEO, Fredrik Halvorsen, used their merged companiese

pharmaceuticals. African farmers, European fresh-produce importers, volcano eruption, disrupting air
travel and global commerce.

and flower traders from Kenya to the Netherlands found their busi-

nesses threatened by the air traffic shutdown. Even manufacturers were

affected. For instance, BMW had to scale back work hours and had even prepared for possibly shutting down
production at its Spartanburg, South Carolina, plant because it depended on trans-Atlantic flights to bring
transmissions and other components from German factories by air. A spokesperson at another automobile
company, Mercedes-Benz, said, *There has been disruption in our parts supply. We expect that there may be
shortages of some parts or delays in some instances.Z
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Discussion Questions
1. Could a company even plan for this type of situation? If yes, how? If not, why not?

2. Would goals be useful in this type of situation? What types of goals might a manufacturing
company like BMW have in such a situation? How about a global airline? How about a
small flower grower in Kenya?

What types of plans could companies use in this type of situation? Explain why you think
these plans would be important.

What lessons about planning can managers learn from this crisis?

CASE APPLICATION
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Discussion Questions

1. What role do you think goals would play in planning for the wise use of this gift? List some
goals you think might be important. (Make sure these goals have the characteristics of
well-written goals.)

2. What types of plans would be needed in wisely using this gift? (For instance, long-term
or short-term, or both?) Explain why you think these plans would be important.

3. What contingency factors might affect the planning Habitat executives have to do for the
wise use of this gift? How might those contingency factors affect the planning?

4. What planning challenges do you think Habitat executives face with getting the most use
out of this gift? How should they cope with those challenges?




9hapter

L etes Get Real:

Sid Gokhale

MY JOB:

BEST PART OF MY JOB:




Strateqic
Management

Define strategi Describe the ribe competitive Discuss curre

Cog L three types of o

WORST PART OF MY JOB:

BEST MANAGEMENT ADVICE EVER RECEIVED:
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What Would You Do?

tegiC Management
LEARNING OUTCOME
ot



Strategic management

strategies

business model

strategic management strategies business model

What managers do to develop the The plans for how the organization will do what How a company is going to make money
organizationes strategies ites in business to do, how it will compete
successfully, and how it will attract and satisfy its

customers in order to achieve its goals




strategic management process

Formulate Implement Evaluate

Strategies Strategies Results




mission

Opportunities threats

strategic management process opportunities

A six-step process that encompasses strategic Positive trends in the external environment
planning, implementation, and evaluation threats

mission Negative trends in the external environment

A statement of an organizationes purpose




resources

capabilities

core competencies

strengths Weaknesses

SWOT analysis

corporate strategy



Research and Manufacturing Marketing Human Finance
Development Resources

GROWTH.

resources

An organizationes assets that are used to
develop, manufacture, and deliver products to
its customers

capabilities

An organizationes skills and abilities in doing
the work activities needed in its business

core competencies
The organizationss major value-creating capa-
bilities that determine its competitive weapons

growth strategy

strengths
Any activities the organization does well or any
unique resources that it has

weaknesses
Activities the organization does not do well or
resources it needs but does not possess

SWOT analysis

An analysis of the organizationes strengths,
weaknesses, opportunities, and threats

corporate strategy

An organizational strategy that determines what
businesses a company is in or wants to be in,
and what it wants to do with those businesses

growth strategy

A corporate strategy thates used when an
organization wants to expand the number of
markets served or products offered, either
through its current business(es) or through
new business(es)




Shess the first African American

woman to lead Bortune500

compand? Ursula Burns, who

joined Xerox as a summer engi-

neering intern more than 30 years

ago, has a reputation for being

bold. As a mechanical engineer,

she got noticed at Xerox because

she wasnet afraid to speak up

bluntly in a culture thates known

more for being polite, courteous,
and discreet than for being outspoken. But that bold approach is serving Burns
well in a challenging environment. Just weeks after taking over as CEO, she
announced the biggest deal in the firmes history,a $6.4 hillion acquisition of
Affiliated Computer Services, an outsourcing firm that most people had never
heard of. Although the action was criticized, Burns recognized that Xerox needed
dramatic action. Her challenge at Xerox is crafting strategies that will help it
prosper and be an industry leader in a digital age where change is continual.

STABILITY.

RENEWAL.

renewal strategies

BCG matrix

stability strategy



Y

Competitive

competitive strategy

stability strategy
A corporate strategy in which an organization
continues to do what it is currently doing

renewal strategy
A corporate strategy designed to address
declining performance

strategic business units (SBUS)

BCG matrix

A strategy tool that guides resource allocation
decisions on the basis of market share and
growth rate of SBUs

competitive strategy
An organizational strategy for how an
organization will compete in its business(es)

strategic business unit (SBU)
The single independent businesses of an
organization that formulate their own
competitive strategies




competitive
advantage

QUALITY AS A COMPETITIVE ADVANTAGE.

SUSTAINING COMPETITIVE ADVANTAGE.



Intensity of
Rivalry Among

Current
Competitors

FIVE FORCES MODEL.

competitive advantage
What sets an organization apart; its distinctive
edge
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leadership

strategic

Establishing appropriately
balanced organizational controls

Emphasizing ethical
organizational decisions
and practices

Reframing prevailing views
by asking penetrating questions
and questioning assumptions

EFFECTIVE
STRATEGIC
LEADERSHIP

Creating and maintaining
organizational relationships

functional strategy

The strategies used by an organizationes various
functional departments to support the
competitive strategy

strategic leadership

The ability to anticipate, envision, maintain
flexibility, think strategically, and work with others
in the organization to initiate changes that will
create a viable and valuable future for the
organization




strategic flexibility
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e-BUSINESS STRATEGIES.

CUSTOMER SERVICE STRATEGIES.

strategic flexibility

The ability to recognize major external changes,
to quickly commit resources, and to recognize
when a strategic decision was a mistake




INNOVATION STRATEGIES.

first mover

first mover

An organization thates first to bring a product
innovation to the market or to use a new
process innovation




etes Get Real:

My ReSpOnse to A Manageres Dilemma, page 224

We need to get our strategic leaders together to analyze our SWOT to
see how we can leverage ourselves in this marketplace. Since we
donet have experience with iPhones, we need to gain expertise in that
area,the technical area, perhaps tapping into our current global
technological network. Action steps include:

€ Forming a focus group of our core users to see how they would use

the iPhone (if at all)

€ Do our current customers (teens) use iPhones and how can we
retain their loyalty in the future?

Examining how other companies are bringing games/applications

to the iPhone

Testing games with heavy iPhone users to see what appeals to

them

€ Are iPhone users looking for convenience and are they in the
working environment?

What Would You Do?

Sid Gokhale
President

Dowden Custom Media
Montvale, NJ
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CHAPTER 9 STRATEGIC MANAGEMENT

LEARNING
OUTCOME

Managers face three current strategic management issues: strategic leadership, strate-
gic flexibility, and important types of strategies for todays environment. Strategic
leadership is the ability to anticipate, envision, maintain flexibility, think strategically,
and work with others in the organization to initiate changes that will create a viable
and valuable future for the organization and includes eight key dimensions. Strategic
flexibility,that is, the ability to recognize major external environmental changes, to
quickly commit resources, and to recognize when a strategic decision isnet working,,
is important because managers often face highly uncertain environments. Managers
can use e-business strategies to reduce costs, to differentiate their firmes products
and services, to target (focus on) specific customer groups, or to lower costs by stan-
dardizing certain office functions. Another important e-business strategy is the clicks-
and-bricks strategy, which combines online and traditional stand-alone locations.
Strategies managers can use to become more customer oriented include giving cus-
tomers what they want, communicating effectively with them, and having a culture
that emphasizes customer service. Strategies managers can use to become more
innovative include deciding their organizationss innovation emphasis (basic scientific
research, product development, or process development) and its innovation timing
(first mover or follower).

Discuss current strategic management issues.

REVIEW AND DISCUSSION QUESTIONS

of an organizationss internal and external environ- . pescribe e-
ments? Why or why not? strategies.
6. Describe the three major types of corporate strategies

and how the BCG matrix is used to manage those

corporate strategies.
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*Nearly two weeks after the largest killer whale in captivity whale can bring almost $10 million on the open market, and
killed one of its trainers, SeaWorld Parks and Entertainmerntears of preparation are necessary for an orca to perform in
is still wrestling with the dilemma of what to do with its a show.2 What do you think? What ethical dilemmas are
most prized asset.Z Orcas are big business. As the headlirievolved with this strategic decision about a valuable orga-
acts at SeaWorld parks in Orlando, San Diego, and San Amizational asset? What factors would influence the deci-
tonio, they draw a combined 12.2 million visitors annually. sion? (Think in terms of the various stakeholders who

And the animals represent a huge investment. «A killer might be affected by this decision.)

Describe the difficulties you may encounter in this stage

as well as how much you believe activities in this stage

will cost. Provide an explanation of what decisions (e.g.,
Business Planning make or buy?) you will face and what you intend to do.

5. Describe how youell market your product or service.
What is your selling strategy? How do you intend to

An important step in starting a business or in determining a  "€&ch your customers? In this section, you-ll want to
new strategic direction is preparing a business {SIbiot describe your product or service in terms of your
only does the business plan aid in thinking about what to do Competitive advantage and demonstrate how yousll

and how to do it but it can be a sound basis from whichto ~ €Xploit your competitorss weaknesses. In addition to
obtain funding and resources. the market analysis, youell also want to provide sales

forecasts in terms of the size of the market, how much
of the market you can realistically capture, and how
youell price your product or service.

Put together your financial statementsWhatss your
bottom line? Investors want to know this information.
In the financial section, youell need to provide pro-
jected profit-and-loss statements (income statements)
for approximately three to five years. Youell also need
to include a cash flow analysis as well as the com-
panyss projected balance sheets. In the financial
section, you should also give thought to how much
start-up costs will be as well as to developing a finan-
cial strategy,how you intend to use funds received
from a financial institution and how youell control and
monitor the financial well-being of the company.
Provide an overview of the organization and its
management.ldentify the key executives, summariz-
ing their education, experience, and any relevant quali-
fications. Identify their positions in the organization
and their job roles. Explain how much salary they
intend to earn initially. Identify others who may assist
the organizations management (e.g., company lawyer,
accountant, board of directors). This section should

1. Describe your companyes background and purpose.
Provide the history of the company. Briefly describe
the companyss history and what this company does
thatess unique. Describe what your product or service
will be, how you intend to market it, and what you
need to bring your product or service to the market.

2. ldentify your short- and long-term goalsWhat is your
intended goal for this organization? Clearly, for a new
company three broad objectives are relevant: creation,
survival, and profitability. Specific objectives can in-
clude such things as sales, market share, product quality,
employee morale, and social responsibility. Identify how
you plan to achieve each objective, how you intend to
determine whether you met the objective, and when y0u7'
intend the objective to be met (e.g., short or long term).

3. Do a thorough market analysisYou need to convince
readers that you understand what you are doing, what
your market is, and what competitive pressures youell
face. In this analysis, youell need to describe the overall
market trends, the specific market you intend to com-
pete in, and who the competitors are. In essence, in this . . 4 .

i ; also include, if relevant, a section on how you intend
section youell perform your SWOT analysis. . :
. _ to deal with employees. For example, how will em-
4. Describe your development and production empha- ployees be paid, what benefits will be offered, and how

sis.Explain how youere going to produce your product will employee performance be assessed?
or service. Include time frames from start to finish.
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8. Describe the legal form of the businesklentify the if the executive summary is poorly done, readers may
legal form of the business. For example, is it a sole pro-  not read any further. In a two- to three-page summary,
prietor, a partnership, a corporation? Depending on the  highlight information about the company, its manage-
legal form, you may need to provide information regard-  ment, its market and competition, the funds requested,
ing equity positions, shares of stock issued, and the like. how the funds will be used, financial history (if avail-

9. Identify the critical risks and contingencies facing able), financial projections, and when investors can
the organization. In this section youell want to identify expect to get their money back (called the exit). Next
what youell do if problems arise. For instance, if you come the main sections of your business plan; that is,
donst meet sales forecasts, what then? Similar re- the material yousve researched and written about in
sponses to such questions as problems with suppliers, steps 1 through 9. Close out the business plan with a
inability to hire qualified employees, poor-quality section that summarizes the highlights of what yousve
products, and so on should be addressed. Readers want just presented. Finally, if you have charts, exhibits, pho-
to see if yousve anticipated potential problems and if tographs, tables, and the like, you might want to include

you have contingency plans. This is the what-if section. ~an appendix in the back of the business plan. If you do,

10. Put the business plan togethetsing the information remember to cross-reference this material to the relevant
yousve gathered from the previous nine steps, its now ~ S€ction of the report.
time to put the business plan together into a well-

organized document. A business plan should contain a . )
cover page that shows the company name, address, c¥p¥ have a great idea for a business and need to create a

tact person, and numbers at which the individual can K4!Siness plan to present to a bank. Choose one of the fol-
reached. The cover page should also contain the date!ff¢ng products or services and draft the part of your plan
business was established and, if one exists, the comp#tt describes how you will price and market it (see step 5).
logo. The next page of the business plan should be a 1. Haircuts at home (you make house calls)

table of contents. Here youll want to list and identify o Olympic snowboarding computer game
the location of each major section and subsection in tt}je

. . . Online apartment rental listing
business plan. Remember to use proper outlining tech- ) i
niques. Next comes the executive summary, the first 4 Voice-activated house alarm
section the readers will actually read. Thus, its one of Now choose a different product or service from the list and
the more critical elements of the business plan, becauitentify critical risks and contingencies (see step 9).

WORKING TOGETHER
Team Exercise

MY TURN TO BE A MANAGER
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Donst(Warner Business Books, 2003); Jim Collins,
Good to Great: Why Some Companies Make the Leap. ..
and Others Dong¢Harper Business, 2001); Michael E.
Porter,On Competitior{(Harvard Business School

Press, 1998); James C. Collins and Jerry |. PdBiai,

to Last: Successful Habits of Visionary Companies
(Harper Business, 1994); and Gary Hamel and C. K.
PrahaladCompeting for the FuturéHarvard Business
School Press, 1994).

Customer service, e-business, and innovation strategies
are particularly important to managers today. We
described in the chapter specific ways that companies
can pursue these strategies. Your task is to pick
customer service, e-business, or innovation and find
one example for each of the specific approaches in that

CASE APPLICATION

category. For instance, if you choose customer service,
find an example of (a) giving customers what they
want, (b) communicating effectively with them, and

(c) providing employees with customer service training.
Write a report describing your examples.

In your own words, write down three things you learned
in this chapter about being a good manager.

Self-knowledge can be a powerful learning tool. Go to
mymanagementlab.com and complete these self-
assessment exercises: How Well Do | Handle Ambiguity?
How Creative Am 1? How Well Do | Respond to
Turbulent Change? Using the results of your assessments,
identify personal strengths and weaknesses. What will
you do to reinforce your strengths and improve your
weaknesses?
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One important component to her success is her savvy awareness of the power of digital media and her
exceptional ability to exploit it. *Her persona is built for the online generation.Z Even though much of Gagass
audience has got her music online legally for free, sbeing embedded on the Web can pay dividends in expo-
sure and the loyalty of fans.Z Gaga keeps her Little Monsters engaged with personal musings and real-time
thank-yous.

Another important aspect to Gagass success is whates called in the music business the 360-degree deal.
The major upheaval in the music industry over the last decade led major record companies to look for ways to
replace declining revenues. In a 360-degree deal, a label invests more money upfront,on marketing, for
example,but in return, gets a piece of merchandise sales, touring revenue, and other earnings artists usually
kept for themselves. This arrangement has been wildly successful for Gaga.

Finally, Gagass persona has been a calculated strategy. *Gagass allure is that of a misfit run amok in the
system, a role that has helped her cut across disparate subcultures, including teens, finicky hipsters and gays.Z
Her look isnet considered shocking like it was say, for instance, when rockers Alice Cooper or Gene Simmons
first appeared. Itss unique and keeps her audiences eager to see what her next image might be.

Gaga is determined to not be a niche artist. However, her *now-trendy sound wonet last forever.Z Her ability
to remain a music industry mainstay will depend on her ability to evolve.

Discussion Questions
1. How is strategic management illustrated by this case story?

2. How might SWOT analysis be helpful to Lady Gaga as she and her advisors manage her
career?

3. What competitive advantage do you think Lady Gaga is pursuing? How is she exploiting
that competitive advantage?

Do you think Lady Gagass success is due to external or internal factors or both? Explain.

What strategic implications does the suggestion that her ability to remain a music industry
mainstay depends on her ability to evolve have?

CASE APPLICATION

Faded Signal

s the worldes biggest maker of mobile phones, Nokia, the Finnish company, i owerhouse in Europe,
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was that its models were based on a European communications standard called GSM when roughly half the
United States market used the CDMA (code division multiple access) format. One former Nokia executive said,
*Nokia, at the height of its success, decided not to adapt its phones for the U.S. market. That was a mistake
and theyere still trying to recover from this.Z An executive at a North American network operator said, *The
attitude at Nokia was basically: Here is a phone. Do you want it? Nokia wouldnet play by the rules here, and they
have paid a price.Z That arrogant attitude and the global economic slowdown have continued to hurt the
companyes sales and earnings.

Meanwhile, Nokia set up liaison offices in Atlanta, Dallas, Seattle, and Parsippany, New Jersey, cities
where the top American operators have big business units. And it has recently revamped its U.S. operations to
collaborate more closely with those major operators. For example, AT&T has begun billing its customers who
use Nokia services, keeping those customers from receiving a second bill from Nokia. Best Buy began carrying
a Nokia netbook, which is a model for its new collaborative strategy. Nokia also forged a deal with Qualcomm,
the largest maker of mobile phone chips for CDMA devices in the United States. It also struck a deal with
Microsoft to design Windows Office Mobile software applications for phones that use Nokiass Symbian operating
system. Despite these efforts, however, some industry executives remain unimpressed. One analyst said, *They
claim they get it and understand the U.S. market. But the execution still is not there.Z Mark Louison, president
of Nokiass North American unit, who has a seat on Nokiass global management board, said, *In the past, we had
a one-size-fits-all mentality that worked well on a global basis but did not help us in this market. That has
changed now.Z The company recognized that its former strategy had not worked in North America and began
trying to lay the groundwork for long-term success. Louison says, *Everything you see us doing is to build the
broad set of capabilities to take us broader and deeper into the U.S. market.Z

Discussion Questions

1. What strategic mistakes did Nokia make in the U.S. market?

2. Why do you think a ssmartZ company makes «dumbZ mistakes?

3. What strategies is Nokia using to revitalize its North American business?
4

How could Nokia have done better at using strategic management? What does this case
story tell you about strategic management?






anagers in baseball team front offices have discovered certain

factors dictate whether they can charge more for tickets,,

namely, weather reports, winning streaks, and a big factor:
pitching matchups. ! The San Francisco Giants are the first Major League
Baseball team to try and ride these shifts in demand by repricing tickets
daily, a technique known as dynamic pricing. How well does it work? In
2009, the Giants were able to earn an extra $500,000 in revenue from
dynamic pricing. In 2010, revenues increased about 6 percent.

As this example shows, managers use planning tools and techniques
to help their organizations be more efficient and effective. In this module,
we discuss three categories of basic planning tools and techniques:
techniques for assessing the environment, techniques for allocating
resources, and contemporary planning techniques.

Techniques

environmental scanning



COMPETITOR INTELLIGENCE.
competitor intelligence

GLOBAL SCANNING.

forecasts

environmental scanning competitor intelligence forecasts
The screening of large amounts of Environmental scanning activity by Predictions of outcome
information to anticipate and interpret which organizations gather information

changes in the environment about competitors




FORECASTING TECHNIQUES.
Quantitative
forecasting

Qualitative forecasting

FORECASTING EFFECTIVENESS.




Techniques

resources

guantitative forecasting

Forecasting that applies a set of mathematical
rules to a series of past data to predict outcome
qualitative forecasting

Forecasting that uses the judgment and

opinions of knowledgeable individuals to
predict outcomes

benchmarking

benchmarking

The search for the best practices among
competitors or noncompetitors that lead to their
superior performance

resources
The assets of the organization including financial,
physical, human, intangible, and structural/cultural




Identify:

€ What is to be benchmarked
€ Comparative organizations
€ Data collection methods

Form a benchmarking
planning team.

Prepare and implement
action plan.

budget

Variable Budget Fixed Budget
Takes into account QR Assumes fixed

the costs that vary level of sales
with volume or production




€
€
€
€
€
€
scheduling
GANTT CHARTS. Gantt chart
|
I
| ]
| ]
[ ]

budget scheduling Gantt chart

A numerical plan for allocating resources Detailing what activities have to be done, A scheduling chart developed by

to specific activities the order in which they are to be completed, Henry Gantt that shows actual and
who is to do each, and when they are to be planned output over a period of time

completed




LOAD CHARTS. load chart

PERT NETWORK ANALYSIS.

PERT network

Events
Activities

Slack time

critical path




load chart
A modified Gantt chart that schedules capacity
by entire departments or specific resources

PERT network

A flowchart diagram showing the sequence of
activities needed to complete a project and
the time or cost associated with each

events
End points that represent the completion of
major activities in a PERT network

activities
The time or resources needed to progress from
one event to another in a PERT network

slack time

The amount of time an individual activity
can be delayed without delaying the
whole project

critical path
The longest sequence of activities in a
PERT network




Breakeven analysis




linear programming

breakeven analysis linear programming
A technique for identifying the point at which A mathematical technique that solves resource
total revenue is just sufficient to cover total costs allocation problems




Contemporary

PROJECT MANAGEMENT PROCESS.

project

Project management



Identify Determine

Define activities Establish Estimate project

time for leti
activities. completion

objectives. and sequences.
resources. date.

THE ROLE OF THE PROJECT MANAGER.

scenario

project project management scenario
A one-time-only set of activities that has The task of getting a projectss activities done A consistent view of what the future is
a definite beginning and ending point on time, within budget, and according to likely to be

in time specifications







PLANNING TOOLS AND TECHNIQUES MODULE

Describe the different approaches to assessing the 8.

environment.
Describe the four techniques for allocating resources.
How does PERT network analysis work?

Why is flexibility so important to todayss planning
techniques?

What is project management, and what are the steps 9
managers use in planning projects?

«ltss a waste of time and other resources to develop
set of sophisticated scenarios for situations that may
never occur.Z Do you agree or disagree? Support your
position.

Do intuition and creativity have any relevance in
gquantitative planning tools and techniques? Explain.

261

TheWall Street Journaand other business periodi-

cals often carry reports of companies that have not
met their sales or profit forecasts. What are some
reasons a company might not meet its forecast?

What suggestions could you make for improving the
effectiveness of forecasting?

In what ways is managing a project different from
managing a department or other structured work area?
In what ways are they the same?

0. What might be some early warning signs of (a) a new

competitor coming into your market, (b) an employee
work stoppage, or (c) a new technology that could
change demand for your product?




I Ohapter

L etes Get Real:

Cindy Brewer

BEST PART OF MY JOB:




Basic |
Organizational Design

Describe six key
elements in

WORST PART OF MY JOB:

BEST MANAGEMENT ADVICE EVER RECEIVED:

263



What Would You Do?

igning Organizational Structure
LEARNING OUTCOME
A shg
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organizing

Organizational structure
organizational chart

organizational design

work specialization

organizing
Arranging and structuring work to accomplish
the organizationes goals

organizational structure
The formal arrangement of jobs within an
organization

organizational chart
The visual representation of an organizationss
structure

organizational design

Creating or changing an organizationss
structure

work specialization
Dividing work activities into separate job tasks




\A Impact from
human
diseconomies

W

Impact from
economies
of specialization

TODAYeS VIEW.

departmentalization

TODAY-S VIEW.



Vice President
for Sales

Plant
Superintendent

Director
of Sales

departmentalization
The basis by which jobs are grouped together




cross-functional team

chain of command

AUTHORITY.
Authority

acceptance theory of authority



Line authority

Chief Executive
Officer

Executive Executive
Vice President Vice President

Vice Vice Vice Vice
President President President President

Region Region Region Region
1 3 4 5
District District District District District District
A B D F G

cross-functional team authority line authority

A work team composed of individuals from The rights inherent in a managerial position to tell Authority that entitles a manager to direct the
various functional specialties people what to do and to expect them to do it work of an employee

chain of command acceptance theory of authority

The line of authority extending from upper The view that authority comes from the

organizational levels to the lowest levels, which willingness of subordinates to accept it
clarifies who reports to whom




staff authority

RESPONSIBILITY.

responsibility

UNITY OF COMMAND. unity of command

TODAYeS VIEW.

Executive
Director
Assistant to the
Executive Director

Di'['ector of Director of Director of Other
tmai Operations Purchasing Directors
Resources
Unit 1 Unit 2
Manager Manager
Human : : Human ot : .




control

TODAY<SVIEW.

span of

256

||

4,096

64

4,096

staff authority

Positions with some authority that have been
created to support, assist, and advise those
holding line authority

responsibility

The obligation or expectation to perform any
assigned duties

unity of command
The management principle that each person
should report to only one manager

span of control
The number of employees a manager can
efficiently and effectively manage




Centralization

decentralization

TODAY-S VIEW.

€ €
€ €

€
€

€
€ €
€

€
€ €




employee empowerment

Formalization

TODAYS VIEW.

centralization

The degree to which decision making is
concentrated at upper levels of the
organization

decentralization

The degree to which lower-level employees
provide input or actually make decisions

employee empowerment

Giving employees more authority (power) to
make decisions

formalization

How standardized an organizationes jobs are
and the extent to which employee behavior is
guided by rules and procedures




mechanistic organization

organic organization



mechanistic organization organic organization
An organizational design thates rigid and tightly An organizational design thates highly adaptive
controlled and flexible




*On the wall behind the desk of

Andrea Jung, the CEO of Avon, a

beauty company, hangs a plaque

labeled «The Evolution of Leader-

ship.s It displays four footprints:

that of an ape, then a barefoot

man, then a manes shoe and finally

a high-heeled shé@lizs an in-

teresting symbol, and it wasnst put

there by Jung. No, it was hanging

in the office of the previous CEO,
James Preston. As the first female CEO of Avon, Jung has held that position for
a decade,the most-tenured female CEOHoth#800. And shees faced nu-
merous managerial challenges head-on. She clearly understands the importance
of organizational design in helping her global company prosper in good times and
bad. That aspect of her job is particularly challenging given the fact that 70 per-
cent of the companyes sales are in developing countries. But shess made the
tough decisions to restructure, refocus, and redefine the companyes strategies
and created an organizational design to help it continue its success as the lead-

ing womenes beauty products company.

TODAY.S VIEW.

unit production
mass production

process production




simple structure

unit production process production
The production of items in units or small batches The production of items in continuous processes

mass production simple structure
The production of items in large batches An organizational design with low

departmentalization, wide spans of control,
centralized authority, and little formalization




functional structure

divisional structure

functional structure divisional structure
An organizational design that groups together An organizational structure made up of
similar or related occupational specialties separate, semiautonomous units or divisions




| etes Get Real:

My ReSpOnSG to A Manageres Dilemma, page 264

With Lechleiteres revamping of the companyes operational structure, he
needs to consider how to organize each of these departments.

€ Create a divisional structure for each of the five global business
units.

Utilize a more organic structure for the teams that will be
developing the new products in the product research and
development center.

Employ a more mechanistic structure for those associates who will
be driving the products through the mandatory approval process.

Create cross-functional teams across the business units to share
best practices and key learning to increase the product
development process.

What Would Yo Do?

Cindy Brewer
Customer Contact
Channel Manager
Sears Holdings
Corporation

Loves Park, IL
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CHAPTER 10

1. Discuss the traditional and contemporary views of each.
of the six key elements of organizational design. 7.

2. Can an organizationss structure be changed quickly?
Why or why not? Should it be changed quickly?
Explain.

3. Contrast mechanistic and organic organizations. 8.

4. Would you rather work in a mechanistic or an organic
organization? Why?

5. Explain the contingency factors that affect

grganizational desian.

ETHICS DILEMMA

SKILLS EXERCISE

Developing Your

Managers get things done through other people. Because
there are limits to any managerss time and knowledge, effec-
tive managers need to understand how to deléate.
Delegation is the assignment of authority to another person
to carry out specific duties. It allows an employee to make
decisions. Delegation should not be confused with participa-
tion. In participative decision making, authority is shared. In
delegation, employees make decisions on their own.

BASIC ORGANIZATIONAL DESIGN 281

10.1 10.4

Contrast the three traditional organizational designs.
With the availability of advanced information
technology that allows an organizations work to be
done anywhere at any time, is organizing still an
important managerial function? Why or why not?
Researchers are now saying that efforts to simplify
work tasks actually have negative results for both
companies and their employees. Do you agree? Why
or why not?

Steps in Practicing the Skill

Clarify the assignmenbeterminewhatis to be delegated
andto whomYou need to identify the person whos most
capable of doing the task and then determine whether he
or she has the time and motivation to do the task. If you
have a willing and able employee, itss your responsibility
to provide clear information on what is being delegated,
the results you expect, and any time or performance
expectations you may have. Unless theres an overriding
need to adhere to specific methods, you should delegate
only the results expected. Get agreement on what is to be
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ORGANIZING

done and the results expected, but let the employee
decide the best way to complete the task.

. Specify the employeess range of discretiwery

situation of delegation comes with constraints. Although
youere delegating to an employee the authority to
perform some task or tasks, yousre not delegating
unlimited authority. You are delegating authority to act
on certain issues within certain parameters. You need to
specify what those parameters are so that employees
know, without any doubt, the range of their discretion.

. Allow the employee to participat®ne of the best ways
to decide how much authority will be necessary to

Ideally, these controls should be determined at the time
of the initial assignment. Agree on a specific time for

the completion of the task and then set progress dates
when the employee will report back on how well he or
she is doing and any major problems that may have
arisen. These controls can be supplemented with
periodic checks to ensure that authority guidelines arenst
being abused, organizational policies are being followed,
proper procedures are being met, and the like.

Read through the following scenario. Write a paper describ-

accomplish a task is to allow the employee who will bdng how you would handle the situation described. Be sure

held accountable for that task to participate in that
decision. Be aware, however, that allowing employees
to participate can present its own set of potential
problems as a result of employeess self-interests and
biases in evaluating their own abilities.

Inform others that delegation has occurréelegation
shouldnst take place behind the scenes. Not only do the
manager and employee need to know specifically what
has been delegated and how much authority has been
given, but so does anyone else whos likely to be affected
by the employees decisions and actions. This includes
people inside and outside the organization. Essentially,
you need to communicate what has been delegated (the
task and amount of authority) and to whom.

Establish feedback channéel® delegate without estab-
lishing feedback controls is inviting problems. The
establishment of controls to monitor the employees
performance increases the likelihood that important
problems will be identified and that the task will be
completed on time and to the desired specifications.

to refer to the five behaviors described for delegating.

Ricky Lee is the manager of the contracts group of
a large regional office supply distributor. His boss,
Anne Zumwalt, has asked him to prepare by the
end of the month the departments new procedures
manual that will outline the steps followed in
negotiating contracts with office products manu-
facturers who supply the organizations products.
Because Ricky has another major project hes
working on, he went to Anne and asked her if it
would be possible to assign the rewriting of the
procedures manual to Bill Harmon, one of his
employees whos worked in the contracts group for
about three years. Anne said she had no problems
with Ricky reassigning the project as long as Bill
knew the parameters and the expectations for the
completion of the project. Ricky is preparing for
his meeting in the morning with Bill regarding this
assignment.

(where you work, a student organization to which you

An organization chart can be a useful tool for understandmbelong’ your college or university, etc.). Draw an organization

| o art of this organization. Be careful to show departments (or
certain aspects of an organizations structure. Form small : .

e groups) and especially be careful to get the chain of command
groups of three to four individuals. Among yourselves, .
. . . . I correct. Be prepared to share your chart with the class.

choose an organization with which one of you is familiar

Find three different examples of an organizational
chart. (Companyss annual reports are a good place to
look.) In a report, describe each of these. Try to
decipher the organizationss use of organizational
design elements, especially departmentalization,
chain of command, centralization-decentralization,
and formalization.

Survey at least 10 different managers as to how many
employees they supervise. Also ask them whether they
feel they could supervise more employees or whether
they feel the number they supervise is too many.
Graph your survey results and write a report describing
what you found. Draw some conclusions about span

of control.
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Using the organizational chart you created in the team  2005); and Thomas W. Malon&he Future of Work
exercise, redesign the structure. What structural (Harvard Business School Press, 2004).

changes might make this organization more efficient | your own words, write down three things you learned
and effective? Write a report describing what you would iy, this chapter about being a good manager.

do and why. Be sure to include an example of the origi-
nal organizational chart as well as a chart of your pro-
posed revision of the organizational structure.

Self-knowledge can be a powerful learning tool. Go to
mymanagementlab.com and complete these self-
assessment exercises: How Well Do | Handle Ambiguity?
Stevess and Marys suggested readings: Gary Hamel,  What Type of Organizational Structure Do | Prefer? Do |

The Future of Managemefiarvard Business School Like Bureaucracy? How Good Am | at Playing Politics?
Press, 2007); Thomas Friedmaing World Is Flat 3.0 How Willing Am | to Delegate? Using the results of your
(Picador, 2007); Harold J. Leavifiop Down: Why Hi- assessments, identify personal strengths and weaknesses.
erarchies Are Here to Stay and How to Manage Them  What will you do to reinforce your strengths and improve
More Effectivel(Harvard Business School Press, your weaknesses?

CASE APPLICATION

Charles Schwab Corporation (Charles Schwab) is a San
Francisco-based financial services company. * Like many
companies in that industry, Charles Schwab struggled during

the economic recession.
Founded in 1971 by its namesake as a discount brokerage, the
company has now sgrown upZ into a full-service traditional broker-

age firm, with more than 300 offices in some 45 states and in
London and Hong Kong. It still offers discount brokerage services, e EommuRcEian Wil us-

but also financial research, advice, and planning; retirement plans; invest- tomers plays an important role in

. . . . . Charles Schwabes customer service
ment management; and proprietary financial products including mutual strategy. Managers of the companyss

funds, mortgages, CDs, and other banking products through its Charles offices receive daily customer feed-
back reports and empower employ-
ees to respond quickly to customer
trades for investors who make their own financial decisions. The company concerns.

Schwab Bank unit. However, its primary business is still making stock

has a reputation for being conservative, which helped it avoid the financial
meltdown suffered by other investment firms. Founder Charles R. Schwab has a black bowling ball perched on his
desk. «Itss a memento of the long-forgotten bubble of 1961, when shares of bowling-pin companies, shoemakers,
chalk manufacturers, and lane operators were thought to be canet-miss plays on the limitless potential of suburbia,,
and turned out to be duds.Z He keeps the ball as a reminder not to buy into hype or take excessive risks.Z

Like many companies, Charles Schwab is fanatical about customer service. By empowering front-line
employees to respond fast to customer issues and concerns, Cheryl Pasquale, a manager at one of Schwabes
branches, is on the front line of Schwabes efforts to prosper in a sresource-challenged economy.Z Every work-
day morning, she pulls up a customer feedback report for her branch generated by a brief survey the invest-
ment firm e-mails out daily. The report allows her to review how well her six financial consultants handled the
previous dayss transactions. Shess able to see comments of customers who gave both high and low marks and
whether a particular transaction garnered praise or complaint. On one particular day, she notices that several
customers commented on how difficult it was to use the branches in-house information kiosks. «She decides
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Discussion Questions

1. Describe and evaluate what Pfizer is doing with its PfizerWorks.

2. What structural implications,good and bad,does this approach have? (Think in terms of
the six organizational design elements.)

3. Do you think this arrangement would work for other types of organizations? Why or why
not? What types of organizations might it also work for?

4. What role do you think organizational structure plays in an organizationes efficiency and
effectiveness? Explain.
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team structure

team structure
An organizational structure in which the entire
organization is made up of work teams




R&D

Product 1

Product 2

Product 3

structure

project structure

matrix

R&D
Group
R&D
Group
R&D
Group

Human .

Resources (HR)
HR Finance

Group Group
HR Finance

Group Group
HR Finance

Group Group




boundaryless organization

VIRTUAL ORGANIZATIONS.

virtual organization

NETWORK ORGANIZATIONS.

network organization

matrix structure

An organizational structure that assigns
specialists from different functional departments
to work on one or more projects

project structure

An organizational structure in which employees
continuously work on projects

boundaryless organization

An organization whose design is not defined by,
or limited to, the horizontal, vertical, or external
boundaries imposed by a predefined structure

virtual organization

An organization that consists of a small core of
full-time employees and outside specialists
temporarily hired as needed to work on projects

network organization

An organization that uses its own employees to
do some work activities and networks of outside
suppliers to provide other needed product
components or work processes




FUTURE VISION

Flexible Organizations will be temporary. They might last a few weeksrkyToronto, or London will find themselves with
By 2020, a considerably smaller proportionaféieyears, but the presumption is,on the fait of empty office space. Conversely, job oppor-
labor force will hold full-time jobs. Organiz&fi&xth workers and employers,that the relatiomities will be geographically dispersed, and in
will increasingly rely on contract employeeshigh#ill not become permanent. As such, youavif cases, not dependent at all on where
part-timers to get the work done, giving the dig@yourself consistently working on new prejegitoyees reside. An increasing proportion of the
ization greater flexibility. From the employ#l< different group of coworkers. labor force will work from home. And many
standpoint, it will mean greater individual contrédditionally, expect to see fewer laganizations will create regional satellite centers
of the employeess future rather than 6eiiRgrate headquarter buildings and centralizece employees meet or work. These centers
dependent on a single employer. corporate centers. Work demands will not regjliivee less costly to operate than centralized
Future workers will be more like outsideatganizations to house large numbers of warffieess and will cut down on commuting distances

sultants than full-time employees. Assignrifie@$ place. sHeadquarterZ cities such asfovevorkers.

learning organization



Organizing
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learning organization

An organization that has developed the
capacity to continuously learn, adapt, and
change




CROSS-FUNCTIONAL TEAMS.

cross-functional team

TASK FORCES. task force
ad hoc committee



COMMUNITIES OF PRACTICE.

communities of practice

ah

ah dh

cross-functional team
A work team composed of individuals from
various functional specialties

task force ( or ad hoc committee)
A temporary committee or team formed to
tackle a specific short-term problem affecting
several departments

communities of practice

Groups of people who share a concern, a set of
problems, or a passion about a topic, and who
deepen their knowledge and expertise in that

area by interacting on an ongoing basis




OPEN INNOVATION.

open innovation

STRATEGIC PARTNERSHIPS.

strategic partnerships

€ €
€ €
€ €
€ €




Flexible

Telecommuting

open innovation

Opening up the search for new ideas beyond
the organizationes boundaries and allowing
innovations to easily transfer inward and outward

strategic partnerships

Collaborative relationships between two or
more organizations in which they combine their
resources and capabilities for some business
purpose

)

telecommuting

A work arrangement in which employees work
at home and are linked to the workplace by
computer







compressed workweek
flextime

flexible work hours

job sharing

Contingent

Contingent workers

compressed workweek job sharing contingent workers

A workweek where employees work longer The practice of having two or more people split Temporary, freelance, or contract workers whose
hours per day but fewer days per week a full-time job employment is contingent upon demand for
flextime ( or flexible work hours) thein services

A scheduling system in which employees are

required to work a specific number of hours a
week but are free to vary those hours within
certain limits
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One senior vice president at Cisco

Systems belongs to more internal

company teams than she can

count on both hands.Z While that

may sound like a nightmare to

some, thates part of the organiza-

tional structure swebZ created by

CEO John T. ChamBérshe

structure is so complex that it

takes some 15 minutes and a

whiteboard to explain it. However,
Chambers uses three words to describe its benefits: sspeed, skill, and flexibility
His idea for the companyes structure originated at the end of the 2001 downtu
after Cisco wrote off some $2.2 billion in losses. Chambers realized that th
ecompanyes hierarchical structure precluded it from moving quickly into nev
markets.Z So he began grouping executives into cross-functional teams figuri
that this would help break down traditional silos and lead to faster decisiol
making. At first, the executives didnst like it. Some couldnet handle working wit
unfamiliar colleagues; others were upset with the new team-based compens:
tion structure. However, the companyes decision making has accelerated,,it
only took executives eight days to figure out that it made sense to acquire We

conferencing company WebEx.



\What Would You Do?

Richard
*DickieZ
Townley

Sr. Manager Product
Terminals and
Marketing

Holly Energy

Partners, L.P.
Artesia, NM

Letes Get Real:

My Responseto A Manageres Dilemma, page 288

A volunteer organization structure is not a new concept. We have used
the volunteer organization structure for years in the health care system
(candy stripers) and in political campaign structures. The difference we
find here is the Web-based structure and boundaryless nature of Web
forums. Many managers today may not be as technologically savvy as
the employees they direct and not comfortable with a boundaryless
organizational concept. They see the potential value of a Web-based
volunteer organizational structure; however, their working knowledge
may be limited. | would take a multiphase approach to setting up a
volunteer organizational structure. Web forum utilization would be the
key component | would use to design a volunteer structure.

Phase one:

€ Assign managers to work with the information technology group to
identify potential Web forums that would be resources for customer
service.

€ Have employees as well as management utilize the Web forums
in-house by posing a wide range of user issues.

Phase two: Categorize the results of the utilization phase.

€ Most knowledgeable responses/forums

€ Most dependable responses/forums

€ Most user-friendly forums

Phase three:

€ Create a marketing strategy to incorporate these sites into your
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111 115

REVIEW AND DISCUSSION QUESTIONS

designs. How are they similar? Different? employeese flexible work arrangements? Think about
2. Differentiate between matrix and project structures. what yousve learned about organizational design.
3. How can an organization operate without boundaries? oW might that information help a manager address

o . those issues?
4. The boundaryless organization has the potential to i ,
create a major shift in the way we work. Do you agree8' Does the idea of a flexible work arrangement appeal
or disagree? Explain. to you? Why or why not?
; . What structural issues might arise in managing

ETHICS DILEMMA

|Pad61 Then the news broke that a small group of computﬂTat the companles take months or even years, to provide
experts calling themselves Goatse Security had hacked iatdix to customers. In the meantime, malicious hackers
AT&Tes Web site and found numbers that identified iPadsmay have discovered the same hole and may be using it
connected to AT&Te« mobile network. Those numbers  to steal data, infect computers, or attack systems

allowed the group to uncover 114,000 e-mail addresses oivithout the computer owner knowing there is even a
thousands of first-adopter iPad customers including promiisk.Z What do you think? Is there such a thing as

nent officials in companies, politics, and the military. sethical hacking?Z What ethical issues do you see

AT&T called it an act of malice, condemned the hackers, here? What are the implications for various

and apologized to its affected customers. The group that stakeholders in this situation?

exposed the flaw said that it did a spublic service.Z

dependent on others for critical resources. And if the

resources a manager controls are important, scarce, and

nonsubstitutable, her power will increase because others
Acquiring Power will be more dependent on her for those resources.

(See Chapter 17 for more information on leader power.)

Power is a natural process in any group or organization, a\P
to perform their jobs effectively, managers need to know ou can be more effective at acquiring and using power if
how to acquire and use pow® Why is having power you use the following eight behaviors.

important? Because power makes you less dependent onl- Frame arguments in terms of organizational godts.
others. When a manager has power, he or she is not as be effective at acquiring power means camouflaging
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your self-interests. Discussions over who controls whab. Develop powerful alliesto get power, it helps to have
resources should be framed in terms of the benefits that powerful people on your side. Cultivate contacts with
will accrue to the organization; do not point out how potentially influential people above you, at your own
you personally will benefit. level, and at lower organizational levels. These allies

2. Develop the right imagéf you know your organiza- often can provide you with information thats otherwise
tionss culture, you already understand what the organi- not readily available. In addition, having allies can pro-
zation wants and values from its employees in terms of Vide you with a coalition of support if and when you
dress, associates to cultivate and those to avoid, need it.

whether to appear risk taking or risk aversive, the
preferred leadership style, the importance placed on
getting along well with others, and so forth. With this

7. Avoid staintedZ membersn almost every organization,

there are fringe members whose status is questionable.
Their performance and/or loyalty may be suspect. Keep

knowledge, yousre equipped to project the appropriate
image. Because the assessment of your performanceg,
isnst always a fully objective process, you need to pay

your distance from such individuals.

Support your bos¥our immediate future is in the
hands of your current boss. Because he or she evaluates

attention to style as well as substance.

3. Gain control of organizational resourcegSontrolling
organizational resources that are scargimportant

your performance, youell typically want to do whatever
is necessary to have your boss on your side. You should
make every effort to help your boss succeed, make her

is a source of power. Knowledge and expertise are par-
ticularly effective resources to control. They make you
more valuable to the organization and, therefore, more
likely to have job security, chances for advancement,
and a receptive audience for your ideas.

4. Make yourself appear indispensati&cause wesre
dealing with appearances rather than objective facts, ybe following suggestions are activities you can do to prac-
can enhance your power by appearing to be indispensgce the behaviors associated with acquiring power.
ble. You dont really havi® beindispensable as long as 1. Keep a one-week journal of your behavior describing
key people in the organization believe that you are. incidences when you tried to influence others around

5. Be visible!f you have a job that brings your accom- you. Assess each incident by asking: Were you suc-
plishments to the attention of others, thats great. cessful at these attempts to influence them? Why or

look good, support her if she is under siege, and spend
the time to find out the criteria she will use to assess
your effectiveness. Donet undermine your boss. And
donst speak negatively of her to others.

you consider to be the best sources of information on the
topic. Using this information, write a one-page bulleted list
discussing your reactions to the statement set in bold at the
beginning of this exercise. Be sure to include bibliographic
ninformation for your five chosen articles at the end of your
gne-page bulleted list.

A companyes future may well depend on how well itss
able to learn.

Form small groups of three to four individuals. Your
teamss +jobZ is to find some current information on learni
organizations. Youell probably be able to find numerous
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Since you may be a telecommuter some time during
your career (or may manage employees who are
telecommuters), do some research on tips for making
telecommuting work.

Find the most current list #ortunes Best Companies
to Work For (usually published in early February).

Look through the list and tally how many of the top
50 provide some type of flexible work arrangements
for their employees and the type of flexible work
arrangements they use.

Stevess and Maryss suggested readings: Richard Donkin,
The Future of WorkPalgrave Macmillan, 2010); Philip
Kotler and John A. Caslion€haotics: The Business of
Managing and Marketing in the Age of Turbulence
(Amacom, 2009); Paul Ostermarhe Truth About Mid-

dle ManagergHarvard Business School Press, 2008);
and Gary HamelThe Future of Managemefitiarvard
Business School Press, 2007).

In your own words, write down three things you learned
in this chapter about being a good manager.

Using current business periodicals, do some research onSelf-knowledge can be a powerful learning tool. Go

open innovation efforts by companies. Choose three
examples of businesses using this and describe and
evaluate what each is doing.

Create a chart describing each adaptive organizational
design discussed in this chapter along with what you
perceive as potential advantages and disadvantages
of each.

to mymanagementlab.com and complete these self-
assessment exercises: How Well Do | Handle Ambiguity?
Do | Trust Others? Do Others See Me as Trustworthy?
How Well Do | Respond to Turbulent Change? Using the
results of your assessments, identify personal strengths
and weaknesses. What will you do to reinforce your
strengths and improve your weaknesses?
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In the Driveres Seat

e Ford...One Team...One Plan. .. One Goal.?3 Tens of

ousands of Ford employees carry around these words with

em on laminated wallet-sized cards. Why? These words
reflect the vision CEO Alan Mulally has for the future of Ford Motor
Company. And pursuing that vision has implications for how the
company will be structured.

Mulally joined Ford Motor in September 2006 from Boeing, where
he had led a successful turnaround effort. And Ford, facing serious
challenges, needed someone like him. Between the fierce competition The Ford Focus embodies the vision of
in the global car industry and the realities of its manufacturing and CEO Alan Mulally for the automaker
to operate as one team throughout

the world with one plan and one
was worsening. Family member Bill Ford shandpicked his successor as CEO, | goal. One of Mulallyss key priorities is

. - . . . restructuring the company to achieve
gambling that Alan Mulallyss team-building skills and industrial savvy would profitability in the highly competitive

inspire and embolden employees enough to revive the hard-up automaker.Z global auto industry.

product development deficiencies, the companyes financial condition

Mulallyss first move was to simmediately dust off his Boeing playbookZ

as he looked to implement many of the same strategies that had worked in turning around Boeing. Although
he recognized the massive problems facing the company in achieving strategic competitiveness and prof-
itability, he was determined to take the dramatic, painful steps and to plow through gut-wrenching changeZ
to transform the company and return it to global prominence. Guiding his initial efforts was the Way Forward
plan that was first announced in January 2006 and the implementation of which was accelerated in Septem-
ber 2006 when Mulally was appointed CEO. This comprehensive plan addressed seven areas where strate-
gic changes would be focused: bold leadership; customer focus; strong brands; bold, innovative products;
great quality; clear pricing; and competitive costs and capacity. Mulally also identified four key priorities:

(1) aggressively restructure the company to operate profitably at the current real demand and changing
model mix; (2) accelerate product development with new products that customers really want and value




308 PART FOUR| ORGANIZING

Discussion Questions

1. Describe and evaluate what Alan Mulally did at Ford Motor Company.
2. What structural implications arise from Mulallyes description of Ford being world-class?

3. What types of adaptive organizational designs discussed in this chapter might be needed as
Ford continues to pursue its vision of One Ford . ..One Team...One Plan. .. One Goal? For
each design that you think is appropriate, describe what it is and how the company might
use it.

4. What does this case story tell you about how a companyes vision and plans affect its
structure?

CASE APPLICATION
The Virus Hunters

e JJ magine what life would be like if your product were never finished, if your work were never done, if your
market shifted 30 times a day. The computer-virus hunters at Symantec Corp. donst have to imagine.Z %4
Thates the reality of their daily worklife. At the companyss Response Lab in Santa Monica, California,

described as the «dirtiest of all our networks at Symantec,Z software analysts collect viruses and other

suspicious code and try to figure out how they work so security updates can be provided to the companyss
customers. Therees even a hazardous materials box by the door to the lab marked DANGER where they

put all the disks, tapes, and hard drives with the nasty viruses that need to be completely disposed of.

Symanteces situation may seem unique, but the company, which makes content and network security

software for both consumers and businesses, reflects the realities facing many organizations today: quickly

shifting customer expectations and continuously emerging global competitors that have drastically
shortened product life cycles.

The launch of the Blaster-B worm changed the companyes approach to dealing with viruses. The domino
effect of Blaster-B and other viruses spawned by it meant that frontline software analysts were working
around the clock for almost two weeks. The semployee burn-outZ potential made the company realize that
its virus-hunting team had to be much deeper talent-wise. Now, the response centerss team numbers in the
hundreds and managers rotate people from the front lines, where theyere responsible for responding to new
security threats that crop up, into groups where they can help with new-product development. Others write
internal research papers. Still others are assigned to develop new tools that will help their colleagues battle
the next wave of threats. Therees even an individual who tries to figure out what makes the virus writers
tick,and the day never ends for these virus hunters. When Santa Monicass team finishes its day, colleagues
in Tokyo take over. When the Japanese team finishes its day, it hands off to Dublin, who then hands back
to Santa Monica for the new day. Ites a frenetic, chaotic, challenging work environment that spans the
entire globe.

But the security experts realize that despite their teames best efforts, «theysre losing the battle.Z They plan to
add another line of defense and use the power of people to hunt down the cybercriminals by erecruiting victims
and other computer users to help them go on the offensive and track down the hackers.Z Rowan Trollope,
senior vice president for consumer products at Symantec, says, ltss time to stop building burglar alarms to
keep people out and go after the bad guys.Z Thus, at the introduction of its new Norton Internet Security
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system, Symantec is now asking customers to opt in to a program that will collect data about attempted com-
puter intrusions and then forward the information to authorities.

Discussion Questions

1. How might the nature of what the virus hunters do affect the most appropriate structure
for getting work done efficiently and effectively?

2. Infighting the onslaught of computer viruses, what will be the challenges of managing a
team of professionals and a group of customer svolunteersZ?

3. What types of adaptive organizational designs discussed in this chapter might be most
appropriate for Symantec to most effectively manage its professionals and its customer
volunteers? Explain your choices.




Youell be hearing more from this real
manager throughout the chapter.

Meet the Manager

HR Manager
D&W Fine Pack, LLC
Fort Calhoun, NE

| am the human resources manager for D&W Fine Pack,
LLC, at the Fort Calhoun, Nebraska, location.

The ability to change peopless lives by explaining how
they can maximize their group health benefits, mentoring
them to success, or changing the way people live their
lives through continuous education and training that will
allow them to become better individuals personally and
professionally.



Managing Human
Resources

Explain the importance
of the human resource
management process
and the external
influences that might
affect that process.
page 312

Discuss the tasks

associated with
identifying and
selecting
competent
employees.
page 318

Explain the
different types
of orientation
and training.
page 323

Describe
strategies for
retaining
competent,
high-performing
employees.
page 326

Discuss
contemporary
issues in
managing
human
resources.
page 328

As a workerse compensation administrator, | find it difficult to interact with employees who have
suffered a work-related injury. This is the worst part of my job because | dont like seeing my
employees get injured, causing them to change the way they live their lives and interact with their
family members. | try to overcome this by always discussing the importance of thinking about safety
prior to performing any given task.

«Choose your own battles.Z | am passionate about my field and love to make a difference in the way
people live their lives and to influence them to make the right choices at and away from work. Sometimes |
let my passion take over and seek perfection in everything that | do. During a stressful time, a manager told
me, *Choose your own battles,Z meaning, | must pursue the things that will have an overall impact on the
organization and those things that will allow the HR department to become a better strategic partner.



What Would You Do?

Human Resource Management
LEARNING OUTCOME ess



high-performance work practices
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high-performance work practices
Work practices that lead to both high individual
and high organizational performance




Human
Resource
Planning

Orientation Training

Compensation
and
Benefits

Career
Development

Performance
Management

THE ECONOMY+S EFFECT ON HRM.

EMPLOYEE LABOR UNIONS.



labor union

LEGAL ENVIRONMENT OF HRM.

affirmative action

labor union affirmative action

An organization that represents workers and Organizational programs that enhance the
seeks to protect their interests through collective status of members of protected groups
bargaining







Work
councils

Board representatives

DEMOGRAPHIC TRENDS.

work councils board representatives

Groups of nominated or elected employees Employees who sit on a companyss board of
who must be consulted when management directors and represent the interests of the firmes
makes decisions involving personnel employees




tifying and Selecting
petent Employees

LEARNING OUTCOME @

Human resource planning



CURRENT ASSESSMENT.

job analysis

job description
job specification

MEETING FUTURE HR NEEDS.

recruitment

decruitment

human resource planning job description recruitment

Ensuring that the organization has the right A written statement that describes a job Locating, identifying, and attracting capable
n_umber and kinds of ca.pablg people in the jOb specification .

right places and at the right times A written statement of the minimum decruitment

job analysis qualifications that a person must possess to Reducing an organizationss workforce

applicants

An assessment that defines jobs and the perform a given job successfully
behaviors necessary to perform them




RECRUITMENT.

DECRUITMENT.




WHAT IS SELECTION?

selection

Correct
Decision

Correct
Decision

selection
Screening job applicants to ensure that the
most appropriate candidates are hired




VALIDITY AND RELIABILITY.

TYPES OF SELECTION TOOLS.
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REALISTIC JOB PREVIEWS.

realistic job preview (RJP)

orientation

realistic job preview (RJP) orientation
A preview of a job that provides both positive Introducing a new employee to his or her job
and negative information about the job and and the organization

the company
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TRAINING METHODS.




performance management system

PERFORMANCE APPRAISAL METHODS.



Skill-based pay

variable pay

performance management system
Establishes performance standards that are
used to evaluate employee performance

skill-based pay
A pay system that rewards employees for the
job skills they can demonstrate

variable pay
A pay system in which an individualss
compensation is contingent on performance




Employeees Tenure

and Performance

Company Kind of
Profitability Business

~ ™~

Management Labor or

Philosophy Capital Intensive

Downsizing



a

sexual harassment

downsizing sexual harassment
The planned elimination of jobs in an Any unwanted action or activity of a sexual nature
organization that explicitly or implicitly affects an individualss

employment, performance, or work environment




WORKPLACE ROMANCES.



family-
friendly benefits

FUTURE VISION

hnology and globalization hav&am., and read tweets from colleagypessonal lives. For instance, youell set up separate
played major roles in blurring the limesveekends. accounts, Web sites, and networks for work and
between work and leisure time. Ites The 24/7 work life eventually underminefrieadls. Employers will find that employees balk
increasingly expected that todayes prai@sal relationships. Face-to-face interactionatwitbrk demands that are outside defined work
sional worker be available 24/7. So eméoyity and friends suffer and people are liketuts. In order to get and keep good employees,
ees regularly check their e-mail befest stressed out and emotionally emptyrgbmizations will need to restructure work com-
going to bed, take calls from the boss duesmpnse, employees are likely to demand realanchtions so as to confine them to more tradi-
dinner, participate in global conference vcitlgl barriers that can separate their workicaral hours.

family-friendly benefits
Benefits that accommodate employeese needs
for work...life balance




EMPLOYEE HEALTH CARE COSTS.



Letes Get Real:

My ReSpOnSe to A Manageres Dilemma, page 312

The first thing Shelly must accept is that the decision of a layoff is not
a personal attack against a specific person or a group of people, but a
business decision that had to be made. A key to making this process
less stressful is preparing for the conversation about to take place.

A few suggestions that | would have for Shelly:

€ Reach out to other companies to understand their hiring needs and
help the employees being laid off with the job transitioning process.

€ If Ram Tool offers an Employee Assistance Program (EAP), contact
them so they can prepare some assistance for Shelly and the
affected employees.

€ Emphasize to the affected employees that it was not a personal
attack but a necessary business decision.

€ Try to not get emotionally attached to the employees regardless of
the personal relationship; Shelly must learn to separate business
decisions from personal relationships.

If Shelly can help the affected employees in the transition process to
the best of her abilities, the laid-off employees may cope with the
news a little better and understand that opportunities will come if they
stay positive. Many great leaders have been laid off at some point or
another, and it is what they did during those difficult times that made
them a better and stronger leader.

What Would Yoy Do?

Jose Quirarte
HR Manager

D&W Fine Pack, LLC
Fort Calhoun, NE
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1. How does HRM affect all managers? 6. What are the benefits and drawbacks of realistic job



PREPARING FOR: My Career

position. Flu-vaccine requirements are being challenged by

health care workers who maintain that decisions about vacci-
Should employees be forced to get a flu vaccination or risk nation should be theirs and theirs alone. What do you think?
losing their jobs? New York was the first state to require thatVhat are the positives and negatives to each side? What are
all health care workers be vaccinated against influenza. In the ethical implications? Are there other professions where
other states, individual hospitals have taken the same aggressiveh a requirement should be imposed?

5. Ask your questions and listen carefully to the
applicantes answersSelect follow-up questions that
naturally flow from the answers given. Focus on the
Interviewing responses as they relate to information you need to

ensure that the applicant meets your job require-
ments. Any uncertainty you may still have requires
a follow-up question to probe further for the
information.

Close the interview by telling the applicant whates
going to happen nextApplicants are anxious about

the status of your hiring decision. Be honest with the
applicant regarding others who will be interviewed and
the remaining steps in the hiring process. If you plan to
make a decision in two weeks or so, let the individual
know what you intend to do. In addition, tell the
applicant how you will let him or her know about

your decision.

7. Write your evaluation of the applicant while the
interview is still fresh in your mind. Donet wait

until the end of your day, after interviewing several
applicants, to write your analysis of each one.
Memory can fail you. The sooner you complete your
write-up after an interview, the better chance you
have of accurately recording what occurred in the
interview.

Every manager needs to develop his or her interviewing
skills. The following discussion highlights the key behav-
iors associated with this skill. 6

1. Review the job description and job specification.
Reviewing pertinent information about the job provides
valuable information about how to assess the candidate.
Furthermore, relevant job requirements help to
eliminate interview bias.

2. Prepare a structured set of questions to ask all
applicants for the job. By having a set of prepared
guestions, you ensure that the information you wish to
elicit is attainable. Furthermore, if you ask all appli-
cants similar questions, youere better able to compare
their answers against a common base.

3. Before meeting an applicant, review his or her
application form and résumé.Doing so helps you to
create a complete picture of the applicant in terms of
what is represented on the résumé or application and
what the job requires. Y.OU W'I.l also begln to identify Review and update your résumé. Then have several friends
areas to explore in the interview. That is, areas that are

not clearly defined on the résumé or application but th%\r't.Ique it who are employed in management-level positions

: ) . . Of in management training programs. Ask them to explain
are essential for the job will become a focal point of . X .
) . , : their comments and make any changes to your résumé that
your discussion with the applicant.

) ) . i they think will improve it.
4. Open the interview by putting the applicant at ease  ‘Now inventory your interpersonal and technical skills

and by providing a brief preview of the topics to be  and any practical experiences that do not show up in your
d|scussgdlntng|ews are stressful for job applicants. gsymé. Draft a set of leading questions you would like to
By opening with small talk (e.g., the weather), you pe asked in an interview that would give you a chance to

give the person time to adjust to the interview settingjiscuss the unique qualities and attributes you could bring
By providing a preview of topics to come, yousre g the job.

giving the applicant an agenda that helps the individ-
ual begin framing what he or she will say in response
to your questions.

336
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piercing somewhere other than their ears. The same survey
found that even in the 40- to 60-year-old age group, more
than 10 percent had tattoos or piercings outside of their ears.
The increasing popularity of body art is posing challenges  Form small groups of three to four individuals. Your teamss
for employers and HR departments in every profession angsk is to come up with a dress code and grooming policy that
industry’**A recent Pew Research Center survey reportectiearly spells out guidelines as far as body art and what is
that 36 percent of 18- to 25-year-olds and 40 percent of  permitted. You can do this in the form of a bulleted list. Be

26- to 40-year-olds have at least one tattoo. In those Sam%repared to share your proposed policy with the class.
age groups, 30 percent and 22 percent, respectively, have a

Studies show that womenss salaries still lag behind of education, skills, experience, and so forth.
menss and even with equal opportunity laws and regula- Write a Personal Career Guide detailing this
tions women are paid about 76 percent of what men are information.

paid. Do some research on designing a compensation  steves and Marys suggested readings: D. Shilling,

system that would address this issue. Write up your 2010 Complete Guide to Human Resources and the
findings in a bulleted list format. Law (Wolters Kluwer, 2010); Brian E. Becker, Mark A.
Go the Society for Human Resource Management Web Huselid, and Richard W. Beatfihe Differentiated

site [www.shrm.org] and find the HR News section. Workforce(Harvard Business School Press, 2009);
Pick one of the News Stories to read. (Note: Some of  Thomas W. MaloneThe Future of WorkHarvard Busi-
these will be available only to SHRM members, but ness School Press, 2004); Charles A. O«Reilly Il and

others will be generally available.) Write a summary of  Jeffrey PfefferHidden ValugHarvard Business School
the information. At the end of your summary, discuss Press, 2000); Jeffrey Pfeff@he Human Equation

the implications of the topic for managers. (Harvard Business School Press, 1998); Richard W.
Use the Internet to research five different companies ~ Judy and Carol DAmicajorkforce 202QHudson
that interest you and check out what they say about Institute, 1997); and Robert Johansen and Rob Swigart,
careers or their people. Put this information in a Upsizing the Individual in the Downsized Organization
bulleted-format report. Be prepared to make a (Addison-Wesley, 1996).

presentation to the class on your findings. Pick one of the four topics in the section on contempo-




CASE APPLICATION

Thinking Outside
the Box
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CASE APPLICATION
Social Connections

00 million users served. Thates the traffic milestone achieved by Facebook in early 2010. One of those

users is Big Four accounting firm Ernst & Young (E&Y), which has had a Facebook page since the summer

of 2006.1%° According to the companyss Recruiting Director, E&Y uses its Facebook page to reach out to
potential new employees. «Our goal was to find a medium Generation Y commonly goes to, so we could commu-
nicate with them in a way thates relevant to their day-to-day activities.Z The company also hoped to promote its
brand and culture and show students (future employees) what E&Y was all about and what it would be like to
work there.

A quick look at E&Yes Facebook page confirms that the focus is on what the company most values including
the learning and development resources available to its employees, its commitment to social responsibility, its
focus on inclusiveness, and its internships. Videos show interns and workers in the workplace describing their
experiences with the company. The companyes 46,000 plus fansZ can use the companyss message board to
write questions and comments. And those questions and comments arenst ignored. A response is given quickly
in an attempt to create an interactive relationship with students. Again, the purpose is to serve as a recruitment
tool for future talent. And Facebook isnst the only social media E&Y is using. Company interns Tweet about their
experiences,what their first day was like, work experiences, and experiences with E&Y community events.

The practice of using social networking sites to source applicants isnst without its critics. One law firm
partner said, *Social networking sites are problematic because the population is limited and highly selective.
| anticipate more race and age claims over the next couple of years, and a significant portion will be from
sourcing through social networking sites. . . . Wesll see lawsuits.Z Then, theress the possibility that a company
using social media to recruit also could use that same method to check out candidatess personal pages. E&Y
has promised not to look at candidatese personal pages.

Discussion Questions

1. What are advantages and drawbacks of using social media in the recruiting process for
(a) an applicant and (b) a company?

2. Is the use of social media in recruiting applicants a way to hire smarter or a lawsuit waiting
to happen? Explain your position.

3. Go to Facebook and check out Ernst & Younges page. Whates your impression? Is it an

attractive recruiting tool? Why or why not?




effrey Hollender is chief inspired protagonist, cofounder, and

executive chairperson of Seventh Generation Inc., the countryes

largest distributor of nontoxic, all-natural cleaning, paper, and
personal products. He would undoubtedly be considered a successful
businessperson. Ho wever, every time Holl ender visits Canada, he is
detained for extra security screening sbecause of an incident where
authorities arrested and deported the then-23-year-old American for
operating an adult-education school in Toronto without a work permitZ
Other prominent businesspeople also had setbacks early in their career
but went on to be successful.

If you want to be successful in your career, maybe youell face
setbacks, but maybe you wonet. The main thing to keep in mind is that
you are the one responsible for your career. 2 No one else is going to do
it for you, including the organization where youere employed. Thates why
wesve included this module in the textbook,to help you better manage
your career. The information in this module is set up by topic area so you
can pick and choose what youere most interested in. Have fun reading it
and good luck in your future career!






THE HOSTILE, AGGRESSIVE TYPES.

THE COMPLAINERS.

THE SILENT OR NONRESPONSIVE TYPES.

THE KNOW-IT-ALL EXPERTS.
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L etes Get Real:

Tracy K. Tunwall

BEST PART OF MY JOB:




Managing Teams

Define groups i 2 Define teams and Discuss contempg

e staga best practices

WORST PART OF MY JOB:

BEST MANAGEMENT ADVICE EVER RECEIVED:

345



What Would You Do?

upS and Group Development
LEARNING OUTCOME
Eacy

group



forming stage

storming stage

norming stage

group storming stage

Two or more interacting and interdependent The second stage of group development,
individuals who come together to achieve characterized by intragroup conflict
specific goals norming stage

forming stage The third stage of group development,
The first stage of group development in which characterized by close relationships and
people join the group and then define the cohesiveness

groupes purpose, structure, and leadership




performing stage

adjourning



Group Performance
Processes and Satisfaction

ROLES.

role

performing stage adjourning (o] [}
The fourth stage of group development when The final stage of group development for Behavior patterns expected of someone

the group is fully functional and works on group temporary groups during which group members occupying a given position in a social unit
task are concerned with wrapping up activities

rather than task performance




NORMS. norms

CONFORMITY.



groupthink

STATUS SYSTEMS.
Status

norms groupthink status
Standards or expectations that are accepted When a group exerts extensive pressure on an A prestige grading, position, or rank within a
and shared by a groupes members individual to align his or her opinion with otherse group

opinions




GROUP SIZE.

social loafing

GROUP COHESIVENESS.

group
cohesiveness

GROUP PROCESSES.



Cohesiveness

Decrease in No Significant Effect

Alignment of Group and
Organizational Goals

Productivity on Productivity

GROUP DECISION MAKING.

social loafing group cohesiveness

The tendency for individuals to expend less The degree to which group members are
effort when working collectively than when attracted to one another and share the
working individually groupes goals




Electronic
Meetings

Nominal Group

Technique (NGT)

CONFLICT MANAGEMENT.
Conflict

traditional view of
conflict
human relations view of conflict

interactionist view of conflict

functional conflicts
dysfunctional conflicts

Task conflict
Relationship conflict Process conflict



A

Situation

Y

conflict

Perceived incompatible differences that result in
interference or opposition

traditional view of conflict

The view that all conflict is bad and must be
avoided

human relations view of conflict
The view that conflict is a natural and inevitable
outcome in any group

interactionist view of conflict

The view that some conflict is necessary for a
group to perform effectively

functional conflicts

Conflicts that support a groupss goals and
improve its performance

dysfunctional conflicts

Conflicts that prevent a group from achieving its
goals

task conflict
Conflicts over content and goals of the work

relationship conflict
Conflict based on interpersonal relationships

process conflict
Conflict over how work gets done




A
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FUTURE VISION

ccessful organizations will come to geestion practices, criticize decisions, andmoéfertain competitiveness, organizations will

nize that functional conflict,in tHmprovement suggestions. see conflict in a positive light. And the result will

rm of tolerating dissent,makes an The historical practice of minimiziegorganizations that adapt faster, generate

organization stronger, not weaker. Tomorommfiict and seeking epeace at any prigeiz and better ideas, and have employees

organizations will use blogs, social netwodkilngt produce harmony and loyalty. It metayarenst threatened by saying whates on
sites, and other vehicles to allow employaessked employee concerns and frustratiotieifoninds.



work teams

work teams

Groups whose members work intensely on a
specific, common goal using their positive
synergy, individual and mutual accountability,

and complementary skills
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self-managed work team

problem-solving teams



cross-functional team

virtual team

CLEAR GOALS.

RELEVANT SKILLS.

problem-solving team

A team from the same department or functional
area thates involved in efforts to improve work
activities or to solve specific problems

self-managed work team
A type of work team that operates without a

manager and is responsible for a complete work
process or segment

cross-functional team
A work team composed of individuals from
various functional specialties

virtual team

A type of work team that uses technology to
link physically dispersed members in order to
achieve a common goal




EFFECTIVE

TEAM




Current

GROUP MEMBER RESOURCES IN GLOBAL TEAMS.

ay dh b o
h

Do you know what one of the most
important pieces of real estate is
on the Internet? Yes, itss Googleess
search results patfe. And
Marissa Mayer, vice president of
search products and user experi-
ence, recognizes how important
that pagees design is. For the
eighth iteration, which she called
eparticularly large and particularly
important,Z the task was turned
over to a core design team of 16 staffers from engineering, design, and five oth
departments. A lot was riding on the redesign, meaning the cross-functione
teames efforts were particularly important. However, with Mayeres confidence
their combined abilities, the team collaborated in a process marked by wils

illustrations and precise mathematical code to create the page design.




GROUP STRUCTURE.

GROUP PROCESSES.

MANAGER+S ROLE.



social network structure

social network structure
The patterns of informal connections among
individuals within a group




What Would You Do?

Tracy K.

Tunwall
Assistant Professor
of Business

Mount Mercy
University

Cedar Rapids, IA

Letes Get Real:

My Responseto A Manageres Dilemma, page 346

When teams fall, it is typically due to a lack of ability or a failure of
motivation. This team clearly had the ability, and they were expected
to win. It sounds like there was failure in leadership to get everyone
rowing in the same direction. Top athletes can be difficult to manage,
but that is what great coaches are able to do. A lot of conflict between
the players and the coaches was evident, including players being re-
moved from the team, press leaks, and a public protest of the training
session. Players may have felt anonymous, or that the coaches did
not do enough to get to know the players and tap into their individual
motivations. The coaches may have done a poor job in helping players
draw the line of sight from their individual contributions and actions to
the overall outcomes for the team. Other than winning a game, maybe
they didnet receive good measurements of what success means, or
receive rewards for positive contributions.

The most fundamental problem outlined in the case was the lack
of trust. Trust is a necessity for any successful team. If you do not trust
people you will not resolve problems because you cannot share
information. When problems arise, members will not work with each
other because they donst know how the information will be used. If you
donet think someone has your best interests in mind, or feel they
may use information against you, you donet build the relationships
necessary for success.




CHAPTER SUMMARY
by Learning Outcomes



member. Like any behavior, team members have to learn about the skill and then keep
practicing and reinforcing it. In building team skills, managers must view their role as
more of being a coach and developing others in order to create more committed, collabo-
rative, and inclusive teams.

Managers need to understand the patterns of informal connections among individuals
within groups because those informal social relationships can help or hinder the groups

effectiveness.
131 134

1. Describe the different types of groups and the five 7. What challenges do managers face in managing global
stages of group development. teams? How should those challenges be handled?

2. Explain how external conditions and group member 8. Explain the role of informal (social) networks in man-
resources affect group performance and satisfaction. aging teams.

3. Discuss how group structure, group processes, and 9. How do you think scientific management theorists
group tasks influence group performance and would react to the increased reliance on teams in or-
satisfaction. ganizations? How would behavioral science theorists

4. Compare groups and teams. react?

5. Describe the four most common types of teams. 10. Why mlght a manager want to stimulate conflict in a

roup or team? How could conflict be stimulated?

reduce aerodynamic drag. Later, another team member

i i said, *Why, why, why do we need to go there? This is infor-
When coworkers work closely on a team project, is there 51i0n about a coworker, not someone | really consider a

such a thing as TMI (too much mfprmaﬂo?ﬁ?\.t one friend, and now its forever burned in my brain.Z What do
company, a team that had just finished a major project o, think? Why are work colleagues sharing increasingly
went out to lunch to celebrate. During lunch, one colleagugersonal information? How have social media and technol-
mentioned that he was training for a 20-mile bike race. In ogy contributed to this type of information disclosure?

addition to a discussion of his new helmet and Lycra What are the ethical implications of sharing such personal
shorts, the person also described shaving his whole bodyt@,rmation in the workplace?



SKILLS EXERCISE

Developing Your
Skill

About the Skill

Steps in Practicing the Skill

Practicing the Skill

WORKING TOGETHER
Team Exercise



368 PART FOUR| ORGANIZING

Think of a group to which you belong (or have to what happens in the group as tasks are completed.
belonged). Trace its development through the stages How does the groupss structure or its processes affect
of group development as shown in Exhibit 13-2. How how successful the group is at completing its task?

closely did its development parallel the group devel-  steves and Maryss suggested readings: Tom R,
opment model? How might the group development Friends(Gallup Press, 2006); Jon R. Katzenbach and
model be used to improve this groups effectiveness? pguglas K. SmithThe Wisdom of Teams: Creating the
Using this same group, write a report describing the High Performance OrganizatiofMcGraw-Hill, 2005);
following things about this group: types of roles played Patrick LencioniOvercoming the 5 Dysfunctions of a
by whom, group norms, group conformity issues, status Team(Jossey-Bass, 2005); Ben Mezri&@rjnging

system, size of group and how effective/efficient it is, Down the House: The Inside Story of Six MIT Students
and group cohesiveness. Who Took Vegas for Million@ree Press, 2002); Jon R.
Using the same group, describe how decisions are Katzenbach and Douglas K. Smifhe Discipline of

made. Is the process effective? Efficient? Describe what Teams(Wiley, 2001); and Jean Lipman-Blumen and
types of conflicts seem to arise most often (relationship, Harold J. LeavittHot Groups(Oxford, 1999).

process, or task) and how those conflicts are handled. Research brainstorming and write a report to your pro-
Add this information to your report on the groups fessor explaining what it is and listing suggestions for
development and structure. making it an effective group decision-making tool.

What traits do you think good team players have? Do In your own words, write down three things you learned
some research to answer this question and write up a re-in this chapter about being a good manager.

port detailing your findings using a bulleted list format.  ge|f-knowledge can be a powerful learning tool. Go
Select two of the characteristics of effective teams listed to mymanagementlab.com and complete these self-

in Exhibit 13-10 and develop a team-building exercise assessment exercises: Whats My Attitude Toward Working
for each characteristic that will help a group improve in Groups? Do | Trust Others? Do Others See Me As
that characteristic. Be creative. Write a report describing Trusting? How Good Am | at Building and Leading a
your exercises and be sure to explain how your exercise Team? Whats My Preferred Conflict-Handing Style?

will help a group improve or develop that characteristic. ~Using the results of your assessments, identify personal
When working in a group (any group to which youere  Strengths and weaknesses. What will you do to reinforce
assigned or to which you belong), pay careful attention YOUr strengths and improve your weaknesses?

CASE APPLICATION

ancolombia is Colombiass biggest bank. ° At its sleek new
Bveadquarters in Medellin, there are no plush executive chairs.

nstead, everyone from the bank president to assistants use
identical leather and steel ergonomic chairs. The subtle message:
no one here has special privileges. The chairs, the open-space offices,
and a contemporary design reflect the companyess organizational
culture that recognizes individual contributions but heavily empha-

sizes teamwork. Gonzalez Bacci, Bancolombiaes director of human

resources, says that this culture developed out of the need to integrate Following the acquisition of many
different banks, Bancolombia built
new headquarters where all design
identity among employees and in the eyes of customers. *We want to elements, from open-space offices to
furniture, reflect the bankss empha-
sis on teamwork for the purpose of
depends on everyone, not just on management, and we want to give projecting a single corporate identity
for employees and customers.

employees from the bankes many acquisitions and forge a single

reinforce the idea with our workers that achieving the group vision




Making Order Out of Chaos
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L etes Get Real:

| | Jake Martin

BEST PART OF MY JOB:




Understanding
Individual Behavior

Identify the Explain the rolg i ni Discuss

contemporary,

WORST PART OF MY JOB:

BEST MANAGEMENT ADVICE EVER RECEIVED:

371



behavior organizational behavior



Employee productivity

Absenteeism

Turnover

Organizational citizenship
behavior (OCB)

behavior absenteeism organizational citizenship behavior
The actions of people The failure to show up for work (OCB)

organizational behavior turnover Discretionary behavior that is not part of an
The study of the actions of people at work The voluntary and involuntary permanent employeess formal job requirements, but which
employee productivity withdrawal from an organization promotes the effective functioning of the

A performance measure of both efficiency and organization

effectiveness




Workplace misbehavior

Attitudes

cognitive component

affective component

behavioral component

Job satisfaction



HOW SATISFIED ARE EMPLOYEES?

SATISFACTION AND PRODUCTIVITY.

SATISFACTION AND ABSENTEEISM.

job satisfaction

An employeess general attitude toward his or
her job

workplace misbehavior

Any intentional employee behavior that is
potentially damaging to the organization or to

individuals within the organization

attitudes

Evaluative statements, either favorable or
unfavorable, concerning objects, people, or
events

cognitive component

That part of an attitude thates made up of the
beliefs, opinions, knowledge, or information held
by a person

affective component

That part of an attitude thates the emotional or
feeling part

behavioral component

That part of an attitude that refers to an

intention to behave in a certain way toward
someone or something




SATISFACTION AND TURNOVER.

JOB SATISFACTION AND CUSTOMER SATISFACTION.

JOB SATISFACTION AND OCB.



JOB SATISFACTION AND WORKPLACE MISBEHAVIOR.

Job involvement

Organizational commitment

support

job involvement

The degree to which an employee identifies
with his or her job, actively participates in it, and
considers his or her job performance to be

important to self-worth

perceived organizational

organizational commitment

The degree to which an employee identifies
with a particular organization and its goals and
wishes to maintain membership in that
organization

perceived organizational support
Employeese general belief that their organization
values their contribution and cares about their
well-being
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People You Work With
Lo erm Career Potential

employee engagement



Cognitive dissonance

attitude surveys

a dh dh dh dh

employee engagement cognitive dissonance attitude surveys

When employees are connected to, satisfied Any incompatibility or inconsistency between Surveys that elicit responses from employees

with, and enthusiastic about their jobs attitudes or between behavior and attitudes through questions about how they feel about their
jobs, work groups, supervisors, or the organization




As one of the top-ranked airlines

for customer service, Singapore

Airlines (SIA) has a stellar reputa-

tion in the fiercely competitive

commercial aviation busiféss.

The companyes top leader, Chew

Choon Seng, has created a cul-

ture in which employees excel at

what they do and enjoy what they

do. Passengers appreciate the

outstanding customer service
provided by the airlinees satisfied frontline employees who have earned a
reputation as friendly, upbeat, and responsive. In recruiting flight attendants,
the company carefully selects people who are warm, hospitable, and happy to
serve others. All employees,from bottom to top,are very proud to be part
of the SIA family.

personality



personality
The unique combination of emotional, thought,
and behavioral patterns that affect how a person

reacts to situations and interacts with others




Big Five Model

locus of control



self-esteem

self-monitoring

Big Five Model

Personality trait model that includes
extraversion, agreeableness, conscientiousness,
emotional stability, and openness to experience

locus of control
The degree to which people believe they are
masters of their own fate

Machiavellianism

Machiavellianism

A measure of the degree to which people are
pragmatic, maintain emotional distance, and
believe that ends justify means

self-esteem
An individualss degree of like or dislike for himself
or herself

NE BSE 8 8
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self-monitoring
A personality trait that measures the ability to
adjust behavior to external situational factors




OTHER PERSONALITY TRAITS.

proactive personality

resilience



Emotions

FUTURE VISION

Increased Reliance on Emotional a skill that organizations will seek when hiviorly from off-site, there will still be ongoing con-
Intelligence employees. The ability to get along with othéais; with others. Those employees who have
Whether it goes by the name of emotionakimiadrkers, colleagues, team members, bossesg technical skills but are weak on emotional
ligence, social intelligence, or something elssydheustomers,will be critical to successimtelligence will find it increasingly difficult to find
ability to understand yourself and others wilbbejobs. While more employees are likalgddold a job.

proactive personality resilience emotions

People who identify opportunities, show An individuales ability to overcome challenges Intense feelings that are directed at someone or
initiative, take action, and persevere until and turn them into opportunities something

meaningful change occurs.




emotional
intelligence (EI)




Perception

perception

emotional intelligence (El) perception

The ability to notice and to manage emotional A process by which we give meaning to our
environment by organizing and interpreting
sensory impressions

cues and information







fundamental attribution error

bias

larity

self-serving

assumed simi-

stereotyping

attribution theory

A theory used to explain how we judge people
differently depending on what meaning we
attribute to a given behavior

fundamental attribution error
The tendency to underestimate the influence of

external factors and overestimate the influence
of internal factors when making judgments
about the behavior of others

halo effect

self-serving bias

The tendency for individuals to attribute their
own successes to internal factors while putting
the blame for failures on external factors

assumed similarity
The assumption that others are like oneself

stereotyping

Judging a person on the basis of oness
perception of a group to which he or she
belongs

halo effect

A general impression of an individual based on
a single characteristic




learning

Operant conditioning



social learning theory

shaping behavior

learning
Any relatively permanent change in behavior
that occurs as a result of experience

operant conditioning

A theory of learning that says behavior is a
function of its consequences

social learning theory
A theory of learning that says people can learn
through observation and direct experience

shaping behavior
The process of guiding learning in graduated
steps using reinforcement or lack of reinforcement




temporary Issues
Prganizational Behavior

LEARNING OUTCOME



JUST WHO IS GEN Y?

High Expectations of Self
They aim to work faster and better than other workers.

Ongoing Learning
They seek out creative challenges and view colleagues
as vast resources from whom to gain knowledge.

Goal Oriented
They want small goals with tight deadlines so they
can build up ownership of tasks.




DEALING WITH THE MANAGERIAL CHALLENGES.



etes Get Real:

My ReSpOnSG to A Managerss Dilemma, page 372

Maintaining an semployees firstZ philosophy can be a cornerstone on
which a company can build success. At Integrity Home Care our mis-
sion statement articulates that approach: «Our mission is to cultivate
a Christian-based environment in which we can identify and meet the
home care needs of our clients and the career needs of our employees
with unmatched skill, compassion, and integrity.Z

The key to identifying the career needs of your employees begins
in the relationship that you have with those individuals. When you
invest your time, energy, and compassion in your employees, they will
respond by reinvesting themselves in the company. If you can motivate
team members within your department, then the performance of each
individual will often surpass what you think he or she is capable of.

What Would Yoy Do?

Jake Martin
Marketing Manager
Integrity Home Care
Springfield, MO
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screening potential employees for possible negative tendencies; and most importantly,
by paying attention to employee attitudes through surveys about job satisfaction and

dissatisfaction.

. Does the importance of knowledge of OB differ based 4.
on a managerss levels in the organization? If so, how? 5,
If not, why not? Be specific.

. Explain why the concept of an organization as an
iceberg is important.

. Describe the focus and goals of OB.

Define the six important employee behaviors.

Describe the three components of an attitude and
explain the four job-related attitudes.

. Contrast the MBTI and the Big Five model. Describe

five other personality traits that help explain individ-
ual behavior in organizations.
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LEADING

7. Explain how an understanding of perception can help 9.

managers better understand individual behavior. Name
three shortcuts used in judging others.

8. Describe the key elements of attribution theory. Discuss

Ites been called the *desperation hustieEmployees who

the fundamental attribution error and self-serving bias.

10.

Describe operant conditioning and how managers can
shape behavior.

Explain the challenges facing managers in managing
generational differences and negative behavior in the
workplace.

were mouthy and argumentative are now quiet and compli-
ant. Those who used to swatch the clockZ are now the last

to leave. The fear is there and itss noticeable. *Managing

are eanxious about layoffs want to look irreplaceable.Z Sothat fear can be challenging.Z What ethical issues might

they clean up their act. Those who might not have paid

arise for both employees and for managers? How could

much attention to their manner of dress now do. Those whnanagers approach these circumstances ethically?

5.

Shaping Behavior 6.

In todays dynamic work environments, learning is contin- TS T
ual. But this learning shouldnet be done in isolation or with- €valuation in step 2.

out any guidance. Most employees need to be shown whatss Reinforce desired behaviorslf an intervention has
expected of them on the job. As a manager, you must teach been successful and the new behaviors are producing
your employees the behaviors that are most critical to their, the desired results, maintain these behaviors through
and the organizationss, success.

1.

Identify the critical behaviors that have a significant 5,
impact on an employeess performanceNot everything
employees do on the job is equally important in terms of
performance outcomes. A few critical behaviors may, in
fact, account for the majority of oness results. These high
impact behaviors need to be identified.

Establish a baseline of performancéA baseline is
obtained by determining the number of times the identi:
fied behaviors occur under the employeess present job
conditions.

Analyze the contributing factors to performance and
their consequencesA number of factors, such as the
norms of a group, may be contributing to the baseline
performance. Identify these factors and their effect on
performance.

Develop a shaping strategy'he change that

may occur will entail changing some element of C.
performance,structure, processes, technology,

groups, or the task. The purpose of the strategy is to
strengthen the desirable behaviors and weaken the
undesirable ones.

Apply the appropriate strategy.Once the strategy has
been developed, it needs to be implemented. In this
step, an intervention occurs.

Measure the change that has occurredn interven-

tion should produce the desired results in performance
behaviors. Evaluate the number of times the identified
behaviors now occur. Compare these with the baseline

reinforcement mechanisms.

Imagine that your assistant is ideal in all respects but
one,he or she is hopeless at taking phone messages
for you when youere not in the office. Youere often in
training sessions and the calls are sales leads you
want to follow up, so you have identified taking accu-
rate messages as a high impact behavior for your
assistant.

Focus on steps 3 and 4, and devise a way to shape your
assistantess behavior. Identify some factors that might
contribute to his or her failure to take messages,these
could range from a heavy workload to a poor under-
standing of the taskes importance (you can rule out
insubordination). Then develop a shaping strategy by
determining what you can change,the available tech-
nology, the task itself, the structure of the job, or some
other element of performance.

Now plan your intervention and take a brief meeting
with your assistant in which you explain the change you
expect. Recruit a friend to help you role-play your
intervention. Do you think you would succeed in a real
situation?
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dressed in sheer, low-cut, sleeveless blouses with a
micro-mini skirt and strappy sandals. How would you

change her behavior?

You may not like it or want to believe it, but unprofes-

Form small groups of three to four individuals. Your

sional dress can be a ca_reer_-kiﬂ%F?retend that yousre a teamss task is to come up with a specific plan for changing
manager in a large, multinational company. Your com- (shaping) the behavior of any employee who violates the

pany has a dress code policy, but men and women alikejress code policy. Write this up and be prepared to share
scross the line.Z One of your female subordinates is theyour ideas with the class.

worst offender. Several times, she has come to work

For one week, pay close attention to how people around Create a job satisfaction survey for a business yousre

you behave, especially those people who are close to
you (roommates, siblings, significant others, cowork-
ers, etc.). Use what youeve learned about attitudes,
personality, perception, and learning to understand and
explain how and why theyere behaving the way they

do. Write your observations and your explanations

in a journal.

Write down three attitudes you have. Identify the
cognitive, affective, and behavioral components of
those attitudes.

Survey 15 employees (at your place of work or at some
campus office). Be sure to obtain permission before
doing this anonymous survey. Ask them what rude or
negative behaviors theysve seen at work. Compile your
findings in a report and be prepared to discuss this in
class. If you were the manager in this workplace, how
would you handle this behavior?

If youeve never taken a personality or career compati-
bility test, contact your schoolss testing center to see if

familiar with.

Now, do a Web search for sample job satisfaction sur-
veys. Find one or two samples. Write a report describ-
ing, comparing, and evaluating the examples you found
and the survey you created.

Steves and Marys recommended readings: Jonathan
Littman and Mark Herson,Hate People(Little-
Brown, 2009); Yoav Vardi and Ely Weit¥isbehavior
in OrganizationgLawrence Erlbaum Associates,
2004); Murray R. Barrick and A. M. Ryan, eds.,
Personality and WorkJossey-Bass, 2003); Daniel
GolemanDestructive Emotions: How Can We Over-
come Them®Bantam, 2003); L. ThomsoRgersonality
Type: An Owners Manu&ébhambhala, 1998); and
Daniel GolemanWorking with Emotional Intelligence
(Bantam, 1998).

Survey 10 Gen Yers. Ask them three questions:
(1) What do you think appropriate office attire is?
(2) How comfortable are you with using technology



CASE APPLICATION
Understanding HCL.ites:
Part 2

L Technologies is headquartered in the worldss largest
emocracy, so ites quite fitting that the New Delhi-based
ompany is attempting a radical experiment in workplace
democracy. CEO Vineet Nayar is committed to creating a com-
pany where the job of company leaders is to enable people to
find their own destiny by gravitating to their strengths. %° As we
discussed in the chapter opener, one thing that Nayar has done is These new engineers at HCL Tech-
. I . hich I fi hat has h nologies received certificates for
to pioneer a culture in which employees are first. What has he becoming proficient in the Japanese
done to put employees first? Part of the cultural initiative dealt with language. As part of its semployees
th izationss struct HCL i ted it e I struct firstZ culture, the company invests in
€ organizationes structure. inverted its organizational structure language training and other devel-
and placed more power in the hands of frontline employees, especially | opment programs that help satisfy
A AT : n n ; HCLitese high need for achievement.
those in direct contact with customers and clients. It increased its

investment in employee development and improved communication

through greater transparency. Employees were encouraged to communicate directly with Nayar. Through a
forum called U&I (You and 1), Nayar fielded more than 100 questions from employees every week. ¢l threw
open the door and invited criticism,Z he said. However, the signature piece of the companyes cultural mis-

sion is probably what HCL called trust pay.Z In contrast to the industry standard in which the average
employeess pay is 30 percent variable, HCL decided to pay higher fixed salaries and reduce the variable
component.

Does the unique semployees firstZ culture at HCL Technologies attract unique employees? Rajeev Sawhney;,
HCLes European president, would say it does. He uses Slumdog Millionaire, the movie that won the Academy
Award for Best Picture in 2009, as a parallel. «It (the movie) is a reflection of the Indian race. It shows the adver-
sity that creates the desire in people to reach out and create.... With each adversity they face, there is a greater
desire to reach out and do something more.Z Sawhney says that entrepreneurialism is a key value of the HCL
culture. «You can still tell an HCL person from a mile off. | think there is a particular DNA for an HCL person. It
includes a very high need for achievement and very persuasive skills. HCL people are very energetic; they want
to do lots of things and to take risks on behalf of the company.Z

Discussion Questions

1. What is your impression of an employee firstZ culture? Would this work in other organiza-
tions? Why or why not? What would it take to make it work?
How might an understanding of organizational behavior help CEO Vineet Nayar lead his
company? Be specific. How about first-line company supervisors? Again, be specific.
What aspects of personality do you see in this story about HCL? How have the personal-
ity traits of HCL employees contributed to make what HCL what it is?
Design an employee attitude survey for HCLss employees. Compare your ideas with what
our erealZ manager suggested.




CHAPTER 14 UNDERSTANDING INDIVIDUAL BEHAVIOR 401

CASE APPLICATION

Odd Couples

29-year-old and a 68-year-old. How much could they possibly have in common? And what could they
learn from each other? At Randstad USAss Manhattan office, such employee pairings are common. 1°° One
ch pair of colleagues sits inches apart facing each other. «They hear every call the other makes. They
read every e-mail the other sends or receives. Sometimes they finish each otherss sentences.Z
Randstad Holding NV, a Dutch company, has been using this pairing idea since its founding more than
40 years ago. The founderss motto was *Nobody should be alone.Z The original intent was to boost productivity
by having sales agents share one job and trade off job responsibilities. Today, these partners in the home office
have an arrangement where one is in the office one week while the other one is out making sales calls, then the
next week, they switch. The company brought its partner arrangement to the United States in the late 1990s.
But when it began recruiting new employees, the vast majority of whom were in their twenties, it realized the
challenges and the potential of pairing different generations together. +Knowing that these Gen Yers need lots of
attention in the workplace, Randstad executives figured that if they shared a job with someone whose own suc-
cess depended on theirs, they were certain to get all the nurturing they required.Z
Randstad doesnet simply pair up people and hope it works. Therees more to it than that! The company looks
for people who will work well with others by conducting extensive interviews and requiring job applicants to
shadow a sales agent for half a day. *One question Randstad asks is: Whates your most memorable moment
while being on a team? If they respond: When | scored the winning touchdown, thatss a deal killer. Everything
about our organization is based on the team and group.Z When a new hire is paired with an experienced agent,
both individuals have some adjusting. One of the most interesting elements of Randstadss program is that nei-
ther person is sthe boss.Z And both are expected to teach the other.

Discussion Questions




Meet the Manager

Glenn A. Jones

Oral Care Consultant/Technology Trainer
Colgate Oral Pharmaceuticals

New York, NY

MY JOB:

lem an oral care consultant for Colgate Oral Pharmaceuticals
in northern New Jersey. My primary job duties involve
selling, advising, and educating dental professionals
regarding prescription-strength oral care products for their
patients. In addition to this, | serve as a technology trainer
for Colgate. In this capacity | provide training and support

to our sales team as it relates to the various technologies
required to do our jobs.

BEST PART OF MY JOB:

What | love most about my job is advising dental
professionals on the products and courses of action
that will deliver the best outcomes for their patientss oral
health. In addition, I love the fact that | can help dental
professionals maximize their success from an efficiency
standpoint, which will in turn help grow their business.



Define the Compare and Identify barriers Explain how Describe how
nature and contrast to effective communication technology
function of methods of interpersonal can flow most affects
communication.  interpersonal communication effectively in managerial
page 404 communication.  and how to organizations. communication
page 406 overcome them. page 412 and
page 409 organizations.

WORST PART OF MY JOB:
Something | would like to change about my job is how we manage relationships.
Often because of the size of a given territory it is not possible to see dental

page 416

professionals on regular basis. This makes it hard to build up a trust and comfort
level with those | am advising. Every day | seek to find ways to better foster these
client relationships. It is the key to long-term success.

BEST MANAGEMENT ADVICE EVER RECEIVED:

You are only as strong as your weakest link. This really resonated with me
because no matter how successful you or your organization becomes, it is
always vulnerable if strength is not developed through and through. If one
employee or aspect of your organization is not strong enough because of
inadequate training, disillusionment, or other negative practices, it can
cause a domino effect that leads to more and more problems and failures.
In this respect, individuals and organizations should seek continuous
improvement to shore up weak points and to foster continued success and
longevity.

Discuss
contemporary
issues in
communication.
page 417

403



What Would You Do?

Nature and Function

LEARNING OUTCOME -
- ommunication

Communication



interpersonal communication
organizational communication

communication interpersonal communication organizational communication
The transfer and understanding of meaning Communication between two or more people All the patterns, networks, and systems of
communication within an organization




message

encoding channel
decoding

communication process
noise

~ b~
Message
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Body language

Verbal intonation

message
A purpose to be conveyed

encoding
Converting a message into symbols

channel

The medium a message travels along

nonverbal communication

Steve Jobs is known as the

cofounder of Apple and purveyor

of cool tech produétavhen he

takes the stage at MacWorld, the

annual conference/expo of every-

thing Mac where he introduces

Applees new products, you wonet

see him in a suit and tie like most

CEOs at their most important

annual event. Jobs has fashioned

a distinctive image for himself
with his consistent choice of black polo shirt and black or blue jeans . ..
image that portrays Apple as being alternative, savvy, and hip. And some
itss a smart way of communicating with Gen X and Gen 'Y consumers who t
on transparency, creativity, and personal choice. And Jobs has a senst
humor. At his recent MacWorld introduction of the new iPhone 4, Jobs m
a humorous reference to the prototype found in a coffee shop by a tech i
azine writer, by saying, Stop me if you have already seen this,Z when he
showed the device. Herees a leader who understands and exploits the pc
of nonverbal communication and connecting with his audience.

decoding nonverbal communication
Retranslating a senderss message Communication transmitted without words
communication process body language

The seven elements involved in transferring Gestures, facial configurations, and other body
meaning from one person to another movements that convey meaning

noise verbal intonation

Any disturbances that interfere with the An emphasis given to words or phrases that
transmission, receipt, or feedback of a message conveys meaning
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Effective

FILTERING. Filtering

EMOTIONS.

INFORMATION OVERLOAD.

information overload

filtering information overload
The deliberate manipulation of information to When information exceeds our processing
make it appear more favorable to the receiver capacity




DEFENSIVENESS.

LANGUAGE.

jargon

NATIONAL CULTURE.

USE FEEDBACK.

SIMPLIFY LANGUAGE.



LISTEN ACTIVELY.

CONSTRAIN EMOTIONS.

WATCH NONVERBAL CUES.

active listening

Avoid distracting
actions or
gestures

Show interest by
making
eye contact

Exhibit affirmative
head nods and
Ask appropriate facial

ST expressions

jargon

Specialized terminology or technical language
that members of a group use to communicate
among themselves

active listening
Listening for full meaning without making
premature judgments or interpretations




Formal
communication

Informal communication

DOWNWARD.

downward communication

UPWARD COMMUNICATION.

Upward communication



LATERAL COMMUNICATION.
lateral communication

DIAGONAL COMMUNICATION. Diagonal communication

communication networks

1/ \1 :/.\: .\@.

formal communication
Communication that takes place within
prescribed organizational work arrangements

informal communication
Communication that is not defined by the
organizationes structural hierarchy

downward communication
Communication that flows downward from a
manager to employees

upward communication
Communication that flows upward from
employees to managers

lateral communication

Communication that takes place among any
employees on the same organizational level

diagonal communication

Communication that cuts across work areas
and organizational levels

communication networks

The variety of patterns of vertical and horizontal
flows of organizational communication




TYPES OF COMMUNICATION NETWORKS.

THE GRAPEVINE.
grapevine



open workplaces

grapevine open workplaces
The informal organizational communication Workplaces with few physical barriers and
network enclosures




NETWORKED SYSTEMS.

FUTURE VISION

gless latest product combines com-Accurately forecasting tomorrowes teclamldheld but rather something akin to combin-
nication, collaboration, and medigy is impossible. But several patterns seémng teading glasses and an earpiece. Youell read
aring into one insanely useful apipelsvolving. For instance, the combining ofdacciments through the lenses of what look
this the new e-mait$Z tions in a single device is likely to resulikénnormal reading glasses and the earpiece/
In no area is the future more likely to chang#oyees having a single product that will mdcnephone will make it hands-free.

than in communication. Employees will rebjn@enphone, text messaging, Internet accessinother outcome made possible by technol-
multiple channels of communication with hédep camera, teleconferencing, and langoggevill be a significant decrease in business
reliance on social networks, text messagindyamslator. It will allow people to read propdsal®l. Improvements in computer-mediated
instant messaging. E-mail is likely to declitegét papers, news, or almost any documengidigpware will allow individuals to conduct
popularity, largely because other channeléadlyelt wonet need a keyboard and will opera¢tings in environments that closely simulate
faster, more fluid, and more immediate.  via voice commands. Ites also likely not fadeeto-face interactions.



WIRELESS CAPABILITIES.

Issues in Todayes
LEARNING OUTCOME

Organizations
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Ethical
communication

M M M M

ethical communication
Communication that includes all relevant
information, is true in every sense, and is not

deceptive in any way




etes Get Real:

My ReSpOnSG to A Manageres Dilemma, page 404

Twitter has become a revolutionary tool for communication. It allows
individuals and organizations to foster connections and an intimacy
with others on a scale that would have not been possible just a few
years ago. It also allows for an unparalleled immediacy in sharing infor-
mation. In this example, Twitter allows fans and potential recruits to
have unfettered access to their college team. The closeness Twitter
develops between the organizations its recruits and its fans will lead to
increased loyalty and excitement. These developments are all positive;
however, these kinds of technologies can be a double-edged sword. In
most cases, before organizations share information, information needs
to be scrutinized and peer reviewed as to its suitability. The immediacy
Twitter provides does not allow for this level of scrutiny, thus increasing
the possibility that incorrect or potentially detrimental information will
be shared, causing negative repercussions for an organization. In the
case of Les Miles he might share sensitive information or commit
recruiting violations if his stweetsZ are not adequately censored.

In this example my advice would be to create a holding period for
Les Mileses tweets. This holding period could be a short time frame in
which the content could be reviewed by someone in the organization
as to its appropriateness before it is shared. Although some immedi-
acy would be lost, it would allow the organization to continue to give
its fans and recruits increased access while insulating the organization
from potentially embarrassing and otherwise negative situations.

What Would You Do?

Glenn A. Jones
Oral Care Consultant/
Technology Trainer
Colgate Oral
Pharmaceuticals

New York, NY
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CHAPTER 15 | MANAGERS AND COMMUNICATION

LEARNING

Describe how technology affects managerial communication and OUTCOME

organizations.

Technology has radically changed the way organizational members communicate. It
improves a managers ability to monitor performance; it gives employees more complete
information to make faster decisions; it has provided employees more opportunities to
collaborate and share information; and it has made it possible for people to be fully
accessible, anytime anywhere.

IT affects organizations by influencing the way that organizational members
communicate, share information, and do their work.

LEARNING
OUTCOME

The two main challenges of managing communication in an Internet world are the legal
and security issues and the lack of personal interaction.

Organizations can manage knowledge by making it easy for employees to communi-
cate and share their knowledge, which can help them learn from each other ways to do
their jobs more effectively and efficiently. One way is through online information data-
bases and another way is through creating communities of practice.

Communicating with customers is an important managerial issuevgirteommu-
nication takes place armbwit takes place can significantly affect a customerss satisfac-
tion with the service and the likelihood of being a repeat customer.

Its important for organizations to get input from their employees. Such potentially
valuable information should not be ignored.

Finally, a companys communication efforts need to be ethical. Ethical communica-
tion can be encouraged through clear guidelines and through answering questions that
force a communicator to think through the communication choices made and the conse-

Discuss contemporary issues in communication.

REVIEW AND DISCUSSION QUESTIONS

423




your boss want to «friendZ you? Experts say that you

should proceed with cautiéiWhat do you think? Is it
Social networking Web sites can be fun. Staying in touch okay to provide people you know in a professional sense a
with old friends or even family is one of the pleasures of swindow into your personal life?Z What ethical issues
joining. However, what happens when colleagues or evenmight arise in such a situation?

clarification, ensures understanding, and assures the
speaker that youere listening.

5. Paraphrase whates been said-he effective listener
Active Listening uses phrases such as *What | hear you saying is ...Z
or Do you mean..?Z Paraphrasing is an excellent
control device to check on whether youere

Active listening requires you to concentrate on what is listening carefully and to verify that what you heard
being said. Itss more than just hearing the words. It involves 'S accurate.
a concerted effort to understand and interpret the speakefs Avoid interrupting the speaker. Let the speaker com-
message. plete his or her thought before you try to respond.
Donet try to second-guess where the speakers
thoughts are going. When the speaker is finished,
1. Make eye contactHow do you feel when somebody youell know it.
doesnet look at you when yousre speaking? If yousre like Stay motivated to listenMost of us would rather
most people, youere likely to interpret this behavior as  express our own ideas than listen to what someone else
aloofness or disinterest. Making eye contact with the says. Talking might be more fun and silence might be
speaker focuses your attention, reduces the likelihood  uncomfortable, but you canst talk and listen at the same
that you will become distracted, and encourages the time. The good listener recognizes this fact and doesnet

speaker. overtalk.

2. Exhibit affirmative nods and appropriate facial 8. Make smooth transitions between the roles of
expressionsThe effective listener shows interest in speaker and listenerThe effective listener makes tran-
what is being said through nonverbal signals. Affirma-  sitions smoothly from speaker to listener and back to
tive nods and appropriate facial expressions, when speaker. From a listening perspective, this means con-
added to good eye contact, convey to the speaker that  centrating on what a speaker has to say and practicing
youere listening. not thinking about what youere going to say as soon as

3. Avoid distracting actions or gestures that suggest you get your chance.

boredom. In addition to showing interest, you must

avoid actions that suggest that your mind is some-

where else. When listening, donet look at your watch,Ask a friend to tell you about his or her day and listen with-
shuffle papers, play with your pencil, or engage in  out interrupting. When your friend has finished speaking,
similar distractions. They make the speaker feel that ask two or three gquestions if needed to obtain more clarity
youere bored or disinterested, or indicate that you  and detail. Listen carefully to the answers. Now summarize
arenst fully attentive. your friendss day in no more than five sentences.

4. Ask questionsThe critical listener analyzes what he or  How well did you do? Let your friend rate the accuracy
she hears and asks questions. This behavior providesof your paraphrase (and try not to interrupt).

online video at work? What would be the advantages and
drawbacks of using online video?
Form small groups of three to four individuals. Your

We-ve all watched and laughed at the oddball videos on teamss task is to look at these issues. Answer the questions
YouTube and other online video sites. But what about USi%d be prepared to share your answers with the class.

online video for work purpose¥2what uses do you see for
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CHAPTER 15

Research the characteristics of a good communicator.
Keeping these characteristics in mind, practice being a
good communicator,both as a sender and a listener.

For one day, keep track of the types of communication
you use (see Exhibit 15-2 for a list of various types).
Which do you use most? Least? Were your choices of
communication methods effective? Why or why not?
Could they have been improved? How?

For one day, track nonverbal communication that you
notice in others. What types did you observe? Was the
nonverbal communication always consistent with the
verbal communication taking place? Describe.

Research new types of IT devices. Write a report
describing these devices (at least three) and their appli-
cability to employees and organizations. Be sure to look
at both the positive and negative aspects.

Survey five different managers for their advice on being
a good communicator. Put this information in a bulleted
list format and be prepared to present it in class.

Steves and Marys recommended readings: Phillip G.
Clampitt, Communicating for Managerial Effectiveness,
4th ed. (Sage Publications, 2009); John BaldGreat
Communication Secrets of Great Lead@eGraw-

Hill, 2003); Robert Mai and Alan Akersomhe Leader
as CommunicatofAMACOM, 2003); Boyd Clarke,

CASE APPLICATION
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The Leaderss Voice: How Communication Can Inspire
Action and Get Result§Select Books, 2002); Jo-Ellan
Dimitrius and Mark Mazzarell&eading PeopléRan-
dom House, 1998).

Survey 10 office workers. Ask them: (1) the number of
e-mail messages they receive daily, on average; (2) how
many times in one day they check their e-mail; and

(3) if they think a ban on e-mail messages one day a
week would be a good idea and why or why not.
Compile this information into a report.

Pick one of the five topics addressed in the section on
Communication Issues in Todays Organizations and do
some additional research. Put your findings in a bul-
leted list and be prepared to discuss in class. Be sure to
cite your sources!

In your own words, write down three things you learned
in this chapter about being a good manager.

Self-knowledge can be a powerful learning tool. Go

to mymanagementlab.com and complete these self-
assessment exercises: Whats My Face-to-Face Commu-
nication Style? How Good Are My Listening Skills?

How Good Am | at Giving Performance Feedback? Am |
a Gossip? Using the results of your assessments, identify
personal strengths and weaknesses. What will you do to
reinforce your strengths and improve your weaknesses?

ixty percent. Thates the percentage of respondents in a recent
mployee survey who said that gossip was their biggest pet
eeve about their jobs. %> Most gossip centers around the

workplace and the personal lives of coworkers. How often have you

gossiped at work ... either as a sender or a receiver? Although you

may think workplace gossip is harmless, it can have some pretty

serious consequences. First, spreading rumors can damage morale

and increase anxiety. Secondly, it can hamper productivity and
affect performance. And it can lead to something you might not
even have considered, as it did for four former employees of the town of

Hooksett, New Hampshire. Fired by the city council for gossiping about

their boss, they learned the hard way that gossip can cost you your job.
The longtime employees were fired because one of the women had
used derogatory terms to describe the town administrator and because

Gossiping at work isnet as harmless as
some may think and can result in

serious consequences, such as dam-

aged morale, increased anxiety, lost
productivity, and poor performance.
As the women shown here learned,
it can cost you your job.




2. As was stated in the case, a recent survey showed that 60 percent of the respondents
indicated that the biggest pet peeve they have about their jobs is workplace gossip. Research
the topic of office gossip/office rumors. Is office gossip always harmful? Discuss. Could it ever
be useful to managers?

3. Inretrospect, what could these four women have done differently?
4. What implications can you see for managers and communication from this story?

CASE APPLICATION
Delivery Disaster

en two Dominoes Pizza employees filmed a gross prank in the kitchen of the restaurant in Conover,
orth Carolina, the company suddenly had a major public relations crisis on its hands. % The video
ended up posted on YouTube and other sites and showed a Dominoss employee preparing
esandwiches for delivery while putting cheese up his nose, nasal mucus on the sandwiches, and violating other
health-code standards,Z with another employee providing narration. By the next day, over a million disgusted
people had viewed the video and discussion about Dominoes had spread throughout Twitter and Google.

As Dominoes quickly realized, social media has the power to take tiny incidents and turn them into marketing
crises. A company spokesperson said, *We got blindsided by two idiots with a video camera and an awful
idea.Z When the company first learned about the video, executives decided not to respond aggressively, hoping
the controversy would quiet down. What they missed, though, was the sperpetual mushroom effect of viral sen-
sations.Z The chief marketing officer of a social media marketing firm said, If you think itss not going to spread,
thates when it gets bigger.Z And as Dominoes discovered, it did. In just a matter of days, Dominoes reputation
was damaged. Customerse perception of its quality went from positive to negative. One brand expert said, ¢ltes
graphic enough in the video, and ites created enough of a stir, that it gives people a little pause.Z
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So what happened to the two employees? Although they told Dominoes executives they never actually deliv-

ered the tainted food, they were fired and charged with a felony. And Dominoess posted its own video featuring

its top manager addressing the incident on YouTube not long after it occurred.

Discussion Questions

1.

Beyond its being vulgar and disgusting, what do you think of this situation from the
perspective of managing communications?

Why do you think Dominoss executives took a wait-and-see attitude? Why was this response
a problem?

How could this type of communication problem be prevented at other Dominoss Pizza
restaurants?

Do incidents like this one and the possibility of them happening anywhere, anytime, mean that
all forms of social media should be banned from workplaces? What are the implications for
policies regarding communication technology? Discuss.
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What Would You Do?

Is Motivation?

LEARNING OUTCOME

Accg

Motivation



Early

motivation
The process by which a persones efforts are
energized, directed, and sustained toward

attaining a goal




hierarchy of
needs theory

Physiological needs
Safety needs
Social needs

Esteem needs

Self-actualization needs




Theory X

Theory Y

two-factor theory

Motivators Hygiene Factors

hierarchy of needs theory

Maslowes theory that human needs,,
physiological, safety, social, esteem, and self-
actualization,form a sort of hierarchy

physiological needs
A persones needs for food, drink, shelter, sexual
satisfaction, and other physical needs

safety needs

A persones needs for security and protection
from physical and emotional harm

social needs
A persones needs for affection, belongingness,
acceptance, and friendship

esteem needs

A persones needs for internal factors such as self-
respect, autonomy, and achievement, and

external factors such as status, recognition, and
attention

self-actualization needs
A persones need to become what he or she is
capable of becoming.

Theory X

The assumption that employees dislike work, are
lazy, avoid responsibility, and must be coerced

to perform

Theory Y

The assumption that employees are creative,
enjoy work, seek responsibility, and can exercise
self-direction

two-factor theory (motivation-hygiene
theory)

The motivation theory that intrinsic factors are
related to job satisfaction and motivation,
whereas extrinsic factors are associated with job
dissatisfaction




Satisfied Dissatisfied

Satisfaction No Satisfaction

hygiene factors

motivators

three-needs theory

need for achievement (nAch)
need for power (nPow)
need for affiliation
(nAff)



Contemporary

hygiene factors
Factors that eliminate job dissatisfaction, but
donest motivate

motivators
Factors that increase job satisfaction and

motivation

three-needs theory

The motivation theory that says three acquired
(not innate) needs,achievement, power, and
affiliation,are major motives in work

need for achievement (nAch)

The drive to succeed and excel in relation to a
set of standards

need for power (nPow)
The need to make others behave in a way that
they would not have behaved otherwise

need for affiliation (NAff)
The desire for friendly and close interpersonal
relationships




model.Z
our em-
is a low

said for



€ Goals are public

€ Individual has internal
locus of control

€ Self-set goals

Committed
to Achieving
Motivation
(intention to work
toward goal)

Accepted

National

o Culture
Participation

in Setting

Reinforcement theory

reinforcers

goal-setting theory reinforcement theory reinforcers

The proposition that specific goals increase The theory that behavior is a function of its Consequences immediately following a
performance and that difficult goals, when consequences behavior, which increase the probability that
accepted, result in higher performance than do the behavior will be repeated

easy goals

self-efficacy
An individualss belief that he or she is capable
of performing a task




job design

JOB ENLARGEMENT.

JOB ENRICHMENT.

job depth

JOB CHARACTERISTICS MODEL.

job characteristics model (JCM)

Skill variety

Task identity

job scope

job enlargement

job enrichment



Task significance

Autonomy

Feedback

Psychological States

Critical Personal and
Work Outcomes

job design

The way tasks are combined to form complete
jobs

job scope

The number of different tasks required in a job
and the frequency with which those tasks are
repeated

job enlargement

The horizontal expansion of a job by increasing
job scope

job enrichment

The vertical expansion of a job by adding
planning and evaluating responsibilities

job depth
The degree of control employees have over
their work

job characteristics model (JCM)

A framework for analyzing and designing jobs
that identifies five primary core job dimensions,
their interrelationships, and their impact on
outcomes

skill variety

The degree to which a job requires a variety of
activities so that an employee can use a
number of different skills and talents

task identity

The degree to which a job requires completion
of a whole and identifiable piece of work

task significance
The degree to which a job has a substantial
impact on the lives or work of other people

autonomy

The degree to which a job provides substantial
freedom, independence, and discretion to the
individual in scheduling work and determining
the procedures to be used in carrying it out

feedback

The degree to which carrying out work activities
required by a job results in the individuales
obtaining direct and clear information about his
or her performance effectiveness




Suggested Action Core Job Dimension

Skill variety

—— Task identity

\,

Establish client relationships Task significance
Load vertically Autonomy

Open feedback channels Feedback

REDESIGNING JOB DESIGN APPROACHES. %4

relational perspective of work design

proactive perspective of work design



involvement work practices

Equity theory

relational perspective of work design
An approach to job design that focuses on how
peopless tasks and jobs are increasingly based
on social relationships

proactive perspective of work design

An approach to job design in which employees
take the initiative to change how their work is
performed

high-involvement work practices
Work practices designed to elicit greater input
or involvement from workers

equity theory

The theory that an employee compares his or
her jobes input...outcomes ratio with that of
relevant others and then corrects any inequity

high-




referent

distributive justice

procedural justice

expectancy theory

Individual ° Individual e Organizational e
Effort Performance REWETS




referents
The persons, systems, or selves against which
individuals compare themselves to assess equity

distributive justice

Perceived fairness of the amount and allocation
of rewards among individuals

procedural justice
Perceived fairness of the process used to
determine the distribution of rewards

expectancy theory

The theory that an individual tends to act in a
certain way based on the expectation that the
act will be followed by a given outcome and on
the attractiveness of that outcome to the
individual




Equity
Performance \ Comparison
Evaluation O, . Og
Criteria I

IA B

Job

07 Design

Design

Individual Individual Organizational Individual
Effort Performance Rewards Goals

Objective
Performance Dominant
Evaluation Needs
System

Reinforcement

Goals
Direct
Behavior
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FUTURE VISION

Individualized Rewards rewards among employees as well as forjolmisecurity, increased pension contributions,
Organizations have historically assumedidat employees over time. college tuition reimbursement, personal days
-one size fits allZ when it comes to allocating r@rganizations control a vast numbesfipfhelp in purchasing a home, recognition
wards. Managers typically assumed that @@ential rewards that employees mightdimards, paid club memberships, and work-

one wants more money and more vacatiorappealing. A partial list would include increfasedthome options. In the future, most orga-
But as organizations become less burealmaaécpay, bonuses, shortened workwemikstions will structure individual reward

and more capable of differentiating rewaxtéisnded vacations, paid sabbaticals, flepéakages in ways that will maximize employee
managers will be encouraged to differemt@mtehours, part-time employment, guaranteetivation.



MOTIVATING A DIVERSE WORKFORCE.

MOTIVATING PROFESSIONALS.

MOTIVATING CONTINGENT WORKERS.



MOTIVATING LOW-SKILLED, MINIMUM-WAGE EMPLOYEES.

OPEN-BOOK MANAGEMENT.

open-book management

EMPLOYEE RECOGNITION PROGRAMS. Employee recognition programs

open-book management employee recognition programs

A motivational approach in which an Personal attention and expressing interest,
organizationes financial statements (the approval, and appreciation for a job well done
*booksZ) are shared with all employees

2N S NS
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PAY-FOR-PERFORMANCE.

Pay-for-performance programs

pay-for-performance programs
Variable compensation plans that pay
employees on the basis of some performance
measure
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REVIEW AND DISCUSSION QUESTIONS

theories explain employee motivation? . Most of us have to work for a living, and a job is a

. What are the different job design approaches to central part of our lives. So why do managers have to
motivation? worry so much about employee motivation issues?

. Exp|ain the three key |inkages in expectancy theory 10. Can an individual be too motivated? Discuss.
and their role in motivation.

6. What economic and cross-cultural challenges do
managers face when motivating employees?

would you like to make that a large? Retail workers today
eget more micromanaging than Noah got from GodZ all
A cashier for a large chain bookstore in Manhattan is tiredin an attempt to boost sales. What do you think of these
of the elaborate scripts shes required to recite during evetgchniques? Are they just simply annoying or do they con-
transactior?® «Itss tedious to blurt out those little phrases  tain some element of ethics? What ethical issues do you see
and customers just look away.Z And yousve probably heardh these attempts at efficiency and productivity? How could
these scripted appeals if yousve gone through a fast-food organizations ensure that such activities arenst ethically
drive-through,would you like fries or a drink with that or  questionable?
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Motivating Employees

Because a simple, all-encompassing set of motivational

guidelines is not available, the following suggestions draw on

the essence of what we know about motivating employees.
6.

1. Recognize individual differencesAlmost every con-
temporary motivation theory recognizes that employees
are not homogeneous. They have different needs. They
also differ in terms of attitudes, personality, and other
important individual variables. 7.

2. Match people to jobsA great deal of evidence shows
the motivational benefits of carefully matching people

to jobs. People who lack the necessary skills to perform

successfully will be at a disadvantage.

3. Use goalsYou should ensure that employees have haré;
specific goals and feedback on how well theyere doing
in pursuit of those goals. In many cases, these goals
should be participatively set.

4. Ensure that goals are perceived as attainable.
Regardless of whether goals are actually attainable,
employees who see goals as unattainable will reduce
their effort. Be sure, therefore, that employees feel

confident that increased efforts can lead to achieving
performance goals.

Individualize rewards. Because employees have differ-
ent needs, what acts as a reinforcer for one may not do so
for another. Use your knowledge of employee differences
to individualize the rewards over which you have control.
Some of the more obvious rewards that you can allocate
include pay, promotions, autonomy, and the opportunity
to participate in goal setting and decision making.

Link rewards to performance.You need to make
rewards contingent on performance. Rewarding

factors other than performance will only reinforce the
importance of those other factors. Key rewards such as
pay increases and promotions should be given for the
attainment of employeese specific goals.

Check the system for equityEmployees should

perceive that rewards or outcomes are equal to the inputs
given. On a simplistic level, experience, ability, effort,

and other obvious inputs should explain differences in
pay, responsibility, and other obvious outcomes.

Donet ignore moneylts easy to get so caught up in
setting goals, creating interesting jobs, and providing
opportunities for participation that you forget that
money is a major reason why most people work. Thus,
the allocation of performance-based wage increases,
piece-work bonuses, employee stock ownership plans,
and other pay incentives are important in determining
employee motivation.

List five criteria (for example, pay, recognition, challenging

Break into small groups of three or four and compare

work, friendships, status, the opportunity to do new things, your responses. What patterns, if any, did you find?

the opportunity to travel, and so forth) that would be most
important to you in a job. Rank them by order of importance.

A good habit to get into if you donet already do it is
goal-setting. Set goals for yourself using the sugges-
tions from goal-setting theory. Write these down and
keep them in a notebook. Track your progress toward
achieving these goals.

Describe a task that yousve done recently for which you
exerted a high level of effort. Explain your behavior,

using any three of the motivation approaches described

in this chapter.

Pay attention to times when youere highly motivated
and times when youere not as motivated. Write down a

description of these. What accounts for the difference
in your level of motivation?

Interview three managers about how they motivate their
employees. What have they found that works the best?
Write up your findings in a report and be prepared to
present it in class.

Using the job characteristics model, redesign the
following jobs to be more motivating: retail store
sales associate, utility company meter reader, and
checkout cashier at a discount store. In a written
report, describe for each job at least two specific



actions you would take for each of the five core job
dimensions.

Do some serious thinking about what you want from
your job after graduation. Make a list of whatss impor-
tant to you. Are you looking for a pleasant work envi-
ronment, challenging work, flexible work hours, fun
coworkers, or what? Discuss how you will discover
whether a particular job will help you get those things.

Stevess and Marys recommended readings: Terry R.
Bacon,What People War{Davies-Black Publishing,
2006); Dennis W. Bakkeloy at Worl(PVG, 2005);

Leon Martel High PerformerqJossey-Bass,

2002); Jon R. Katzenbacheak PerformancéHarvard
Business School Press, 2000); and Steven Kerr (ed.),
Ultimate Rewards: What Really Motivates People to
Achieve(Harvard Business School Press, 1997).

Find five different examples of employee recognition
programs from organizations with which youere famil-
iar or from articles that you find. Write a report de-
scribing your examples and evaluating what you think
about the various approaches.

CASE APPLICATION
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Find the Web site of Great Place to Work Institute
[www.greatplacetowork.com]. What does the Insti-
tute say about what makes an organization a great
place to work? Next, locate the lists of the Best Com-
panies to Work For. Choose one company from each
of the international lists. Now research that company
and describe what it does that makes it a great place
to work.

In your own words, write down three things you
learned in this chapter about being a good manager.

Self-knowledge can be a powerful learning tool. Go

to mymanagementlab.com and complete these self-
assessment exercises: What Motivates Me? What Are
My Dominant Needs? What Rewards Do | Value Most?
Whats My View on the Nature of People? Whats My
Jobs Motivating Potential? Do | Want an Enriched
Job? How Confident Am | in My Ability to Succeed?
Whats My Attitude Toward Achievement? Using the
results of your assessments, identify personal strengths
and weaknesses. What will you do to reinforce your
strengths and improve your weaknesses?

With a massage every other week, onsite laundry, swimming
pool and spa, free delicious all-you-can-eat gourmet meals,

I t gets more than 3,000 applications a day. ¢ And itss no wonder!

what more could an employee want? Sounds like an ideal job,
doesnst it? However, at Google, many people are demonstrating by
their decisions to leave the company that all those perks (and these
are just a few) arenet enough to keep them there. As one analyst
said, *Yes, Googless making gobs of money. Yes, itss full of smart
people. Yes, itss a wonderful place to work. So why are so many
people leaving?Z

Google has been in the top five list of sbest companies to work
forZ by Fortune magazine for four years running and was number Former Google vice president Adam
Bosworth, who headed up the Google
Health team, left the company to start
his own Web-based consumer health
service, Keas, Inc. The vision at Keas is
to help people manage their health

care online from staying healthy to re-
covering from an iliness.

one on the list for two of those four years. But make no mistake. Googles
executives decided to offer all these fabulous perks for several reasons:
to attract the best knowledge workers it can in an intensely competitive,
cutthroat market; to help employees work long hours and not have to

deal with time-consuming personal chores; to show employees theyere
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valued; and to have employees remain Googlers (the name used for employees) for many years. But a number

of Googlers have jumped ship and given up these fantastic benefits to go out on their own.

For instance, Sean Knapp and two colleagues, brothers Bismarck and Belsasar Lepe, came up with an idea
on how to handle Web video. They left Google, or as one person put it, expelled themselves from paradise to
start their own company.Z When the threesome left the company, Google really wanted them and their project to
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corporate employees and training managers on how to maintain control in a ROWE workplace. In the third phase,
work unit teams were free to figure out how to implement the changes. Each team found a different way to keep the
flexibility from spiraling into chaos. For instance, the public relations team got pagers to make sure someone was
always available in an emergency. Some employees in the finance department used software that turns voice mail
into e-mail files accessible from anywhere, making it easier for them to work at home. Four months after ROWE was
implemented, Ressler and Thompson followed up with another culture check to see how everyone was doing.

So whates the bottom line for Best Buy? Productivity jumped 41 percent and voluntary turnover fell to 8 percent
from 12 percent. They also discovered that when employeess engagement with their jobs increased, average annual
sales increased 2 percent. And employees said that the freedom changed their lives. They donst know if they work
fewer hours, theysve stopped counting,but they are more productive.Z As Ressler and Thompson stated, sWork
isnst a place you go,itss something you do.Z

Discussion Questions

1. Describe the elements of ROWE. What do you think might be the advantages and draw-
backs of this program?
Using one or more motivation theories from the chapter, explain why you think ROWE works.

3. What might be the challenges for managers in motivating employees in a program like
this?

4. Does this sound like something you would be comfortable with? Why or why not?

5. Whates your interpretation of the statement that sWork isnst a place you go,,itss something
you doZ? Do you agree? Why or why not?




Meet the Manager
Keith D. Lynn

Agency Field Executive
State Farm Insurance
Tulsa, OK

MY JOB:

| am an agency field executive for State Farm Insurance
Companies and am responsible for managing 50 State
Farm agents and their 125 team members in a geographic
area encompassing 28,000 square miles. Because these
agents are independent contractors, my management of
them is only through persuasion and motivation. | do have
a four-person team reporting to me directly to assist in

the management and marketing efforts for this agency
field office.

BEST PART OF MY JOB:

| have one of the best jobs in the world. | get to work

with high-quality individuals who deliver on a promise to
protect people from the unexpected and to help them
reach their financial goals. What career could be better?
More specifically, | have built personal relationships with
many of those whom | support. This allows me to, in some
ways, be a part of their lives and help them reach their
goals and support them when they help others.



Define leader and Compare and Describe the three Describe Discuss

leadership. contrast early major contingency contemporary contemporary

page 460 theories of theories of views of issues affecting
leadership. leadership. leadership. leadership.
page 460 page 464 page 469 page 472

WORST PART OF MY JOB:

Balancing priorities. Many supposedly surgentZ tasks steal time every day. Many
of these tasks are urgent but not important, yet they take time and keep me from
succeeding in the more important functions of my job.

BEST MANAGEMENT ADVICE EVER RECEIVED:
As a second lieutenant in the army, my commanding officer was a lieutenant
colonel who had been promoted up the ranks from private. He understood how
to motivate people and how to get a group to function at the highest levels.
His advice, which | have used in every position | have held, was: Treat everyone
as you would want to be treated, be respectful of them no matter what their
rank and they will ensure you succeed. Treat them badly, and you and your
team will suffer.

Too often, | find young prideful managers who treat those who report to
them and even their former peers as inferiors, often insisting on respect. These
individuals will never gain the loyalty and respect they demand.
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leader
Leadership



leader leadership
Someone who can influence others and A process of influencing a group to
who has managerial authority achieve goals




behavioral theories

UNIVERSITY OF IOWA STUDIES.
autocratic style

democratic style

laissez-faire style




THE OHIO STATE STUDIES.

UNIVERSITY OF MICHIGAN STUDIES.

THE MANAGERIAL GRID.

managerial grid

behavioral theories

Leadership theories that identify behaviors that
differentiated effective leaders from ineffective
leaders

autocratic style

A leader who dictates work methods, makes
unilateral decisions, and limits employee

participation

democratic style

A leader who involves employees in decision
making, delegates authority, and uses feedback
as an opportunity for coaching employees

initiating structure

consideration

high...high leader

laissez-faire style

A leader who lets the group make decisions and
complete the work in whatever way it sees fit
initiating structure

The extent to which a leader defines his or her role
and the roles of group members in attaining goals

consideration

The extent to which a leader has work
relationships characterized by mutual trust and
respect for group memberse ideas and feelings

high...high leader

A leader high in both initiating structure and
consideration behaviors

managerial grid

A two-dimensional grid for appraising leadership
styles
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