Chaper 1:Managers and You in the Workplace

 INTRODUCTION.

The concept of management and managers is introduced in this chapter. Five questions are addressed:

A. Who are managers?

B. What is management?

C. What do managers do?

D. What is an organization, and how is the concept of an organization changing?

E. Why study management?

1. WHO ARE MANAGERS?

The changing nature of organizations and work has blurred the clear lines of distinction between managers and non-managerial employees. Many workers’ jobs now include managerial activities. Definitions used in the past no longer work. 
How do we define a manager? A manager is an organizational member who works with and through other people by coordinating their work activities in order to accomplish organizational goals. However, keep in mind that managers may have other work duties not related to integrating the work of others. 
Managers can be classified by their level in the organization, particularly for traditionally structured organizations (those shaped like a pyramid). (See Exhibit 1.1)

First-line managers are the lowest level of management. They’re often called supervisors.

Middle managers include all levels of management between the first-line level and the top level of the organization.

Top managers include managers at or near the top of the organization who are responsible for making organization wide decisions and establishing the plans and goals that affect the entire organization.
2. WHAT  IS MANAGEMENT? 

Management refers to the process of coordinating and integrating work activities so that they’re completed efficiently and effectively with and through other people.

The process refers to the ongoing functions or primary activities engaged in by managers. 
Coordinating others’ work activities is what distinguishes a manager’s job from a non-managerial one.

Efficiency is getting the most output from the least amount of inputs, the goal of which is to minimize resource costs. (See Exhibit 1.2.)

Effectiveness is completing activities so that organizational goals are attained; often described as “doing the right things.” (See Exhibit 1.2.) 

3. WHAT  DO MANAGERS DO? 

No two managers’ jobs are alike. But management writers and researchers have developed some specific categorization schemes to describe what managers do. We’re going to look at five categorization schemes: functions and processes, roles, skills, managing systems, and situational analysis.

A.
Management Functions and Processes. Henri Fayol, a French industrialist from the early part of the 1900s, proposed that managers perform five management functions: POCCC (plan, organize, command, coordinate, control). 

These functions still provide the basis around which popular management textbooks are organized, but the functions have been condensed to four. (See Exhibit 1.3.) 

a.
Planning involves the process of defining goals, establishing strategies for achieving those goals, and developing plans to integrate and coordinate activities.

b.
Organizing is the process of determining what tasks are to be done, who is to do them, how the tasks are to be grouped, who reports to whom, and where decisions are to be made.

c.
Leading includes motivating subordinates, influencing individuals or teams as they work, selecting the most effective communication channel, or dealing in any way with employee behavior issues.

d.
Controlling is monitoring activities to ensure that they are being accomplished, comparing performance with previously set goals, and correcting any significant deviations.

The reality of managing isn’t quite as simplistic as these descriptions imply. It’s more realistic to describe managers’ functions from the perspective of a process.The management process is the set of ongoing decisions and work activities in which managers engage as they plan, 
B.
Management Roles. In the late 1960s, Henry Mintzberg conducted a precise study of managers at work. He concluded that managers perform 10 different, but highly interrelated roles. 
1.
Management roles refer to specific categories of managerial behavior. (See Exhibit 1.4.) 

a.
Interpersonal roles included figurehead, leadership, and liaison activities.

b.
Informational roles included monitoring, disseminating, and spokesperson activities.

c.
Decisional roles included those of entrepreneur, disturbance handler, resource allocator, and negotiator.
2.
Follow‑up studies of Mintzberg’s role categories in different types of organizations and at different managerial levels within organizations have generally supported the notion that managers perform similar roles. However, the more traditional functions have not been invalidated. In fact, the functional approach still represents the most useful way of classifying the manager’s job.

C.
Management Skills. Managers need certain skills to perform the varied duties and activities associated with being a manager.

1.
Robert L. Katz found through his research in the early 1970s that managers need three essential skills or competencies. (See Exhibit 1.5.)

a.
Technical skills are skills that include knowledge of and proficiency in a certain specialized field.

b.
Human skills include the ability to work well with other people both individually and in a group. 

c.
Conceptual skills include the ability to think and to conceptualize(形成概念) about abstract and complex situations, to see the organization as a whole, and to understand the relationships among the various subunits, and to visualize how the organization fits into its broader environment.

2.
There are 21 skill-building modules found at the back of the textbook. These skills reflect a broad cross section of the managerial activities that are important elements of the four management functions. (See Exhibit 1.6.) 

D.How the Manager’s Job is Changing. Significant changes both within and beyond the organization have had a measurable impact on management.  

1.
Events of 9/11, corporate ethics scandals, global economic and political uncertainties, and technological advancements need to be discussed.

2.
While most managers will not have to manage under such terrible conditions such as 9/11, the fact is that how managers manage is changing.

E.
Two changes that appear to be having a significant impact on managers’ jobs:


1. Importance of Customers to the Manager’s Job


2. Importance of Innovation to the Manager’s Job.

4. WHAT IS AN ORGANIZATION? 


Organizations need managers. An organization is a deliberate arrangement of people to accomplish some specific purpose. 

A.
Organizations share three common characteristics: (1) each has a distinct purpose; (2) each is composed of people; and (3) each develops some deliberate structure so members can do their work. (See Exhibit 1.9.)

Although these three characteristics are important to defining what an organization is, the concept of an organization is changing. Exhibit 1.10 lists some of the important differences between the traditional organization and the new organization. Some of these differences include: flexible work arrangements, employee work teams, open communication systems and supplier alliances.  Organizations are becoming more open, flexible, and responsive to changes.        Organizations are changing because the world around them has changed and is continuing to change. These societal, economic, global, and technological changes have created an environment in which successful organizations must embrace new ways of getting their work done.

5.WHY STUDY MANAGEMENT? 
Management is important in our society today. The importance of studying management can be explained by looking at the universality of management, the reality of work, and the rewards and challenges or being a manager. 
A. The Universality of Management—the certainty that management is needed in all types and sizes of organizations, at all organizational levels, and in all organizational work areas, regardless of where they’re located.

1.We interact with organizations every day of our lives. Every product we use and every action we take is provided or affected by organizations. These organizations require managers.  Organizations that are well managed develop a loyal customer base, grow, and prosper.

2.By studying management, students will be able to recognize good management and encourage it, as well as to recognize poor management and work to get it corrected.

B.
The Reality of Work—after graduating, you will either manage or be managed. A course in management provides insights into the way your boss behaves and the internal working of organizations.  You don’t have to aspire to be a manager to gain something valuable from a course in management.

C.
Rewards and Challenges of Being a Manager (see Exhibit 1.12).

1.
Challenges

a.
Managers may find it difficult to effectively blend the knowledge, skills, ambitions, and experiences of a diverse group of employees.

b.
A manager’s success typically is dependent on others’ work performance.

2.
Rewards

a.
Managers get to create a work environment in which organizational members can do their work to the best of their ability and help the organization achieve its goals.

b.
Receiving recognition and status in the organization in the organization and the community, playing a role in influencing organizational outcomes, and receiving appropriate compensation.

c.
Satisfaction from knowing that efforts, skills, and abilities are needed by the organization.

6.
Is your college instructor a manager? Discuss in terms managerial functions, managerial roles, and skills.


A college instructor would generally not fall within the definition of a manager when utilizing managerial functions. This is predominantly due to the relationship between instructors and students. Students are not employees but, more appropriately, clients. In fact, in some cases, an instructor may have little say about the course content or how it is to be taught. In these instances, the instructor clearly makes few decisions. Regardless, college instructors, in their position as teacher (in contrast to a position such as department head) are not managers.



In terms of managerial roles, college instructors are perhaps involved in some ways in the interpersonal, informational, and decisional roles. For example, a college instructor could be seen as a liaison (interpersonal role), a monitor and disseminator (both informational roles), and a disturbance handler and negotiator (both decisional roles).



Looking at managerial skills, college instructors obviously need a lot of technical skills—in this case, knowledge about the latest research and conceptual developments in a particular discipline. They also need significant human skills as they deal with their students. To a limited extent, the instructor might need to utilize conceptual skills as courses are planned or as departmental curriculums are debated.

7.
“The manager’s most basic responsibility is to focus people toward performance of work activities to achieve desired outcomes.” What’s your interpretation of this statement? Do you agree with this statement? Why or why not?


The statement means that a manager’s job or responsibility is to coordinate and/or focus subordinates’ energies toward performance outcomes that will result in the achievement of organizational goals. By definition, management is the process of coordinating and integrating work activities so that they’re completed efficiently and effectively with and through other people. Therefore, yes, most managers and management scholars would agree with this statement. Coordinating others’ work activities is what distinguishes a manager’s job from a non-managerial one.

8.
Why do you think skills of job candidates have become so important to employers? What are the implications for (a) managers, in general, and (b) you, personally?

Skills of job candidates have become important to employers because of today’s demanding and dynamic workplace. Employees need to be willing to constantly upgrade their skills and take on extra work outside their own specific job area.



The implication for managers of the increasing importance of employee skills is that the job of integrating and coordinating the work of others becomes more challenging. However, it also means that the people a manager manages may have more skills and can be more involved in designing ways to do their jobs effectively and efficiently. A final implication is that organizations will need to provide continual skills training to their employees so they can keep their skills upgraded.



The personal implications that students cite are likely to vary. This would be a good time to introduce the skill-building modules that are found at the end of the textbook.

9.
Is there one best “style” of management? Why or why not?

No, there’s probably not one single “best” style of management. Organizational situations vary and what works best in one organization may not necessarily work best in another. Point out to students that they’re going to see a variety of managerial “styles” illustrated throughout the textbook in different boxes, examples, and cases. Each individual tends to develop his or her own preferred “style” of managing.

10.
What characteristics of new organizations appeal to you?  Why?  Which do not?  Why?

Exhibit 1.10 lists some of the important differences between the traditional organization and the new organization. Some of these differences include: flexible work arrangements, employee work teams, open communication systems and supplier alliances. Organizations are becoming more open, flexible, and responsive to changes. Students should reflect on these new elements and defend their selections.

11.         In today’s environment, which is more important to organizations—

            efficiency or effectiveness? Explain your choice.

Both are integral to effective management.  Management refers to the process of coordinating and integrating work activities so that they’re completed efficiently and effectively with and through other people. Efficiency is getting the most output from the least amount of inputs, the goal of which is to minimize resource costs. (See Exhibit 1.2.). Effectiveness is completing activities so that organizational goals are attained; often described as “doing the right things.” (See Exhibit 1.2.)

12.
Can you think of situations where management doesn’t matter to organizations?  Explain.

No. The principle of the universality of management—the certainty that management is needed in all types and sizes of organizations, at all organizational levels, and in all organizational work areas, regardless of where they’re located—applies here.
This exercise asks students, in small groups, to develop a list of characteristics that make individuals good managers. Then for each characteristic, the students are to identify which management function it falls under. 


Before the in-class group activity, have each student identify three managers they have worked with (this could be a current or previous boss, a family member they have watched closely, or even themselves in managerial roles). Then for each of the three managers, have the student identify a minimum of three characteristics that made the individual a good manager and at least one characteristic that needed changing. Then have the students identify the management function each good characteristic and each “bad” characteristic falls under. Have the students bring these lists to class to work with in a group.


In the group setting, have the students compile a comprehensive list of “good” manager characteristics and a list of “bad” manager characteristics. Also, have them identify the management function of each characteristic.


When all of the group-compiled lists are completed, have the students make a prediction on what management function will be identified the most often and which function will be identified the least. Finally, going around the room, share group results, and see if management function predictions were correct.

13. 
Keeping professionals excited about work that can be routine and standardized is a major challenge for Siegel.  How could he use technical, human, and conceptual skills to maintain an environment that encourages innovation and professionalism in his CPA firm?

Technical skills are skills that include knowledge of and proficiency in a certain specialized field.  Accountants have this skill set and Siegel would expect competence in his staff.  Human skills that he employs demonstrate his commitment to open communication, innovation and creativity.  The structure of the organization demonstrates the application of conceptual skills by designing an office that encourages communication and team skills while focusing on the mission of the firm to delight the customer. The office is arranged in a nomadic fashion without proprietary desks or other office equipment. This arrangement encourages staff to work together and to develop a team approach to attaining the firm’s goals as expressed in the mission.  

14.
What management roles would Steven be playing as he (a) made a presentation to potential clients, (b) assessed the feasibility of adding a new consulting service, (c) kept employees focused on the company’s commitments to customers?

The basic managerial roles are broadly classified as interpersonal, informational, and decisional.  Making a presentation to a client would exemplify the informational managerial role that includes the role of spokesperson and disseminator of information.  In terms of assessing the feasibility of adding a new consulting service, Steven would be engaged in decisional roles that revolve around making choices.  Here he would be acting as perhaps entrepreneur and resource allocator.  Keeping employees focused on the company’s commitments to customers would involve interpersonal roles where Steven would be acting as figurehead, leader and liaison.

15.
What can you tell about LLG’s emphasis on customer service and innovation?  In what ways does the organization support its employees in servicing customers and in being innovative?

It is clear that LLG is focused primarily on the customer. The mission of the firm, and the symbols used in the office (e.g. the giant wall-mounted abacus and the “Welcome Wall”) exemplify the firm’s commitment. There pledge to “delight” the customer, and to respond to customer’s within 24 hours demonstrates this commitment. Within the office, there are no telltale signs of what most people consider boring, dull CPA work. Everywhere you look in the company’s office you see versatility, comfort, and eccentricity. The open office design promotes opportunities for professionals to gather.

16.       Would LLG’s approach work for all CPA firms?  Why or why not?  What could other managers learn from Steven Siegel?
Each manager develops his or her own style. Not all CPA firms would necessarily benefit from LLG’s approach. This may depend on the type of customers, management, organizational design, and other factors. Other managers could learn the value and benefit of innovation and a strong emphasis on people as a key to organizational success.

Chaper 2 Decision Making

1.
INTRODUCTION.


Making good decisions is something that every manager strives to do because the overall quality of managerial decisions has a major influence on organizational success or failure. The concept of decision-making is explored in this chapter.

2.
THE DECISION-MAKING PROCESS.


A decision is a choice made from two or more alternatives. The decision-making process is a comprehensive process involving eight steps that begins with identifying a problem and decision criteria and allocating weights to those criteria; moves to developing, analyzing, and selecting an alternative that can resolve the problem; implements the alternative; and concludes with evaluating the decision’s effectiveness. (See Exhibit 6.1 for a depiction of the decision-making process.) 

A.
Step 1 is identifying a problem. A problem is defined as a discrepancy between an existing and a desired state of affairs. Some cautions about problem identification include the following:

1.
Make sure it’s a problem and not just a symptom of a problem.

2.
Problem identification is subjective.

3.
Before a problem can be determined, a manager must be aware of any discrepancies.

4.
Discrepancies can be found by comparing current results with some standard.

5.
Pressure must be exerted on the manager to correct the discrepancy.

6.
Managers aren’t likely to characterize some discrepancy as a problem if they perceive that they don’t have the authority, information, or other resources needed to act on it. 

B.
Step 2 is identifying the decision criteria. Decision criteria are criteria that define what is relevant in making a decision.

Step 3 is allocating weights to the criteria. The criteria identified in Step 2 of the decision-making process aren’t all equally important, so the decision maker must weight the items in order to give them correct priority in the decision. Exhibit 6.2 lists the criteria and weights for Joan’s franchise purchase decision.

D.
Step 4 involves developing alternatives. The decision maker now needs to identify viable alternatives for resolving the problem.

E.
Step 5 is analyzing alternatives. Each of the alternatives must now be critically analyzed. Each alternative is evaluated by appraising it against the criteria. Exhibit 6.3 shows the assessed values of that Joan gave each of her eight alternatives regarding the franchise opportunities. Exhibit 6.4 reflects the weighting for each alternative (Exhibits 6.2 and 6.3).  

F.
Step 6 involves selecting an alternative. The act of selecting the best alternative from among those identified and assessed is critical. If criteria weights have been used, the decision maker simply selects the alternative with the highest score from Step 5.

G.
Step 7 is implementing the alternative. The chosen alternative must be implemented. Implementation is conveying a decision to those affected by it and getting their commitment to it.

H.
Step 8 involves evaluating the decision effectiveness. This last step in the decision-making process assesses the result of the decision to see whether or not the problem has been resolved.

3.
THE MANAGER AS DECISION MAKER.


Although we know about the decision-making process, we still don’t know much about the manager as a decision maker and how decisions are actually made in organizations. In this section, we’ll look at how decisions are made, the types of problems and decisions managers face, the conditions under which managers make decisions, and decision-making styles.

A.
Managers can make decisions on the basis of rationality, bounded rationality, or intuition. 

1.
Assumptions of Rationality.


Managerial decision-making is assumed to be rational; that is, choices that are consistent and value maximizing within specified constraints. The assumptions of rationality are summarized in Exhibit 6.6.

a.
These assumptions are problem clarity (the problem is clear and unambiguous); goal orientation (a single, well-defined goal is to be achieved); known options (all alternatives and consequences are known); clear preferences; constant preferences (preferences are constant and stable); no time or cost constraints; and maximum payoff. 

b.
The assumption of rationality is that decisions are made in the best economic interests of the organization, not in the manager’s interests.

c.
The assumptions of rationality can be met if: the manager is faced with a simple problem in which goals are clear and alternatives limited, in which time pressures are minimal and the cost of finding and evaluating alternatives is low, for which the organizational culture supports innovation and risk taking, and in which outcomes are concrete and measurable. 

2.
In spite of these limits to perfect rationality, managers are expected to “appear” rational as they make decisions. But because the perfectly rational model of decision-making isn’t realistic, managers tend to operate under assumptions of bounded rationality, which is behavior that is rational within the parameters of a simplified decision-making process that is limited (or bounded) by an individual’s ability to process information. 

a.
Under bounded rationality, managers make satisficing decisions —in which managers accept solutions that are “good enough,” rather than maximizing payoffs. 

b.
Managers’ decision-making may also be strongly influenced by the organization’s culture, internal politics, power considerations, and by a phenomenon called escalation of commitment—an increased commitment to a previous decision despite evidence that it may have been wrong.

3.
Role of Intuition.


Managers also regularly use their intuition. Intuitive decision-making is a subconscious process of making decisions on the basis of experience and accumulated judgment. Exhibit 6.7 describes the five different aspects of intuition.

a.
Making decisions on the basis of gut feeling doesn’t happen independently of rational analysis. The two complement each other. 

b.
Although intuitive decision-making will not replace the rational decision-making process, it does play an important role in managerial decision-making.

B.
Types of Problems and Decisions.


Managers will be faced with different types of problems and will use different types of decisions.

1.
Structured problems are straightforward, familiar, and easily defined. In handling this situation, a manager can use a programmed decision, which is a repetitive decision that can be handled by a routine approach. There are three possible programmed decisions.

a.
A procedure is a series of interrelated sequential steps that can be used to respond to a structured problem.

b.
A rule is an explicit statement that tells managers what they ought or ought not do. 

c.
A policy is a guide that establishes parameters for making decisions rather than specifically stating what should or should not be done

2.
Unstructured problems are new or unusual problems in which information is ambiguous or incomplete. These problems are best handled by a nonprogrammed decision that is a unique decision that requires a custom-made solution. 

3.
Exhibit 6.8 describes the relationship among problems, decisions, and organizational level.

a.
At the higher levels of the organization, managers are dealing with poorly structured problems and using nonprogrammed decisions.

b.
At lower levels, managers are dealing with well-structured problems by using programmed decisions. 

C.
Decision-Making Conditions.

1.
Certainty is a situation in which a manager can make accurate decisions because the outcome of every alternative is known. This isn’t characteristic of most managerial decisions.

2.
More common is the situation of risk in which the decision maker is able to estimate the likelihood of certain outcomes. Exhibit 6.9 shows an example of how a manager might make decisions using “expected value” considering the conditions of risk.

3.
Uncertainty is a situation in which the decision maker has neither certainty nor reasonable probability estimates available.

a.
The choice of alternative is influenced by the limited amount of information available to the decision maker.

b.
It’s also influenced by the psychological orientation of the decision maker.

1)
An optimistic manager will follow a maximax choice (maximizing the maximum possible payoff). See Exhibit 6.10 

2)
A pessimistic one will pursue a maximin choice (maximizing the minimum possible payoff). See Exhibit 6.10.

3)
The manager who desires to minimize the maximum regret will opt for a minimax choice. See Exhibit 6.11.

D.
Decision-Making Styles


Managers have different styles when it comes to making decisions and solving problems. One perspective proposes that people differ along two dimensions in the way they approach decision-making. 

1.
One dimension is an individual’s way of thinking—rational or intuitive. The other is the individual’s tolerance for ambiguity—low or high.

2.
These two dimensions lead to a two by two matrix with four different decision-making styles. (See Exhibit 6.12).

a.
The directive style is one that’s characterized by low tolerance for ambiguity and a rational way of thinking.

b.
The analytic style is one characterized by a high tolerance for ambiguity and a rational way of thinking.

c.
The conceptual style is characterized by an intuitive way of thinking and a high tolerance for ambiguity.

d.
The behavioral style is one characterized by a low tolerance for ambiguity and an intuitive way of thinking. 

3.
Most managers realistically probably have a dominant style and alternate styles, with some relying almost exclusively on their dominant style and others being more flexible depending on the situation.

E.
Decision-Making Biases and Errors.


Managers use different styles and “rules of thumb” (heuristics) to simply their decision-making.  

1.
Overconfidence bias occurs when decision makers tend to think that they know more than they do or hold unrealistically positive views of themselves and their performance. 

2.
Immediate gratification bias describes decision makers who tend to want immediate rewards and avoid immediate costs.

3.
Anchoring effect describes when decision makers fixate on initial information as a starting point and then fail to adequately adjust for subsequent information.

4.
Selective perception bias occurs when decision makers selectively organize and interpret events based on their biased perceptions.

5.
Confirmation bias occurs when decision makers seek out information that reaffirms their past choices and discounts information that is contradictory.

6.  
Framing bias occurs when decision makers select and highlight certain aspect of a situation while excluding others.

7.
Availability bias occurs when decision makers remember events that are the most recent.

8.
Representation bias occurs when decision makers assess the likelihood of an event based on how closely it resembles other events.

9.
Randomness bias describes when decision makers try to create meaning out of random events.

10.
Sunk costs error is when decision makers forget that current choices can’t correct the past.

11.
Self-serving bias is where decision makers are quick to take credit for their successes and blame failure on outside factors.

12.
Hindsight bias is the tendency for decision makers to falsely believe that they would have accurately predicted the outcome once the outcome is known.

F.
Summing Up Managerial Decision-making

1.
Exhibit 6.14 provides an overview of managerial decision-making. Managers want to make good decisions.

2.
Regardless of the decision, it has been shaped by a number of factors. 

4.
DECISION-MAKING FOR TODAY’S WORLD.


Today’s business world revolves around making decisions, often risky ones with incomplete or inadequate information and under intense time pressure.  What do managers need to do to make effective decisions under today’s conditions?

Know when it’s time to call it quits.

Practice the five why’s.

Be an effective decision maker.

Build highly reliable organizations (HRO’s).

Not tricked by their own success.

Defer to the experts on the front lines.

Let unexpected circumstances provide the solution.

Embrace complexity.

Anticipate but also anticipate their limits.

s to Thinking About Management Issues
1.
Why is decision-making often described as the essence of the manager’s job?

As shown in Exhibit 6.5, decisions are made in all four functions of management. Almost anything a manager does in terms of planning, organizing, leading, and controlling involves decision-making. The pervasiveness of decision-making in management explains why managers are often called decision makers.

2.
How might an organization’s culture influence the way in which managers make decisions?

An organization’s culture might influence how managers make decisions by emphasizing how much risk taking is permitted and by the importance placed on effectiveness of the decisions made. For example, if the organizational culture rewards decisions that reinforce the status quo, chances are good that those types of decisions will be made.

3.
All of us bring biases to the decisions we make. What types of biases might a manager have? What would be the drawbacks of having biases? Could there be any advantages to having biases? Explain. What are the implications for managerial decision-making?


Students should be encouraged to identify biases that they may have encountered or even possibly identify biases that they themselves feel they have. But, some examples might be: halo/horn effect, cultural biases, age biases, etc. The drawback of biases is their limiting effect on behavior. However, if a manager is aware of potential biases, he/she can use this to an advantage. A manager who is aware can detect biases in others and respond from a perspective of understanding; that is, I understand what the halo bias is and I see you incorporating this bias in your decision-making, therefore, I can understand why you made the choice you did. These biases can “cloud” a decision maker’s identification or evaluation of alternatives, which would ultimately affect the final decision. 

4.
Would you call yourself a systematic or intuitive thinker? What are the decision-making implications of these labels? What are the implications for choosing an employer?

Student responses to this will vary. A systematic thinker would be one who is more logical and rational in searching for and processing information. An intuitive thinker would rely more on instincts and past experiences in searching for and processing information. The decision-making implication of this label is that it describes the way we think or process information that, in turn, influences how we tend to make decisions. The implications for choosing an employer are that organizations need both systematic and intuitive thinkers. Each of these styles would provide a different perspective on situations. 

5.
“As managers use computer and software tools more often, they’ll be able to make more rational decisions.” Do you agree or disagree with that statement? Why?

Although computer and software tools will allow managers to more easily gather information and analyze it, it’s doubtful that utilizing computers will allow managers to be more rational. If we look at the assumptions of rationality (problem clarity, goal orientation, known options, clear preferences, and so forth as shown in Exhibit 6.6), it’s obvious that even by adding computers to the decision-making process, managers’ decision-making still won’t be perfectly rational.

6.
How can managers blend the guidelines for making effective decisions in today’s world with the rationality and bounded rationality models of decision-making, or can thy?  Explain.

There is a balance that is required.  Under today’s business conditions such as intense time pressure and higher degrees of risk and uncertainty, managers must practice sound decision-making judgments.  Knowing when it’s time to quit and asking the five “whys” for example, are not inconsistent with rationality and bounded rationality.  

7.
Why do good managers sometimes make bad decisions?  How can managers improve their decision-making skills?

Time pressures, incomplete information, higher levels of uncertainty in today’s business environment may lead to ineffective decision-making.  Managers can improve their decision-making skills by focusing on six characteristics of effective decision-making.  This includes: focusing on what’s important, logic and consistency, blending subjective and objective thinking with analysis, requiring that information that is necessary to resolve a particular dilemma, gathering relevant and informed opinion, and remaining flexible.  

1.
How do you think good decision-making has contributed to the success of this business?

The decisions that have been made are carefully considered, and tied to the fundamental philosophy of the company.  It is a privately held company so that the immediate stakeholders are more limited that would be the case in a publicly held firm.  It is clear the company gathers customer information and participates in programs that are socially responsible.  

2.
A decision to move into a new market as Chris did is a major decision.  How could he have used the decision-making process to help make this decision?

It is clear that Chris used the eight-step decision-making process in reaching the decision to enter this new market.  The problem is two-fold:  the reduction in the supply of choice woods and the fact that 65 percent of the guitar market is in the under $800 price range.  It is clear also that Chris applied decision criteria that are consistent with the company’s philosophy.  Once the decision alternative was selected and implemented, it was followed through and monitored through customer feedback. 

3.
What criteria do you think would be most important to Chris as he makes decisions about the company’s future?

The criteria would be the on-going viability of the firm, socially responsible corporate behavior, maintaining a high quality product, and staying true to the company’s philosophy of origin. 

4.
Would you characterize the conditions surrounding C.F. Martin Guitar Company as conditions of certainly, risk, or uncertainty?  Explain your choice.


It appears that there are elements of all three.  The conditions of certainty are clear in terms of the diminishing supply of natural wood products; the element of risk pertains to whether or not a lower-priced Martin guitar would be accepted by consumers and uncertainty deals with the ability of the firm to identify other wood products to build guitars of quality into the future.

5.
What could Chris learn from the concept of highly reliable organizations to help him be a better decision maker?


It appears that CF Martin does already have some of the characteristics associated with HRO’s.  It is clear that Chris is “not tricked by the company’s historical success—as they enter a new market and substitute wood products for their traditional products.  We do not know whether he defers to experts on the front lines, but we do know that the skilled people building these guitars exercise both care and patience.  The unexpected circumstances (such as the depletion of rosewood) did generate a solution in terms of using cosmetically flawed natural woods that customers did not reject.  C.F. Martin clearly embraces complexity given the balance of social responsibility, depletion of natural materials, price levels of their guitars, and new markets.  

Chaper 3 Planning
1.
INTRODUCTION.


Planning is one of the four functions of management. The basics of planning are presented in this chapter. The text discusses what planning is, why managers plan, how they plan, and provides some contemporary issues related to planning.

2.
WHAT IS PLANNING?


Planning involves defining the organization’s goals, establishing an overall strategy for achieving these goals, and developing a comprehensive set of plans to integrate and coordinate organizational work. The term planning as used in this chapter refers to formal planning. 

3.
WHY DO MANAGERS PLAN?

A.
Purposes of Planning.


Planning is important and serves many significant purposes.

1.
Planning gives direction to the organization.

2.
Planning reduces the impact of change.

3.
Planning establishes a coordinated effort.

4.
Planning reduces uncertainty.

5.
Planning reduces overlapping and wasteful activities.

6.
Planning establishes objectives or standards that are used in controlling.

B. 
Planning and Performance

Research has shown we cannot assume organizations with formal planning processes always outperform those organizations that don’t have formal planning processes. 

1.
Generally speaking, however, formal planning is associated with positive financial results.

C.
The quality of the planning process and appropriate implementation probably contribute more to high performance than does the extent of planning.

D.
When formal planning has been shown not to lead to higher performance, the environment is usually the reason.

4.
HOW DO MANAGERS PLAN?


Planning is often called the primary management function because it establishes the basis for all other functions. Planning involves two important elements: goals and plans.

A.
The Role of Goals and Plans in Planning.

1.
Goals—desired outcomes for individuals, groups, or entire organizations.

2.
Goals are objectives—the two terms are used interchangeably.

3.
Types of goals.

a.
Financial performance versus strategic goals (see Exhibit 7.1 for a list of both financial and strategic goals from well-known U.S. corporations).

b.
Stated versus Real.

1)
Stated goals are official statements of what an organization says, and what it wants its various stakeholders to believe, its goals are.

2)
Real goals are those that an organization actually purses.

4.
Types of Plans.


Plans can be described by their breadth, time frame, specificity, and frequency of use. (See Exhibit 7.2)
a.
Breadth: strategic versus operational plans. Strategic plans (longer-term) are those that are organization wide, establish overall objectives, and position an organization in terms of its environment. Operational plans (shorter-term) are plans that specify details on how overall objectives are to be achieved. 

b.
Time frame: short-term versus long-term plans. Short-term plans are plans that cover one year or less. Long-term plans are those that extend beyond three years.

c.
Specificity: specific versus directional plans. Specific plans are those that are clearly defined and leave no room for interpretation. Directional plans are flexible plans that set out general guidelines. (See Exhibit 7.3 for illustrations on how specific and directional planning differs.)

d.
Frequency of use: single-use versus standing plans. A single-use plan is a one-time plan that is specifically designed to meet the needs of a unique situation and is created in response to nonprogrammed decisions that managers make. Standing plans are those ongoing plans that provide guidance for activities repeatedly performed and that are created in response to programmed decisions that managers make. 

5.
ESTABLISHING GOALS AND DEVELOPING PLANS.

A.
Approaches to Establishing Goals.

Goals can be established through a process of traditional goal setting or through management by objectives

1.
Traditional goal setting is defined as the process whereby goals are set at the top of the organization and then broken down into sub goals for each level in an organization. 

Top managers are assumed to know what’s best because

              they see the “big picture.”

b.
These goals are also often largely nonoperational. 

c.
Specificity is achieved as each manager applies his or 

             her own set of interpretations and biases.

d.
However, what often results is that objectives lose 

             clarity and unity as they move from top to bottom. (See 

             Exhibit 7.4)

e.
When the hierarchy of objectives is clearly defined, it 

             forms an integrated means-end chain in which higher-

             level objectives are linked to lower-level objectives. 

             These lower-level objectives serve as the means for the 

             accomplishment of the higher-level objectives. And the 

             goals at the lower levels (means) must be achieved in 

              order to reach the goals at the next level (ends).

2.
Management by objectives (MBO) is defined as a system in which specific performance goals are jointly determined by employees and their managers, progress toward accomplishing these goals is periodically reviewed, and rewards are allocated on the basis of this progress.

a.
MBO was first described by Peter Drucker and consists 

            of four elements:

1.
Goal specificity

2.
Participative decision-making

3.
Explicit time period

4.
Performance feedback

b.
MBO makes objectives operational through the process 

             by which they cascade down through the organization.

c.
Exhibit 7.5 lists the steps in a typical MBO program.

d.
Does MBO work? Studies of actual MBO programs 

             confirm that MBO can increase employee performance 

             and organiza​tional productivity. However, top-

              management commitment and involvement are 

              important contributions to the success of an MBO 

              program.

3.
Whether an organization uses a more traditional (top to bottom) approach to establishing objectives, uses some form of MBO, or has it own approach, managers must define objectives before they can effectively and efficiently complete other planning activities. 

B.
Characteristics of Well-Designed Goals (see Exhibit 7.6).

1
Written in terms of outcomes

2.
Measurable and quantifiable

3.
Clear as to a time frame

4.
Challenging but attainable

5.
Written down

6.
Communicated to all organizational members

C.
Steps in Goals Setting—Five Steps.

1.
Review the organization’s mission.


Goals should reflect what the mission statement says.

2.
Evaluate available resources.

3.
Determine individually, or with input from others, the goals.

4.
Write down the goals and communicate them to all who need to 

              know.

5.
Review results and whether goals are being met.

D.
Developing Plans.


The process of developing plans is influenced by three contingency factors and by the planning approach followed.

1.
Contingency Factors in Planning.

a.
Manager’s level in the organization. (See Exhibit 7.7) Operational planning usually dominates the planning activities of lower-level managers. As managers move up through the levels of the organization, their planning becomes more strategy oriented.

b.
Degree of environmental uncertainty. The greater the environmental uncertainty, the more plans should be directional and emphasis placed on the short term. 

1)
When uncertainty is high, plans should be specific, but flexible.

2)
Managers must be prepared to rework and amend plans, or even to abandon their plans.

c.
Length of Future Commitments.

1)
Commitment concept means that plans should extend far enough to meet those commitments made when the plans were developed.

2)
Planning for too long or for too short a time period is inefficient and ineffective.

2.
Approaches to Planning.

a.
Traditional Approach—planning was done entirely by top-level managers who were often assisted by a formal planning department.

b.
Organizational Member Involvement—plans aren’t handed down from one level to the next, but are developed at the various levels to meet specific needs.

6.
CONTEMPORARY ISSUES IN PLANNING.


This section looks at criticisms of planning and how managers can plan effectively in dynamic environments.

A.
Criticisms of Planning.


Although planning is an important and popular managerial function, five major arguments have been directed against planning.

1.
Planning may create rigidity. Formal planning may “lock” an organization into specific goals and specific timetables that were established under certain environmental conditions. If the environment changes, managers may believe they’re locked into the current plans. 

2.
Plans can’t be developed for a dynamic environment. Managing under chaotic environmental conditions requires flexibility, and that may mean not being tied to formal plans.
3.
Formal plans can’t replace intuition and creativity. The formal planning process may emphasize the mechanics and routines of planning and ignore important aspects.

4.
Planning focuses managers’ attention on today’s competition not on tomorrow’s survival. Formal planning has a tendency to make managers focus on today’s realities, not on tomorrow’s possibilities.

5.
Formal planning reinforces success, which may lead to failure. Because the "plans" have led to success, there may be a reluctance on the part of managers to change or discard previously successful plans. "If it ain’t broke, why fix it?"

B.
Effective Planning in Dynamic Environments.  The external environment is constantly changing.

1.
Managers want to develop plans that are specific, but flexible.

2.
Managers must recognize that planning is an ongoing process, and they should be willing to change directions if environmental conditions warrant.

3.
Flexibility is particularly important.

4.
Managers must stay alert to environmental changes that could impact the effective implementation of plans and make changes as needed.

1.
Will planning become more or less important to managers in the future? Why?

Planning will probably become more important to managers in the future because of the uncertainty present in the environment. There are so many changes taking place in both the general and specific environments of organizations, and many of these changes are taking place rapidly. Planning helps managers cope with the uncertainties by forcing managers to look ahead, anticipate change, consider the impact of the change, and develop appropriate responses.
2.
If planning is so crucial, why do some managers choose not to do it? What would you tell these managers?

Managers may choose not to do it because they don’t know how or they claim they don’t have the time to do it. Others may say that it’s a waste of time, that the future is going to happen whether or not they plan. But, all of these reasons do not discount the importance of planning. Every manager should engage in planning.
3.
Explain how planning involves decisions today that will have an impact later.

Decisions that managers make as they plan will influence how activities are organized, how employees are managed, and what controlling is performed. So even as managers look to the future by planning, the decisions they’re making as they plan will have an effect on the other managerial activities.
4.
How might planning in a not-for-profit organization such as the American Cancer Society differ from planning in a for-profit organization such as Coca-Cola?

The process of planning itself won’t differ, but the content of the plans will differ. The types of objectives that are established and the plans that are formulated will be different because a not-for-profit organization isn’t focused on profit objectives like the for-profit organization.

Chapter 4 Organization Design

1.
INTRODUCTION.


Organizational structure can play an important role in an organization’s success. The process of organizing—the second management function—is how an organization’s structure is created. 

2.
DEFINING ORGANIZATIONAL STRUCTURE.


Managers are seeking structural designs that will best support and allow employees to effectively and efficiently do their work. 

A.
Before we look at the elements of organizational structure and design, we need to define some important terms.

1.
Organizing is the process of creating an organization’s structure. That process has several purposes, as shown in Exhibit 10.1.

  An organizational structure is the formal arrangement of jobs within an organization.

3.
Organizational design is the process of developing or changing an organization’s structure. It involves decisions about six key elements: work specialization, departmentalization, chain of command, span of control, centralization/decentralization, and formalization. We need to take a closer look at each of these structural elements. 

B.
Work specialization is the degree to which tasks in an organization are divided into separate jobs. Most managers today see work specialization as an important organizing mechanism but not as a source of ever-increasing productivity.

C.
Once work tasks have been defined, they must be grouped together in some way through a process called departmentalization—the basis on which jobs are grouped in order to accomplish organizational goals. There are five major ways to departmentalize. (Exhibit 10.2)

1.
Functional departmentalization is grouping jobs by functions performed. 

2.
Product departmentalization is grouping jobs by product line. 

3.
Geographical departmentalization is grouping jobs on the basis of territory or geography. 

4.
Process departmentalization is grouping jobs on the basis of product or customer flow. 

5.
Customer departmentalization is grouping jobs on the basis of common customers. 

6.
Two popular trends in departmentalization include:

a.
Customer departmentalization continues to be a highly popular approach because it allows better monitoring of customers’ needs and responding to those changes in needs.

b.
Cross-functional teams, a hybrid grouping of individuals who are experts in various specialties (or functions) and who work together, are being used along with traditional departmental arrangements. 

D.
The chain of command is the continuous line of authority that extends from the upper organizational levels to the lowest levels and clarifies who reports to whom. Three related concepts include authority, responsibility, and unity of command.

1.
Authority is the right inherent in a managerial position to tell people what to do and to expect them to do it.

2.
Responsibility is the obligation or expectation to perform. 

3.
Unity of command is the classical management principle that a subordinate should have one and only one superior to whom he or she is directly responsible; that is, a person should report to only one manager.

E.
The concept of span of control refers to the number of subordinates a manager can supervise effectively and efficiently.

1.
The span of control concept is important because it determines how many levels and managers an organization will have. (See Exhibit 10.3 for an example.)

2.
What determines the “ideal” span of control? Contingency factors such as the skills and abilities of the manager and the employees, the characteristics of the work being done, similarity of employee tasks, the complexity of those tasks, the physical proximity of subordinates, the degree to which standardized procedures are in place, the sophistication of the organization’s information system, the strength of the organization’s culture, and the preferred style of the manager will influence the ideal number of subordinates. 

3.
The trend in recent years has been toward larger spans of control.

F.
The concepts of centralization and decentralization address who, where, and how decisions are made in organizations.

1.
Centralization is the degree to which decision-making is concentrated at a single point in the organization, usually in the upper levels of the organization.

2.
Decentralization is the handing down of decision-making authority to lower levels in an organization. 

3.
The trend is toward decentralizing decision making in order to make organizations more flexible and responsive. 

4.
Employee empowerment is another term for increased decentralization and is the increasing of the decision-making discretion of employees.

5.
A number of factors will influence the amount of centralization or decentralization an organization uses. (See Exhibit 10.4.)

G.
Formalization refers to the degree to which jobs within an organization are standardized and the extent to which employee behavior is guided by rules and procedures. 

1.
In a highly formalized organization, employees have little discretion, and there’s a high level of consistent and uniform output. Formalized organizations have explicit job descriptions, lots of organizational rules, and clearly defined procedures.

2.
In a less-formalized organization, employees have a lot of freedom and can exercise discretion in the way they do their work. 

3.
Standardization not only eliminates the possibility that employees will engage in alternative behaviors, it even removes the need for employees to consider alternatives.

4.
The degree of formalization can vary widely between organizations and even within organizations.

3.
ORGANIZATIONAL DESIGN DECISIONS.


Organizations don’t have the same structures.  Even companies of similar size do not necessarily have similar structures.

A.
Mechanistic and Organic organizational forms. (See Exhibit 10.5.)

1.
A mechanistic organization is an organizational structure that’s characterized by high specialization, rigid departmentalization, narrow spans of control, high formalization, a limited information network, and little participation in decision-making by low-level employees.

2.
An organic organization is a structure that’s highly adaptive and flexible with little work specialization, minimal formalization, and little direct supervision of employees.

3.
When is each design favored? It “depends” on the contingency variables.

B.
Contingency factors—appropriate structure depends on four contingency variables:

1.
Strategy and structure.


One of the contingency variables that influences organizational design is the organization’s strategy. 

a.
Alfred Chandler did the original work on the strategy-structure relationship. His finding that structure followed strategy pointed out that as organizations changed their strategies, they had to change their structure to support that strategy.

b.
Most current strategy-structure frameworks tend to focus on three strategy dimensions:

1)
Innovation—needs the flexibility and free flow of information of the organic organization

2)
Cost minimization—needs the efficiency, stability, and tight controls of the mechanistic organization

3)
Imitation—which uses characteristics of both mechanistic and organic

2.
Size and structure.


There’s considerable historical evidence that an organization’s size significantly affects its structure. Larger organizations tend to have more specialization, departmentalization, centralization, and formalization although the size-structure relationship is not linear.

3.
Technology also has been shown to affect an organization’s choice of structure.

a.
Every organization uses some form of technology to transform inputs into outputs. 

b.
Joan Woodward’s study of structure and technology found that organizations adapted to their technology. She found that three distinct technologies had increasing levels of complexity and sophistication. 

1)
Unit production is the production of items in units or small batches.

2)
Mass production is large-batch manufacturing.

3)
Process production is continuous-process production.

c.
Woodward found in her study of these three groups that distinct relationships existed between these technologies, the subsequent structure of the organization, and the effectiveness of the organization. Exhibit 10.6 provides a summary of these findings. 

4.
Environmental uncertainty and structure.


The final contingency factor that has been shown to affect organizational structure is environmental uncertainty. One way to manage environmental uncertainty is through adjustments in the organization’s structure. The more uncertain the environment, the more flexible and responsive the organization may need to be.

4.
COMMON ORGANIZATIONAL DESIGNS.

A.
Traditional organizational designs.


We now need to look at various organizational designs that you might see in today’s organizations. Exhibit 10.8 summarizes the strengths and weaknesses of each of these designs.

1.
A simple structure is an organizational design with low departmentaliza​tion, wide spans of control, authority centralized in a single person, and little formalization.

a.
Its strengths are its flexibility, speed, and low cost to maintain.

b.
Its major drawback is that it’s most effective in small organizations.

2.
As an organization grows, the structure tends to become more specialized and formalized. When contingency factors favor a bureaucratic or mechanistic design, one of two options is likely to be used.

3.
One option expands functional departmentalization into the functional structure, which is an organizational design that groups similar or related occupational specialties together. 

4.
The other option is the divisional structure, which is an organizational structure made up of autonomous, self-contained units. 

B.
Contemporary organizational designs.


However, many of today’s organizations are finding that the traditional hierarchical organizational designs aren’t appropriate for the increasingly dynamic and complex environments they face.

1.
Team structures.


One of the newer concepts in organizational design is the team structure, which is an organizational structure made up of work groups or teams that performs the organization’s work.

2.
Matrix and project structures.


Another variation in organizational arrangements is based on the fact that many of today’s organizations deal with work activities of different time requirements and magnitude. 

a.
One of these arrangements is the matrix organization that assigns specialists from different functional departments to work on one or more projects being led by project managers. (See Exhibit 10.9.)

b.
Another of these designs is the project structure, which is a structure in which employees are permanently assigned to projects. 

3.
The Boundaryless Organization.


Another approach to organizational design is the boundaryless organization, which describes an organization whose design is not defined by, or limited to, the horizontal, vertical, or external boundaries imposed by a predefined structure.

A virtual organization is one that consists of a small core of full time employees and that temporarily hires outside specialists to work on opportunities that arise

5
           A network organization is a small core organization   

                 that outsources major business functions.

6         A modular organization is a manufacturing   

                organization that uses outside suppliers to provide 

                product components that are then assembled into final 

                 products. 

7.
The Learning Organization.


Finally, some organizations have adopted an organizational philosophy of a learning organization—an organization that has developed the continuous capacity to adapt and change because all members take an active role in identifying and resolving work-related issues. Exhibit 10.10 shows the characteristics of a learning organization.

1.
Can an organization’s structure be changed quickly? Why or why not?

The speed of changing an organization’s structure depends on its size. A small organization could change its structure much more rapidly than a large one. But even a large organization can change its structure and often does in response to changing environmental conditions and changing strategies. 

2.
Would you rather work in a mechanistic or an organic organization? Why?

Students’ answers to this will vary. You’ll find that many students prefer the structure provided by a mechanistic organization whereas others would hate that type of rigidity. Just a reminder that the Online Self-Assessment Library Scale #39, “What Type of Organization Structure Do I Prefer?” addresses whether or not students would like to work in a bureaucracy (a mechanistic organization). You might want to use (or reuse) it in answering this question or as a follow-up to this question.

3.
What types of skills would a manager need to effectively work in a project structure? In a boundaryless organization? In a learning organization?

In all of these types of organizations, flexibility and adaptability would be critical. In the project structure, conflict management skills might be particularly useful. In a boundaryless organization, the ability to deal with people at all levels and in all areas of the organization might be useful. Finally, in a learning organization, a person would need the ability to communicate both by listening and by speaking because sharing information is important. 

4.
The boundaryless organization has the potential to create a major shift in our living and working patterns. Do you agree or disagree? Explain.

Students’ responses to this are likely to vary. This might be an interesting question to set up as a debate. Have students break into teams and assign the teams one side or the other. Give them a chance to come up with their arguments, and then let them present their information. 

5.
With the availability of advanced information technology that allows an organization’s work to be done anywhere at any time, is organizing still an important managerial function? Why or why not?

Although an organization’s work may be done anywhere at any time, organizing is still an important managerial function because the work still has to be divided, grouped, and coordinated. And that’s what organizing involves. 

Chapter 5 Human Resource Management
1.
INTRODUCTION.


The quality of an organization is, to a large degree, merely the summation of the quality of the people it hires and keeps. This chapter addresses the issues associated with human resource management. e
2.
WHY HUMAN RESOURCE MANAGEMENT IS IMPORTANT.


Various studies have concluded that an organization’s human resources can be an important strategic tool and can help establish a firm’s sustainable competitive advantage. 

A.
Whether or not an organization has a human resource department, every manager is involved with human resource management activities.

B.
Managers must see employees as partners, not just costs to be minimized

C.
Studies that have looked at the link between HRM policies and practices and organizational performance have found that certain ones have a positive impact on performance. 

1.
These high-performance work practices are human resource policies and practices that lead to high levels of performance at the individual and organizational levels. 

2.
Examples of high-performance work practices are shown in Exhibit 12.1 

3.
THE HUMAN RESOURCE MANAGEMENT PROCESS.

A.
The human resource management process is defined as the eight activities necessary for staffing the organization and sustaining high employee performance. 

B.
There are eight steps in the process as shown in Exhibit 12.2.

C.
Important Environmental Considerations.


There are numerous environmental forces that constrain human resource management activities. The two factors that most directly influence the HRM process are employee labor unions and governmental laws and regulations.

1.
Unionization can affect a company’s human resource management activities.

a.
A labor union is an organization that represents workers and seeks to protect their interests through collective bargaining.

b.
Good labor-management relations, the formal interactions between unions and an organization’s management, are important.

c.
Although only about 13.5 percent of the workforce in the United States is unionized, that percentage is higher in other countries.

2.
Federal laws and regulations have greatly expanded the federal government’s influence over HRM (See Exhibit 12.3.)

a.
Balance of the “should and should nots” for employers often under the realm of affirmative action.  Many firms have practices that enhance the employment, upgrading, and retention of employees from protected groups.

4.
HUMAN RESOURCE PLANNING.


Human resource planning is the process by which managers ensure that they have the right numbers and kinds of people in the right places and at the right times who are capable of effectively and efficiently performing assigned tasks to assure that the organization reaches its objectives.

A.
Current Assessment.


Managers begin with a current assessment of the organization’s human resources and reviewing their status.

1.
This is typically done through a human resource inventory.

2.
Another part of the current assessment is the job analysis, which is an assessment that defines jobs and the behaviors necessary to perform them.

3.
From this information, management can draw up a job description, which is a written statement of what a jobholder does, how it is done, and why it is done.

4.
Also, management can develop a job specification, which is a statement of the minimum acceptable qualifications that a person must possess to perform a given job successfully.

B.
Meeting Future Human Resource Needs.


Future assessment involves a determination of future human resource needs by looking at the organization’s goals and strategies.

1.
Developing a future program involves matching estimates of shortages—both in number and in type—and to highlight areas in which the organization will be overstaffed.

5.
RECRUITMENT AND DECRUITMENT.

A.
Recruitment is the process of locating, identifying, and attracting capable applicants. 

B.
Job candidates can be found using several sources (Exhibit 12.4).

1.
Job fairs

2.
Web-based recruiting (e-recruiting)

3.
Employee referrals (usually produce the best candidates)

C.
Decruitment involves techniques for reducing the labor supply within an organization. Decruitment options include firing, layoffs, attrition, transfers, reduced workweeks, early retirements, and job sharing. (See Exhibit 12.5.)

6.
SELECTION.


The selection process is screening job applicants to ensure that the most appropriate candidates are hired. 

A.
What is selection? It’s an exercise in prediction. 

1.
Prediction is important because any selection decision can result in four possible outcomes. (See Exhibit 12.6.)

2.
The major thrust of any selection activity should be to reduce the probability of making reject errors or accept errors while increasing the probability of making correct decisions.

B.
Validity and Reliability.

1.
Validity describes the proven relationship that exists between a selection device and some relevant criterion.

2.
Reliability is the ability of a selection device to measure the same thing consistently. 

C.
Types of Selection Devices.


There are numerous and varied selection devices to choose from. Exhibit 12.7 lists the strengths and weaknesses of each of these devices.

1.
The application form is used by almost all organizations for job candidates.

2.
Written tests can include tests of intelligence, aptitude, ability, and interest.

3.
Performance-simulation tests involve having job applicants simulate job activities. Two well-known ones are:

a.
Work sampling is a selection device in which job applicants are presented with a miniature model of a job and asked to perform a task or set of tasks that are central to that job.

b.
Assessment centers are places in which job candidates undergo performance simulation tests that evaluate managerial potential.

4.
Interviews are very popular as a selection device although there are many concerns about their reliability and validity. Exhibit 12.8 lists some suggestions for making interviews more valid and reliable. Exhibit 12.9 lists examples of questions that interviewers should not ask.

a.
New approach is using situational interviews where candidates role-play in mock scenarios.

5.
Background investigations can be done by verifying application data and/or reference checks. 

6.
Physical examinations are often used for jobs with physical requirements.

D.
What Works Best and When?

1.
Exhibit 12.10 provides a summary of the validity of these various selection devices for particular types of jobs. 

2.
A realistic job preview is a technique that provides job applicants with both positive and negative information about the job and the company. Including an RJP can increase job satisfaction among employees and reduce turnover.

7.
ORIENTATION.


Orientation is defined as the introduction of a new employee into his or her job and the organization.

A.
Types of Orientation.

1.
Work unit orientation familiarizes the employee with the goals of the work unit, clarifies how his or her job contributes to the unit’s goals, and includes an introduction to his or her new coworkers.

2.
Organization orientation informs the new employee about the organization’s objectives, history, philosophy, procedures, and rules.

B.
The major objectives of orientation include:

1.
Reduce initial anxiety.

2.
Familiarize new employees with the job, the work unit, and the organization.

3.
Facilitate the outsider-insider transition.

C.
Formal orientation programs are quite prevalent in many organizations, particularly large ones.

D.
Managers have an obligation to new employees to insure that their integration into the organization is as smooth and anxiety-free as possible.

8.
EMPLOYEE TRAINING.


Employee training is a critical component of the human resource management program.

A.
Skill categories fall into three types.

1.
Technical skills, which include basic skills (reading, writing, math) and job-specific competencies.

2.
Interpersonal skills, which involve the ability to interact effectively with coworkers and bosses.

3.
Problem-solving skills, which involve the ability to solve problems that arise.

B.
Exhibit 12.11 describes the major types of training that organizations provide. 

1.
On-the-job training is extremely common. It can involve job rotation, which is on-the-job training that involves lateral transfers in which employees get to work at different jobs. It can also involve mentoring and coaching, experiential exercises and classroom training.

2.
Technology-driven training methods (see Exhibit 12.12). 

9.
EMPLOYEE PERFORMANCE MANAGEMENT.

A.
Managers need to know whether their employees are performing their jobs efficiently and effectively or whether there is need for improvement.

B.
A performance management system is a process of establishing performance standards and appraising employee performance in order to arrive at objective HR decisions and support those decisions with documentation.

C.
Performance Appraisal Methods (Exhibit 12.13 summarizes the advantages and disadvantages of each of these methods.)

1.
Written essays is an appraisal technique in which an evaluator writes out a description of an employee’s strengths and weaknesses, past performance, and potential.

2.
Critical incidents is a technique in which the appraiser writes down anecdotes that describe what the employee did that was especially effective or ineffective. The key is that only specific behaviors, not vaguely defined personality traits, are cited.

3.
Graphic rating scales is one of the oldest and most popular performance appraisal methods. This method lists a set of performance factors, and the evaluator goes down the list and rates the employee on each factor using an incremental scale.

4.
Behaviorally anchored rating scales (BARS) is an appraisal approach that combines major elements from the critical incident and graphic rating scale approaches. The appraiser rates an employee according to items along a scale, but the items are examples of actual behavior on the job rather than general descriptions or traits.

5.
Multiperson comparison methods compare one individual’s performance with that of one or more others.

6.
Objectives.  MBO is also a mechanism for appraising performance.

7.
360-degree feedback is a performance appraisal method that utilizes feedback from supervisors, employees, and coworkers 

10.
COMPENSATION AND BENEFITS.


How do organizations decide on the compensation levels and benefits that employees will receive?

A.
The purpose of having an effective reward system is to attract and retain competent and talented individuals who can help the organization achieve its mission and goals.

B.
A compensation system can include base wages and salaries, wage and salary add-ons, incentive payments, and benefits and services. 

C.
What factors determine the compensation and benefits packages for different employees? (See Exhibit 12.14.)

1.
One key factor is the kind of job an employee performs. 

a.
Typically, the higher the skill level, the higher the pay. 

b.
Many organizations have implemented skill-based pay systems in which employees are rewarded for the job skills and competencies that they can demonstrate.

2.
Another factor is the kind of business the organization is in (private sector versus public sector).

3.
Flexibility is becoming a key consideration in the design of an organization’s compensation system.

11.
CAREER DEVELOPMENT.


A career is defined as the sequence of positions held by a person during his or her lifetime.

A.
We need to look first at career development the way it was.

1.
Career development programs were typically designed by organizations to help employees advance their work lives within a specific organization. 

2.
However, widespread internal changes have altered the idea of a traditional organizational career.

3.
Now, it’s the individual, not the organization, who is responsible for his or her own career.

B.
You and Your Career Today.


The idea of increased personal responsibility for one’s career has been described as a boundaryless career in which individuals rather than organizations define career progression, organizational loyalty, important skills, and marketplace value.

The challenge for individuals is that there are no norms and few rules to guide them.

2.
The optimum career choice is one that offers the best match between what a person wants out of life and his or her interests, abilities, and market opportunities.

3.
Exhibit 12.15 provides results of a survey of college graduates regarding what is important to them in their first jobs.

12.
CURRENT ISSUES IN HUMAN RESOURCE MANAGEMENT.


There are several contemporary human resource issues facing managers today.

A.
Managing Downsizing is a challenge for management in a tight economy.


1.
Downsizing is the planned elimination of jobs in an organization.  This can be due to the need to cut costs, declining market share, over aggressive organizational growth.

B.
Managing Workforce Diversity.


One current HR issue is managing workforce diversity. As we’ve talked about previously, the makeup of the workforce is changing and will impact recruitment, selection, and orientation/training of employees.

C.
Sexual Harassment.


Sexual harassment is behavior marked by sexually aggressive remarks, unwanted touching and sexual advances, requests for sexual favors, or other verbal or physical conduct of a sexual nature. It can occur between members of the opposite sex or of the same sex.

D.
Work-Life Balance.


Family concerns, especially work-life balance, are another issue of current importance in human resource management.

1.
Organizations are beginning to realize that employees can’t just leave their family needs and problems behind when they walk into work. They’re responding by developing programs to help employees deal with the family issues that may arise.

2.
Another family issue is that of dual-career couples, in which both partners have a professional, managerial, or administrative occupation. 

1.
Are there limits on how far a prospective employer should delve into an applicant’s personal life by means of interviews or tests? Explain.

The law defines the limits by requiring information to be job related. If the information meets the legality test, it is probably also legitimate from a moral perspective.

2.
Should an employer have the right to choose employees without governmental interference? Support your conclusion.

Student responses to this question will vary. In fact, this would be an excellent question to set up as a debate with half of the class supporting government legislation and regulations and the other half opposing it.

3.
Studies show that women’s salaries still lag behind men’s, and even with equal opportunity laws and regulations, women are paid about 73 percent of what men are paid. How would you design a compensation system that would address this issue?

This is a very difficult question. Students will probably come up with different suggestions for addressing the inequities. However, be sure to remind them that there are many factors that influence an organization’s compensation system. In fact, this would be a good time to review these factors.

4.
What drawbacks, if any, do you see in implementing flexible benefits? (Consider this question from the perspective of both the organization and the employee.)


This would be a good question to assign half of the class to consider the question from the organization’s viewpoint and make a list of pros and cons, while the other half of the class considers the question from the employee’s viewpoint and makes a list of pros and cons.

5.
What are the benefits and drawbacks of realistic job previews? (Consider this question from the perspective of both the organization and the employee.)


Again, this question would be a good debate-type question, with half of the class looking at RJPs from the organization’s viewpoint and the other half of the class looking at RJPs from the employee’s viewpoint. Also, students should be encouraged to share incidents when they received an RJP during an interview setting. Students could also be encouraged to share aspects or characteristics of jobs they currently hold that would be good information to provide incoming employees during an RJP.

Chapter 6 Inerpersonal and Organizational Communication
1.
INTRODUCTION.


Communication between managers and employees provides the information necessary to get work done effectively and efficiently in organizations. In this chapter, basic concepts in communications will be presented including: the interpersonal communication process, methods of communicating, barriers to effective communications and ways to overcome these barriers, communication flow and communication networks, and contemporary issues and challenges associated with electronic communications and information technology.

2.
UNDERSTANDING MANAGERIAL COMMUNICATION.


The importance of effective communication can’t be overemphasized because everything a manager does involves communicating.

A.
What Is Communication?


Communication is the transfer and understanding of meaning.

1.
If no information or ideas have been conveyed or transferred, communication hasn’t taken place. 

2.
For communication to be successful, the meaning must be imparted and understood. 

3.
Good communication does not require agreement with the message, just a clear understanding of the message.

4.
Communication encompasses both interpersonal communication (between two or more people) and organizational communication (all the patterns, networks, and system of communication within an organization).

B.
Functions of Communication:  Serves four major functions.



1.
Control



2.
Motivation



3.
Emotional Expression



4.
Information

3.
INTERPERSONAL COMMUNICATION.

A.
Interpersonal Communication Process Elements.


Exhibit 11.1 illustrates the seven elements of the communication process: the communication source, the message, encoding, the channel, decoding, the receiver, and feedback. Note that the entire process is susceptible to noise—disturbances that interfere with the transmission, receipt, or feedback of a message.

1.
A sender initiates a message by encoding a thought. Four conditions influence the effectiveness of that encoded messages: skills, attitudes, and knowledge of the sender, and the sociocultural system.

2.
The message is the actual physical product encoded by the source. It can be the written document, the oral speech, and even the gestures and facial expressions we use.

3.
The message can be affected by the symbols used to transfer meaning, the content of the message itself, and the selecting and arranging of both the symbols and the content.

a.
Noise can distort the communication process in any of these areas. 

4.
The channel chosen to communicate the message also has the potential to be affected by noise. 

a.
Managers need to recognize that certain channels are more appropriate for certain messages.

b.
A manager might want to use multiple channels—this decreases the potential for distortion.

5.
The receiver is the individual to whom the message is directed.

a.
The receiver must decode the message.

b.
Decoding accuracy is limited by the skills, attitudes, knowledge of the receiver, and sociocultural system.

6.
The feedback loop is the final link in the communication process.

a.
Feedback provides a check on whether understanding has been achieved.

b.
Because feedback can be transmitted along the same types of channels as the original message, it faces the same potential for distortion.

B.
Methods of Communicating Interpersonally.

1.
Exhibit 11.2 provides a comparison of the various communication methods.

2.
Nonverbal Communication is communication transmitted without words. The best-known types of nonverbal communication are body language and verbal intonation.

a.
Body language refers to gestures, facial expressions, and other body movements that convey meaning. 

b.
Verbal intonation refers to the emphasis someone gives to words or phrases that convey meaning. 

C.
Barriers to Effective Interpersonal Communication.

1.
Filtering is the deliberate manipulation of information to make it appear more favorable to the receiver. 

a.
As information is communicated up through the organizational levels, it’s condensed and synthesized, and those doing the condensing filter communication through their personal interests and perceptions of what is important.

b.
The more that organizational cultural rewards emphasize style and appearance, the more that managers will be motivated to filter communications in their favor.

2.
Emotions influence how a receiver interprets a message when it is received. It’s best to avoid reacting to a message when the receiver is upset because he/she is not likely to be thinking clearly 

3.
Information overload happens when the information we have to work with exceeds our processing—such as 600 waiting e-mail messages in the in box.

a.
Receivers tend to select out, ignore, pass over, or forget information when they have too much information.

b.
Or, receivers may put off further processing until the overload situation is over—still ineffective communication.

4.
Defensiveness—engaging in behaviors such as verbally attacking others, making sarcastic remarks, being overly judgmental, and questioning others’ motives—happens when people feel that they’re being threatened.

5.
Language—words means different things to different people.

a.
Age, education, and cultural background can influence language use and definition given to words

b.
Jargon is specialized terminology or technical language that members of a group use to communicate among themselves.

6.
National culture can affect the way a manager chooses to communicate.

D.
Overcoming the Barriers to Effective Interpersonal Communication.

1.
Use feedback. This feedback can be verbal or nonverbal. 

2.
Simplify language.

3.
Listen actively.

a.
Listening is an active search for meaning, whereas hearing is passive.

b.
Active listening is listening for full meaning without making premature judgments or interpretations, and demands total concentration.

c.
Active listening is enhanced by developing empathy with the sender—placing yourself in the sender’s position.

Exhibit 11.4 lists other specific behaviors that active 

Listeners demonstrate.

4.
Constrain emotions. The simplest answer is for a manager to refrain from communicating until he/she has regained composure.

5.
Watch nonverbal cues—actions speak louder than words. 

4.
ORGANIZATIONAL COMMUNICATION. 

A.
Formal versus Informal Communication.

1.
Formal communication refers to communication that follows the official chain of command or is part of the communication required to do one’s job. 

2.
Informal communication is organizational communication that is not defined by the organization’s structural hierarchy. 

a.
Informal communication systems permit employees to satisfy their needs for social interaction.

b.
Informal communication systems can improve an organization’s performance by creating alternative, and frequently faster and more efficient, channels of communication.

B.
Direction of Communication Flow.

1.
Downward communication—flows from a manager to employees and is used to inform, direct, coordinate, and evaluate employees.

2.
Upward communication flows from employees to managers 

a.
Upward communication can be used in order to keep managers aware of how employees feel about their jobs, their coworkers, and the organization in general.

b.
The organizational culture influences the extent of upward communication. A climate of trust, respect, and participative decision-making will encourage considerable upward communication. A highly mechanistic and authoritarian environment will severely limit upward communication in both style and content.

3.
Lateral communication takes place among employees on the same organizational level.
4.
Diagonal communication is communication that cuts across both work areas and organizational levels. 

a.
The increased use of e-mail facilitates diagonal communications.

b.
Diagonal communication has the potential to create problems if employees don’t keep their managers informed.

C.
Organizational Communication Networks.

1.
Types of Communication Networks. Exhibit 11.4 illustrates three common communication networks.

a.
The chain network represents communication flowing according to the formal chain of command, both downward and upward.

b.
The wheel network represents communication flowing between a clearly identifiable and strong leader and others in a work group or team. The leader serves as the hub through which all communication passes.

c.
The all-channel network represents communication flowing freely among all members of a work team.

2.
The grapevine is the informal organizational communication network.

a.
The grapevine is active in almost every organization. One survey reported that 75 percent of employees hear about matters first through rumors on the grapevine. 

b.
The grapevine can act as both a filter and a feedback mechanism.

5.
UNDERSTANDING INFORMATION TECHNOLOGY. 

A.
How Technology Affects Managerial Communication.


Two developments in information technology seem to be having the most significant impact on current managerial communication: networked computer systems and wireless capabilities.

1.
Networked computer systems are computers linked together through compatible hardware and software, creating an organizational network.

a.
E-mail is the instantaneous transmission of written messages on computers that are linked together. It is fast and cheap and can be used to send the same message to numerous people at the same time.

b.
Instant messaging (IM) is interactive real-time communication that takes place among computer users who are logged onto the computer network at the same time. 

c.
Voice-mail systems digitize spoken messages, transmit them over the network, and store the messages on disk for the receiver to retrieve later.

d.
Fax machines allow the transmission of documents containing both text and graphics over ordinary telephone lines.

e.
Electronic data interchange (EDI) is a way for organizations to exchange standard business transaction documents, such as invoices or purchase orders, using direct computer-to-computer networks.

f.
Teleconferencing allows a group of people to confer simultaneously using telephone or e-mail group communications software.

g.
Videoconferencing involves teleconferencing members to see each other over video screen.

h.
Intranet systems are organizational communication networks that use Internet technology and are accessible only by organizational employees.

i.
Extranet systems are organizational communication networks that use Internet technology and allow authorized users inside the organization to communicate with certain outsiders such as customers and vendors.

2.
Wireless Capabilities. Wireless communication depends on signals sent through air or space without any physical connection using things such as microwave signals, satellites, radio waves and radio antennas, or infrared light rays. 

B.
How Information Technology Affects Organizations.

1.
Communication and the exchange of information among organizational members are no longer constrained by geography or time.

2.
However, managers must not forget to address the psychological drawbacks such as the cost of an employee being constantly accessible, pressure to “check in” even during off hours, and the separation of work lives and personal lives.

6.                      COMMUNICATION ISSUES IN TODAY’S ORGANIZATIONS.

Effectively communicating means being connected to any of the organization’s stakeholders.

A.  
Managing Internet Gripe Sites. 

Rather than be defensive, managers should view them as a source of 

information.

Managing the Organization’s Knowledge Resources.

Managers need to make it easy for employees to communicate and share their knowledge so than can learn from each other.  

Create online information databases.

Create communities of practice, which are groups of people who share a concern, a set of problems, or a passion about a top and who increase their knowledge about the topic by interacting on an on-going basis.

C.         The Role of Communication in Customer Service.

What communication takes place and how it takes place can have a significant impact on customer satisfaction.

1.
The quality of their interpersonal interaction between the contact employee and the customer has an impact on customer satisfaction.

       2. 
“Politically Correct” Communication.

We must be sensitive to others’ feelings.  Be careful on how we select certain words that can stereotype, intimidate, and insult.

    Words are a primary means of communicating.  Political 


correctness can reduce our options for conveying messages 


clearly.  This represents a significant challenge.

1.
Why isn’t effective communication synonymous with agreement?

A message can be clearly understood, but not agreed with. As long as the message is clearly understood, effective communication has happened.

2.
Which do you think is more important for the manager: speaking accurately or listening actively? Why? 

Students’ reactions may vary. However, they need to make a strong case for their specific opinion. Many will think that listening actively is more important because correct information cannot be returned to the employees or supervisor if the manager has not listened actively and correctly heard the information request. Others will make the argument that it’s more important for the manager to speak accurately to begin with.

3.
“Ineffective communication is the fault of the sender.” Do you agree or disagree with this statement? Discuss

Student responses to this question will vary. In fact, this would be an excellent question to set up as a debate with half of the class supporting the sender and the other half supporting the receiver.

4.
How might managers use the grapevine for their benefit?


Managers can stay on top of issues that concern employees and, in turn, can use the grapevine to disseminate important information. 

5.
Is information technology helping managers be more effective and efficient? Explain your answer.

Yes, information technology is helping managers be more effective and efficient. It has significantly improved a manager’s ability to monitor individual or team performance, it has allowed employees to have more complete information to make faster decisions, and it has provided employees more opportunities to collaborate and share information. It has also made it possible for people in organizations to be fully accessible, any time, regardless of where they are.
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