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Dear Colleague

Welcome to Exploring Management, Fifth Edition. You'll quickly see that it is a bit
different from traditional textbooks, we hope in a positive way. It has all the content you
expect, but ...

« The writing voice is “personal”’—students are made part of the conversation and asked
to interact with the subject matter while reading.

« The presentation is “‘chunked”—short content sections that fit how students read are
followed by study guides that check their learning and prompt career thinking.

« The content is “live"—pages are full of timely examples, news items, situations,
and reflection questions that make management real and launch meaningful
discussions.

Exploring Management is a reflection of how much we have learned from our students
about what they value, where they hope to go, and how they like to study and learn. It’s
also a reflection of our desire to bring the real world into the management class, engage
students in interesting discussions of important topics, and offer a variety of assignments
and projects that promote critical thinking. And if you are using the flipped classroom or
plan to try it, this book is tailored from experience to make “doing the flip” easy.

Instructors have had a lot of success using Exploring Management to bring high student
engagement to their classes. Chances are that you will, too. Take a moment to review the
book’s design and built-in pedagogy. Browse some pages to check the writing style, visual
presentation, reflection features, and study guides.

Does Exploring Management offer what you are looking for to build a great management
course? Could it help engage your students to the point where they actually read and think
about topics before coming to class?

As management educators we bear a lot of responsibility for helping students learn how
to better manage their lives and careers, and help organizations make real contributions to
society. Exploring Management, Fifth Edition, is our attempt to make it easier for you to fulfill
this responsibility in your own way, with lots of instructional options, and backed by solid
text content. Thanks for considering it.

Sincerely,
John Schermerhorn
Dan Bachrach
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WHAT MAKES EXPLORING MANAGEMENT DIFFERENT?

Students tell us over and over again that they learn best when their courses and assign-
ments fit the context of their everyday lives, career aspirations, and personal experiences.
We have written Exploring Management, Fifth Edition, to meet and engage a new generation
of students in their personal spaces. It uses lots of examples, applications, visual highlights,
and learning aids to convey the essentials of management. It also asks students thought-
provoking questions as they read. Our hope is that this special approach and pedagogy will
help management educators find unique and innovative ways to enrich the learning
experiences of their students.

Exploring Management offers a flexible, topic-specific presentation.

The first thing you'll notice is that Exploring Management presents “chunks” of material to be
read and digested in short time periods. This is a direct response to classroom experiences
where our students increasingly find typical book chapters cumbersome to handle.

Students never read more than a few pages in Exploring Management before hitting a
“Study Guide” that allows them to bring closure to what they have just read. This chunked
pedagogy motivates students to read and study assigned material before attending class.
And, it helps them perform better on tests and assignments.

Topics are easily assignable and sized for a class session. Although presented in the tradi-
tional planning, organizing, leading, and controlling framework, chapters can be used in any
order based on instructor preferences. Many options are available for courses of different
types, lengths, and meeting schedules, including online and distance-learning formats.
It all depends on what fits best with course objectives, learning approaches, and instruc-
tional preferences.

Exploring Management uses an integrated learning design.

Every chapter opens with a catchy subtitle and clear visual presentation that quickly draws
students into the topic. The opening Management Live vignette hits a timely topic relevant
to chapter material. Key learning objectives are listed in Your Chapter Takeaways, while
What's Inside highlights four interesting and useful chapter features—Ethics Check, Facts to
Consider, Hot Topic, and Quick Case.

Each chapter section begins with a visual overview that poses a Takeaway Question
followed by a list of Answers to Come. These answers become the subheadings that organize
section content. The section ends with a Study Guide. This one-page checkpoint asks
students to pause and checklearning before moving on to the next section. The Study Guide
elements include:

« Rapid Review—bullet-list summary of concepts and points
« Questions for Discussion—questions to stimulate inquiry and prompt class discussions
« Be Sure You Can—checkpoint of major learning outcomes for mastery

o Career Situation: What Would You Do?—asks students to apply section topics to a
problem-solving situation

o Terms to Define—glossary quiz for vocabulary development

Exploring Management makes “flipping” the classroom easy.

Flipped classrooms shift the focus from instructors lecturing and students listening, to
instructors guiding and students engaging. The first step in doing the flip is getting students
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to read and study assigned materials before class. When they come to class prepared, the
instructor has many more options for engagement. The chunked presentations and frequent
Study Guides in Exploring Management, along with its video-enhanced flipped classroom
learning package, help greatly in this regard.

Dan Bachrach has prepared an extensive Flipped Classroom Guide that includes au-
thors’ videos that students can view before class to highlight core content for each section
of every chapter. It also provides easy-to-use lesson plans for engaging students in active
discussions and interesting assignments based on chapter features. Our goal with Dan’s
Flipped Classroom Guide—packaged with the pedagogy of Exploring Management and
WileyPLUS Learning Space—is to give instructors a ready-to-go pathway to implement an
active, engaged, and flipped classroom.

Success in flipping the classroom requires a good short quiz and testing program to
ensure student learning. Dan has nicely integrated Exploring Management with the
advanced WileyPLUS Learning Space online environment to make this easy. Success in
flipping the classroom also requires a solid inventory of discussion activities, projects, and
quick-hitting experiences that turn class and online time into engaged learning time.

Dan has also prepared instructor's guides for each feature in every chapter of Exploring
Management so that they can be easily used for flipped classroom activities and discussions,
and for individual and team assignments. Imagine the possibilities for student engagement
when using features like these:

« Ethics Check—poses an ethical dilemma and challenges students with Your Decision?
Examples include “Social Media Checks May Cause Discrimination in Hiring, “My
Team Leader is a Workaholic,” “Life and Death at an Outsourcing Factory, and
“Social Loafing May Be Closer Than You Think”

« Facts to Consider—summarizes survey data to stimulate critical inquiry and asks
students What's Your Take?
Examples include “The “Ask Gap”—What It Takes for Women to Get Raises,” “Policies
on Office Romances Vary Widely, “Disposable Workers are Indispensable to Business
Profits,” and “Ups and Downs for Minority Entrepreneurs.

« Hot Topics—presents timely, even controversial, issues framed for debate and discus-
sion, and asks students How About It?
Examples include “The $50,000 Retail Worker,” “Keep Your Career Plan Tight and
Focused, or Loosen Up?” “Rewarding Mediocrity Begins at an Early Age” and, “Can
Disharmony Build a Better Team?”

« Quick Case—gives students a short, real-life, scenario that puts them in a challenging
work situation and asks What Do You Do?
Examples include “New Dads Say it's Time for Paternity Leave; “Removing the Head-
phones to Show Team Spirit,” “16 Hours to J-Burg,” and “It’s Time to Ask for a Raise.

Exploring Management uses a conversational and
interactive writing style.

The authors’ voice in Exploring Management speaks with students the way you and we do in
the classroom—conversationally, interactively, and using lots of questions. Although it may
seem unusual to have authors speaking directly to their audience, our goals are to be real
people and approach readers in the spirit of what Ellen Langer calls mindful learning.' She
describes this as engaging students from a perspective of active inquiry rather than as con-
sumers of facts and prescriptions. We view it as a way of moving textbook writing in the
same direction we are moving college teaching—being less didactic and more interactive,
and doing a better job of involving students in a dialog around meaningful topics, questions,
examples, and even dilemmas.

! Ellen J. Langer, The Power of Mindful Learning (Reading, MA: Perseus, 1994).
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Exploring Management helps students earn good grades
and build useful career skills.

Exploring Management is written and designed to help students prepare for quizzes and
tests, and build essential career and life skills. In addition to chunked reading and Study
Guides, the end-of-chapter Test Prep asks students to answer multiple-choice, short re-
sponse, and integration and application questions as a starting point for testing success.
They are next directed to active learning and personal development activities in the end-
of-book Skill-Building Portfolio. 1t offers Self-Assessments, Class Exercises, and Team
Projects carefully chosen to match chapter content with skills development opportunities.
A further selection of Cases for Critical Thinking engages students in analysis of timely
situations and events involving real people and organizations.

WileyPLUS LEARNING SPACE

WileyPLUS Learning Space is an innovative, research-based, online environment for effective
teaching and learning,. It's a place where students can learn and prepare for class while iden-
tifying their strengths and nurture core skills. WileyPLUS Learning Space transforms course
content into an online learning community whose members experience learning activities,
work through self-assessment, ask questions and share insights. As they interact with the
course content, peers and their instructor, WileyPLUS Learning Space creates a personal-
ized study guide for each student.

When students collaborate with each other, they make deeper connections to the con-
tent. When students work together, they also feel part of a community so that they can grow
in areas beyond topics in the course. Students using WileyPLUS Learning Space become
invested in their learning experience while using time efficiently and developing skills like
critical thinking and teamwork.

WileyPLUS Learning Space is class tested and ready-to-go for instructors. It offers a flexi-
ble platform for quickly organizing learning activities, managing student collaboration, and
customizing courses—including choice of content as well as the amount of interactivity
between students. An instructor using WileyPLUS Learning Space is able to easily:

« Assign activities and add special materials

« Guide students through what'’s important by easily assigning specific content
« Set up and monitor group learning

« Assess student engagement

« Gain immediate insights to help inform teaching

Special visual reports in WileyPLUS Learning Space help identify problem areas in stu-
dent learning and focus instructor attention and resources on what’s most important. With
the visual reports, an instructor can see exactly where students are struggling and in need of
early intervention. Students can see exactly what they don't know to better prepare for
exams, and gain insights into how to study and succeed in a course.

STUDENT AND INSTRUCTOR RESOURCES

Exploring Management is rich in special materials that support instructional excellence and
student learning. Our colleagues at John Wiley & Sons have worked hard to design support-
ing materials that support our learning and engagement.

- Companion Web Site The Companion Web site for Exploring Management at www.
wiley.com/college/schermerhorn contains myriad tools and links to aid both teaching
and learning, including nearly all the resources described in this section.
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« Instructor’s Resource Guide The Instructor’s Resource Guide includes a Conversion
Guide, Chapter Outlines, Chapter Objectives, Lecture Notes, Teaching Notes, and Suggested
Answers for all quiz, test, and case questions.

« Test Bank The Test Bank consists of nearly 80 true/false, multiple-choice, and short-
answer questions per chapter. It was specifically designed so that the questions vary in
degree of difficulty, from straightforward recall to challenging, to offer instructors the
most flexibility when designing their exams. The Computerized Test Bank includes a
test-generating program that allows instructors to customize their exams.
PowerPoint Slides A set of interactive PowerPoint slides includes lecture notes and
talking points. An Image Gallery, containing .jpg files for all of the figures in the text, is
also provided for instructor convenience.

Management Weekly Updates These timely updates keep you and your students
updated and informed on the very latest in business news stories. Each week you
will find links to five new articles, video clips, business news stories, and so much
more with discussion questions to elaborate on the stories in the classroom.
http://wileymanagementupdates.com

Darden Business Cases Through the Wiley Custom Select Web site, you can choose
from thousands of cases from Darden Business Publishing to create a book with any
combination of cases, Wiley textbook chapters, and original material. Visit http://www.
customselect.wiley.com/collection/dardencases for more information.
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m Managers should learn from experience. 14
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1.3 WHAT ARE SOME IMPORTANT CAREER ISSUES?
Globalization and job migration have changed the world of work. 17
Failures of ethics and corporate governance are troublesome. 18
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m Diversity and discrimination are continuing social priorities. 19

m Talent is a must-have in a free-agent and on-demand economy. 19
]

Self-management skills are essential for career success. 20
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17

Ethics and Social Responsibility

2.1 HOW DO ETHICS AND ETHICAL BEHAVIOR PLAY OUT IN THE WORKPLACE?
m Ethical behavior is values driven. 26
m Views differ on what constitutes moral behavior. 27
m What is considered ethical can vary across cultures. 29
m Ethical dilemmas are tests of personal ethics and values. 30
m People have tendencies to rationalize unethical behaviors. 31

2.2 HOW CAN WE MAINTAIN HIGH STANDARDS OF ETHICAL CONDUCT?
m Personal character and moral development influence ethical decision making. 33
m Managers as positive role models can inspire ethical conduct. 34
m Training in ethical decision making can improve ethical conduct. 35
m Protection of whistleblowers can encourage ethical conduct. 35
m Formal codes of ethics set standards for ethical conduct. 36

2.3 WHAT SHOULD WE KNOW ABOUT THE SOCIAL RESPONSIBILITIES
OF ORGANIZATIONS?

m Social responsibility is an organization’s obligation to best serve society. 38
m Perspectives differ on the importance of corporate social responsibility. 39
m Shared value integrates corporate social responsibility into business strategy. 39

25
26

33

38
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m Social businesses and social entrepreneurs are driven by social responsibility. 40

® Social responsibility audits measure the social performance of organizations.

m Sustainability is an important social responsibility goal. 41

41

3 Managers as Decision Makers

3.1 HOW DO MANAGERS USE INFORMATION TO SOLVE PROBLEMS?

m Managers use technological, informational, and analytical competencies
to solve problems. 48

Managers can be problem avoiders, problem solvers, or problem seekers.
Managers make programmed and nonprogrammed decisions. 50
Managers use both systematic and intuitive thinking. 50

3.2 WHAT ARE FIVE STEPS IN THE DECISION-MAKING PROCESS?
Step 1—Identify and define the problem. 55

Step 2—Generate and evaluate alternative courses of action. 55
Step 3—Decide on a preferred course of action. 56

Step 4—Take action to implement the decision. 56

Step 5—Evaluate results. 57

Ethical reasoning is important at all steps in decision making. 58

3.3 WHAT ARE CURRENT ISSUES IN MANAGERIAL DECISION MAKING?

m Creativity can be unlocked for better decision making. 60

m Group decision making has both advantages and disadvantages. 61

m Judgmental heuristics and other biases may cause decision-making errors.
® Managers must prepare for crisis decision making. 64

Managers deal with problems posing threats and offering opportunities. 49
49

Managers use different cognitive styles to process information for decision making.
Managers make decisions under conditions of certainty, risk, and uncertainty. 51

62

51

47
48

54

60

4 Plans and Planning Techniques

4.1 HOW AND WHY DO MANAGERS USE THE PLANNING PROCESS?
m Planning is one of the four functions of management. 70

Planning sets objectives and identifies how to achieve them. 71

Planning improves focus and flexibility. 72

Planning improves action orientation. 72

Planning improves coordination and control. 73

Planning improves time management. 73

4.2 WHAT TYPES OF PLANS DO MANAGERS USE?
m Managers use short-range and long-range plans. 76
® Managers use strategic and operational plans. 76
m Organizational policies and procedures are plans. 77
m Budgets are plans that commit resources to activities. 77

4.3 WHAT ARE SOME USEFUL PLANNING TOOLS AND TECHNIQUES?
m Forecasting tries to predict the future. 80
m Contingency planning creates backup plans for when things go wrong. 80
® Scenario planning crafts plans for alternative future conditions. 81

69
70

76

80
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m Benchmarking identifies best practices used by others. 81
m Goal setting aligns plans and activities. 83

m Goals can have downsides and must be well managed. 83
m Participatory planning builds implementation capacities. 84

H
m The strategic management process formulates and implements strategies. 117

m SWOT analysis identifies strengths, weaknesses, opportunities, and threats. 118

m Porter’s five forces model analyzes industry attractiveness. 119

m Porter's competitive strategies model identifies business or product strategies. 119
m Portfolio planning examines strategies across multiple businesses or products. 120
m Strategic leadership ensures strategy implementation and control. 121

D Controls and Control Systems 89
5.1 HOW AND WHY DO MANAGERS USE THE
CONTROL PROCESS? 20
m Controlling is one of the four functions of management. 90
m Step 1—Control begins with objectives and standards. 91
m Step 2—Control measures actual performance. 91
m Step 3—Control compares results with objectives and standards. 92
m Step 4—Control takes corrective action as needed. 92
5.2 WHAT TYPES OF CONTROLS ARE USED BY MANAGERS? 94
m Managers use feedforward, concurrent, and feedback controls 94
m Managers use both internal and external controls. 95
® Managing by objectives helps integrate planning and controlling. 96
5.3 WHAT ARE SOME USEFUL CONTROL TOOLS
AND TECHNIQUES? 929
m Quality control is a foundation of modern management. 99
m Gantt charts and CPM/PERT improve project management and control. 100
m Inventory controls help save costs. 101
m Breakeven analysis shows where revenues will equal costs. 101
m Financial ratios measure key areas of financial performance. 102
m Balanced scorecards keep the focus on strategic control. 103
n
6 Strategy and Strategic Management 109
6.1 WHAT TYPES OF STRATEGIES ARE USED BY ORGANIZATIONS? 110
m Strategy is a comprehensive plan for achieving competitive
advantage. 110
m Organizations use corporate, business, and functional strategies. 111
m Growth strategies focus on expansion. 111
m Restructuring and divestiture strategies focus on consolidation. 112
m Global strategies focus on international business opportunities. 113
m Cooperation strategies focus on alliances and partnerships. 114
m E-business strategies use the Web and apps for business success. 114
6.2 HOW DO MANAGERS FORMULATE AND IMPLEMENT STRATEGIES? 117
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7 Organization Structure and Design

7.1 WHAT IS ORGANIZING AS A MANAGERIAL RESPONSIBILITY?
m Organizing is one of the management functions. 128
m Organization charts describe formal structures of organizations. 129
m Organizations also have informal structures. 129
m Informal structures have good points and bad points. 130

7.2 WHAT ARE THE MOST COMMON ORGANIZATION STRUCTURES?
m Functional structures group together people using similar skills. 132

m Divisional structures group together people by products, customers,
or locations. 133

® Matrix structures combine the functional and divisional structures. 135
m Team structures make extensive use of permanent and temporary teams. 136
m Network structures make extensive use of strategic alliances and outsourcing. 137

7.3 WHAT ARE THE TRENDS IN ORGANIZATIONAL DESIGN?
m Organizations are becoming flatter and using fewer levels of management. 140
Organizations are increasing decentralization. 140

]
m Organizations are increasing delegation and empowerment. 141
m Organizations are becoming more horizontal and adaptive. 142
]

Organizations are using more alternative work schedules. 143

127
128

132

140

8 Organizational Cultures, Innovation, and Change

8.1 WHAT IS THE NATURE OF ORGANIZATIONAL CULTURE?
m Organizational culture is the personality of the organization. 150

Organizational culture shapes behavior and influences performance. 151

Not all organizational cultures are alike. 151

The observable culture is what you see and hear as an employee
or customer. 152

m The core culture is found in the underlying values of the organization. 153
m Value-based management supports a strong organizational culture. 154

8.2 HOW DO ORGANIZATIONS SUPPORT AND ACHIEVE INNOVATION?

= Organizations pursue process, product, and business model innovations. 156
Green innovations advance the goals of sustainability. 156
Social innovations seek solutions to important societal problems. 157
Commercializing innovation turns new ideas into salable products. 157
Disruptive innovation uses new technologies to displace existing practices. 158
Innovative organizations share many common characteristics. 158

8.3 HOW DO MANAGERS LEAD THE PROCESSES OF
ORGANIZATIONAL CHANGE?

m Organizations and teams need change leaders. 161

Organizational change can be transformational or incremental. 161

Three phases of planned change are unfreezing, changing, and refreezing. 162
Times of complexity require improvising in the change process. 163

Managers use force-coercion, rational persuasion, and shared power
change strategies. 164

m Change leaders identify and deal positively with resistance to change. 165

149
150

156

161
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9 Human Resource Management 171
9.1 WHAT ARE THE PURPOSE AND LEGAL CONTEXT OF HUMAN
RESOURCE MANAGEMENT? 172
m Human resource management attracts, develops, and maintains a talented workforce. 172
m Strategic human resource management aligns human capital with organizational
strategies. 173
m Laws protect against employment discrimination. 173
® Laws can't guarantee that employment discrimination will never happen. 175
9.2 WHAT ARE THE ESSENTIALS OF HUMAN RESOURCE MANAGEMENT? 177
m Psychological contracts set the exchange of value between individuals
and organizations. 177
® Recruitment attracts qualified job applicants. 178
m Selection makes decisions to hire qualified job applicants. 179
m Onboarding introduces new hires to the organization. 180
® Training develops employee skills and capabilities. 180
m Performance reviews assess work accomplishments. 181
m Career development provides for retention and career paths. 182
9.3 WHAT ARE CURRENT ISSUES IN HUMAN RESOURCE MANAGEMENT? 184
m Today’s lifestyles increase demands for flexibility and work-life balance. 184
= Organizations are using more independent contractors and contingency workers. 184
m Compensation plans influence recruitment and retention. 185
m Fringe benefits are an important part of compensation. 186
m Labor relations and collective bargaining are closely governed by law. 187
10 Leadership 193
10.1 WHAT ARE THE FOUNDATIONS FOR EFFECTIVE LEADERSHIP? 194

m Leadership is one of the four functions of management. 194
Leaders use power to achieve influence. 195

Leaders bring vision to teams and organizations. 196

Leaders display different traits in the quest for effectiveness. 197

Leaders display different styles in the quest for effectiveness. 197

10.2 WHAT CAN WE LEARN FROM THE CONTINGENCY LEADERSHIP THEORIES? 200

m Fiedler's contingency model matches leadership styles with situational differences.

m The Hersey-Blanchard situational model matches leadership styles with the
maturity of followers. 201

m House's path-goal theory matches leadership styles with task and
follower characteristics. 202

m Leader-member exchange theory describes how leaders treat in-group and
out-group followers. 203

200

m The Vroom-Jago model describes how leaders use alternative decision-making methods. 203

10.3 WHAT ARE CURRENT ISSUES AND DIRECTIONS IN LEADERSHIP
DEVELOPMENT?

m Transformational leadership inspires enthusiasm and great performance. 206
Emotionally intelligent leadership handles emotions and relationships well. 207
Interactive leadership emphasizes communication, listening, and participation. 208
Moral leadership builds trust through personal integrity. 209

Servant leadership is follower centered and empowering. 210

206
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11

Individual Behavior 215

11.1 HOW DO PERCEPTIONS INFLUENCE INDIVIDUAL BEHAVIOR? 216
m Perception filters information received from our environment. 216

Perceptual distortions can hide individual differences. 216
m Perception can cause attribution errors. 218
® Impression management influences how others perceive us. 219

11.2 HOW DO PERSONALITIES INFLUENCE INDIVIDUAL BEHAVIOR? 221
m The Big Five personality traits describe important individual differences. 221
m The Myers-Briggs Type Indicator is a popular approach to personality assessment. 222
m Personalities vary on personal conception traits. 222
m People with Type A personalities tend to stress themselves. 223
m Stress has consequences for performance and health. 224
11.3 HOW DO ATTITUDES, EMOTIONS, AND MOODS INFLUENCE
INDIVIDUAL BEHAVIOR? 226
m Attitudes predispose people to act in certain ways. 226
® Job satisfaction is a positive attitude toward one’s job and work experiences. 227
m Job satisfaction influences work behaviors. 227
® Job satisfaction has a complex relationship with job performance. 228
® Emotions and moods are states of mind that influence behavior. 228

12

Motivation 235

12.1 HOW DO HUMAN NEEDS INFLUENCE MOTIVATION TO WORK? 236
m Maslow describes a hierarchy of needs topped by self-actualization. 236
m Alderfer's ERG theory discusses existence, relatedness, and growth needs. 237
= McClelland identifies acquired needs for achievement, power, and affiliation. 238
m Herzberg's two-factor theory focuses on higher-order need satisfaction. 239
m The core characteristics model integrates motivation and job design. 240
12.2 HOW DO THOUGHTS AND DECISIONS AFFECT MOTIVATION TO WORK? 243
m Equity theory explains how social comparisons motivate individual behavior. 243
m Expectancy theory focuses on the decision to work hard, or not. 244
m Goal-setting theory shows that the right goals can be motivating. 246

12.3 HOW DOES REINFORCEMENT INFLUENCE MOTIVATION TO WORK? 249
m Operant conditioning influences behavior by controlling its consequences. 249
12.4 OPERANT CONDITIONING USES FOUR REINFORCEMENT STRATEGIES 250

m Positive reinforcement connects desirable behavior with pleasant consequences. 251
m Punishment connects undesirable behavior with unpleasant consequences. 252

13 Teams and Teamwork 257

13.1 WHY IS IT IMPORTANT TO UNDERSTAND TEAMS AND TEAMWORK? 258
m Teams offer synergy and other benefits. 258

Teams can suffer from performance problems. 259

Organizations are networks of formal teams and informal groups. 260

Organizations use committees, task forces, and cross-functional teams. 261

Virtual teams use technology to bridge distances. 261

Self-managing teams are a form of job enrichment for groups. 262
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m Inclusion drives the business case for diversity. 302
Multicultural organizations value and support diversity. 303
Diversity bias exists in many situations. 303

Organizational subcultures create diversity challenges. 305

Managing diversity is a leadership priority. 306

13.2 WHAT ARE THE BUILDING BLOCKS OF SUCCESSFUL TEAMWORK? 264
m Teams need the right members to be effective. 265
m Teams need the right setting and size to be effective. 266
m Teams need the right processes to be effective. 266
m Teams move through different stages of development. 267
m Team performance is influenced by norms. 268
m Team performance is influenced by cohesiveness. 269
m Team performance is influenced by task and maintenance activities. 270
m Team performance is influenced by communication networks. 270
13.3 HOW CAN MANAGERS CREATE AND LEAD HIGH-PERFORMANCE TEAMS? 273
m Team building can improve teamwork and performance. 273
m Teams benefit when they use the right decision methods. 273
m Teams suffer when groupthink leads to bad decisions. 275
m Teams benefit when conflicts are well managed. 275
n
14 Communication 281
14.1 WHAT IS COMMUNICATION, AND WHEN IS IT EFFECTIVE? 282
= Communication helps build social capital. 282
m Communication is a process of sending and receiving messages with
meanings attached. 282
m Communication is effective when the receiver understands the sender’s messages.
= Communication is efficient when it is delivered at low cost to the sender. 284
m Communication is persuasive when the receiver acts as the sender intends. 284
14.2 WHAT ARE THE MAJOR BARRIERS TO EFFECTIVE COMMUNICATION? 287
m Poor use of channels makes it hard to communicate effectively. 287
m Poor written or oral expression makes it hard to communicate effectively. 288
m Failure to spot nonverbal signals makes it hard to communicate effectively. 289
m Information filtering makes it hard to communicate effectively. 289
m Overloads and distractions make it hard to communicate effectively. 290
14.3 HOW CAN WE IMPROVE COMMUNICATION WITH PEOPLE AT WORK? 292
m Active listening helps others say what they really mean. 292
m Constructive feedback is specific, timely, and relevant. 293
m Office designs can encourage interaction and communication. 294
® Transparency and openness build trust in communication. 294
m Appropriate online behavior is a communication essential. 295
m Sensitivity and etiquette improve cross-cultural communication. 295
15 Diversity and Global Cultures 301
15.1 WHAT SHOULD WE KNOW ABOUT DIVERSITY IN THE WORKPLACE? 302
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15.2 WHAT SHOULD WE KNOW ABOUT DIVERSITY AMONG GLOBAL CULTURES? 308
m Culture shock is discomfort in cross-cultural situations. 308

Cultural intelligence is an ability to adapt to different cultures. 308

The “silent” languages of cultures include context, time, and space. 309

Cultural tightness and looseness varies around the world. 311

Hofstede’s model identifies value differences among national cultures. 312

Intercultural competencies are essential career skills. 314

16 Globalization and International Business 319

16.1 HOW DOES GLOBALIZATION AFFECT INTERNATIONAL BUSINESS? 320
= Globalization increases interdependence of the world’s economies. 320

Globalization creates international business opportunities. 322

Global sourcing is a common international business activity. 322

Export/import, licensing, and franchising are market entry forms of international business. 323

Joint ventures and wholly owned subsidiaries are direct investment forms of
international business. 324

® International business is complicated by different legal and political systems. 324
m International businesses deal with regional economic alliances. 325

16.2 WHAT ARE GLOBAL CORPORATIONS, AND HOW DO THEY WORK? 328
Global corporations have extensive operations in many countries. 328

The actions of global corporations can be controversial. 328

Managers of global corporations face ethics challenges. 329

Planning and controlling are complicated in global corporations. 331

Organizing can be difficult in global corporations. 331

Leading is challenging in global corporations. 332

1'7 Entrepreneurship and Small Business 337

17.1 WHAT IS ENTREPRENEURSHIP, AND WHO ARE ENTREPRENEURS? 338
m Entrepreneurs are risk takers who spot and pursue opportunities. 338
m Entrepreneurs often share similar characteristics and backgrounds. 340
® Entrepreneurs often share similar personality traits. 340
= Women and minority entrepreneurs are growing in numbers. 341
m Social entrepreneurs seek novel solutions to pressing social problems. 342
17.2 WHAT SHOULD WE KNOW ABOUT SMALL BUSINESSES
AND HOW TO START ONE? 345
m Small businesses are mainstays of the economy. 345
Small businesses must master three life-cycle stages. 345
Family-owned businesses face unique challenges. 347
Many small businesses fail within 5 years. 347
Assistance is available to help small businesses get started. 348
A small business should start with a sound business plan. 348
There are different forms of small business ownership. 349

There are different ways of financing a small business. 351
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WHAT ARE THE LESSONS OF THE CLASSICAL MANAGEMENT APPROACHES?
m Taylor's scientific management sought efficiency in job performance.

m Weber's bureaucratic organization is supposed to be efficient and fair.

m Fayol’s administrative principles describe managerial duties and practices.

WHAT ARE THE CONTRIBUTIONS OF THE BEHAVIORAL MANAGEMENT APPROACHES?

Follett viewed organizations as communities of cooperative action.

The Hawthorne studies focused attention on the human side of organizations.
Maslow described a hierarchy of human needs with self-actualization at the top.
McGregor believed managerial assumptions create self-fulfilling prophecies.

Argyris suggests that workers treated as adults will be more productive.

WHAT ARE THE FOUNDATIONS OF MODERN MANAGEMENT THINKING?
m Managers use quantitative analysis and tools to solve complex problems.

m Organizations are open systems that interact with their environments.

m Contingency thinking holds that there is no one best way to manage.

m Quality management focuses attention on continuous improvement.

m Evidence-based management seeks hard facts about what really works.

Self-Assessment: Managerial Assumptions
Class Exercise: Evidence-Based Management Quiz
Team Project: Management in Popular Culture

Case Study: Zara International—Fast Fashion’s Style Maker
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Managers and
the Management
Process

Everyone Becomes a Manager Someday

Management Live
Gaming Skills Can Be Résumé Builders

0 managing large
guilds and leading
raids while playing

World of Warcraft belong
in your résumé and online
recruiting profiles? Heather
Newman thinks so. In a
“Leisure/Volunteer Activi-
ties” section she highlighted
how gaming enhanced her

skills at organizing teams of

© Monalyn Gracia/Corbis Corp.

volunteers and communicat-
ing. That said, she landed a
job as director of marketing and communications for a university. One hiring
manager says putting gaming experience on a résumé can be a “conversation starter;
but another dismisses it as “all make-believe.”

YOUR THOUGHTS?
Can Newman’s strategy pay off for you? What “hidden” experiences—not just
gaming—might you describe as skill-builders on your résumé?

ETHICS CHECK

Social media cues may
cause discrimination in
hiring

FACTS TO CONSIDER
Tech industry no role
model for employment
diversity

HOT TOPIC
The $50,000 retail worker

QUICK CASE
Team leader faces
disruptive team member

YOUR CHAPTER 1 TAKEAWAYS

1. Understand what it means to be a manager.
2. Know what managers do and what skills they use.

3. Recognize timely and important career issues.
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A manager is a person who
supports and is responsible for
the work of others.

Takeaway 1.1
What Does It Mean to Be a Manager?

ANSWERS TO COME

m Organizations have different types and levels of managers.

m Accountability is a foundation of managerial performance.

m Effective managers help others achieve high performance and satisfaction.
m Managers are coaches, coordinators, and supporters.

IN A BOOK CALLED THE SHIFT: THE FUTURE OF WORK IS ALREADY HERE, SCHOLAR
Lynda Gratton describes the difficult times in which we live and work. “Technology shrinks
the world but consumes all of our time;” she says, while “globalization means we can work
anywhere, but must compete with people from everywhere; there are more of us, and we're
living longer; traditional communities are being yanked apart as people cluster in cities; and
there is rising energy demand and fewer traditional resources.”

What does all this mean in terms of planning for career entry and advancement? At a
minimum, there are few guarantees of long-term employment. Jobs are increasingly earned
and re-earned every day through ones performance accomplishments. Careers are being
redefined along the lines of “flexibility, “free agency, “skill portfolios,” and “entrepreneur-
ship.” The fact is: Career success today requires lots of initiative and self-awareness, as well
as continuous learning. The question is: Are you ready?

ORGANIZATIONS HAVE DIFFERENT TYPES
AND LEVELS OF MANAGERS.

You find them everywhere, in small and large businesses, voluntary associations, govern-
ment agencies, schools, hospitals, and wherever people work together for a common cause.
Even though the job titles vary from team leader to department head, project leader, presi-
dent, administrator, and more, the people in these jobs all share a common responsibility—
helping others do their best work. We call them managers—persons who directly supervise,
support, and help activate work efforts to achieve the performance goals of individuals,
teams, or even an organization as a whole. In this sense, I think you'll agree with the chapter
subtitle: Everyone becomes a manager someday.

“ONE GREAT PERSON CAN EASILY DO THE BUSINESS PRODUCTIVITY
OF THREE GOOD PEOPLE.”

HOT TOPIC
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Courtesy The Container Store

The $50,000 Retail Worker

Looking for a job in re-
tail? Want to avoid min-
imum wage employers?
Head for The Container
Store.® Its front-line, full-
time workers are paid
about $50,000 per year
for starters, with more
coming with positive
annual performance re-

other retailers might pay them. He calls it the “One Equals
Three"” Foundation Principle. “One great person can easily do
the business productivity of three good people,” he says. And,
he believes other retailers should follow The Container Store’s
lead. “Better pay,” he argues, “leads to higher profitability.”

HOW ABOUT IT?

Why would CEO Kip Tindell place so much emphasis on hir-
ing and retaining retail workers for his stores? Is the Container
Store’s wage policy sustainable in the ups and downs of com-

views. Chairman & CEO Kip Tindell says it's central to his
business strategy—hire great people, extensively train them
and empower them by paying 50-100% more than what

petitive business? If better pay leads to higher productivity,
why do so many employers—think fast-food industry—stick
with the minimum wage?




CHAPTER 1 m Managers and the Management Process

First-Line Managers and Team Leaders

Take a good look at Figure 1.1. It describes an organization as a series of layers, each of
which represents different levels of work and managerial responsibilities.?

A first job in management typically involves serving as a team leader or supervisor in
charge of a small work group. Typical job titles for these first-line managers include de-
partment head, team leader, and unit manager. For example, the leader of an auditing team
is considered a first-line manager, as is the head of an academic department in a university.

Even though most people enter the workforce as technical specialists such as auditor,
market researcher, or systems analyst, sooner or later they advance to positions of initial
managerial responsibility. And they serve as essential building blocks for organizational
performance.® Consider these words of Justin Fritz as he describes leading a 12-member
team to launch a new product at a medical products company: “I've just never worked on
anything that so visibly, so dramatically changes the quality of someones life”

Middle Managers

Look again at Figure 1.1. This time consider how Justin may advance in his career. At the
next level above team leader we find middle managers—persons in charge of relatively
large departments or divisions consisting of several smaller work units or teams.

Middle managers usually supervise several first-line managers. Examples include clinic
directors in hospitals; deans in universities; and division managers, plant managers, and
regional sales managers in businesses. Because of their position “in the middle; these
managers must be able to work well with people from all parts of the organization—higher,
lower, and side-to-side. As Justin moves up the career ladder to middle management, there
will be more pressure and new challenges. But there should also be rewards and satisfaction.

Top Managers

Some middle managers advance still higher in the organization, earning job titles such as
chief executive officer (CEO), chief operating officer (COO), chief financial officer (CFO),
chief information officer (CIO), president, and vice president. These top managers, or
C-suite executives, are part of a senior management team that is responsible for the perfor-
mance of an organization as a whole or for one of its larger parts. They must be alert to
trends and developments in the external environment, recognize potential problems and
opportunities, set strategy, craft the internal culture, build a talent pool, and overall lead the
organization to success.” The best top managers are future-oriented thinkers who make
good decisions even in face of uncertainty, risk, and tough competition.

Boards of Directors

It would be great if all top managers were responsible and successful—always making the
right decisions and doing things in their organization’s best interests. But, the fact is that

TYPICAL BUSINESS
Board of directors

TYPICAL NONPROFIT
Board of trustees

Executive director
President, administrator
Vice president

Chief executive officer
President
Vice president

Top

managers

Division manager
Regional manager
Plant manager

Division manager
Regional manager
Branch manager

Middle

managers

Department head
Supervisor
Team leader

Department head
Supervisor
Team leader

First-line

managers

Nonmanagerial
workers

First-line managers are team
leaders and supervisors in
charge of people who perform
non managerial duties.

Middle managers oversee the
work of large departments or
divisions.

Top managers guide the
performance of the organization
as a whole or of one of its major
parts.

FIGURE 1.1

What Are the Typical Job Titles
and Levels of Management in
Organizations?

The traditional organization is
structured as a pyramid. The top
manager, typically a CEO,
president, or executive director,
reports to a board of directors in a
business or to a board of trustees in
a nonprofit organization. Middle
managers report to top managers,
and first-line managers or team
leaders report to middle managers.
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Ursula Burns Leads Xerox with Confidence and a Strategic Eye

Ramin Talale/Bloomberg/
Getty Images

Members of a board of directors
are elected by stockholders to
represent their ownership
interests.

Governance is oversight of top
management by a board of
directors or board of trustees.

Accountability is the requirement
to show performance results to a
supervisor.

An effective manager successfully
helps others achieve high
performance and satisfaction

in their work.

Quality of work life is the overall
quality of human experiences in
the workplace.

HIGHER
MANAGEMENT

Accountability

"Frankness,
prowess"” are all phrases used to describe Ursula Burns, CEO of Xerox Corporation. She started
as a mechanical engineering intern and moved up to become the first African American
woman to head a Fortune 500 firm. Raised by a single mom in public housing, her pride in her
achievements comes across loud and clear. “I'm in this job because | believe | earned it through
hard work and high performance,” says Burns. “Did | get some opportunities early in my career
because of my race and gender? Probably . . . | imagine race and gender got the hiring guys’
attention. And the rest was really up to me.”

Dependency

" on "o "non

sharp humor,” “willingness to take risks,” “deep industry knowledge,” “technical

some don't live up to expectations. They perform poorly and may even take personal advan-
tage of their positions, perhaps to the point of ethics failures and illegal acts. Who or what
keeps CEOs and other senior managers ethical and high performing?

Figure 1.1 shows that even the CEO or president of an organization reports to a higher-level
boss. In business corporations, this is a board of directors, whose members are elected by
stockholders to represent their ownership interests. In nonprofit organizations, such as a
hospital or university, top managers report to a board of trustees. These board members may
be elected by local citizens, appointed by government bodies, or invited to serve by existing
members.

In both business and the public sectors, board members are supposed to oversee
the affairs of the organization and the performance of its top management. In other words,
they are supposed to make sure that the organization is being run right. This is called
governance, the oversight of top management by an organization’s board of directors or
board of trustees.®

ACCOUNTABILITY IS A FOUNDATION
OF MANAGERIAL PERFORMANCE.

The term accountability describes the requirement of one person to answer to a higher
authority for performance achieved in his or her area of work responsibility. This notion
of accountability is an important aspect of managerial performance. In the traditional
organizational pyramid, accountability flows upward. Team members are accountable
to a team leader, the team leader is accountable to a middle manager, the middle
manager is accountable to a top manager, and the top manager is accountable to a
board of directors.

Let’s not forget that accountability in managerial performance is always accompanied
by dependency. At the same time that any manager is being held accountable
by a higher level for the performance results of her or his area of supervisory
responsibility, the manager is dependent on others to do the required work. In
fact, we might say that a large part of the study of management is all about
learning how to best manage the dynamics of accountability and dependency
as shown in the nearby figure.

EFFECTIVE MANAGERS HELP OTHERS ACHIEVE
HIGH PERFORMANCE AND SATISFACTION.

This discussion of performance accountability and related challenges may
make you wonder: What exactly is an effective manager? Most people,
perhaps you, would reply that an effective manager is someone who helps
people and organizations perform. That’s a fine starting point, but we should

Work team members

l go a step further. Why not define an effective manager as someone who
successfully helps others achieve both high performance and satisfaction in
their work?
Placing importance not just on work performance, but also on job sat-
isfaction, calls attention to quality of work life (QWL) issues—the overall



CHAPTER 1 m Managers and the Management Process

quality of human experiences in the workplace. Have you experienced a “high QWL’
environment? Most people would describe it as a place where they are respected
and valued by their employer. They would talk about fair pay, safe work conditions, op-
portunities to learn and use new skills, room to grow and progress in a career, and pro-
tection of individual rights. They would say everyone takes pride in their work and the
organization.

Are you willing to work anywhere other than in a high-QWL setting? Would you, as a
manager, be pleased with anythingless than helping others achieve not just high performance
but also job satisfaction? Sadly, the real world doesn't always live up to these expectations.
Talk to parents, relatives, and friends who go to work every day. You might be surprised. Too
many people still labor in difficult, sometimes even hostile and unhealthy, conditions—ones
we would consider low QWL for sure.”

MANAGERS ARE COACHES, COORDINATORS,
AND SUPPORTERS.

We live and work in a time when the best managers are known more for “helping” and
“supporting” than for “directing” and “order giving. The terms ‘coordinator, “coach,” and
“team leader” are heard as often as “supervisor” or “boss.” The fact is that most organizations
need more than managers who simply sit back and tell others what to do.

Figure 1.2 uses the notion of an upside-down pyramid to describe a new mindset for
managers, one guided by the key words “serve” and “support.” All managers—from first-level
team leaders to top level executives—should find that this mindset offers a real expression
of what it means to act as a coach rather than an order giver.

Customers and clients

Ultimate beneficiaries of
the organization’s efforts

Serve

Teams and operating workers

Do work directly affecting
customer/client satisfaction

Support

Team leaders and managers

Help the operating workers do their jobs
and solve problems

Support

Top managers

Keep organization’s mission
and strategies clear

FIGURE 1.2 How Do Mindsets Change When the Organization Is Viewed as an Upside-
Down Pyramind?

If we turn the traditional organizational pyramid upside down, we get a valuable look at how
managerial work is viewed today. Managers are at the bottom of the upside-down pyramid, and they
are expected to support the operating workers above them. Their goal is to help these workers best
serve the organization’s customers at the top. The appropriate mind-set of this supportive manager is
more “coaching” and “helping” than “directing” and “order giving.”

The upside-down pyramid view
of organizations puts customers
at the top and being served by
nonmanagerial workers, who are
supported by team leaders and
higher-level managers.
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Sitting prominent at the top of the upside-down pyramid are nonmanagerial workers.
Performing individually and in teams, they interact directly with customers and clients
or produce products and services for them. The key word driving their work is “serve”
Located just below them are team leaders and managers. Their attention is focused on
helping others serve the organizations customers. The key word driving their work is
“support.”

Top managers and executives are at the bottom of the upside-down pyramid. Their fo-
cus is on clarifying mission and crafting strategies that help team leaders and managers
take care of their teams and workers. Once again, the key word driving their work is “sup-
port” Picture top managers going to work, looking up, and seeing an entire organization
balanced on their outstretched hands and depending on them for vital support all day long.
Wouldn't you agree this is quite a change of mindset from that of traditional managers who
might view themselves standing comfortably on top of the pyramid while those below take
care of them?

The upside-down pyramid view leaves no doubt that the organization exists to serve its
customers. And, it leaves no doubt that team leaders, managers, and executives are there to
help and support the people whose work makes that possible. As the Container Store’s CEO
Kip Tindell says: “If employees aren't happy, customers aren't happy and then shareholders

won't be happy’®

Look again at Figure 1.2 and consider the power of the words “serve” and “support.” Isn't
this a pretty strong endorsement for team leaders and managers at all levels to try flipping
the organizational pyramid upside-down?

Working Mother Looks for the Best

Great Employers Put Top Value on People

Working Mother magazine's
annual listing of the “100 Best
Companies for Working Moth-
ers” has become an important
management benchmark—
both for employers who want
to be among the best and for
potential employees who want
to work only for the best. The
magazine is worth a look for
topics ranging from kids to
health to personal motivation
and more.

Self-described as helping
women “integrate their profes-
sional lives, their family lives
and their inner lives,” Working Mother mainstreams cover-
age of work-life balance issues and needs for women. One
issue reported on moms who “pushed for more family-friendly
benefits and got them.” The writer described how Kristina

Masterfile

Marsh worked to get lactation support for nursing mothers
as a formal benefit at Dow Corning, and how Beth Schiavo
started a Working Moms Network in Ernst & Young's Atlanta
offices and then got it approved as a corporate program
nationwide.

A list of best employers for multicultural women includes
Allstate, American Express, Deloitte, Ernst & Young, IBM, and
General Mills. Working Mother says: “All of our winning com-
panies not only require manager training on diversity issues
but also rate manager performance partly on diversity results,
such as how many multicultural women advance.”

FIND INSPIRATION

Pick up a copy of Working Mother magazine or browse the
online version. It's a chance to learn more about the com-
plexities of work-life balance, including the challenges faced
by women blending motherhood with a career. It's also a
place to learn which employers are truly great in respecting
quality of work life issues.



CHAPTER 1 m Managers and the Management Process

STUDYGUIDE

Takeaway 1.1

What Does It Mean to Be a Manager?

Terms to Define

Accountability First-line managers
Board of directors Governance
Effective manager Manager

Rapid Review

« Managers support and facilitate the work efforts of other
people in organizations.

« Top managers scan the environment and pursue long-
term goals; middle managers coordinate activities among
large departments or divisions; first-line managers, like
team leaders, supervise and support nonmanagerial
workers.

« Everyone in an organization is accountable to a
higher-level manager for his or her performance
accomplishments; at the highest level, top managers
are held accountable by boards of directors or boards
of trustees.

« Effective managers help others achieve both high
performance and high levels of job satisfaction.

« New directions in managerial work emphasize “coaching”

and “supporting; rather than “directing” and “order
giving”

+ In the upside-down pyramid view of organizations, the
role of managers is to support nonmanagerial workers
who serve the needs of customers at the top.

Middle managers Upside-down pyramid

Quality of work life

Top managers

Questions for Discussion

1. Other than at work, in what situations do you expect to
be a manager during your lifetime?

2. Why should a manager be concerned about the quality of
work life in an organization?

3. In what ways does the upside-down pyramid view of
organizations offer advantages over the traditional view
of the top-down pyramid?

Be Sure You Can

« explain how managers contribute to organizations

« describe the activities of managers at different levels
« explain how accountability operates in organizations
+ describe an effective manager

- list several ways the work of managers is changing from
the past

« explain the role of managers in the upside-down pyramid

Career Situation: What Would You Do?

When people are promoted to become managers, they often
end up supervising friends and colleagues. Put yourself in
this situation. As a new manager of a team full of friends,
what can and should you do to quickly earn the respect of
others and build a smoothly functioning work team?






