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Preface

Welcome to Management: Foundations and Applications, 2nd Asia—Pacific edition, a text
designed to be an enjoyable, informative and challenging introduction to both the art
and the science of management. This edition has been thoroughly updated, continuing its
strong emphasis on the importance of the Asian region to contemporary Australian and
New Zealand organisations, with numerous Asian case examples featured to illustrate key
management concepts.

Management: Foundations and Applications, 2nd Asia—Pacific edition, has also retained
the features that have made it so popular with students and lecturers in earlier editions:
® balanced coverage of small- and medium-sized enterprises and larger multinational

corporations
* an emphasis on the need for business activities to be sustainable in terms of preserving

the welfare of future generations
e the Career Readiness Workbook at the back of the text, which includes a range of indi-
vidual and group activities to encourage the practical application of management theory.

Management is, to paraphrase Henry Mintzberg, a messy task involving multiple
pressures and roles. Managing an organisation in the Asia-Pacific region, in the broader
context of the increasingly global economy, presents many challenges. For example, there
is the objective of getting the most from diverse workforces when members differ in terms
of age, sex, ethnicity or any of the many other characteristics that make us unique. There is
also the challenge of managing the organisation’s approach to ethics, social responsibility
and sustainability. This last area has become increasingly important as pressures on the
global natural environment, such as those from pollution and global warming, are forcing
politicians and companies to invest and manage for long-term environmental sustainability.
Social responsibility and ethics are also playing an increasingly important role — and all of
these are continuing themes throughout this book.

Many organisations throughout the Asia—Pacific region are exporting products, estab-
lishing international offices or developing links with other organisations in the region
via alliances and joint ventures. International management entails developing an under-
standing of other cultures and markets with a view to ensuring that organisations res-
pond positively to the great potential of international business. In this era of empowerment
and flatter organisational structures, managers must come to terms with the challenge of
working with people who want as much responsibility, autonomy and freedom as their
managers do. Often the role of the manager has become more that of coach and mentor
than traditional supervisor.

Organisations also seem to be rising and falling at a greater rate than has occurred
in the past. The global economy, with its large networks of managers and policy-makers
connected by high-speed internet and advanced mobile telecommunications technologies,
is developing and reacting at a great pace. This has created a more dynamic and rapidly
changing business environment to which managers must respond. They need to think
entrepreneurially to ensure that customers’ changing needs and demands for entirely new
products and services are met. The entrepreneurial imperative — based on clear strategies,
planning and implementation — is a competency few managers can ignore.

Technology is continuing to develop and evolve at a rapid rate. The challenge for
organisations is to keep up with these new developments. Significant consequences arise
from the organisation’s choice of technology, whether it is used to produce key outputs




or for internal information management and communication. Managers are also under
pressure as a result of the increasing legislative requirements and sociopolitical pressure for
sustainable businesses and industrial development in the Asia—Pacific region. Sustainability
is driving technological change in many organisations. Those companies that innovate to
meet this challenge will be the ones that continue to survive and prosper into the future.

Rather than viewing the many challenges facing managers in contemporary organisations
as negative and overwhelming, management students should be encouraged to regard them
with a positive focus. With the necessary management theories, concepts, tools and examples,
students will be well equipped to meet these demands. It is with this goal in mind that
Management: Foundations and Applications, 2nd Asia—Pacific edition, has been written.

Building on the best management writing we could find and including our own substan-
tial contributions to the field, we have created a text that aims to be engaging, cutting-edge,
topical and, above all, useful. By engaging, we hope that readers will do more than just
‘read’ the text — that they will analyse, appraise and reflect on its contents. We have aimed
for an easy-to-read style of writing and are delighted with the use of colour and design that
encourages students to gain the maximum value from the book. We also hope that students
will engage with Management: Foundations and Applications, 2nd Asia—Pacific edition, by
applying the concepts covered to their own careers, whether now or in the future.

We have also made the text as relevant as possible to the experiences and aspirations
of our student cohorts. Although the vast majority of management students are relatively
young, a growing number of more experienced people are taking university studies in
management. Variations in age are compounded by differing competencies in communi-
cation and general awareness of the organisational world. In responding to this diversity,
we have provided a significant number of contemporary examples of management in
practice found in Australia, New Zealand and South-East Asia, including an analysis of
the management and leadership approaches of prominent managers and entrepreneurs in
the region.

Management: Foundations and Applications, 2nd Asia—Pacific edition, has also been
designed to allow instructors maximum flexibility in terms of the emphasis placed on
various topics and the order in which they are taught. The self-contained design of each
chapter also allows instructors to create their own schedule of management topics that
supports their personal approach to the teaching of a management foundations course.
Management: Foundations and Applications, 2nd Asia—Pacific edition, is a challenging text,
incorporating critical analysis questions about management practices that should stimulate
greater student appreciation of the complexities and paradoxes of contemporary organ-
isational life. ‘Counterpoint’ features pose an alternative view on a topic and require stu-
dents to think about the relevance and cultural reliability of theoretical frameworks. These
features are particularly useful for tutorial discussions and class debates.

We have attempted to make Management: Foundations and Applications, 2nd Asia—Pacific
edition, as useful as possible, recognising that there are usually broader aims associated
with foundational management subjects than just imparting key concepts and theoretical
frameworks. In our experience, it is also important that we develop relevant career-linked
competencies in our students. The skills required to write effectively, make professional and
interesting presentations, undertake effective research and develop abilities in teamwork are
among the more important of these competencies. By encouraging their development in our
students, we promote the kinds of self-management skills so vital for effective management
in all types of organisational contexts. With this in mind, the Career Readiness Workbook
at the back of the text contains carefully selected activities and exercises that can be used
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to build competencies in these areas. A list of thought-provoking research and presentation
projects is also included, providing a number of relevant and interesting assignment topics.

For the above reasons, we believe you will enjoy using Management: Foundations and
Applications, 2nd Asia—Pacific edition.

We would like to sincerely thank the co-authors of earlier editions of this text, the
late John Campling (formerly of James Cook University), Retha Wiesner (University of
Southern Queensland), Eng Sieng Ang (HELP University College, Malaysia), Bobbie Chan
(Open University of Hong Kong), Wee-Liang Tan (Singapore Management University), and
So Ling Chau (Hang Seng School of Commerce, Hong Kong). We would also like to thank
our academic colleagues who authored the invaluable resources that accompany the text,
namely:

e PowerPoint presentations — Tui McKeown (Monash University)

e Test bank — Stephen Turner (Curtin University)

* Practice quizzes — Lucy Miller (Macquarie University)

e Instructor’s resource guide — Dimitra Bonias (La Trobe University).

Our appreciation also goes to the John Wiley & Sons team for their contribution to
this book: John Coomer (Publishing Director), Kylie Challenor (Content Editor), Shukla
Chakraborty (Managing Editor), Emma Knight (Senior Publishing Assistant), Renee
Bryon (Copyright and Image Research Supervisor), Delia Sala (Graphic Designer) and
Jo Hawthorne (External Composition Coordinator). Thanks also to the many organisations
and people in Australia, New Zealand and Asia who agreed to be interviewed and who
supplied information for the various case studies in this book.

Jobn Schermerhorn
Paul Davidson
David Poole

Peter Woods

Alan Simon

Ellen McBarron
April 2013



Transition guide

All of the chapters in the book have been significantly updated in this new edition with
the latest management research and practical examples from the Asia-Pacific region.
In addition, the chapter sequencing has been re-ordered, as outlined in the table below.
However, each chapter is fully self-contained, allowing the flexibility for chapters to be
taught or studied in any order, to suit a variety of course structures.

Chapter Chapter no. in 1st edition
I The contemporary workplace 1
Historical foundations of management 4
3 Environment and diversity 2
4 International dimensions of management 5
5 Ethical behaviour and social responsibility 6
6 Information and decision-making 3
7 Planning 7
8 Strategic management 9
9 Organising 10
lo Controlling 8
ll Human resource management 11
12 Leading 12
l3 Communication and interpersonal skills 14
l4 Motivation and rewards 13
Is Leading and managing change 15

Transition guide xxi



Management: Foundations and Applications, 2nd Asia-Pacific edition, has been written and designed as a
practical and user-friendly learning resource.

-

CHAPTER 5

Ethical behaviour and
social responsibility

Learning objectives

Each chapter opens with
study questions that What s ethicalbehaviour?
provide you Wlth |eaming How do ethical dilemmas complicate the workplace?

. . How can high ethical standards be maintained?
ObJeCtWeS, fO“OWed by a What is organisational social responsibility?
brief real-world example Haw do oganisatons and goverment wark together i ociety?
that introduces the
chapter’s theme.

¥ )
S

N

globalisation Australian mining goes global

Ausenco, a Brisbane-based engineefing and project management company, has achieved gobal success

'Y BHP’s Ok Tedi mine in Papua New Guinea (PNG)

‘The OkTedi mine is a classic example in the study of ethics, sustainability and social responsibilty, as both
sides of the argument are presented in this case. BHP did not build a suggested tailings dam to retain

Organisation structure as a form of control social

in emerging markets responsibility

Emerging m;

of custor

inndi, counterpoint s restructuring worth the pain?

::;:I:: Organisational restructuring has a ‘downside’ that sometimes leads to a reluctance to change. Sometimes

e e B ~ Colour-coded boxed features are
am technology Control in ship building embedded as part of the general text

geograp! Austal is an Australian ship design and construction company headquartered in Western Australia that

‘was founded in 1988, It builds a wide range of commercial and defence vessels, including passenger . A . . . .

o St il s e, onsa ot s N e iy sppen vl s e discussion in each chapter, highlighting key

only help| boats. Hundreds of Austal vessels now ply between ports all over the world — from Hong Kong and
. the Philippines to Norway, and from France to New York, Yemen and Trinidad. It is the world's leading H H 1

::::::::’ ‘manufacturer of high-speed passenger catamarans and large-vehicle-carrying fast ferries, and a dominant th e m eS fa CI ng Co nte m pO I'a ry 0 rga n Isatl O n S

‘models tf ‘supplier to Asia.

thoemy Included among its customers are various navies around the world, including the US Navy,for which an d man age s — su sta i na bi I ity, eth iCS,

" it has built o 127 metre long warships. By 2017, it will have buit 22 ships for the US Nauy, wth roles
KX centring on keeping open the normal maritime trade routes. Until recently, the US Navy may have based a

li2E20) ship in San Diego and sent it on deployments to Japan. Weeks would be spent just in transit each way. Now, H ibi 'ty H 'ty i H
“"am a ship is more likely to be based in Singapore, and the crew fiy in on rotations, saving time and fuel. The SOCIaI responSIbIII ’ dlvers' ’ II'II'Iovatlon,
markets |

company has engineering operations in Damwin to service both its American and Australian warships. Not

mn;:::w surprisingly, navies are generall conservative in their acquisition of vessels, and are highly demanding in technology a nd globalisation In add |t|0n 5

and the su
livelihood. ‘their specifications for quality and performance.

economie Austal has been able to meet and exceed such benchmarks via tight management controls, attention = . .
uns of s 0 detail, and quality of design and workmanship.Technology plays a key role, with advanced computer cou nte rpo 1 nts p rovi d ea |te rnative
out rathe| By 2017, Austal will have built design tools being utilised. Complex three-dimensional models preserve the accuracy of the design during
avoiding ¥ construction, assist with structural analysis and help reduce production lead time. In addition, the company 1 H H
Some 2 stislorhotstan. makes us ofcuting-edge sofwar to smulate and provide accurate viewpoints to consider.
and inveq predictions of their vessels’ performances in any given sea area and
responsit any operating conditions. The implementation of such technological
hybrids control measures in product design and construction has made Austal

a respected name around the world in the shipbuilding industry.!”

Question

The cargo-carrying ‘liberty ships’ of World War Il were quickly
and cheaply welded (rather than riveted) in vast numbers, with
a minimum of materials and complexity, for America to resupply
a needy Britain. By contrast, present ships are typically by their
nature very expensive, and they take a long time to build. What
‘management controls do you think would be crucial for the ship
building industry? What would be the main influences on these

contrls? /

These
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Awholly owned subsidiary is
a local operation completely
ouned by a foreign firm.

Asian-themed boxed
feature examples and
cases appear regularly
throughout the book, and
are readily identifiable by
their distinctive mauve
colouring.

100 management

-

Manager's notepad 4.1

Checklist for joint ventures

Choose a partner familar with your firm's major business.

Choose a partner vith a strong local worklorce.

Choose a partner with future expansion possibiles.

Choose a partner ith a strong local market forits own products.
Choose a partner with shared interests in meeting customer needs.
Choose a partner with good profit potential.

Choose a partner vith a sound financial standing.

A wholly owned subsidiary is a local operation completely owned and controlled
forcign firm. Like joint ventures, foreign subsidiaries may be formed through dircct
ment in start-up operations or through cquity purchascs in cxisting ones. When
such investments, foreign firms are clearly taking a business risk. They must be cf
that they possess the expertise needed to manage and conduct business affairs su
in the new environment. This is where previous experience gained through joi
can prove very bencficial.

Ship breaking in Bangladesh

s,
Whenever we see footage of a new cruise liner or other majestic vessel being launched e’ iy v o "bu e,

we usually see a magnum bottle of the finest French champagne being smashed agai s e 8 they, ™ th 5 negag 8 0rgas 0 gy ¥
followed by a gentle slide down the slipway. However, what happens when it is time fo 5 angiy, Posigy 5 lem, */m;;ac, ""ﬂnna/,,%'rega”
CBS News has shown grubby freighters and five-star cruise ships ‘lterally dumped g g S syt . ’ths,,,,a:"ﬂl e
their asbestos, thei toxins on the beaches of some of the poorest countries in the. . o A’Evsna,,:l‘;"'a 0 ety
Bangladesh 19 o " Managy

Ship breaking in Bangladesh originated when a cyclone caused the beaching,
1965. The ship was soon ripped apart and stripped to the bone by locals, and
note. Paid as litle as $1 per day, Bangladesh workers now lterally strip vessel
their bare hands. The steel is then carried to waiting trucks that wil take ther

; . be n
‘metal will be recycled. Ships are built to last and don't die easily, so over 73 f(-a
a
stripping, oil, sludge and ot sa Uy pro 22 T, crens > Youp 20Uy, aq-
id . Oan, Yo 0t g, Ol il A
Peace, Happiness and feen® a:; Leyy, '; ol Your i, "'}"%bzf‘,, Great
; sy per &
the Bangladesh company ticy e I:nod :ng the nf'“""% ""*/yz,, Doy, 2 e e, "
beaches for stripping. thoge Orang Wailyy, 05t o™ are (10 be g, Ofa or g dify, Ors
st e 7 of bl 5758 Comy 1€ erii s Wite gt Ford o, " Lanyy, Wlere,
4000-tonne vessel is gt of o M0t T ¥t iy g ey O Ty Porgh 1 b
of the sheer scale of Cricg Stingy: *Hictey 5 ke, Eergy g 11 cape s 0 o O Yy 10 oy 0% g
e 3 3 'd 'ar] "sef ur thi; n,
160 ships are dism: oty O iy ,bi S 0 regy, f"ﬂep,,o:’fs in H’”‘"g 1,,,%"'@‘,"0" rang, e,
e year? bt g (P g g 0 B s o o e,
and an accident ese b, d%,,,, n co, o th

Critical analysis questions are posed at
strategic points throughout each chapter, to
stimulate thinking and debate on real-world
issues facing contemporary managers.

Manager’s notepads on a variety of topics in
each chapter provide concise lists of tips for
effective management.

Critical analysis

1. Some corporate social responsibility initiatives of CSR Limited were outlined earlier in the chapter.
Interestingly, in its annual Corporate Sustainability Report, it also lists direct and indirect donations
to political parties to support the democratic process as an initiative.>* Do you believe this is
acceptable in a sustainability program? Why or why not?

2. Can you think of any business actions that are unethical but not illegal?

Ethics in the workplace

‘Ethical business is good business’ is a classic quote. The same can be said for all persons
and institutions throughout society. But the real test is when managers or workers

HH“H we wart
\ [dd 12 Where 4°
IR 94 . e we in’?
1l \ or's NO epad taskS  aousines® . curenty
nwd nwig) Spjecives sk vyon wel are W
five strat! - missiO and . gb}ecﬂ“es'ASK' w
\dentify organisa™ tion 10 ission " can e & where
1. \ n relat\ . - ‘How
0e? L peforman® o0 objectves: 7
0. Assess = plish purpose @ ry. Ask: M@
: 3 m b
CoinE? oo plens © o ping 0" gone 1 ocess
Create S b pyas evey -\m\)\eme“‘a‘“’“ p
ealy strateg® ¢ i proved?
) pler . chan
yalate
° Em'mgs e
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y managers p
s Pt - Pl In chapter 1 the management process was described as planning, organising, leading and
planni . . L.
m"‘;\“f;'f . Vs controlling the use of resources to achieve performance objectives. The first of these func-
18 . X A .
'r;‘:;mmw;;ﬂ“\“s . Planning is the process tions, planning, sets the stage for the others. Planning involves deciding exactly what you
g e s e - !
n‘x‘:;?':‘ Poats 15 A gf[semr_\g_ ObJ:C"V[eS and ish want to accomplish and the best way to go about it.
o jans ¥ letermining how to accomplis! . . L . L . T
ewﬂ;:m‘:pwmi them e P As interesting as it is to examine why organisations plan, it is equally fascinating, if
e " . . . . N .
212 0 J embarrassing, to examine why they do not. Indeed, with the benefit of hindsight, what is
pan 18 A . M - .
wx‘%n ns amazing is the resistance to planning in organisations. As recently as 1977, the president
s 9186 : . - . N .
vvm;‘;“ﬁm:\es 5187 of leading IT company Digital Equipment Corporation, Ken Olsen, opined ‘there is no
o S . . s .
Ties 288, o118 reason for any individual to have a computer in their home’.# It might be observed that
genato 1 B . .
3‘““;‘“::::5 vaM\BG these experts were not keen on planning — or, at least, did not have an open mind about
e » . . .
= planning for possible developments in technology.
Imagine the different course of history if General Motors had anticipated and planned
for a future where energy used for transport had to come from sources other than hydro-
T m m
on sunw:aju‘nesw“ ““Mca;:: :‘“a"s ol rocesses” A putnotd
o o a's o g
1 bug aplan . . . o
. orpnisaton® v echni e,
ol PIE S e vt Key terms in each chapter are highlighted and defined
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\What aré  tengS O on that 21 onct
ing, W o5 of 2t of conting® . .
e e RPPLTE in both the body text and the margin of each relevant
plar Janning o rsions ections-
« Contint incenBn H T emnative ale acton 9" ember- .. .
s use of desirat ff me
RS ! o g2 page. A page reference for each is included in the end-
+ scend el et
S annine g uses e S s o
plant nrough penchm ap cess of 10! process 10 VAV
o Planning’ cives 'S Jlanning

e
gement ™ DT et open
a

of-chapter summary material. For ease of reference, key

» terms and concepts for all chapters are explained and
L ities sinthe. Janning PO qan Wsmw\"“‘”"‘“’" . )
ol i S o page-referenced in the end-of-book glossary. Key theories
1, lnyour O - a\a‘ ;:“ usenw""“a 15, eswo\eﬂ‘\a‘wwa\‘w\ﬂmm . . . .
Lameon e 0 discussed throughout the text are also highlighted in the
e used- "\”"”’Wm:u y
A Pw':::;\:‘:, ow eath &0

end-of-chapter summary material.
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Indeed, with 52 per cent of Ausralians possessing smartphones, iPads and other tablet
devices, devices have become s0 capable and ubiquitous that their use is now factored into
productivity planning for employees and service to cus-
tomers, who often prefer to access services using these
devices. Thus, the technology that most organisations
purchased and controlled centrally has become less of
a bowtleneck and more of an opportunity for significant
cost savings over the distibution and maintenance of
desktop machines.

Itis now clear that the traditional office is no longer
the sole focal point of employee acivity2! Advances
in_communication and informationtechnology; as
well as changing atctudes towards trusting employees,
are leading to more work being undertaken in “vireual
offies’ remote from the central workplace. Workers can
work from home, while on the road, while overseas and
from any other location. Despite lack of physical prox-
imity to cach other, workers in diffrent locations are
able to interact extensively and cheaply with each other.
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The practical and innovative Career
Readiness Workbook at the back

of the text provides many ways to

take full advantage of your study

of management via a range of
individual and team exercises and
research projects, as well as outlining

assignment writing tips.

/

Project 1: Diversity lessons — ‘what have we

learned?"

Diversity in the orkplace i clearly the Subject of sgnificant

attention. Managers and employers are being urged to recognise

and value diversty, and many are pursuing active progiams to

improve the environment for diversity in the workplace. Yet ‘glass

ceilings' remain obstacies to career and personal accomplishment

for too many women and minority goups.

Questions

1. What are the ‘facts'in terms of progress for minority groups and
women in the workplace?

2. What lessons of diversity have been learned?

3. What are the ‘best employers doing?

Instructions

Use research sources at your disposal to complete a brif report

on the research questions. Specifi topics for consideration might

include the folloving:

~ Equal Opportunity Practitioners in Higher Education

Australasia www. eophea.anu.edu.au/diversitytml
— Victorian Department of Education, Employment and Training

“Managing Diversity’ web page wwwsofweb.vic.edu.au/hrm/
mandiv/managdivhtm.

—

Project 2: Changing corporate cultures

“Culture’ is il a popular topic in management circles.

Conventional wisdom holds that strong cutures can bond

employees to a common sense of mission and it can reinforce

work habits needed to serve customers well and maintain

productivit. One aspect of organisational culture that is critcised

today is lack of loalty — loyalty of the organisation to employees

and of employees to the organisation.

Questions
1. Do you think organisational cultures are changing?
2.1f50, are they changing or the better or for the worse?

Instructi

employers reported diversity
programs. What do they have in common? What do they do
differently? Is there a basic model’ that could be followed by
managers in other settings?

o Investigation of diversity with specifc reference to how well
people of different racial, ethnic, gender and generational groups
Work together. What do we know about ths, if anything? What are
the common problems, if any? What concerns do managers and
workers have?

 Analysis of survey reports on how the ‘glass ceiling’ may
affectthe careers of women and minority groups in various
occupational settings. Get specifc data, analyse them and
develop the implications. Prepare a report that summarises
your research.

 Aciitical look at the substance of diversity training programs.
What do these programs try to accomplish, and how? Are they
working or not, and how do we Know? Is there a good model for
diverstty training that may be used by others?

 Look at where we go from here. What diversity issues lie ahead
forthe new managers of tomorrow?

« Case studies of women and minorty groups who have started
their own businesses. The following websites may prove to be
useful starting points:
~ Diversity@work Australia www.work.asn.au
~ New Zealand Equal Employment Opportunities Trust
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Use research sources at your disposal to complete a brief report
on these questions. Specific topics for consideration might include
the following:

» Look for the latest thinking of management scholars and
consultants on the role of ‘corporate culture’ n successful
organisations. Many case examples and reports should be:
available on this topic. Look for success stories and try to
interpret them In the context of the research question.

 Give special attention in your research to issues relating to
loyalty.Try to access surveys of employees commenting on how
they feel about job security, or commitment to their organisation,
for example.

« Make alist, from your research, of things that can be done to
change the culture of an organisation or work group in a positive
manner. Critcally evaluate each of these items in terms of these:
action critera: (a) feasibilty of dealing with the item, (b) length
of time needed to achieve impact on the item and (c) the follow-
up or reinforcement needed to maintain this impact. Review your
entire analysis and answer this question: Can the recommended
things really be accomplished by (2) a CEO, (b) a midde
manager and (c) a team leader?

 Place the issue of corporate culture n the context of the growing
number of interational mergers, jint ventures and strategic
aliances found in the global economy. What is the importance
of differences in ‘corporate cultures' as organisations of different.
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Additional resources

For students

iStudy Management is a digital study guide containing a wide range of interactive mod-
ules, skills self-assessments and local videos to enhance the understanding and appli-
cation of key concepts.

Wiley E-Text is a full electronic version of the text, available as a cheaper alternative
to the printed text. The E-Text runs on a wide range of devices, including iPads and
computers.

For instructors

Management: Foundations and Applications, 2nd Asia—Pacific edition, is supported by a
comprehensive resource package that helps instructors to create a contemporary, dynamic
and flexible learning environment, including:

an instructor’s resource guide, offering suggested answers to all chapter questions and
case studies, as well as interpretations/guidelines for the practical class exercises and
activities from the text’s Career Readiness Workbook

a comprehensive computerised test bank, consisting of more than 2000 page-referenced
multiple-choice and essay questions, categorised by question type (factual or applied)

a PowerPoint presentation outlining key concepts from each chapter and containing
media, data, art and colourful figures from the text. This presentation can be customised
or modified to suit the particular requirements of any instructor

videos and accompanying cases and activities to highlight management theory in practice
learning management system resources for platforms such as BlackBoard and Moodle,
including an extensive range of media to facilitate online learning and teaching.
Instructors have the option of uploading additional material and/or customising existing
content to meet their needs.
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CHAPTER 1

The contemporary
workplace

Learning objectives

What are the challenges in the contemporary workplace?

What are organisations like in the contemporary workplace?

Who are managers and what do they do?

What is the management process?

How do you learn essential managerial skills and competencies?
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There are some companies that exude management magic, and Apple is one of them. It is no
coincidence that Apple is renowned as a great place to work. It is not because Apple is soft on
its employees or slack in its expectations. The company demonstrates the power of managing its
culture to create the conditions in which good people want to come to do their best work.

However, this was not always the case. Now bigger than Microsoft, Apple used to be the poor
relation to the all-conquering Microsoft. Apple had so small a share of the market that hackers
simply didn’t bother writing viruses to infect its ‘microcomputers’. Decades ago, in 1977, we all
but wrote off Apple and its hobbyist model, the iconic but quirky Apple Ile. In the years since, we
opted for the big business name brands of IBM and HP, and later, Dell and Toshiba. Now it is they
who are playing catch up, as wave after wave of Apple innovations have swept through, crested by
desirable ‘must-haves’ such as the iPod, the iPhone and the iPad, and in laptops, the dazzling
Macbook Pro — still the staple of product placement in avant-garde movies to show off the tech-
savvy designer. Founder Steve Jobs was ‘obsessed with product design and aesthetics, and with
making advanced technology simple to use’.! There’s no doubt that Apple has produced some of
the world’s most beautiful technology — elegant in shape and texture, robust in operation, and
intuitive for the enthusiastic owner. Renowned as a control freak in his management style, Jobs
inspired almost fanatical loyalty in customers with his ‘simply beautiful’ products. The company’s
sales tripled in five years.?

When Jobs, a few months before his death in 2011, announced his successor as Tim Cook,
speculation was rife as to whether he would be able to sustain the company’s market dominance
and magic. So far, it seems that Cook is displaying leadership qualities dissimilar to his late
predecessor, placing an emphasis on matters such as promotions and corporate reporting
structures — issues Jobs didn’t care much for. Unlike Jobs, he also seems to display a greater
degree of inclusiveness, addressing Apple employees as a ‘team’, and he is keen for Apple
to contribute to charities. Even though Jobs was described as a charismatic leader, he was
considered a task master who sometimes could be difficult. On the other hand, Cook has been

r - S— | » described as diplomatic and energetic,
'. ‘ ‘ with the potential to do a better job at

maintaining relationships than Jobs did.
However, Cook seems to have the same
passion for many of the philosophies

2 management

that Job’s held dear, such as idolising
product development and design and
advocating intense secrecy.>

Before we had access to iPods,
iPhones and iPads, the gramophone
gave way to the transistor radio — which
yielded to the Walkman. Now we have

In 2010, Apple launched the iPad, an innovative
product designed to offer users laptop features in
a tablet computer format. Sales into the millions
propelled Apple into the rank of world’s largest
company.



what some consider to be the holy grail of a device — one that captures music and videos off the
internet, stores them, plays them and allows ordinary people to make extraordinary movies, and
a lot more besides. When the iPad 3 was launched in 2012, it sold an incredible 3 million in the
first three days. No other company seems able to infuse its products with such irresistible appeal
and build such long-term customer loyalty. Indeed, the iPad is also a computer that grows with
the market, updating itself as upgrades are posted, and adapting to user needs. Whatever will
they think of next?

More particularly, how does Apple do it? How does it keep on doing it? It is said that Apple
hires people who are never satisfied, who are emotional about technology, and who collaborate
in the spirit — and pursuit of — perfection. Eschewing diversification as its risk management
strategy, so commonly adopted in lesser firms, Apple concentrates its energies on inventing,
designing and building a small range of products exceedingly well. It gathers and integrates its
talent and its processes economically, controlling its sources of competitive advantage itself
(its hardware and its operating system), and it relentlessly drives for customer satisfaction. It
thinks as if it is its own customer, and continually strives to delight and astonish with intuitive
operation and chic efficiency. Apple’s HR policy is to empower the source of its creativity — its
people — and it gives them responsibility in managing its production and sales, and thus its
outcomes. Every Monday the top management team reviews the last week’s operations, from
the progress of each product under development to the success of each product in the market.
The company is committed to continuous learning, and to continuous growth in capability and
market share.

When the global financial crisis hit, with its attendant economic downturn, then-Apple CEO
Steve Jobs said he would not lay people off because he had gone to such trouble to recruit good
people in the first place, and that he would keep up his research and development budget to
innovate his way through the recession. Clever. Courageous management decision, you might say,
but it marks out Apple as one of the truly great management examples of this century. The runs
are already on the board, and the company is going ahead to build a magnificent innings. Part of
this is due to organisational culture, and much of this is due to one man. Indeed, founder Steve
Jobs himself was the subject of adulation for his brash creativity as much as for his company’s
technical wizardry.* His loss to cancer in 2011 did not diminish the company’s fortunes, and the
various and ever-improving and innovating versions of the iPad became the must-have devices of
2010 and since.®

Apple stays fresh by hiring the right people, giving them the power to grow and developing
them and their ideas, and pushing ahead in the quest for linking emotion and technology in
products that are as sensuous to look at as they are efficient to operate. Apple’s products excite
the user and inspire adoring membership of the Apple community in customers and staff alike.
It's the company that just will not quit. The applause by staff that breaks out in Apple stores
worldwide as another excited customer walks out carrying a new purchase may appear superficial
hype, but it may say something about the desirability that Apple infuses into its products. Not
every company can have that kind of management, or needs it. But almost every company can
learn from it.

What can you learn from Apple’s management style and method? What can you apply from it to your
organisation?

Chapter 1 The contemporary workplace 3
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INTRODUCTION

The 21st century has brought with it a new workplace — one in which everyone must
adapt to a rapidly changing society with constantly shifting demands and opportunities.
Learning and speed are in; habit and complacency are out. Organisations are fast changing,
as is the nature of work itself. The global financial crisis showed beyond all doubt that the
economy is global, is driven by demand and is sustained by innovation and technology.
Even the concept of success — personal and organisational — is evolving as careers take
new forms and organisations transform to serve new customer expectations. Such devel-
opments affect us all, offering both ‘unparalleled opportunity and unprecedented uncer-
tainty’. In this age of continuous challenge, a compelling message must be heard by all of
us — smart people and smart organisations create their own futures!®

In the quest for a better future, the best employers share an important commitment to
people. Amid high performance expectations, they offer supportive work environments
that allow people’s talents to be fully used while providing them with both valued rewards
and respect for work-life balance. At the best of the best, for example, employees benefit
from flexible work schedules, onsite child care, onsite health and fitness centres and dom-
estic partner benefits, as well as opportunities for profit sharing, cash bonuses and com-
petitive salaries. In short, the best employers are not just extremely good at attracting and
retaining talented employees. They also excel at supporting them in a high-performance
context so that their talents are fully used and their contributions highly valued.

Today’s dynamic new workplace also has huge implications for how individuals manage
and shape their careers. Employees are increasingly committed to their own development;
their aim is continuous improvement in order to optimise their chances of employment.
Fewer and fewer employees depend on an organisation for their identity and they are no
longer committed to one employer.

After studying high-performing companies, management scholars Charles O’Reilly and
Jeffrey Pfeffer conclude that those companies achieve success because they are better than
their competitors at getting extraordinary results from the people working for them. “These
companies have won the war for talent’, they say, ‘not just by being great places to work —
although they are that — but by figuring out how to get the best out of all of their people,
every day’.” This, in large part, is what Management and your management course are all
about. Both are designed to introduce you to the concepts, themes and directions that are
consistent with career success and organisational leadership in today’s high-performance
work settings. As you begin, consider further the challenge posed by the title of O’Reilly
and Pfeffer’s book: Hidden Value: How Great Companies Achieve Extraordinary Results
with Ordinary People. Let your study of management be devoted to learning as much as
you can to prepare for a career-long commitment to getting great things accomplished
through working with people.

Working in today’s economy

As painful as the global financial crisis became, we are now increasingly aware we live
and work in a new economy that is ripe with challenging opportunities and dramatic
uncertainty.® It is a networked economy in which people, institutions and nations are increas-
ingly influenced by the internet and continuing developments in information technology.’
The new economy is a global economy whose scope increases daily. The nations of the
world and their economies are increasingly interdependent, and with this globalisation



come great challenges as well as opportunities. The new economy is knowledge-driven. We
must all accept that success must be forged in workplaces reinvented to unlock the great
potential of human intelligence. The high-performance themes of the day are ‘respect’,
‘participation’, ‘empowerment’, ‘involvement’, ‘teamwork’, ‘self-management’ and more.

Undoubtedly, too, the new economy is performance driven. Expectations of organ-
isations and their members are very high. Success is not guaranteed, but must be earned
in a society that demands nothing less than the best from all its institutions. Organisations
are expected to continuously excel on performance criteria that include innovation, con-
cerns for employee development and social responsibility, as well as more traditional
measures of profitability and investment value. When organisations fail, customers, inves-
tors and employees are quick to let them know. For individuals, there are no guarantees of
long-term employment. Increasingly, jobs are earned and re-earned every day through per-
formance and accomplishments. Careers are being redefined in terms of ‘flexibility’, ‘free
agency’, ‘skill portfolios’ and ‘entrepreneurship’. Today, it takes initiative and discipline
and continuous learning to stay in charge of your own career destiny. Tomorrow’s chal-
lenges are likely to be even greater. Just what are the challenges ahead?

Intellectual capital

The dynamic pathways into the future are evident among new benchmarks being set
in and by progressive organisations everywhere. Many will be introduced throughout
Management. What will become evident is the ultimate foundations of an organisation’s
success are its people — what they know, what they learn and what they do with it. They
carry not just the corporate memory, but also represent the firm’s intellectual capital — Intellectual capital is the
defined as the collective brain power or shared knowledge of a workforce that can be  collective brain power or shared
10 . . knowledge of a workforce.

used to create value.!’ Indeed, the ultimate elegance of the new workplace may well be its
ability to combine the talents of many people, sometimes thousands of them, to achieve
unique and significant results.

This is the new age of the knowledge worker — someone whose mind is an important asset A knowledge worker is
to employers and who adds to the intellectual capital of the organisation.!' If you want a  Someone whose knowledge

. - . is an important asset to

successful career in the new economy you must be willing to reach for the heights of personal employers
competency and accomplishment. You must be a self-starter willing to learn from experience
continuously, even in an environment that grows daily more complex and challenging.

Globalisation

Japanese management consultant Kenichi Ohmae suggested that the national boundaries
of world business have largely disappeared.!? At the very least we can say that they are
fast disappearing. Who can state with confidence where their favourite athletics shoes or
the parts for their personal computer were manufactured? More and more products are
designed in one country, their component parts are made in others and the assembly of the
final product takes place in still another country. Top managers at Apple, Sony and other
global corporations, for example, have no real need for the word ‘overseas’ in everyday
business vocabulary. They operate as global businesses that view themselves as equidis-
tant from customers and suppliers, wherever in the world they may be located. ‘Overseas’
becomes a permanent state of mind, not a nation state on a map.

This is part of the force of globalisation, the worldwide interdependence of resource flows,  Globalisation is the worldwide
product markets and business competition that characterises our new economy.!? In a glo-  interdependence of resource
balised world, countries and peoples are increasingly interconnected through the news, in gz\gi?],ezrsoggr(;t markets and

petition.
travel and lifestyles, in labour markets and employment patterns, and in business dealings.
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Government leaders now worry about the competitiveness of nations just as corporate
leaders worry about business competitiveness.'* The world is increasingly arranged in
regional economic blocs, with North and Latin America, Europe, and the Asia—Pacific region
(including Australia and New Zealand, and especially India and China) as key anchors, and
with Africa fast emerging to claim its economic potential. Like any informed citizen, you
too must understand the forces of globalisation and be prepared to participate in it.

Australian mining goes global

Ausenco, a Brisbane-based engineering and project management company, has achieved global success
through a careful and well planned approach to business. The company was founded by Zimi Meka and
Bob Thorpe in Brisbane in 1991. It proved remarkably successful, with a ‘can do’ culture built on providing
superior levels of innovative professional engineering services to its clients, both large and small. Their
work ranged from minor pre-feasibility studies to assessing the viability of a proposed project, to designing,
constructing and commissioning projects in some of the world’s most challenging and remote regions. It is
this approach and strong business ethos that has seen their installed capital value running into the billions.

In 2008, the company expanded by purchasing US engineering companies Sandwell, Vector and PSI. The
expansion provided the company with comprehensive capabilities in everything from consulting in the initial
design phase to slurry transport and tailings dams. Still headquartered in Brisbane, with over 3000 staff
globally and growing, Ausenco has delivered major projects in Canada and China, a high-tech copper
project in Laos, along with other successful projects in Africa, Australia and South America. Indicative of
their growing reputation in the industry is their 2011 joint venture
with Australian engineering company Worley Parsons to manage the
delivery of Hancock Coal’s $7.5 billion Alpha Coal project, in what
is one of Queensland’s largest projects.

Careful focus on its activities, organisational capabilities and
the continuing professional development of its own staff, plus
the flexibility to meet client needs while still providing innovative
project solutions, has meant that Ausenco survived the financial
downturn in good shape, and with an optimistic forecast for its
share price. The key to Ausenco’s success has certainly been the
careful management of its operations and mutually productive
relationships with its clients, ensuring that, Zimi Meka, as Ausenco
CEO, has earned his place in the ranks of Australia’s most
successful managers.

Thinking about the challenges of managing In a fast-moving technology-rich multinational environment,
how will the manager of tomorrow be successful? We can and should learn from the past, but what can
we learn from the future? Where is it taking us?

Technology

The global economy is not the only beneficiary of developments in new technology. Who
has not been affected by the internet? Those who are not willing to become a participant
in the exploding world of information technology will be left behind. It is not an option
anymore — it is a mandatory requirement in the contemporary workplace.



We now live in a technology-driven world dominated by interactive technologies that
are compact, visually appealing and versatile — offering the user conveniences such as
remote internet access at the click of a button. Computers allow organisations of all types
and sizes, locally and internationally, to speed transactions and improve decision-making.!®
From the small retail store to the large multinational firm, technology is an indispensable
part of everyday operations — whether you are checking inventory, making a sales trans-
action, ordering supplies or analysing customer preferences. Recently, scanning technol-
ogies have become integral to streamlining operations for many businesses.

These lessons of ‘e-business’ are also being transferred to ‘e-government’, as local and
national governments increasingly take advantage of the internet. And when it comes to
communication, within the many parts of an organisation or between the organisation and
its suppliers, customers and external constituents, geographical distances hardly matter
anymore. Computer networking can bring together almost anyone from anywhere in the
world at the touch of a keyboard. In ‘virtual space’ people in remote locations can hold
meetings, access common databases, share information and files, make plans and solve
problems together — all without ever meeting face to face.

As the pace and complexities of technological change accelerate, the demand for knowl-
edge workers with the skills to use technology to full advantage is increasing. The shift to
an information-based economy is dramatically changing employment. The fastest growing
occupations are computer-related. Skilled help is in demand — low-skill workers displaced
from declining industries find it difficult to find new jobs offering adequate pay. In a world
where technological change is occurring at an accelerating rate, computer literacy must
be mastered and continuously developed as a foundation for career success. For example,
around 80 per cent of Australia and New Zealand’s population are internet users. The
percentages are similarly high in Hong Kong and Singapore, with 69 and 67 per cent
respectively.!®

Diversity

Along with many other countries in the world, the populations of both Australia and New
Zealand are ageing, due to people having fewer children and generally living longer than
in past generations. Consider this fact: Currently, about 1 in 10 people in both countries
are aged over 65. By 2050, there will be as many people aged over 65 in both countries
as there are people between 15 and 40.!” Currently, the Australian workforce consists of a
large proportion of employees aged over 45 years. The global financial crisis has severely
impacted superannuation funds, so much so that many pre-retirees have deferred their
retirement, and many who have retired have sought to rejoin the workforce. Consequently,
as increasing numbers of the workforce belong to older age groups, it could be expected
that age could become an important basis for the development of diversity management
initiatives. However, research on 7500 Australian companies has found that less than one
in three are attempting to attract mature-age workers.!®

The term workforce diversity is used to describe the composition of a workforce in terms
of differences among the members.!” These differences include gender, age, race, ethnicity,
religion, sexual orientation and able-bodiedness. In Australasia the legal context of human
resource management is very strict in prohibiting the use of demographic characteristics
for staffing decisions such as hiring and promotion. However, discrimination against older
employees continues in some sectors. Australasian organisations have been reluctant to hire
older staff in spite of evidence to indicate that beliefs in their lessened capacity are false.
Similarly, other forms of discrimination persist, despite laws designed to prevent them.

Workforce diversity describes

differences among workers

in gender, race, age, ethnic
culture, able-bodiedness,
religious affiliation and sexual
orientation.
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Prejudice is the display of
negative, irrational attitudes
towards members of diverse
populations.

Discrimination occurs when
someone is denied a job or a
job assignment for reasons not
job-relevant.

The glass ceiling effect is an
invisible barrier limiting the
advancement of women and
minority groups.

diversity

8 management

The issues of managing workforce diversity extend beyond legal considerations. Today’s
increasingly diverse and multicultural workforce offers great opportunities with respect
to potential performance gains.?? By ‘valuing diversity’ organisations can tap a rich talent
pool and help people work to their full potential. But what does this really mean? It should
mean ‘enabling every member of your workforce to perform to his or her potential’. A
female vice-president at Avon once posed the challenge of managing diversity this way:
‘consciously creating an environment where everyone has an equal shot at contributing,
participating, and most of all advancing’.?!

Although easy to say, meeting social responsibilities to truly value diversity has proven
harder to accomplish. Even though progress in equal opportunity continues to be made,
lingering inequalities remain in the workplace. However, not only will the composition of
the workforce change in the future, but the nature of the relationships people have with
organisations will also continue to change. The past two decades have been characterised
by an upward trend in all types of non-standard forms of employment. There has been
an increase in casual work, temporary work, outsourcing and the use of agencies and
other labour-market intermediaries. Given the continuing need for organisations to res-
pond quickly in the marketplace, we could expect these forms of flexible employment to
increase; but differences in approaches to pay, conditions of employment and opportunities
for development are ready examples of the inequality this can involve.??

Diversity bias can still be a limiting factor in too many work settings. Managing a diverse
workforce needs to take into account the different needs of members of different identity
groups. This latter point is illustrated very clearly by Fiona Krautil, who makes reference
to wild animals in the zoo. She says:

Imagine your organisation is a giraffe house. Equal opportunity has been very effective
widening the door of the giraffe house to let the elephant in, but home won’t be best for
the elephant unless a number of major modifications are made to the inside of the house.

Without these changes the house will remain designed for giraffes and the elephant will

not “feel at home’.23

Prejudice, or the holding of negative, irrational opinions and attitudes regarding members
of diverse populations, sets the stage for diversity bias in the workplace. This bias can take
the form of discrimination that actively disadvantages people by treating them unfairly and
denying them the full benefits of organisational membership. It can also take the form of
what some call the glass ceiling effect — the existence of an invisible barrier or ‘ceiling’ that
prevents women and minority groups from rising above a certain level of organisational
responsibility.?* Researcher Judith Rosener suggests that the organisation’s loss is ‘under-
valued and underutilised human capital’.?’

The challenge of managing across cultures

Managing in an international environment is a significant challenge for organisational leaders in
multinational corporations. Managing across cultures is never easy, and undertaking international
leadership roles can be particularly difficult. Global supply chains, marketing strategies and human
resource management approaches require constant coordination and fine-tuning. Whether you wish to
lead a global corporation one day, or simply hope to develop international leadership skills, an overseas
job assignment can provide an array of new skills and experiences.

A survey of 300 Australian general managers found that the traditional highly individualistic, consultative
Australian leadership style is inappropriate when transferred to the hierarchical, group-oriented cultures of



many Asian countries. A global mindset is required in which
managers adapt their style to the cultures in which they operate.
This mindset can be developed through regular exposure to the
business cultures of the Asia-Pacific, and an international
assignment is one obvious way to achieve this. Undertaking
international management and cross-cultural subjects at university
is also highly recommended.

Workers in Asian countries can often be expected to show great
respect to seniors and those in authority. In contrast, in Western
cultures such as Australia and New Zealand, workers may be
expected to emphasise self-interests more than group loyalty.
Outsiders may find that the workplace in more masculine societies,
such as Japan, displays more rigid gender stereotypes. Also,
corporate strategies in more long-term cultures are likely to be just
that — more long-term oriented. We will explore some potential
reasons for these phenomena when we discuss the well-known international study conducted by Geert
Hofstede in the chapter on the international dimensions of management.®

Question

We all know that cultures are different from each other, with differing values, attitudes, feelings and
behaviours. Is it possible to have an approach to management that flies over all these differences, like
a one-size-fits-all theory that’s infinitely adaptable?

Ethics

When a well-known business executive goes to prison for some misdeed, we notice. When
a major environmental catastrophe occurs because of a business misdeed, we notice.
Increasingly, too, we notice the ‘moral’ aspects of the everyday behaviour by organisations,
their executives and employees.?” Society is becoming strict in its expectation that social
institutions conduct their affairs according to high moral standards. A global recession,
coupled with a spate of corporate failures, poor corporate governance and the apparent
indifference of some businesspeople to shareholders, employees and local communities are
reasons for some businesses’ poor image. Add to this a negative reaction to globalisation,
cost-cutting and the gap between the wages of workers and those of senior executives, and a
bleak picture emerges regarding the image of Australian big businesses.?® These issues have
also put the spotlight on the quality and moral standards of Australian boards and man-
agers. It is not a pretty picture. For example, the collapses of ABC Learning Centres, Ansett
Australia, HIH Insurance, Borders Group and One.Tel in recent years had one thing in
common — bad management. Equally, the collapses of financial services organisations in the
turmoil of the global financial crisis has raised serious questions about management incom-
petence, greed, corruption, and CEO remuneration; indeed, about corporate ethics generally.

The pressure for ethical and socially responsible conduct is on, and justifiably so.
Organisations and their managers are becoming more responsive. Quite simply, they will
not be able to keep customers if they do not treat them well and act in ways that are con-
sistent with society’s values. The expectations characteristic of this new century include
sustainable development and protection of the natural environment; protection of con-
sumers through product safety and fair practices; and the protection of human rights in all
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