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New to This Edition

Management: A Focus on Leaders has received high marks for writing

style, up-to-date content, and existing and engaging treatment of current events.
The author has also set a new bar and higher standards for sharing both original and
new, innovative research, and high standards around sharing theories, and models. In
this edition, enhanced these distinctive strengths by focusing even more deliberately
on new knowledge and management practices. We have sought out the most current
thinking and thinkers in the academy, business, government and not-for-profits and
incorporated their research, views, and opinions throughout.

Students will find this book easy to read, easy to study, and enjoyable. Most impor-
tantly, they will find that the information, research, and engaging stories make it easy
to learn from reading this book, engaging the discussion questions posed throughout,
and doing the end-of-chapter exercises. The writing style invites them to explore all of
the key concepts related to management while developing their own leadership skills
and learning how to apply concepts to real-world situations.

Faculty will find seminal research—ideas, models, and concepts that all students
of management should be exposed to—as well as the world’s foremost business and
thought leaders’ best new ideas and research. Faculty will also find it easy to help stu-
dents become educated consumers of knowledge: treatment of research, models, and
management practices encourages critical thinking. Faculty will also be able to use the
text to foster deep thinking about today’s biggest opportunities and challenges, espe-
cially those related to ethics, globalization, diversity and inclusion and of course, what
it means to be an outstanding leader today.

Both students and faculty will find that the way the book is written and the choice
of content brings the study of management into the twenty-first century. This edition
is packed with revisions that support ease-of-reading and new research, current events,
and management practices. Students’ learning and development is also enhanced
through a variety of new tools, including provocative questions in the exhibits, reflec-
tion and discussion questions at the end of each section in each chapter, and creative,
thought-provoking and fun individual and group exercises at the end of every chapter.

Features and content that have been strengthened and added to the second edition
include:

o+ Key current events and thought provoking discussions about their impact on busi-
nesses, managers, and leaders;

o Brand new Leadership Perspectives that incorporate powerful guidance and wis-
dom on what it means to lead today’s top organizations and institutions. All of the
Perspectives are based on personal interviews conducted by the author;

o New interviews were conducted by the author with leaders who contributed to the
Leadership Perspectives in the first edition. The updated Perspectives reflect these lead-
ers new thinking as the world has changed quite dramatically in the last year or two;

« New and updated examples of real leaders facing real opportunities and challenges
in organizations today. These examples have been created as a result of the author’s
work with leaders around the world;



NEW TO THIS EDITION

Streamlined and updated section in each chapter on how human resources can
impact chapter topic areas, as well as how the function can support leadership devel-
opment and smoothly running businesses and institutions;

Streamlined and updated section in each chapter on how all of us can become
outstanding and ethical leaders;

Clear, compelling learning objectives are tied directly to each major heading in each
chapter;

Pictures in the text are now accompanied by provocative and interesting questions
to spark critical thinking;

Discussion questions at the end of each major heading have been strengthened,
streamlined, and updated;

Major topics of our day, including globalization, the impact of technology, ethics,
diversity and inclusion, ethics, and the need for emotional and social intelligence
in leadership today are woven throughout the text in a powerful and even more
thought provoking manner;

A brand new section at the end of each chapter includes creative, fun learning ex-
periences that students can do on their own and/or faculty can use as assignments.
These exercises are designed to be fun as well as impactful learning experiences!

Xix



— Leadership Perspective Each chapter
contains at least one powerful and personal
interview with a business leader, conducted by
Annie McKee. These leaders offer their unique
perspective and insights on today’s challenging
business environment.

Business Case Each chapter contains at
least one case study about business challenges
and leadership.

ip Perspec

Dan Nowlin is senior vice president, North America Store Op-
erations and president, Sunglass Hut Global Culture. Through-
out his career, Dan has focused on people: who they are, what
they need, and how he can help them achieve personal and
professional goals. When Dan walks into a store (which he
does all the time), employees flock to him. He knows their
names, when they started with the company, and personal
details like their birthdays, their kids’ names and whether the
employee has decided to pursue a degree (and if not, he en-
courages them!). As he puts it, “Little things don’t mean a lot,
they mean everything.” Here's what else he has to say about
leading people:

As a leader, you have choices to make: how you spend
your time, what you say to people, how you communicate
your ideas and your vision. How do you know what to do,
when everything is complex and changing all the time?
You need to be smart—but smart might not mean what you
think it does.

There are at least three kinds of intelligence that matter to-
day. You need intellect, of course. We measure intellect with
things like SAT tests, final exams, and Q. These might have
their place, but they don'’t measure the kind of intelligence
that is really needed in today’s organizations. That's because
inmost jobs, you don't need to be a genius. You need enough
brain power to understand that the world is changing and you
have to change with it. You need to think strategically and you
need to make sense of what is going on now; 0 you can have
a vision of tomorrow. All of these require keen intellect. But
this is only a starting point.

The second kind of intelligence is common sense. This
includes the basics: treat people the way you want to be
treated: if you're mean, you'll get mean back, and if you're
nice, you'll get nice back; if you choose to live a life of giv-
ing rather than getting, you will get more than you can pos-
sibly imagine. You also need to get out in front—if you want
people to do something or act a certain way, do it yourself.
You need to value each and every person equally. Diver-
sity and inclusion is a hugely important strategy today. So,
you need to learn about other people’s views, cultures, and
beliefs. You need to value them for who they are, not who
you want them to be. These lessons look simple, but they
aren't. And they certainly aren't “common” enough in our
organizations.

The third kind of intelligence you need is emotional. You
need empathy. You need compassion. People work for peo-
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ple—that means that the
people who work for you are
going to be watching you.
They want to know whether
you are authentic and real.
They will be checking to see
if you care about the compa-
ny, about your work, and es-
pecially about them. When
they see you care, they
care too.

Emotions matter. Your

® Dan Nowlin
Senior Vice President,

partment store, and by the  North American Store
time | got to my office on the Operations and Presi-
third floor, every single per- dent, Sunglass Hut
son knew what kind of mood Global Culture

I was in. If | was happy, “Little things don't
they were more likely to be mean a lot, they mean

happy. And if | was in a bad everything.”

mood, they got there too. When people see their bosses in a
bad mood, they can become scared or angry, and they don’t
focus on their jobs. They try to figure out how to deal with
You—a waste of time and energy. But i they see that you are
excited to be there, happy and ready to go, they pick up that
state of mind and take it into everything they do.

Another thing about emotions: When people live in fear
or anger they hold back. This goes for you, too. Your emo-
tions impact what you and others contribute and where you
can go in your life and as a leader. There are some things to
learn here.

First, love what you do. Find meaning in your company’s
mission and what it does for the world. We love what we do at
Sunglass Hut. We sell sunglasses which are practical and help-
ful. And sunglasses help people feel good about themselves.
We also help the world through OneSight, a nonprofit organi-
zation which delivers vision care for people who could never
afford it on their own. This program makes all of us feel good
about our company.

Finally, no matter how much you love your job, never put it
above your family, friends, or your health. When allis said and
done, work is a part of life, not the other way around.

Source: 2012,

Transformation for
Sustainability

Unilever's web site proudly states that “160 million times a day,
someone somewhere uses a Unilever product.”® You may be
wondering what those products are, as Unilever is not yet a
household name. For many years, it was a corporate name be-
hind over 400 extremely well-known brands including household
favorites like Axe, Dove, Lipton, Hellman's, Bertoll, Vaseline,
Surf, and many more. Over the years, many of these brands have
changed, and many haven't—both of which are equally important
ingredients for success.

‘Some companies never change, and some change too much
orin the wrong direction. Over the years, Unilever has gotten the
equation right. The company’s leaders read the local and global
markets and respond fast and appropriately. What's as—if not
more—impressive is that Unilever listens to more than just what

t d want. They h the local-
global debate by providing products that local customers want
while maximizing efficiency in their research, production, and
supply chain processes.

Moreover, the company’s leaders and all employees don’t
just blindly create new products based on fads: They seek
to find out why customers and other interested parties want
something new or different. Then, they go about trying to bal-
ance the multiple demands of many stakeholders and do the
right thing.

Doing the right thing in business isn't always easy. This is
because different constituencies often have different needs
and place different demands on a business. For example, in-
vestors want growth and profits. Consumers want new, exciting
products. And community groups want a business to behave
in a responsible manner when it comes to jobs and the en-
vironment. These conflicting demands were exactly what Uni-
lever and many other companies have faced in the past two
decades. Unlike many other companies, however, Unilever has
found a path to success. A path to success in today's complex

Unilever

busin starts with thinking. And
transformational thinking starts with refusing to see traditional
confiicts in traditional ways. Transformational thinking means
looking for solutions in new places and not falling prey to a win-
lose mind-set.

In recent years, former chairmen Niall FitzGerald and Antony
Burgmans engaged the entire company in transformational
thinking as they streamlined their brands in the early 2000s.
They also launched a tidal wave of passion and engagement in
the company for examining how Unilever was impacting the en-
vironment—and making changes. This effort was expanded by
the next generation of leaders, as was a complete overhaul of
the supply chain. These actions are revolutionary in a business,
and they are the outcomes of transformational leadership.

As CEO Paul Polman says, “The great challenge of the
twenty-first century is to provide good standards of living for
7 billion people without depleting the earth's resources or run-
ning up massive levels of public debt. To achieve this, govern-
ment and business alike will need to find new models of growth
which are in both environmental and economic balance.” He
goes on to say, “In Unilever we believe that business must be
part of the solution. But to be so, business will have to change.
It will have to get off the treadmill of quarterly reporting and
operate for the long term. It will have to see itself as part of
society, not separate from it. And it will have to recognise that
the needs of citizens and communities carry the same weight
as the demands of shareholders.”

This may not seem revolutionary to you, but it is. Many busi-
nesses have put the needs of one or two constituencies above
all others. Unilever is not doing that. The challenges are not
simple, of course. The company, like all responsible compa-
nies, is still struggling with answers to the complex questions
around sustainability and success; at least they are boldly tak-
ing a stand. Unilever is paving a way to the creation of a new
way of doing business that, the company's leaders and em-
ployees believe, will lead to happy, loyal customers, satisfied
investors, safer workplaces, healthier communities, and sus-
tainable environmental practices.

Social

Clear, compelling Learning Objectives are
tied to all main headings.
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( 1. What Is Motivation?

Define motivati
We spend almost a third of our lives working. We work as students, employees,

carpenters, dancers, musicians, electricians, small business owners, artists, profes-
sional athletes, farmers, consultants, accountants, caregivers—you name it. We all
work, and we work a lot. Including school, most of us will spend an astounding 60
years or more working during our lives. Thats a good reason to understand what
motivates us to do our best and find meaning and satisfaction in work. And if you
happen to be a teacher, a parent, a manager, or a leader, it is essential to understand
what motivates other people to contribute their very best to their families, teams, or

organizations.

Motivation What, exactly, is motivation? Motivation is the result of a complex set of psycho-
The result of a complex set of psy- Jogical and external factors or conditions that cause a person to behave a certain way

chological infiuences and external
forces or conditions that cause a
person to behave in a certain way

while maintaining effort and persistence.’ For example, consider yourself right now—
you are reading this chapter and preparing for class. You may be slightly motivated

While maintaining a certain lovel of  because you have been told you must read. Perhaps you are cramming for a test, and

effort and persistence.

you are motivated by a desire to achieve a good grade. Or, maybe you enjoy the class

and are curious about management and leadership. These examples illustrate that you
feel motivated to study—or not—based on what you believe others expect of you, your
self-image, a desire for certain outcomes and/or because of how you feel about what

you are doing.

Key Terms are in the margin when the
term is first mentioned and listed at the end

of the chapter.

+— Visual Models We have created special visual models that we use

throughout the book to support our most important concepts. For example,
we have created an icon that reminds students of the importance of social and
emotional intelligence, a key component of great leadership in our complex
and global business world.

Self-Awareness Awareness

Self-
Management

Relationship
Management

XX



1. Why Is Communication Central to
Effective Relationships at Work?
(pp. 102-103)
Objective: Explain why communication is key to
fostering effective relationships.
‘Summary: Communication forms the basis for re-
lationships in all aspects of your life and is at the
heart of working effectively with other people. Suc-
cessful leaders and employees understand this and
pay attention to what information they share and
how they share it. This enables them to build reso-
nant relationships that foster respect and lead to
positive resolutions when conflicts arise.

2. How Do Humans Communicate?
(pp. 104-108)
Objective: Explain how humans communicate.

Summary: Communication can take on several dif-
ferent forms. Verbal communication is made up of
words and may be spoken, signed, or written. It is
affected by both the actual meaning of the words
and their connotations. Nonverbal communication is
made up of gestures, facial expressions, and voice
qualities that are far harder to consciously control
and are more nuanced than verbal communication.
Learning to control and align verbal and nonverbal

communication will make your message more likely |

to be received correctly and believed.

3. How Do We Communicate
and Interpret Sophisticated
Information?  (pp. 108-113)

Objective: Analyze how we communicate and
interpret sophisticated information.

Summary: Much of what is shared between and
among people is emotional, and these emotions
impact on your i

Visual Summary Each chapter ends with an engaging visual journey that

highlights key points.

LEADING
and Managing

for Today
and the Future

4. What Is the Interpersonal

Communication Process? (pp.113-117)

Define the
tion process.

Summary: In its most basic form, communication in-
Volves a sender conveying an encoded message via
acommunication channel to a receiver who decodes
it and provides feedback to the sender. Several mod-
els have been developed to analyze this process and
explain why messages are sometimes misinterpreted,
including the Shannon-Weaver model, the Schramm
model, and the Berlo model. Regardless of the model
used to analyze the process, the effectiveness and
efficiency of communication are important factors to
consider when crafting messages, and should inform
Wwhether a message is sent via a rich or a lean com-
munication channel. The richer the channel, the less
likely the message is to be misinterpreted.

have a

and your ability to maintain healthy
Good communicators are masters at managing
emotion in the communication process, recognize
that we are constantly communicating an image to
others, and understand that saving face is important
in relationships. Good communicators also treat

i ion i i manner, i

it as relevant to the individual or a group, and recog-
nizing whether it is subjective or objective.

140

CHAPTER 4 Communication: The Key to Resonant Relationships 1

and

9. What Can HR Do to Ensure ive C
i ips in O izati (pp- 132-134)

Objective: Outine the steps HR can take to ensure effective communication and resonant relationships.

Summary: In most organizations, HR plays an important role in communicating important infor-
mation about labor laws, workforce data, and a variety of other issues related to people. Beyond
simply informing people about these issues, HR is responsible for ensuring that people understand
and apply the information they receive. HR also is responsible for assessing employee morale and
engagement and serves as a research hub for these areas.

8. What Is Organizational Communication? (pp. 127-132)
ol Define i

‘Summary: Organizational communication can be top-down, bottom-up, and/or
! e bl

141

horizontal. Organi
networks, including wheel networks, chain networks, and all-channel networks. Both
formal and informal communication regularly take place within an organization, and
the grapevine is a powerful communication tool. Storytelling is an effective tool that
many leaders and managers are increasingly relying on to share messages within
organizations.

2. Why Is It Challenging to Communicate in a
Socially Diverse World? (pp.124-127)
Objective: Analyze the challenges in communicating in a socially diverse society.

Summary: It can be difficult to communicate effectively with individuals different from yourself be-
cause each person develops communication skills within his or her own culture. Language can get
in the way, as can different expectations about nonverbal behavior. The strength of group identity
also affects communication, as do gender and age. All of these factors affect what is communi-
cated and how. With all these differences, however, it's important to recognize that communication
is learned, and you can improve your skills.

6. What Are Common Barriers to Effective Communication? (pp. 120-124)
Objective: Define the common barriers to effective communication.
Summary: Even when people have the best intentions there are many barriers to communication. One
of these barriers is language; even when speakers all use the same language, they may do so with dif-
ferent dialects, accents, and jargon that create problems. Another common barrier is poor communica-
tion skills on the part of the sender and the receiver of a message. Barriers such as selective perception,
and prejud also harm icati ined power relationshi

5. How Do We Use i to C
at Work? (pp. 117-119)
Objective: Describe how people use information technology to communicate at work
has expanded the channels available to us (e.g., e-mail,

text, web or video conferencing). This is good from the perspective that information can be shared
more quickly and easily than ever before. However, technology adds complexity because of the
challenges it presents when it comes to communicating emotions, providing complete and un-
derstandable messages, and managing the volume of messages that come and go via e-mail and
other technologies.




@ End-of-Chapter Exercises Students, like all adults, learn by
reflecting, engaging in dialogue, creatively applying concepts, and
DOING. The all-new individual and group exercises at the end of each
chapter are powerful ways to engage students in developing their
own leadership skills while deepening their understanding of the most
relevant management concepts, ideas, and theories. These exercises
can be done in class or assigned.

Ethical Leadership Atthe end

Leading in a Global World At the end of
every chapter are exercises and activities on
how the leadership principles discussed in
that particular chapter can be applied to the

of every chapter are exercises and
activities that require the student to
examine personal ethics, organizational
ethics, and societal ethics when facing

L 2

LEADING IN A GLOBAL WORLD
Modular Planning on a Global Scale

These days, few companies don't have some kind of
global presence. Planning and setting global strategy
in uncertain times takes insight, coordination, and flex-
ibility. In a highly competitive global marketplace, an
organization must be able to change its strategy, or
components of its strategy, quickly and effectively.
Today, there is much political, economic, and en-
vironmental instability that directly affects an organiza-
tion's profitability and survival. For example, consider

challenges of globalization.

an ethical dilemma.

@i"Leadership

effect on you. If your weaknesses include relationship
management, for example, you may find it difficult
working with others on collaborative projects. External
forces, such as a teaching assistantship or scholarship
opportunities can benefit you nicely. Threats, such as a
tuition hike or a student loan rejection, might slow down
your advance toward early graduation.

Do a SWOT analysis on YOU, Inc. When complete,
answer the following questions:

1. What was the most difficult part of the SWOT
analysis?

L ]
ETHICAL LEADERSHIP
Planning for Disaster

What does a company do when it is involved in a major
environmental and public relations catastrophe? When
the Deepwater Horizon oil platform exploded in 2010
killing 11 men and injuring 17 others, BP found itself in
this situation.

Over the course of three months, five million bar-
rels of crude oil gushed from the ruptured pipe in the
Gulf of Mexico. A government commission determined

CHAPTER 5 Planning and Strategy: Bringing the Vision to Life 177

Review the six steps in the strategic planning pro-
cess and think about different ways that BP could re-
build its strategy in order to regain trust and credibility in
the global community.

Consider these questions:

1. What does BP need to do in relation to its mission,
vision, goals, and strategies to reestablish its
reputation?

What information does BP need to analyze in re-
gards to its internal business processes and its on-

»

that BP and its partners were to blame for 9
decisions that impacted well safety. After the spill, BP
did major damage control of its image and revised its
strategic plan.

going

3. What strategies could BP craft to move the com-
pany forward and away from its legal and ethical
problems?

the problems Japanese businesses encountered fol- 2. What was the easiest part of it? KEY TERMS
lowing the 2011 earthquake and tsunami. How quickly 3. How can your emotions work as both a strength
these businesses recovered and resumed operations and a weakness for YOU? Planning, p. 146 Retrenchment strategy, p. 162 SWOT analysis, p. 169

was partially determined by their disaster plans and the
degree to which plans were modularized.

Select one of the global companies below and dis-
cuss how they can benefit from employing a modular
planning approach to assist in quick strategic adjust-
ments or changes. Be sure to include scenario plan-
ning as a key strategic element in identifying what a
company can do to be prepared for natural disasters or
political upheaval.

LEADING WITH CRITICAL THINKING
SKILLS

Stereotypes and Sustainability

As sustainabil gain world-
wide, more companies are revising their mission and
vision statements to address environmental and social
issues. Some companies are “going green” because it

Goal-oriented planning, p. 1457
Directional planning, p. 147
Action orientation, p. 147
Scenario planning, p. 152
Mission statement, p. 153
Competitive advantage, p. 154
Vision, p. 154

Vision statement, p. 154

Divestiture strategy, p. 162
Differentiation, p. 162

Core competency, p. 162
Cost leadership, p. 162
Niche strategy, p. 162
Vertical integration, p. 163
Supply chain, p. 163
Functional strategies, p. 163

Strength, p. 169
Weakness, p. 169
Opportunity, p. 169
Threat, p. 169

Diversified company, p. 170
BCG matrix, p. 170

Market share, p. 170
Market growth rate, p. 170

* Toyota is fashionable and profitable to care about the environ- Strategy, p. 157 Strategic planning, p. 163 Layoff, p. 172
* GE ment and social injustice. Growth strategy, p. 159 Environmental scanning, p. 163 For-cause termination, p. 173
* Facebook When it comes to sustainability and strategic plan- Acquisition strategy, p. 160 Industry, p. 165 Succession plan, p. 173
« Phil ning, some industries face a bigger challenge than others. Joint ventures, p. 160 Stakeholder, p. 167 Recruiting, p. 173
ilips Chemical companies, for instance, tend to be associ- Stabilty strategy, p. 161 Stakeholder analysis, p. 167 Selection, p. 174
* Siemens ated with pollution, poison, and profits. Modern chemical
* LG Corp companies may engage in safe, responsible practices,

LEADING WITH EMOTIONAL
INTELLIGENCE
SWOT You

A SWOT analysis is a useful tool for assessing what is
going on both inside and outside an organization.
Internally, a company can evaluate its strengths, such
as excellent customer service, and its weaknesses,
such as backlogged inventory. Externally, there may be
opportunities, such as untapped markets, as well as
threats, such as strong ition. If done

but the industry’s checkered past has led to this negative
stereotyping. So how do companies like DuPont or Dow
Chenical strategically position themselves in a world that
demands increasing accountability from businesses?

In a group or individually, choose two of the four
major chemical companies (Dow, DuPont, BASF, and
Union Carbide) and research their current market strat-
egy. As you conduct your research, be sure to do the
following:

1. Identify the mission, vision, stakeholders, and
long-term and short-term strategic goals of the

a SWOT analysis can provide useful data for guiding a
company’s mission and vision toward success.

You, too, can be viewed as an organization: YOU,
Inc. Your success as a student depends on both inter-
nal and external forces. For instance, if your strengths
include self-awareness and self-management skills,
the pressures of a rigorous course load may have little
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2. Determine how the companies address environmen-
tal sustainability in their mission and vision.

. Describe any social components of the companies’
strategies.

. Outline any particular areas that these companies
should focus on when doing environmental scan-
ning as part of the strategic planning process.

@
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MyManagementLab

following Assisted-graded writing questions:

as that company's competitive advantage?

might cause an organization to change strategies!

Go to mymanagementlab.com for Auto-graded writing questions as well as the

5-1. Choose a company that you respect. Perhaps it is one you buy from repeatedly
or one whose products you have always dreamed of buying. What do you see

5-2. How often do you think an organization should develop a strategic plan? What

5-3. Mymanagementlab Only — comprehensive writing assignment for this chapter.

Leading with Emotional

Intelligence At the
end of every chapter are
exercises and activities
on how one can use
emotional intelligence to

Leading with Critical Thinking Skills At the

end of every chapter are exercises and activities
that require the student to think critically about how
to handle opportunities and challenges within the

workplace.

navigate today’s leadership

challenges.




@D writing space in MyManagementLab

Auto-graded writing assignments use Pearson’s Intelligent Essay Assessor to automatically
score the quality of your students’ written assignments. Students write and submit their work
directly in the MyLab and get immediate contextual feedback.
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@ Assisted-Graded Questions

At the end of every chapter, you have the power to easily manage and assess your course
using built-in content-specific rubrics to grade written assignment submissions in the
gradebook.
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Updated Supplement Package

At the Instructor Resource Center, www.pearsonhighered.com/irc, instructors can ac-
cess a variety of print, digital, and presentation resources available with this text in
downloadable format. Registration is simple and gives you immediate access to new
titles and new editions. As a registered faculty member, you can download resource
files and receive immediate access to and instructions for installing course manage-
ment content on your campus server. In case you ever need assistance, our dedicated
technical support team is ready to help with the media supplements that accompany
this text. Visit http://247.pearsoned.com for answers to frequently asked questions and
toll-free user support phone numbers.

The following supplements are available for download to adopting instructors:

o Test Bank

Instructor’s Resource Manual

o TestGen® Computerized Test Bank
» PowerPoint Presentation

Video Library—Videos illustrating the most important subject topics are available

in two formats:

DVD—available for in classroom use by instructors, includes videos mapped to

Pearson textbooks

o MyManagementLab—available for instructors and students, provides round the
clock instant access to videos and corresponding assessment and simulations for

Pearson textbooks

Contact your local Pearson representative to request access to either format.

6. Why Are the Three-Meeds, Equity, Expectancy, and
Goal-Setting Theories Popular?

Goal Setting Thaory
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Describe why managers must
also be leaders.

B EXHIBIT 1.1
What benefits and risks accom-
pany global population growth?

Source: Bildagentur/Glow Images

o ™

1. Why Do Managers Have
to Be Leaders”?

In recent years environmental, technological, and social changes have had profound
effects on individuals, families, communities, and governments everywhere. These
changes have affected the ways in which businesses and organizations are designed,
organized, managed, and led, as well as the ways in which people do their jobs and
relate with one another at work. Along with these changes come new responsibilities
for leaders, managers, and employees alike.

Today, Everyone Needs to Be a Leader

Today, everyone needs to be a leader. The challenges and opportunities we face in
our businesses, organizations, and communities are huge. This means that we must
contribute the best of who we are—our talents, skills, and creativity—so we can suc-
cessfully make positive, ethical business decisions in the midst of our changing world."
Change is good, but it requires us to work and lead in different ways. Consider the fol-
lowing: More and more people around the world have access to information, technology,
and a better way of life. Changes in global politics, economics, and societies demand that
businesses be linked to social factors in ways never seen before. For example:

® The balance of world economic and political power is shifting from West to East,
resulting in turmoil and uncertainty, as well as great hope.”

® Partly because of better access to food, clean water, and health care, the human pop-
ulation is growing at an unprecedented rate, as is the demand for resources such as
land, water, education, and jobs (Il EXHIBIT 1.1).

® Open Educational Resources (OER) are rapidly expanding access to education and
information around the world.?

® Rapidly expanding access to telecommunications means that people around the
world are far more interconnected than in the past, but increased industrialization
and globalization mean that environmental resources are at risk.

® Ongoing changes in the world’s climate are cause for concern.

® Some groups and individuals continue to be left out of the advances and benefits
that positive economic changes, computers, and advanced telecommunications can
provide.

® Partly as a result of the Great Recession that began in 2007, capitalism itself is being
challenged.*

The rapidly changing world we live in means that the
days when some people led, some managed, and others
just blindly followed orders are gone. In your career, you
will be called on to do all three: lead, manage, and follow.

What Being a Leader
Means for You

What do these changes mean for you at work? You
will be called on to respond ethically, positively, and
powerfully to the many transformations that are
occurring in our world. This requires you to know
your own values as well as your organization’s ethical
code and to make good decisions—often very quickly
and without complete information. To do so, you
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must engage in analytical thinking and rely on your intuition. You will also need to
build strong, trusting relationships with others and communicate well with people at
all levels of the organization. Developing your self-awareness, your capacity for empa-
thy, and your ability to manage yourself well in stressful situations are key components
for building these relationships. Understanding and managing your own and others’
emotions are also invaluable in this endeavor. This is called emotional intelligence.’
Self-awareness, self-management, and empathy, among other skills, enable you to
inspire people; build powerful and effective teams; deal with conflict; and guide, coach,
and mentor others.® People all over the world are working hard to understand what it
means to be a great leader today.

You have choices about what you do, how you live your values, and how you influ-
ence others. You have opportunities all the time to lead other people, no matter what
role you hold in an organization. Now, think about your own experience: Have you
worked in a job where your manager directed everything you did every day? Were you
also influenced by colleagues and your boss’s boss? Did you manage yourself some of
the time? It is highly unlikely that all your instruction and guidance came from your
manager, and it’s even less likely that you were influenced only by people above you, or
that you yourself had no influence. Rather, you were guided by all the people around
you, as they were by you.

Many dynamic young leaders understand that everyone needs to be a leader today.
They lead—and live—in a way that inspires people. They help others succeed. Dolores
Bernardo, leadership development manager at Google, is one such leader. Her wise and
noteworthy advice is in the Leadership Perspective feature.

Just think about the implications of what Dolores Bernardo says. What if every
one of us thought of ourselves as a leader? What if you decided to see yourself as a
leader now, rather than waiting until you are more advanced in your career? What if

Leadership Perspec

Companies like Google truly understand that success depends with the changes that are
on creating an environment where everyone can bring their best happening around us, we’ll
selves to work: their talents, their passions, and their leadership. be the change. Each one of
Dolores Bernardo’s mission is to bring this strategy to life and us needs to think this way: we
to ensure that Google’s unique, diverse, and innovative culture can’t just respond to change,
enables every single person in the company to lead. Let’s look we have to lead change. Our
at what she says about what it takes to be a great leader at work success hinges on our abil-
and in life today. ity to understand the needs
| think of leadership as a verb—it’s about taking action. It’s Of. ?” Google's hundredte of
o ] millions of users. The unique

about inspiring others to come along with you. It’s about

: . : f . erspective that each per-
taking the time to reflect. And it’s about taking the time to persp P

brii to leadership i
build connections and relationships with people so they son brings fo 'eadership 1s

; . . . what makes Google’s prod-
believe in what you are trying to do—and so they believe ;
ucts serve our diverse user
in you. ® Dolores Bernardo

Anyone can be a leader at Google. That’s the only way community. I’\_;Ie::;rz?i;%%\gellogment
any of our companies will succeed today. If every single Source: Personal interviews with “ thina of lea derghib

Googler feels empowered to innovate, to create new prod- Dolores Bernardo conducted by

- aul as averb...”
ucts and improve on existing ones, we’ll not only keep up Annie McKee, 2009 and 2012.




| PART 1 Leading and Managing for Today and the Future

we all took seriously our responsibility to inspire others, reflect on our actions, and
build positive, powerful relationships? If we all acted this way, we'd have a much better
chance of harnessing the brain power we need to face the challenges and opportunities
in our organizations, our communities, and the world.

Still, many people don’t see themselves as leaders. Part of the reason for this is that
from the time we were small, we have been taught that leadership and authority go
hand in hand with certain roles: parent, school principal, business owner. It’s true: All
of these roles require leadership. What's different today is that we can’t simply rely on
others to lead. We all need to be leaders, no matter what position we hold.

Discussion Questions

1. Think about the groups you are part of, including groups associated with your fam-
ily, friends, school, and work. Who looks to you for leadership in these groups?
What do they expect from you? How do you inspire them to follow you?

2. Complete the “Whom Do You Lead” exercise to discover the ways that you are a
leader (M EXHIBIT 1.2).

B EXHIBIT 1.2

i ldeal
*. Real %
sof

Whom Do You Lead?

= Mindfulness +

1. On the chart on the following pages, brainstorm and write
a list of several of the groups you belong to. Break these
groups down as much as you can (e.g., instead of writing
“family,” note the various branches and groups within your
family; instead of writing “work,” describe your immediate team, the
organization around it, and groups that you touch or have some
responsibility for). Be sure to also list groups in which your authority is
informal, and your “title” isn’t the only source of your power. Finally,
consider other arenas where you guide, advise, and help people.

2. Next to each group, label or name your role (e.g., “sister” or “brother”;
“oldest cousin”; “team leader”; etc).

3. For each position, formal and informal, describe your role (e.g., “l am the
person everyone comes to when there is a conflict in the family”; “l am the
one who knows the professor”; “| am the designated team leader”).

4. For each of your roles, write who looks to you for guidance, help, and vision
and describe what they look for from you. Be as specific as you can (e.g.,
“My family looks to me to resolve problems”; “My team looks to me
to understand their needs, provide help, remove obstacles, and share
information”; “My boss looks to me to deliver on my promises”).

People and groups
who turn to me

Description of for help, guidance, A What people look
My groups my role or direction for from me

Continued on next page >>



CHAPTER 1 Managing and Leading Today: The New Rules 7

People and groups
who turn to me

M EXHIBIT 1.2
Continued

Description of for help, guidance, What people look
My groups my role or direction for from me

Source: Adapted from Annie McKee, Richard Boyatzis, and Frances Johnston. 2008. Becoming a resonant leader.

Boston: Harvard Business School Press.

2. What Is the Difference between

a Manager and a Leader?

Differentiate between managers

and leaders.
What's the difference between a manager and a leader? Let’s first consider what each
of the words means. The verb manage comes from the Italian maneggiare (to handle).
Back in the 1500s, the word referred to the handling of horses. The root of maneggiare
comes from the Latin word manus (hand). Notice that handle—meaning to control— B EXHIBIT 1.3

has a similar origin, in this sense: A person’s hand is a tool for physically controlling
the environment. The meanings of these words were eventually extended and are now

used to refer to controlling and handling resources in organizations.

What responsibilities does the
Dalai Lama, the spiritual leader
of Tibet, share with Nancy Pelosi,
the first female speaker of the

The word leader can be traced back to Old English leedan (to guide; to cause to go with ~ U.S. House of Representatives?

one). It is also a form of lian (to travel). So, the word leader can be interpreted as someone

who guides others on a journey. This way of looking at leadership is about
influencing rather than forcing people to go in a particular direction.

So, a manager is an individual who makes plans; organizes and
controls people, production, and services; and who regulates or
deploys resources. A leader is a person who influences and inspires
people to follow. There is no reason whatsoever that a manager can't
be a leader, or that a leader can’t manage. In fact, the political, social,
and technological changes of recent years require all of us to do both
(M EXHIBIT 1.3).

Some leaders really get this—and they work to hone the skills that
will enable them to both lead and manage effectively as the world
changes rapidly. This is important in all industries, but particularly so
in those that are technology dependent and tied to changes in societ-
ies, such as media. Viacom, which includes brands such as MTV, BET,
Nickelodeon, and Paramount, to name just a few, is one such company.
Henry Moniz, Chief Compliance Officer, Chief Audit Officer, and
Global Head of Strategic Business Practices, shows us exactly how
important it is to manage and lead for today’s world, not yesterday’s, in
the Leadership Perspective feature.

As Henry Moniz points out, there are a number of skills that cross
the boundaries between management and leadership: authenticity,
vision, openness, and embracing change, to name just a few. These
skills can’t be reserved for leaders anymore.

Source: Oliver Douliery/Abaca Press/MCT/
Newscom

%
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Henry Moniz is a remarkable man and an outstanding leader. His
story is anything but ordinary, and he is dedicated to bringing
what he learns from his life to his career. Here’s what he has to
say about being a great leader and manager:

“Great leadership starts with being authentic. If you aren’t,
and you don'’t really believe in what you are trying to accom-
plish, then no one will follow you. Position alone no longer
confers authority. And staying authentic can be a challenge
as you and your function and/or company evolve. If you lose
sight of what you are and what really matters to you, and how
that all relates to your pursuit of the broader goals, you can
become perilously untethered.

At the same time that you are continually refining how to
embody and inhabit those grander goals, you must also be
able to communicate your vision in a clear way—even if it
is not entirely clear as yet how you will realize it. In fact, it’s
impossible to predict all of the components you will need to
achieve your big picture goals, but if you aren’t authentic and
your teams do not believe in you and understand and believe
in your vision, they can’t help you and you won’t go anywhere
good.

A key skill for executing against your vision is deciphering
the context in which you are operating; that is, understanding
the situation—in all its complexity—around you, your team,
goals, company, industry, the market, relevant economies,
etc. Understanding the context is critical to giving proper
weight to the loads of information pouring over your desk
and isolating the “relevant” pieces. This enables you to elimi-
nate spurious variables and avoid being overwhelmed. It also
takes a great deal of mental agility to be able to see things
from many perspectives without getting lost. Can you stay
open to new approaches, information and ideas without be-
ing side tracked by extraneous ones, and then go back and
alter your assumptions even as you continually assimilate new
data points? This is particularly relevant if you operate in di-
verse geographies, with people who are very different from
you. In today’s global markets, different people approach

Leadership Perspec

work, rules, problem-solving,
etc., very differently. For ex-
ample, in some cultures one
must have lunch, tea, and/or
dinner many times before you
even think of doing business,
developing the relationship is
key. In U.S. business culture,
we tend to jump right in, and
can become impatient in situ-
ations like those, much to our
detriment ultimately.

While this all seems logical, .
it is of course, useless with- ® gt?igfrém?rl\i;ce
out the ability to drive people Officer. Ch?ef Audit Of-
to work together on common

. ficer, and Global Head
goals. People often take posi- of Strategic Business

tions which at first blush may Practices at Viacom:
seem to be at odds. When «...if you aren’t au-
those positions are not aligned thentic and you don’t
with the larger interests of the have a vision, you

organization, the leader must won’t go anywhere.”

step in to correct the distor-
tions. Do you have the strong, core sense of self, confidence and
patience required to confront others who are being excessively
and perhaps, needlessly, oppositional, rigid and closed minded?
Finally, to be a great leader, manager and follower, you need
to learn to embrace change, which is inevitable in this increas-
ingly dynamic world. It has become a cliché, but too few people
actually do it. It starts, of course, with a mindset of change rep-
resenting opportunities, getting comfortable with taking cal-
culated risks and accepting that you won't always succeed (at
least not on the first try any way). But without risk, there is no
real growth, or true success, in life or at work.

Source: Personal interview with Henry Moniz conducted by Annie McKee,
2012.

Manager We all need to manage and lead. However, historical views and much of the research

An individual who makes plans;
organizes and controls people,
production, and services; and who
regulates or deploys resources.

have separated management and leadership and assumed that people are either one or
the other. This type of differentiation between management and leadership is not use-
ful in our complex organizations.

Let’s look at the early research and perspectives on which this differentiation

Leader
A person who is out in front, influenc-
ing and inspiring people to follow.

between management and leadership was based. Once we understand these assump-
tions, we can begin to adjust them to fit today’s world.

Traditional Views of Managers and Leaders

Managers have been encouraged to focus their energies on problem solving and con-
trolling resources, while leaders have been encouraged to focus on vision, inspiration,
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and the wider environment. Managers have been taught to see the independence of
their tasks and responsibilities in relation to their division or functional unit, whereas
leaders have been encouraged to view and oversee the interdependence of all tasks,
people, and functions in the organization, rather than picturing them as isolated, self-
contained “silos”

Managers are expected to be tactical, implementing the strategic vision of their
leaders like good soldiers. Managers are tasked with establishing and administering
order and control to reduce complexity. In contrast, a leader is expected to thrive on
chaos and possess a unique vision for the organization. Research has sought to articu-
late these perceived differences, as shown in l EXHIBIT 1.4.

In summary, one could say that managers have traditionally been expected to
occupy themselves with the status quo. Leaders, on the other hand, have been called
on to ask important questions about the organization’s future: “Where are we going?”
“How are we going to get there?” “What if?” Also, whereas a manager has historically
been seen as someone who does things “right,” a leader is more often pictured as some-
one who can be called on to “do the right thing”

B EXHIBIT 1.4

A Traditional View of What Managers and Leaders Do

Managers Tend to . . . Leaders Tend to . ..

e Control resources. ¢ Create and provide resources through motivation.

* Be problem solvers. ® Be comfortable with uncertainty.

e Seek efficiency. e Function well in chaotic environments.

e Be comfortable with order. ® Be concerned with what events and decisions mean to people.
® Be concerned with how things get done. e Seek solutions that do not require compromise.

* Play for time and delay major decisions. e Take highly personal attitudes toward goals.

* Seek compromises. * [dentify goals that arise out of desire.

¢ [dentify goals that arise out of necessity. * [nspire strong emotions.

* Adopt impersonal attitudes toward goals. * Be comfortable with solitude.

e Coordinate and balance opposing views. e Work from or seek out high-risk activities.

* Avoid solitary activities. * Have meaningful, highly personal mentorship relationships.
o Work from low-risk positions. * Be empathic and actively read others’ emotional signals.

¢ Avoid displaying empathy.

Source: Adapted from Zaleznik, Abraham, 1992. Managers and leaders: Are they different? Harvard Business
Review (March-April): 126-35.

What Managers Actually Do

So what exactly does a manager do? Noted scholar Henry Mintzberg decided to answer
that question by following managers on the job and recording their daily activities.
Despite the fact that this research was conducted many years ago, Mintzberg’s find-
ings are important and continue to be relevant today. This is because we still have
a mistaken image that managers spend their time on an orderly set of planning and
organizing activities. In fact, as Mintzberg discovered, a manager’s work is fraught with
meetings, pressure to deliver performance results, and a great deal of “fire fighting,”
or constantly addressing unexpected issues. Managers, according to Mintzberg, put in
long work hours and work at an intense pace.’”

Based on this research, Mintzberg came up with a solid outline for a manager’s
“job description” as described in M EXHIBIT 1.5. Each of the three broad categories—
informational, interpersonal, and decisional—is a category into which multiple roles





