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PREFACE

In light of the dramatic and far-reaching cvents of the carly
twenty-first century, the central theme being discussed in the field of
management is the frequency of turbulent change and its impact on
organizations. The world in which most students will work as managers
is undergoing a tremendous upheaval. The emergence of crisis
management, ecthical turmoil, e-business, rapidly changing
technologies, globalization, outsourcing, global virtual teams,
knowledge management, and other changes place demands on
managers that go beyond the techniques and ideas traditionally taught
in management courses. Managing in today’s turbulent times requires
the full breadth of management skills and the new competencies needed
in turbulent environment characterized by economic turmoil, political
confusion, and general uncertainty for the future.

The traditional world of work assumed the purpose of
management was to control and limit people, enforce rules and
regulations scek stability and cfficiency, design a top-down hierarchy to
UNREGISTERED CORYnOFsSCANPARYRUS
solutions and achieve high performance, however, managers need
different skills to engage workers’ hearts and minds as well as take
advantage of their physical labor. The new workplace asks that
managers focus on leading change, on harnessing people’s creativity
and enthusiasm, on finding shared visions and values, and on sharing
information and power. Teamwork, collaboration, participation, and
learning are guiding principles that help managers and employees
mancuver the difficult terrain of today’s turbulent business
environment. Managers focus on developing, not controlling, pcople
adapt to new technologies and extraordinary environmental shifts, and
thus achieve high performance and total corporate cffectiveness.



CHAPTER 1: INTRODUCTION TO MANAGEMENT AND ITS
FUNCTIONS
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Managers in all organizations are contmually dealing w1th
unceff)amty and uncxpccted events, whether they are something as
small as the loss of a key employee or something as large and dramatic
as a plant explosion. Morcover, the frequency and intensity of crises
have increased over the past couple of decades, w1th a shalp increasc in
the rate of intentional acts such as product tampcung, workplace
violence, or terrorism. & (A/«/M /CMJ(L[’[‘LQ

The _nature of management is to cope w1t diverse and far-
%acLh/iﬁém‘c ‘hal &hogés“ Manzzéfls have to keep pace with advancing
technology, find ways to mcmpmatc the Intc;rnet and e- busme;ss mtoml
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and c pmg with conflicting demands of all employees wanting a/fair
l"vl AL
shot at pow01 “and responsibility? New ways of working, such as virtual
teams and telecommuting, put additional demands on today’s

managers.

Management is the effective and efficient attainment of organizational
goals through planning, organizing, leading, and controlling
organizational resources.

Two important idcas arc in this definition: (1) the four
functions of planning, organizing, leading, and controlling and (2) the
attainment of or gamzdtlonal goals in an effective and cfficient manner.
Managers use a” mu ff‘ffldc of skills to perform these functions.
Management’s conceptual, human, and technical skills are discussed
later in the chapter.

The formal definition of an organization is the following:
Organization is a goal-directed and deliberately structured social
entity. Goal-directed means designed to achieve some outcome, such as
make a profit, meet spiritual needs (Mcthodist church), or provide



social satisfaction (college). Deliberately structured means that tasks
are divided and responsibility for their performance is assigned to
organization members%‘ocial entity means being made up of two or
more people. These definitions apply to all organizations, including
profit and not-for-profit. Small, innovative, and not-for-profit
organizations are more numerous than large, visible corporations and
are as important to society.

Based on our definition of management, the manager’s
responsibility is to coordinate resources cffectively and efficiently to
accomplish the organization’s goals.

Organizational effectiveness is the degree to which the organization
achieves a stated goal or succeeds in accomplishing what it tries to do.
Organizational effectiveness means providing a product or service that
customers value. If the organization achieves its stated goals within a
specified time period then such organization is effective.
Organizational efficiency refers to the amount of resources used to
achieve an organizational goal. It is based on how much raw material,
money, and people are necessary for producing a given output volume.
If the organization uses minimum resources to produce maximum
output then such organization is efficient.
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Planning means defining goals and tasks & resources needed to
achieve them. A lack of planning or poor planning can hurt the
organization’s performance. For example, one company may set a goal
of increasing sales this year but not think about making an innovation
while other companies are already introducing new products to the
market.

Organizing involves the distribution of tasks, grouping employees into
departments, the assignment of authority and allocation of resources.
Organizing typically reflects how the organization tries to accomplish
the plan.

Leading is the use of influence to motivate employees to achieve
organizational goals. Leading means creating a shared culture and
values, communicating goals to employees throughout the organization,
and filling employees with the desire to perform at a high level.
Leading involves motivating individuals and even entire departments.



Controlling means monitoring employees’ activities, determining
whether the organization is in the right way to achieving its goals and
making corrections if necessary. Managers must ensure that the
organization 1s moving toward its goals.

Management Types

Managers use conceptual, human, and technical skills to
perform the four management functions of planning, organizing,
leading, and controlling in all organizations whether they are large and
small, manufacturing and service, profit and nonprofit, traditional and
Internet-based. But managers’ jobs differ. Managers are responsible for
different depamnem;s w01k at different levels in the hierarchy, and
meet different requir emetits for achieving high performance.

In organizations, there are typically three levels of
management: top-level, middle-level, and first-level. These three main
levels of managers form a hierarchy, in which they are ranked in order
of importance (Figure 1.1). In most or gamzat1ons the _number of
managers at cach level is such that the hierarchy fesembles a pyramid,
with many first-level managers, fewer middle managers, and the fewest
managers at the top level. Each of these managcment levels is described
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Figure 1.1 — Hierarchical Levels of Management
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1) Top managers are managers who are responsible for the entire
organization.

Top-level managers, or top managers, are also called senior
management or executives. These individuals are at the top one or two
levels in an organization, and hold titles such as: Chief Exccutive
Officer (CEO), Chief Financial Officer (CFO), Chief Operational
Officer (COO), Chief Information Officer (CIO), Chairperson of the
Board, President, and Vice president. Top-level managers make
decisions affecting the entirety of the firm. Top managers do not direct
the day-to-day activities of the firm; rather, they set goals for the
organization and direct the company to achieve them.

2) Middle managers are managers who are responsible for the work of
major divisions and departments.

Middle managers' job titles include: general manager, plant
manager, regional manager, project manager, head of division, and
head of department (functional manager). Middle-level managers are
responsible for carrying out the goals set by top management. They do
so by setting goals for their dcpartments and other business units.
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v" Functional manager — a manager who is responsible for the
department that performs a single functional task and has
employees with similar training and skills (advertising, sales,
human resources, manufacturing, accounting). In other words,
this is the head of department.

V' General manager — a manager who is responsible for several
departments or divisions that perform different functions. In
other words, this is the head of division.

3) First-line managers arc managers who are directly responsible for
the production of goods and services and non-management employees.
These managers have job titles such as: office manager, shift
supervisor, line manager, store manager.

First-line managers are responsible for the daily managemcnt of
line workers—the employees who actually produce the product or offer
the service. There are first-line managers in every work unit in the
organization. Although first-level managers typically do not set goals



for the organization, they have a very strong influence on the company.
These are the managers that most employces “interact ‘with on a daily
basis, and if the managers perform poorly, employees may also perform
poorly, may lack motivation, or may leave the company.

Managers at different levels of the organization engage in
different amounts of time on the four managerial functions of planning,
organizing, legdmg, and C(?I]tl.qu,,g,.'o%c.{cguﬁ o

Planning is choosing appropriate ‘organizational goals and the
correct directions to achieve those goals. Organizing involves
determining the tasks and the relationships that allow employees to
work together to achieve the planned goals. With leading, managers
motivate and coordinate employees to work together to achieve
organizational goals. When controlling, managers monitor and measure
the degree to which the organization has reached its goals.

Top managers do considerably more planning, organizing, and
controlling than do managers at any other level. However, they do
much less leading. Most of the leading is done by first-line managers.
The amount of planning, organizing, and controlling decreases down
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Management Skills
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A manager’s job is complex and multidiménsional and requires
a range of skills. Though some management theorists }‘)’I‘!():ﬁé'séh"if "long
list of skills, the necessary skills for managing a department or an
organization can be summarized in three categories: conceptual,
human, and technical.

Conceptual skills — a manager's ability to see the organization as a
whole and to see it in the long run. It involves understanding how
organizational units work together and how the (t)r‘ggni,z)z;;ibﬁqf'x't‘s‘"\i'i‘{t‘o its
competitive environment. Conceptual skill is &tucial for top managers,
whose ability to see "the big picture” can have major repercussions on
the success of the business. However, conceptual skill is still necessary
for middle and supervisory managers, who must use this skill to
“envision, for example, how work units and teams are best organized.






