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Instructor’s Manual

Chapter 1
Managers and the Management Process

Everyone Becomes a Manager Someday

Chapter 1 Overview

Each Chapter contains several inset features designed to assist the student reader in applying the concepts to relevant examples. Management Live illustrates how personal experiences and activities can actually relate to work performance. Choices provides students with an opportunity to evaluate various sides of an issue in order to make an informed decision. Ethics Check profiles examples of ethical issues in hiring. Facts to Consider profiles the tech industry and its lack of diversity. Hot Topic explores samples of debated topics in business and strategy.  Insight provides an exercise in self-awareness. Quick Case presents a business related scenario about a disruptive team member which can be used for class analysis and discussion. 
Chapter one provides a thorough review of what it means to be a manager in today’s knowledge-based workplace, where intellectual capital has become the ultimate foundation.  Managers are indispensable to organizations and they bring together many resources to best meet the goals of the organization. The chapter begins with a discussion of the different job titles and levels of managers -- those who support and facilitate the work efforts of others in organizations. Accountability as a cornerstone of managerial performance, along with how effective managers help others achieve high performance and satisfaction is discussed. The various ways managers meet multiple and changing expectations in a changing workplace environment is reviewed. 
Next is an overview of what managers do, and the various skills they must possess to do an effective job. Often intense and demanding, the role of a manager includes the following four functions: planning (setting performance objectives), organizing (assigning tasks and allocating resources), leading (inspiring others to achieve goals), and controlling (measuring work performance and taking corrective action, if necessary). In addition, the way managers use a variety of technical, human, and conceptual skills is discussed. 
Lastly, the chapter covers important changes in today’s workplace – those creating both tremendous opportunity and uncertainty.  Changes are due to the impact of important trends regarding worker talent, technology, globalization, ethical standards, workforce diversity, and careers. Continuing diversity as a social priority is discussed, along with the importance of intellectual capital, self-management skills and personal career readiness for managers. 
Chapter 1 Takeaway Questions:

· Takeaway 1.1 What Does it Mean to Be a Manager? 
· Takeaway 1.2 What Do Managers Do, and What Skills Do They Use? 

· Takeaway 1.3 What Are Some Important Career Issues? 
 Chapter 1 Lecture Outline:

· Takeaway 1.1: What Does it Mean to Be a Manager?
· Organizations have different types and levels of managers
· Accountability is a foundation of managerial performance

· Effective managers help others achieve high performance and satisfaction

· Managers are coaches, coordinators, and supporters 

· Takeaway 1.2: What Do Managers Do, and What Skills Do They Use?
· Managers plan, organize, lead and control

· Managers perform informational, interpersonal, and decisional roles
· Managers use networking and social capital to pursue action agendas
· Managers use technical, human, and conceptual skills

· Managers should learn from experience

· Takeaway 1.3: What Are Some Important Career Issues the New Workplace?
· Globalization and job migration have changed the world of work

· Failures of ethics and corporate governance are troublesome

· Respecting diversity and eliminating discrimination are top social priorities

· Talent is a “must have” in a free-agent and on-demand economy

· Self-management skills are essential for career success

· Personal career readiness must be developed and maintained 

Chapter 1 Supporting Materials:
Figures

· Figure 1.1: What Are the Typical Job Titles and Levels of Management in Organization?
· Figure 1.2: How Do Mindsets Change when the Organization is Viewed as an Upside-Down Pyramid? 
· Figure 1.3:  What Four Functions Make Up the Management Process?
· Figure 1.4: What Are Three Essential Managerial Skills, And How Does Their Importance Vary Across Levels?
· Figure 1.5: Using a Personal SWOT Analysis for Strategic Career Planning   


Feature Boxes and More
· Management Live: Gaming Skills Can Be Resume Builders 
· Choices: Want vacation? Take as much as you need.
· Ethics Check: Social Media Cues May Cause Discrimination in Hiring 
· Facts to Consider: Tech Industry No Role Model for Employment Diversity
· Hot Topic: The $50,000 Retail Worker 
· Insight: Self-awareness and the Johari Window
· Quick Case: Team Leader Faces Disruptive Team Member 
· Table 1.1: Six “Must-Have” Managerial Skills
Applications


· TestPrep 1 Multiple-Choice Questions
· Skill Building Portfolio   
· Self-Assessment: Personal Career Readiness
· Class Exercise: My Best Manager
· Team Project: Multigenerational Workforce
· Practice Critical Thinking: Trader Joe’s: Managing Less to Gain More
Chapter Outline

Takeaway Question 1.1  What Does it Mean to Be a Manager?

Quest
Managers are required to meet multiple and changing workplace expectations and directly supervise, support and help the work efforts of others to achieve performance. Managers also support and facilitate the work efforts of others so that they can achieve high levels of job satisfaction and performance within an organization. There are various types and levels of managers.  It is important to understand the concept of accountability as a foundation of management. These concepts allow the student to understand the nature of the work of a manager within an organization. 
ion3.1
· Managers are persons who directly supervise, support, and help activate work efforts to achieve the performance goals of individuals, teams, or even an organization as a whole.

· Organizations have different types and levels of managers 

Figure 1.1 depicts an organization as a series of “layers,” each of which represents different levels of work and managerial responsibilities. The top manager, typically a CEO or president, or executive director, reports to a board of directors in a business or to a board of trustees in a nonprofit organization. Middle managers report to top managers, and first-line managers or team leaders report to middle managers.
· First-line managers are team leaders and supervisors in charge of people who perform non managerial duties 
· Common titles are department head, team leader, supervisor 

· Middle Managers are persons in charge of relatively large departments or divisions consisting of several smaller work units or teams.

· Usually supervise several first-line managers

· Examples are clinic directors in hospitals, plant managers, and regional sales managers in businesses

· Common titles include branch manager or plant manager.

· Top managers are responsible for the performance of the organization as a whole.

· Examples of top manager titles are Chief Executive Officer (CEO), Chief Operating Officer (COO), chief financial officer (CFO), president and vice president. 
· Expected to be alert to trends in the external environment, recognize problems and opportunities, and to lead the organization to long-term success  

· The most effective top managers are strategic thinkers, can communicate well, and keep organization members focused on important objectives

· Boards of Directors

· Responsible for Corporate Governance and the active oversight of the affairs of the organization and the performance of its top management 

· The CEO or President typically reports to the Board of Directors, responsible for the hiring, firing and compensation of senior executives.
· In non-profit organizations, this may be called the Board of Trustees.
· Members of a board of directors are elected by stockholders to represent their ownership interests.

· Governance

· Oversight of top management by a board of directors or board of trustees.

DISCUSSION TOPIC

To illustrate the differences among different levels management, ask students to identify people they know who have been or are now managers. Have these students describe the nature of the work done by the managers they know. Then have the students analyze these descriptions and classify them according to top managers, middle managers, and team leaders and supervisors.

· Accountability is a foundation of managerial performance
· Describes the requirement of one person to answer to a higher authority for performance achieved in his or her area of work responsibility  

· Accountability flows upward in organizations

· Managers are also dependent on others to do the required work.
Effective managers help others achieve high performance and satisfaction 

· Effective manager is someone who successfully helps others achieve both high performance and satisfaction in their work

· Quality of work life (QWL), integral to managers being a success, is the overall quality of human experiences in the workplace. 

· QWL includes respect and valued employees, fair pay, safe working conditions, learning and growth opportunities, and pride in the workplace.
· Managers are coaches, coordinators, and supporters 
· Managers today often referred to as “coaches” or “coordinators”  
· See Figure 1.2–an upside-down pyramid depicting a new mindset for managers acting as coaches; the organization exists to serve its customers.  This view puts customers at the top, being served by non-managerial workers, who are supported by team leaders and higher level managers. 

1.1 Questions for discussion suggested answers

1) Other than at work, in what situations do you expect to be a manager during your lifetime? 
Each of us will be “managers” in several ways beyond work lives: managing our job or career; volunteer organizations; households and families; sports teams; daily priorities; finances and personal goals. 

2) Why should a manager be concerned about the quality of work life in an organization? Quality of work life connects directly to employee satisfaction and productivity and customer satisfaction.   If employee morale is poor and/or if employees are not viewed as individuals with unique goals and concerns, this will impact current sales and profitability; it will also impact retention and morale, and the costs associated with replacing experienced employees are quite high.
3) In what ways does the upside-down pyramid view of organizations offer advantages over the traditional view of the top-down pyramid? 
The upside down view emphasizes the importance of customers and employees who serve or interact directly with those customers. That pyramid view of an organization mirrors reality better than the notion of the traditional view of a top-down pyramid which suggests that CEOs singlehandedly drive success. 

1.1 Career Situations: What Would You Do?

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

Many students either face similar situations or will face soon. This is a wonderful discussion point to start them to think about separating their personal lives from professional responsibilities. 

Takeaway Question 1.2 What Do Managers Do, and What Skills Do They Use?

· Managers plan, organize, lead and control.
Four functions in the management process are shown in Figure 1.3
The management process consists of four functions: planning, organizing, leading, and controlling. Planning sets the direction as performance objectives. Organizing arranges people and tasks to do the work. Leading inspires others to work hard. Controlling measures performance to make sure that plans and objectives are accomplished.
· The Management Process - planning, organizing, leading and controlling.
· All managers in any organization are responsible for doing each of these functions well 

· Planning is the process of setting performance objectives and determining what actions should be taken to accomplish them

· Organizing is the process of assigning tasks, allocating resources, and coordinating work activities (or the activities of individuals and groups).
· Leading is the process of arousing people’s enthusiasm to work hard and inspiring their efforts to fulfill plans and accomplish objectives.
· Controlling is the process of measuring work performance, comparing results to objectives, and taking corrective action as needed.
DISCUSSION TOPIC

Divide students into discussion groups of five to six members. Have each group select a different campus organization to analyze. Each group should explore how the chosen campus organization exhibits planning, organizing, leading, and controlling.

· Managers perform informational, interpersonal, and decisional roles.

· The four management functions are not performed one at a time or step-by-step.
· Mintzberg identified three sets of roles that he believed all good managers enact successfully Through these roles, the manager fulfills the four management functions

· Informational roles (Monitor, Disseminator, and Spokesperson) focus on the giving, receiving, and analyzing of information.
· Interpersonal roles (Figurehead, Leader, and Liaison) reflect interaction with people inside and outside the work unit.
· Decisional roles (Entrepreneur, Disturbance handler, Resource allocator, and Negotiator) involve using information to make decisions to solve problems or address opportunities.
DISCUSSION TOPIC

Have students draw on their work, educational, athletic team, or other extracurricular experiences to identify examples of how people in managerial and leadership positions enact the various interpersonal, informational, and decisional roles. 

· Managers use networking and social capital to pursue action agendas
· Agenda setting is used by managers to develop and identify clear action priorities; in the beginning, these agendas may be incomplete and loosely connected 

· Networking is the building, maintenance, and use of positive relationships with other people, ideally those who may be useful someday

· Networks create the opportunity through which many agenda items can be fulfilled

· Most managers maintain extensive networks not only with their own organization, but also with customers, suppliers, and community representatives.

· Social Capital is the capacity to attract support and help from others to get things done

· Managers use technical, human, and conceptual skills.

· See Figure 1.4, which shows the relative importance of each skill by level of managerial responsibility. All managers need essential technical, human, and conceptual skills. At lower levels of management, the technical skills are more important than conceptual skills, but at higher levels of management, the conceptual skills become more important than technical skills. Because managerial work is so heavily interpersonal, human skills are equally important across all management levels.
· A Technical skill is the ability to use a special proficiency or expertise to perform particular tasks

· Examples are accountants, engineers, and systems analysts

· Technical skills are very important at career entry levels

· A Human skill is the ability to work well with others

· High self awareness, capacity for empathy, trusting, and enthusiasm with others

· Emotional Intelligence (EI) (described by Daniel Goleman) is the ability to manage ourselves and our relationships effectively.

· Five Foundations of Emotional Intelligence
· Self-Awareness
· Self-Regulation
· Motivation
· Empathy
· Social Skills
· A manager with good human skills is also likely to be high in emotional intelligence
· A Conceptual skill is the ability to think critically and analytically; the capacity to break down problems into smaller parts, see the relations between the parts and recognize the implications of any one problem for others

·  Conceptual skills actually grow in importance as one moves up to higher management responsibilities

DISCUSSION TOPIC

Have students discuss the roles that technical skills, human skills, and conceptual skills play in their professors’ performance of their jobs. Then have the students think of their own educational pursuits as a job. What roles do technical skills, human skills, and conceptual skills play in the students’ performance of their jobs?

· Managers should learn from experience.

· Lifelong learning - the process of continuously learning from our daily experiences and opportunities
· Learning Agility- is the willingness to grow, to learn, to have insatiable curiosity.

· Table 1.1 presents Six "Must-Have" Managerial skills. 

· Teamwork

· Self-Management

· Leadership

· Critical Thinking

· Professionalism

· Communication
1.2 Questions for discussion suggested answers

1) Is Mintzberg’s view of the intense and demanding nature of work realistic, and if so, why would you want to do it? 
The world is becoming more complex and more globally connected through technology. In order to compete, organizations and individuals can no longer partition their lives into 40 hour work weeks from “8-5.” The paradox of improving the speed of communications is that it makes our lives less separable from our “jobs.”  Having a smartphone and laptop means 24/7/365 availability.  Students may consider the types of communication they used 5 to 10 years ago (land lines, cell-phones, instant messaging) and the ones they use now (texting, Facebook, Twitter) and the increased amount of time spent communicating. Are they ready for their personal and professional lives to merge as the communication needs of both increase?

Even though such a world may entail more stress and long hours, it also provides more flexibility, freedom, and mobility. Moreover, in order to compete, one must accept such consequences or another person somewhere in the world that is more willing to do so, may take your position. 

2) If Katz’s model of how different levels of management use essential skills is accurate, what are its career implications for you? 
The Katz model indicates that in order to obtain a good entry-level position, it is imperative that my interpersonal skills and technical skills be outstanding.  Human or interpersonal skills will remain high throughout my career, but it is important to acquire a strategic or “big picture” view of the organization, competitors, and customers early to distinguish myself and ascend to the “top.”

3) Why is emotional intelligence an important component of one’s human skills?
We all know someone who has or had “great potential” but who has somehow not been able to translate that potential into actuality because of personal issues, including poor discipline, bad time management, losing one’s temper, and many other reasons. Developing emotional intelligence and self-awareness enables us to eliminate obstacles and create opportunities.
1.2 Career Situations: What Would You Do?

It’s time now to take a first interview for your “dream” job. The interviewer is sitting across the table from you. She smiles, looks you in the eye, and says: “You have a very nice academic record, and we’re impressed with your extracurricular activities. Now tell me, exactly what can you do for us that will add value to the organization right from day one?” How do you respond in a way that clearly shows you are “job ready” with strong technical, human, and conceptual skills?
Student responses will vary. However, they should be encouraged to think through and outlines their knowledge, skills, and abilities with specific examples under each of the three categories. Interviewers do not care about generalities in such direct questions. They are looking for specifics and concrete examples.

Takeaway Question 1.3  What Are Some Important Career Issues?

· Globalization and job migration have changed the world of work.

· Globalization is the worldwide interdependence of resource flows, product markets, and business competition  

· Trend for companies to operate and have employees in multiple countries

· Global sourcing involves contracting for work to be performed in other countries
· Global outsourcing can create savings and efficiency gains through manufacturing or providing service with lower labor costs in some countries

· Job Migration occurs when global outsourcing shifts jobs from one country to another. 

· The U.S. is a net loser at present 

· Countries such as China, India and the Philippines are net gainers

· Not limited to unskilled labor; engineers, accountants, health professionals and scientists are as low as one-fifth the cost of an equivalent U.S. worker
· Reshoring moves jobs back from foreign to domestic locations. 

· Politicians and policymakers debate solutions to the high costs of job migration-protection or patience and time for eventual strengthening of the national economy

· Failures of ethics and corporate governance are troublesome. 

· Recent sensational ethical failures

· Bernard Madoff convicted of $65 billion dollar fraudulent Ponzi scheme

· Wide and huge impact on personal savings, investments

· How would you recover from a major loss?

· Ethics 

· Ethics is a Code of moral principles that sets standards of conduct for what is “good” and “right” as opposed to “bad” and “wrong”

· Despite workplace scandals, the world of work still includes a lot of good

· High value on personal integrity and ethical leadership

· Concerns for natural environment, safety, protection of human rights

· Many organizations declare their values 

· Corporate Governance

· Corporate Governance is the active oversight of management decisions, corporate strategy, and financial reporting by a company’s board of directors. 

· Typical board of directors are responsible for hiring, firing and compensation of senior executives

· Individual Board members are accountable, including consequences for failures of responsibility such as fines

· Diversity and discrimination are continuing social priorities.

· Workplace diversity describes the composition of a workforce in terms of differences among the members, such as gender, age, race ethnicity, religion, sexual orientation, and able-bodiedness. 

· Diversity trends of changing demographics are well recognized

· Minorities now constitute more than 43 percent of the U.S. population, and the proportion is growing

· The U.S. Census Bureau predicts that within 20 years, whites will constitute less than 50% of the population while the combined populations of African Americans, Native Americans, Asians and Hispanics will be the new majority. 

· Hispanics are the fastest growing community and by 2060, will represent almost one-third of the population.

· The U.S. population is also aging. By 2030, more than 20% of the U.S. population will be over 65 or older and by 2056 the 65+ year-olds will outnumber the under-18-year-olds.
· The proportion of the population that is working age will decline from 62.7% today to 56.9% by 2060.

· U.S. laws strictly prohibit the use of demographic characteristics when employers make decisions on hiring, promotion, and firing. 

· Laws are one thing, actions another.
· The glass ceiling effect occurs when an invisible barrier or “ceiling” prevents members of diverse populations from advancing to high levels of responsibility in organizations

· Diversity bias still exists

· Prejudice is the holding of negative, irrational attitudes toward those who are different from us – take as an example, lingering prejudice against working mothers. 
· Discrimination is when prejudice becomes active; when organizations treat minority members unfairly and deny them full membership benefits

· Scholar Judith Rosener says discrimination comes at high cost in “undervalued and underutilized” human capital

· Many call diversity a “business imperative,” meaning that today’s increasingly diverse and multicultural workforce should be an asset that creates opportunities for performance gains.

· Talent is a must-have in a free-agent and on-demand economy
· In a free-agent and on-demand economy, people change jobs more often and many work on-demand as independent contractors with a shifting mix of employers.
· Shamrock Organization is an analogy used by British scholar and consultant Charles to describe three types of workers, each depicted by a the leaves of a shamrock:

· Core - full-time workers with critical skills and standard career paths

· Independent Contractors - workers with short- and long term-contracts; specialized skills and talents supporting the core workers

· Part-time temporary - workers hired as the needs of the business grows and let go when business fails 

· Intellectual capital is the collective brainpower or shared workforce of an organization’s workforce. 
· Can be viewed as formula with two components: 
Intellectual Capital = Competency x Commitment
DISCUSSION TOPIC

Conduct a brainstorming session with students to identify recent examples of each of the preceding characteristics of 21st century work environments (i.e., talent, technology, globalization, ethics, diversity, and careers). After generating a sufficient number of examples, focus class discussion on the implications of these examples for managerial activities.

· Self-Management Skills Are Essential For Career Success 
· Knowledge workers are persons whose minds and intelligence, not just their physical capabilities, are critical assets to employers

· Futurist Daniel Pink describes a conceptual age we are moving into where intellectual capital will rest with people who are both “high concept”- creative and good with ideas, and “high touch”- joyful and good with relationships. The future will belong to those of us with “whole mind” competencies - combining left-brain analytical and right-brain intuitive thinking.

· Self Management involves showing emotional intelligence, initiative and accepting responsibility for one's own actions and consequences. It is the ability to understand oneself, exercise initiative, accept responsibility, and learn from experience. 
· Career success requires continuous learning and capacity for self-management.

· Today’s college graduates must be prepared to work as all three types of workers - a portfolio of skills will be required that is both current and attractive to a potential employer
· Personal “brand” - a unique and timely package of skills and capabilities of real value to a  potential employer

· Management consultant Tom Peters advises your brand should be “remarkable, measurable, distinguished and distinctive” relative to the competition.  How does the brand called “you” stack up? 

· Personal Career Readiness Must Be Developed and Maintained


· The process begins with the concept of personal career readiness—the combination of skills, competencies, aspirations, and goals that can move you forward with a successful career, even in a rapidly changing environment.

· Figure 1.5 adapts a strategic management tool called SWOT analysis to help establish and maintain personal career readiness.
· Spend some time with Figure 1.5, and think seriously about your own personal strengths.

· Although it can be difficult to think about our own personal weaknesses, all great leaders have a well-developed sense of their personal weak points.

· Opportunities might include, for example, internships that coincide with experiences that you’ve had, a job opening that focuses on the emphasis of your academic studies, an offer of a scholarship for graduate school, or a personal connection that links you to a business opportunity. 

· Threats might include, for example, another student with the same qualifications applying for the same internship.
1.3 Questions for discussion suggested answers

1) How are current concerns about ethics in business, globalization, and changing careers addressed in your courses and curriculum? 
Most textbooks and courses in Introduction to Business, Management, and Accounting include a separate chapter on Ethics, and the instructors spend considerable time on this topic. Additionally, Ethics may be an entire required course in the graduation track curriculum to obtain a business degree. Globalization is covered in most texts and courses as examples that apply to the chapter concepts. Changing careers may be the least effectively covered of the three concerns. Is that true in your curriculum? How do students feel about their preparation to meet challenges of the future?

2) Is it possible for members of minority groups to avoid being hurt by prejudice, discrimination, and the glass ceiling effect in their careers?
Avoiding the “hurt” may involve two aspects: 1) the personal feelings that are normal from a reaction to the glass ceiling effect; and 2) protecting oneself against being discriminated against in a culture that allows “glass ceilings.”As the name implies, it is never easy-if at all possible – to discern if a glass ceiling exists in a particular culture. The best evidence, though, is to objectively examine and investigate how many minorities are in senior management. If an organization is quite large and is devoid of minority senior executives, that organization’s culture deserves further scrutiny before you accept a position. It is also a reasonable area to explore during the interview process. If one is a victim of glass ceiling discrimination, the matter should be brought to the attention of appropriate agencies and within the company itself. But if the discrimination is subtle and hard to “pin down” it is better to recognize that and not to invest valuable years in such an organization. 

3) In what ways can the capacity for self-management help you to prosper in a free-agent economy?

Self management is perhaps the most valuable area/trait for personal growth for one’s career.  Change is occurring at an increasing rate and the “life” of many companies and organizations may be shorter due to fierce competition. Each individual can build their resume through “Chapters” or chunks of skills with what is likely to be many employers for most people today.  Self-discipline and self-awareness are essential in such a climate. Globalization and technology advances mean that each person may be more of a “free agent” than was the case in prior generations.

1.3 Career Situations: What Would You Do?

One result of globalization is that many people now work domestically for foreign employers that have set up businesses in their local communities. How about you? Does it make any difference if you receive a job offer from a foreign employer such as Haier—a Chinese firm that makes popular home appliances—or a domestic employer? What are the “pluses and minuses” of working at home for a foreign employer? Could the pluses outweigh the minuses for you?

Student responses will vary.

Teaching Notes:

In this section, ideas, exercises, and assignments are provided to assist you in integrating the concepts in Exploring Management 6e for your students, especially the special features of the text. 

Management Live: Gaming Skills Can be Resume Builders 
Does managing large guilds and orchestrating raids while playing World of Warcraft belong in your resume and online recruiting profiles? Research links success in large multi-player games with strategy and team skills. One hiring manager says putting gaming experience on a resume can be a “conversation starter,” but another dismisses it as “all make-believe.”

Learning Activity: Ask students to come up with other examples of “hidden” experiences that could be used as resume skill-builders. 
Choices: Want Vacation? Take as Much as You Need

How about a job with “unlimited” vacation? Sounds unreal, doesn’t it? But don’t be too fast to dismiss the idea. Some fashion-forward employers are already doing it. Netflix is one.

What’s Your Take?

Is this approach to vacation time something that more employers should be planning? Is it the next hot thing sought by new college graduates? What are the risks and limits for employers, if any? How about the “motivation” issues? Would this be a turn-on for you, something that would keep you productive and loyal? If unlimited vacation time is such a good idea, why aren’t more employers doing it?

Answers will vary in terms of motivation issues and whether college graduates are attracted to the perk. The unlimited vacation policy trend continues to grow. However, data shows that not all employees are taking advantage of the perk. Unlimited vacation is actually a cost-cutting measure for a company who no longer has to pay out unused vacation when someone leaves the company. The employers who are not introducing unlimited vacation may consider a few of the risks which include how to treat the vacation days that employees have already earned, parameters to minimize potential abuse, favoritism and limitations on certain periods that are particularly busy (seasonal). 
Facts to Consider: Tech Industry No Role Model for Employment Diversity 
White and Asian men dominate the tech industry.  Everyone else – women, blacks and Hispanics – are severely lacking, and people are noticing. Facebook employee, Kate Mosse, describes the phenomenon this way: “‘Culture fit’ comes to mean, subconsciously, ‘people like me’, where ‘me’ is usually a young male founder. This is how the diversity data can become so skewed towards white technical men without the companies realizing it.” Google is tackling the problem with training in “unconscious bias.” Megan Smith, Google X vice president, says: “As a manager you need to be conscious that a whole bunch of people are going to be running at you who might not be 
as qualified as the person who is not raising their hand.”

· % female in workforce – Apple 30%, Facebook 31%, LinkedIn 39%, Pandora 49%.

· % nonwhite in workforce - Apple 36%, Facebook 26%, LinkedIn 35%, Pandora 15%. 

· African Americans hold fewer than 5 per cent of jobs in large technology firms.

· Female engineering graduates in computer and information science are paid 77% of what their male counterparts get.

What’s your take?

What do these tech industry findings mean for you more generally? Is unconscious bias something that you might be facing now or expect to face in the future? What issues and contradictions in employer commitment to diversity have you experienced or heard about? What are the implications for job seekers, job holders, and managers alike?

Student responses will vary.

Quick Case: Team Leader Faces Disruptive Team Member

How do you handle Charles? How do you handle the team dynamics? What do you make sure that everyone, Charles included, achieves high performance and experiences high QWL? Which management functions are being tested here? What essential managerial skills will you need to succeed in this and similar situations?

Student responses will vary. However, the need to address this critical issue should be reinforced to students and the importance of utilizing the human skills with emotional intelligence in interactions with Charles. The concept of progressive discipline can/should also be brought in. The main focus is that one good individual cannot be allowed to neutralize the team.



Ethics Check: Social Media Cues May Cause Discrimination in Hiring

Research suggests that a job candidate’s social media postings can contribute to discrimination in hiring. Professor Alessandro Acquisti and colleagues at Carnegie Mellon University distributed 4,000 résumés to job posting sites and associated them with Facebook profiles giving subtle cues—such as background photos and quotes, about the candidates’ religion and sexuality. Religious cues were significant but sexuality cues made no difference in call-back rates.  


Discrimination based on social media investigations can be unconscious rather than intentional, with the employer showing the bias without realizing it. In addition to religion and sexuality, other social media cues that increase the risk of discriminatory behavior are photos of women showing pregnancies or children, and applicants with names often associated with ethnic, racial, or religious communities.

Your decision?

Is it ethical for employers to use social media to “peek” at the personal lives of prospective candidates? Should there be laws preventing them from doing so? What about individual responsibility? The public visibility of social media postings is well publicized. Isn’t it the job seeker’s responsibility to avoid and screen out potentially discriminatory information? 

Student responses will vary. This should be a good discussion topic and real life lesson for most if not all students with regards to their social media pages.

Hot Topic: The $50,000 Retail Worker 
“Goofing off” time is considered valuable time at the online retailer Zappos.com. Employees are encouraged to take breaks and have fun, all while on the payroll. The company even has a “cultural evangelist” whose job it is to make sure the organizational culture stays both happy and productive. Ask students whether an employer should consider building “fun” into the workplace. Are organizations like Zappos ahead of the curve with many others to follow? Or is having fun at work just a workplace fad? 
Insight Learn About Yourself

Self-Awareness and the Johari Window:

When it comes to doing well as a student and in a career, a lot rests on how well you know yourself and what you do with this knowledge. Self-awareness helps us to build on strengths, overcome weaknesses, and avoid viewing ourselves more favorably than is justified.

Exploring your Johari Window is one way to gain more self-awareness. It’s a way of comparing what we know about ourselves with what others know about us. The “open” areas known to ourselves and others are often small. The “blind spot,” “the unknown,” and the “hidden” areas can be quite large. They challenge our capacities for self-discovery.

Get To Know Yourself Better - Use the figure to map your Johari Window (page 21) and start to build better self-awareness. Make notes on your “Open Area” and “Hidden Self.” Speculate about your “Unknown.” Ask friends, family, and coworkers for their thoughts on your “Blind Spot.” Write a summary of what you learn about possible career strengths and weaknesses.

Skill Building Portfolio:

Terms to Define:

Accountability

Agenda Setting

Board of directors

Conceptual Skill

Controlling

Corporate governance

Discrimination

Effective Manager

Emotional Intelligence

Ethics

First Line Manager

Free-agent economy

Glass ceiling effect

Global sourcing

Globalization

Governance

Human Skill

Implicit Bias

Intellectual capital

Intellectual capital equation

Job migration

Knowledge workers

Leading

Learning Agility

Lifelong Learning

Management Process

Manager

Middle Managers

Networking

On-demand economy

Organizing

Personal Brand

Personal Career Readiness

Planning

Prejudice

Quality of Work life

Reshoring

Self-management

Shamrock organization
Social Capital

SWOT Analysis

Top Managers

Technical Skill 

Upside-down Pyramid

Workforce diversity 

TestPrep 1: Multiple-Choice Questions
Multiple Choice
1.  If a sales department supervisor is held accountable by a middle manager for the department’s performance, on who is the department supervisor dependent in making this performance possible?

(a) Board of directors 

(b) Top management

(c) Customers or clients 

(d) Department sales persons


2.  The management function of ________ is being activated when a bookstore manager measures daily sales in the magazine section and compares them with daily sales targets.

(a) planning
(b) agenda setting

(c) controlling
(d) delegating

3.  The process of building and maintaining good working relationships with others who may someday help a manager implement his or her work agendas is called ________________.

(a) governance
(b) networking

(c) emotional intelligence

(d) entrepreneurship


4.  According to Robert Katz, __________ skills are more likely to be emphasized by top managers than by first-line managers.

(a) human
(b) conceptual
(c) informational
(d) technical


5.  An effective manager is someone who helps others to achieve high levels of both _________ and ___________.

(a) pay; satisfaction

(b) performance; satisfaction

(c) performance; pay 

(d) pay; quality work life


6.  ________________ is the active oversight by boards of directors of top management decisions in such areas as corporate strategy and financial reporting.

(a) Value chain analysis

(b) Productivity

(c) Outsourcing

(d) Corporate governance


7.  When a manager denies promotion to a qualified worker simply because of personally disliking her because she is Hispanic, this is an example of ______________.

(a) discrimination
(b) accountability
(c) self-management

(d) a free-agent economy


8.  A company buys cloth in one country, has designs made in another country, has the garments sewn in another country, and sells the finished product in yet other countries. This firm is actively engaging in the practice of 
_________ ___________.

(a) job migration

(b) performance effectiveness

(c) value creation

(d) global sourcing


9.  The intellectual capital equation states: Intellectual Capital = __________ x Commitment.

(a) Diversity

(b) Confidence

(c) Competency

(d) Communication


10. If the direction in managerial work today is away from command and control, what is it toward?

(a) Coaching and facilitating

(b) Telling and selling

(c) Pushing and pulling

(d) Carrot and stick


11. The manager’s role in the “upside-down pyramid” view of organizations is best described as providing _________so that operating workers can directly serve ____________.

(a) direction; top management

(b) leadership; organizational goals

(c) support; customers

(d) agendas; networking


12. When a team leader clarifies desired work targets and deadlines for a work team, he or she is fulfilling the management function of ___________.

(a) planning

(b) delegating

(c) controlling

(d) supervising


13. The research of Mintzberg and others concludes that most managers _____________.

(a) work at a leisurely pace

(b) have blocks of private time for planning

(c) always live with the pressures of performance responsibility

(d) have the advantages of short workweeks


14. Emotional intelligence helps us to manage ourselves and our relationships effectively. Someone that is high in emotional intelligence will have the capacity to _________ _________, an ability to think before acting and to control potentially disruptive emotions and actions.

(a) set agendas

(b) show motivation 

(c) self-regulate

(d) act as a leader


15. Which of the following is a responsibility that is most associated with the work of a CEO, or chief executive officer, of a large company?

(a) aligning the company with changes in the external environment
(b) reviewing annual pay raises for all employees

(c) monitoring short-term performance of lower level task forces and committees

(d) conducting hiring interviews for new college graduates

Short Response

16.  What is the difference between prejudice and workplace discrimination?

Prejudice involves holding a negative stereotype or irrational attitude toward a person who is different from one’s self. Discrimination occurs when such prejudice leads to decisions that adversely affect the other person in his or her job, in advancement opportunities at work, or in his or her personal life.

17.  How is the emergence of a free-agent economy changing career and work opportunities?

The “free agent economy” is one in which there is a lot of job-hopping and people work for several different employers over a career, rather than just one. This relates not only to the preferences of the individuals but also to the nature of organizational employment practices. As more organizations reduce the hiring of full-time workers in favor of more part-timers and independent contractors, this creates fewer long-term job opportunities for potential employees. Thus they become “free agents” who sell their services to different employers on a part-time and contract basis.

18.  In what ways will the job of a top manager typically differ from that of a first-line manager?



You will typically find that top managers are more oriented toward the external environment than the first-level or lower-level managers. This means that top managers must be alert to trends, problems, and opportunities that can affect the performance of the organization as a whole. The first-line or lower manager is most concerned with the performance of his or her immediate work unit and managing the people and resources of the unit on an operational day-to-day basis. Top management is likely to be more strategic and long term in orientation.

19.  How does planning differ from controlling in the management process?



Planning sets the objectives or targets, that one hopes to accomplish. Controlling measures actual results against the planning objectives or targets, and makes any corrections necessary to better accomplish them. Thus, planning and controlling work together in the management process, with planning setting the stage for controlling.

Integration and Application Questions:

20.  Suppose you have been hired as the new supervisor of an audit team for a national accounting firm. With four years of auditing experience, you feel technically well prepared. However, it is your first formal appointment as a manager. The team has 12 members of diverse demographic and cultural backgrounds, and varying work experience. The workload is intense, and there is a lot of performance pressure.


Questions:  To be considered effective as a manager, what goals will you set for yourself in the new job? What skills will be important to you, and why, as you seek success as the audit team supervisor?



I consider myself “effective” as a manager if I can help my work unit achieve high performance and the persons in it to achieve job satisfaction. In terms of skills and personal development, the framework of essential management skills offered by Katz is a useful starting point. At the first level of management, technical skills are important, and I would feel capable in this respect. However, I would expect to learn and refine these skills even more through my work experiences. Human skills, the ability to work well with other people, will also be very important. Given the diversity anticipated for this team, I will need good human skills, and I will have to keep improving my capabilities in this area. One area of consideration here is emotional intelligence, or my ability to understand how my ​emotions and those of others influence work relationships. I will also have a leadership responsibility to help others on the team develop and utilize these skills so that the team itself can function effectively. Finally, I would expect opportunities to develop my conceptual or analytical skills in anticipation of higher-level appointments. In terms of personal development I should recognize that the conceptual skills will increase in importance relative to the technical skills as I move upward in management responsibility, while the human skills are consistently important.
Self-Assessment 1: Personal Career Readiness 

The assessment suggested is Personal Career Readiness in the Skill-Building Portfolio. Students may be required to complete it prior to class so their results can be discussed as an introduction to chapter 1, or as a short break in your class presentation. Interpretation is in the Skill-Building Portfolio.

Instructions

Use this scale to rate yourself on the following list of personal characteristics.

S
 Strong, I am very confident with this one.

G
 Good, but I still have room to grow.

W  Weak, I really need work on this one.

U
 Unsure, I just don’t know.

_____ 1. Resistance to stress: The ability to get work done even under stressful conditions

_____ 2. Tolerance for uncertainty: The ability to get work done even under ambiguous and uncertain conditions

_____ 3. Social objectivity: The ability to act free of racial, ethnic, gender, and other prejudices or biases

_____ 4. Inner work standards: The ability to personally set and work to high performance standards

_____ 5. Stamina: The ability to sustain long work hours

_____ 6. Adaptability: The ability to be flexible and adapt to changes

_____ 7. Self-confidence: The ability to be consistently decisive and display one’s personal presence

_____ 8. Self-objectivity: The ability to evaluate personal strengths and weaknesses and to understand one’s motives and skills relative to a job

_____ 9. Introspection: The ability to learn from experience, awareness, and self-study

_____10. Entrepreneurism: The ability to address problems and take advantage of opportunities for constructive change

Scoring

Give yourself 1 point for each S and 1/2 point for each G. Do not give ​yourself points for W or U responses. Total your points and enter the result here: _______.

Interpretation

This assessment offers a self-described profile of your management foundations. Are you a perfect 10 or something less? There shouldn’t be too many 10s around. Also ask someone else to assess you on this instrument. You may be surprised at the results, but the insights are well worth thinking about. The items on the list are skills and personal characteristics that should be nurtured now and throughout your career.

If students are realistic and honest with themselves and/or obtain feedback from another person’s assessment of their career readiness, this exercise can be used to motivate students to apply the theory and concepts learned from this course directly to their personal growth, which will increase their managerial competence.   

Career Readiness “Big 20”

Rate your personal characteristics . . . start making a solid career development plan. 
Personal characteristics may refer to interests, aptitudes, skills, personality type and values related to work. Personal characteristics play a key role when developing a career plan. Personal characteristics will influence career choices along with preferred work culture and environment. When choosing a career, reflect on your “Big 20” personal characteristics. 

Class Exercise 1: My Best Manager

Preparation

Working alone, make a list of the behavioral attributes that describe the “best” manager you have ever had. This could be someone you worked for in a full-time or part-time job, summer job, volunteer job, student organization, or elsewhere. If you have trouble identifying an actual manager, make a list of behavioral attributes of the manager you would most like to work for in your next job.

Instructions

Form into teams as assigned by your instructor, or work with a nearby classmate. Share your list of attributes and listen to the lists of others. Be sure to ask questions and make comments on items of special interest. Work together in your team to create a master list that combines the unique attributes of the “best” managers experienced by members of your group. Have a spokesperson share that list with the rest of the class for further discussion.
Team Project 1: The Multigenerational Workforce
What should Generation Xers, Millennials, and Generation Fs know about one another? 

Instructions

•  Gather insights regarding the work and career preferences, values, and expectations of members of different generational subcultures—specifically, Generation Xers, Millennials, and Generation Fs.

• Analyze the points of potential difference between Generation Xers and Millennials. What advice can you give to a Generation X team leader on how to best deal with a Millennial team member? What advice can you give the Millennial on how to best deal with a Generation

Xer boss?

• Analyze the points of potential difference between Millennials and Generation Fs. What advice can you give to a Millennial team leader on how to best deal with a Generation F team member or intern? What advice can you give the Generation F worker on how to best deal with a Millennial boss?
Practice Critical Thinking
Trader Joe’s: Managing Less to Gain More
Trader Joe’s is a model of a how a company effectively performs the management functions of planning, organizing, leader, and controlling. How did this retail grocer grow to $8.5 + billion in sales and attract an obsessive and diverse cult following of foodies? Much has to do with its unique corporate culture, which affects everything from how the company meticulously plans its store locations, to how it manages its employees and purchasing and branding strategies. Encourage students to check out the Trader Joe’s website at www.traderjoes.com. 
1. DISCUSSION
Review the six “must have” managerial skills in Table 1.1. How does each become important to the management and culture of Trader Joe’s? Are any of these more critical than others to implementing an “upside-down pyramid” management approach? 

· Teamwork: The culture at Trader Joe’s encourages teamwork and building consensus. Employees are cheerful and enthusiastic, and the culture is one of customer focus.

· Self-Management: At the top of its pyramid, behind customers, are nonmanagerial (crew members) who interact with customers to provide a unique experience. Trader Joe’s aggressively courts friendly, customer-oriented employees by writing job descriptions highlighting desired soft skills (“ambitious and adventurous, enjoy smiling and have a strong sense of values”), as much as actual retail experience. Crew members are given the go-ahead to open up a bag of goodies for customer sampling and taste tests. 

· Leadership: Mates and captains are able to influence crew members and support them to perform tasks to meet goals. Mentoring is a crucial part of Trader Joe’s environment (captains and mates coach supervisors).  Rather than given orders, crew members (nonmanagerial employees) are coached.  Store managers (mates and captains), hired only from within the company, are highly compensated, partly because they know the Trader Joe’s culture and system inside and out. Leadership at Trader Joe’s is focused on customer involvement among store employees. Team members are treated with respect and dignity. Managers and supervisors are promoted from within. Future leaders enroll in training programs such as Trader Joe’s University.  This fosters loyalty necessary to run stores. 

· Critical Thinking: The management approach at Trader Joe’s is premised upon making decisions to please customers.  The company is customer-focused, yet laid back.  Because profit margins for each product are not shared with team members, product decisions are based solely upon the wants and needs of customers. With fewer products, the company’s focus is on quality (i.e. “Less is More”).  Customers trade value for selection. Managers gather and analyze information for problem solving to decide which products to carry and which not to carry. A promote from within policy insures that managers have been immersed in the company’s culture, which allows for predicting and meeting ever changing customer needs. 

· Professionalism: Trader Joe’s employees are empowered and trained to make a strong positive impression upon customers.  Management instills confidence by providing strong product knowledge. A strong connection to its customer base through product knowledge and customer involvement is key to training crew members.   
· Communication: Trader Joe’s University (its formal training program), focuses on management, leadership, and communication skills.  In place of a public address system, Trader Joe’s managers use a bell system to communicate various messages. The shopping experience is entertaining and customer feedback and communication helps determine product choices.  Employees go out of their way to engage customers, and in an unassuming way, tout the store’s unique products. 

All are critical, though some may argue that because of Trader Joe’s team-based formula for success, that teamwork and leadership may deserve just a bit more attention. 

2. PROBLEM SOLVING
First-level “mates” and middle-level “captains” are the managers at a Trader Joe’s. Suppose you were being hired in as a “mate” right from college. How could you make your eff orts with planning, organizing, leading, and controlling fit well with the Trader Joe’s culture? How would you deal with issues such as fatigue as employees exert high levels of energy to maintain the right atmosphere in the store? 


How mates and captains rely on the four functions of management:

Planning: Planning is the process of setting performance objectives and actions taken to accomplish them. There are numerous references to their commitment to customer satisfaction, unique, quality products, cost savings and “relentless pursuit of value” (“Every penny we save is a penny you save”). Their simple four-part philosophy and approach to stocking guides purchasing plans.

Organizing: Organizing involves arranging resources to efficiently accomplish organizational goals. Compensation at Trader Joe’s is high for the industry. This usually allows employers to hire better qualified employees even in a tight labor market, reducing training and turnover expenses. Their training programs (Trader Joe’s University) help develop employee potential to support their promote-from-within policy.

Leading: Leading inspires people to achieve established performance levels. One responsibility of leadership that Trader Joe’s takes seriously is establishing a strong culture. Employees and customers alike are drawn to the chain’s “charming blend of low prices, tasty treats and laid-back but enthusiastic customer service”. Not only is the attitude casual, employee dress and store décor are a nautical and tropical theme. The company hires employees to fit the culture with desired soft skills such as “ambitious, adventurous, enjoy smiling and have a strong sense of values”.

Controlling: Controlling measures performance to ensure the desired results. Control, hand in hand with planning, measures the success of the plan by measuring results. Store size, inventory control, product choices, and aggressive cost cutting are meticulously measured and adjusted. 

How would you deal with issues such as fatigue as employees exert high levels of energy to maintain the right atmosphere in the store? 
A supervisor may want to re-design jobs to include both mental and physical tasks to prevent certain types of fatigue, introduce job rotation to spread out among a team the more physically and mentally intense tasks, use machinery and equipment such as lifting equipment to eliminate or reduce any excessive physical demands of the job or task, provide ergonomic materials to reduce fatigue from repetitive tasks such as ergonomic furniture and anti-fatigue mats, allow for additional rest breaks from physically and mentally strenuous activities, added recovery time can help sustain quality productivity levels.
3. FURTHER RESEARCH   
Study recent news reports to find additional information on Trader Joe’s management and organization practices. Look for comparisons with its competitors and try to identify whether Trader Joe’s has the right management approach and business model for continued success. Are there any internal weaknesses or external competitors, or industry forces that might create future challenges? 


Comparisons with competitors: 
Customer loyalty

Unique products

Low prices for high quality products

Friendly employees and consummate customer service

Strong presence in the United States

Over 80% of products bear the company’s house brand (private label)

Smaller stores – fewer square feet

Laser-like customer focus to predict changing customer needs

Organic food products

Internal weaknesses: 

Lack of variety – not a “one-stop” shopping destination

Not all products are competitively priced

External competitors or industry forces that might create future challenges:

Whole Foods’ low prices and 365 Private label brand

Competitive organic product industry

Saturated grocery industry

Product recalls (chicken salad and onion and chicken with basmati rice)

Trader Joe’s must compete with specialty grocers and large supermarkets

Additional Exercises for Chapter 1:

Emotional Intelligence Exercise
Chapter 1 includes an inset listing five foundations of Emotional Intelligence.  

Break the class into teams of three or four and ask each group to collectively discuss these five facets. 

Ask them to list well known managers or celebrities who seem to possess some or all of the facets, and provide examples to share with the class. Also ask them to provide examples of the failure of well known managers or celebrities who lack one or more of the five facets.

Upon completion by all teams, have each team (a volunteer from the team) discuss their examples. This will allow the class to learn collaboratively and recognize the values of EI. 

Conceptual Skill Exercise

Chapter 1 includes a review of conceptual skills. This exercise is designed to have teams use conceptual skills to create ideas for a new business in the community

Organize the class into teams of three or four students each. Ask each team to “create” a concept for a new business in the local community that serves a need or want they have observed (they should be prepared to support/explain this perceived need or want). They should be told that they can assume that they have the needed financing for a local business. It is useful to share with them an example such as the Geek Squad or a Starbucks, both of which first started as local companies in one community. 

Allow teams about 45 minutes for this exercise. The teams should report to the class their “concept” as well as a “name” for the business that is communicative and “catchy” (again, Geek Squad is an example, or perhaps Stub Hub, the on-line ticket broker.) 

The Instructor should summarize the concepts and names. Then the Instructor may want to pick “winners” of the “best concept” and “best name” based on his or her discretion and share the reasons with the class. 

Students enjoy this exercise and it allows them to see how valuable conceptual skills are. It adds interest and excitement to assign “bonus points” to teams that win, either as extra credit toward their grade or added points (example 3-5 points) on their upcoming test/exam. 
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