
“Introduction to Management”.

: Introduction To Management

Topic Objective:

At the end of this topic student would be able to:

 Learn about the Overview of Management

 Understand Roles of Manager

 Understand Skills That Managers Need

Definition/Overview:

Management: Management in business and human organization activity is simply the act of

getting people together to accomplish desired goals. Management comprises planning,

organizing, staffing, leading or directing, and controlling an organization (a group of one or more

people or entities) or effort for the purpose of accomplishing a goal. Resourcing encompasses the

deployment and manipulation of human resources, financial resources, technological resources,

and natural resources.

Key Points:

Management is the process of assembling and using sets of resources in a goal-directed manner

to accomplish tasks in an organizational setting.

 Management is a process: as a verb, it is an activity; something you do. It is not passive.

We can also look at it as a noun, as in top management or the management of the company.
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 Of assembling and using resources: one of the main functions of management is to figure

out what resources are needed and then figure out the most effective and efficient ways to get

them.

 In a goal-directed manner: If you do not know what your objective is, you dont know

what or how many resources to assemble. You would waste time and money and most likely be

completely ineffective. You would only achieve anything through happenstance.

 To accomplish tasks in an organizational setting: sure, you use managerial skills such as

time management and effective planning and communication to complete tasks at home, but that

is not Management and does not make you a Manager. I like to emphasize the Capital M in the

Management that we are studying in this course. I frequently point out to my students that, just

because I like to sing and play piano, this does not mean I am a professional Singer or Pianist.

There needs to be a professional setting in order to be a professional singer, pianist, or manager.

1. Overview

The organizational context: Management occurs in organizations.

 Management does not occur in isolation.

 There are many different types of organizations.

 Each organization differs in culture and has its own strengths, weaknesses,

threats and opportunities.

 The principles of effective management hold true across all organizations but

must be applied differently depending on the specific characteristics of any

given organization.

 A manager who is effective in one organization will not necessarily be

effective in another even if s/he behaves the same way in both.

 Effective managers must understand organizations.

The human factor: Management requires getting things done through people.

 Effective managers must be able to evaluate the capabilities of employees.
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 Effective managers are able to match employees capabilities to the appropriate

responsibilities.

 Effective managers recognize that people are possibly the most important and

the most finite resource in the organization.

 Effective managers are skilled at motivating people.

Managing paradoxes: Management requires simultaneously mastering multiple and potentially

conflicting situations.

 Integration/Fragmentation: Managers must be able to integrate all of the

disparate elements of their jobs even though their days seldom follow a plan

without interruptions and distractions. Also, managers deal with lots of

fragments of information which the effective manager must be able to

integrate into a whole. At its heart, this paradox deals with the tradeoff

between simplicity and complexity.

 Consistency/Flexibility: Workers need consistency in their environment.

They need to know what to expect from their manager. They want everyone to

be treated the same except when they have a problem. They want their

manager to be flexible enough to bend rules when necessary.

 Reflection/Action: Managers want to make the best possible decisions based

on full and accurate information. Yet the speed required for decisions often

limits the completeness of the available information. This forces managers to

balance the desire for more information with the need for speedy responses.

 Global perspective/local understanding: While international managers must

develop a common brand around the world, they must also pay attention to

local markets needs and desires.

Entrepreneurial mindset: Managers must continuously search for and exploit new

opportunities
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 Managers must constantly scan for new opportunities for the organization and

exploit them. This is true in large or small, new or established firms.

 In order to develop and maintain an entrepreneurial mindset, managers must

be committed to constantly learning new skills and gaining new knowledge.

 The entrepreneurial mindset requires a commitment to adding value to the

organization, to its employees, to the community, and to society as a whole.

2. Role of Manager

Managerial Functions:

 Planning: Estimating future conditions and circumstances, and based on these

estimations, making decisions about what work is to be done.

 Organizing: Systematically compiling the resources needed to carry out the

plans.

 Directing (leading): Attempting to influence others in order to achieve the

goals of the organization.

 Controlling: Regulating the work of those for whom one is responsible,

including setting standards and monitoring both ongoing and completed

performance.

Managerial Roles:

This typology was proposed By Henry Mintzberg and is based on the analysis of detailed

accounts of the work done by real managers.

Interpersonal Roles

▪ Figurehead: involves taking part in ceremonial activities as a

representative of the company.

▪ Leader: influencing and directing others.
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▪ Liaison: maintaining contacts outside the formal chain of command and

even outside of the company.

Informational Roles

▪ Monitor: information seeking and gathering.

▪ Disseminator: seeing that information gets to those who need access to it.

▪ Spokesperson: representing the work product of ones unit. Students

frequently have difficulty differentiating this role from that of the

figurehead. It may help to remind students that the figurehead is an

interpersonal role and spokesperson is an informational role. Also, the

figurehead usually represents the entire company in a ceremonial manner,

whereas the spokesperson reports information from his/her workgroup.

Decisional Roles

▪ Entrepreneur: engaging in activities dealing with new projects, deciding

which projects to adopt and which to close down. Students usually are

confused by this role as they associate entrepreneur with a person who

starts his/her own company. This might be a good time to discuss the

Entrepreneurial Mindset, one of the key managerial perspectives that will

be repeated at the end of each topic.

▪ Disturbance Handler: settling conflicts among employees.

▪ Resource Allocator: deciding how resources under ones control will be

distributed.

▪ Negotiator: representing the unit or organization in mediating

agreements. Sometimes this role can be less formal and more individual.

For example, a manager might be negotiating with a new hire for the terms

of employment.

Managerial Job Dimensions:

Rosemary Stewart proposed this typology as a way of directly comparing different jobs even

when they seem totally dissimilar.
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 Demands: What a manager MUST do

 Constraints: Factors that limit a potential response by the manager to various

demands (i.e.; time, budgets, technology, attitudes & regulations).

 Choices: The range and amount of discretion allowed to a manager in

responding to demands.

3. Skills That Managers Need

Skills are highly developed abilities and competencies built from aptitudes, education, training,

and experience.

Technical Skills:

 Specialized knowledge of procedures, processes, and equipment along with

the related understanding of how and when to use this knowledge.

 Most important at lower managerial levels

 Competence increases the respect of those being led.

 Necessary but not sufficient for effective management

Interpersonal Skills:

 Include sensitivity, persuasiveness, empathy

 Particularly important in low and mid-level managerial positions

 Lack of interpersonal skills may limit advancement.

 Necessary but not sufficient for effective management

Conceptual Skills (cognitive ability, cognitive complexity):

 Include logical reasoning, judgment, analytical abilities

 Strong predictor of managerial effectiveness

 Major factor in advancement to top management
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: Managing Change

Topic Objective:

At the end of this topic student would be able to:

 Learn about the Forces For Change

 Understand the Process Of Change

 Understand the Forces For Failure

 Learn about the Keys To Successful Change

Definition/Overview:

Change management is a structured approach to transitioning individuals, teams, and

organizations from a current state to a desired future state. The current definition of Change

Management includes both organizational change management processes and individual change

management models, which together are used to manage the people side of change.

Key Points:

1. Forces for Change

This topic provides a background for the next topic, where the student will learn to analyze the

external forces for change in detail, and further topics, which will encourage them to focus on

internal forces for change

These forces can be either external or internal in origin.

External Forces can include:

▪ Competition (K-Mart vs. Wal-Mart)

▪ Technology (NEC and LG) as external forces for change
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▪ Change in customer preferences

▪ New regulations

Internal Forces can include:

▪ New leadership

▪ New employees with new skills and knowledge

▪ New structure (e.g.; change to a team structure)

2. Process of Change

Kurt Lewin first proposed the following model of the change process over 50 years ago.

 Phase 1: Unfreezing

Unfreezing is the necessary first step in instituting change. Change cannot occur unless we first

get rid of old habits:

▪ Patterned ways of doing something which have been reinforced to such an

extent that we perform them without even thinking about them or even

realizing we are doing so.

▪ They can be behavioral or cognitive.

▪ They can be so strong that we actually have difficulty performing in

another manner even when we want or need to.

▪ They must be unfrozen, given up, before change can even be initiated.

 Phase 2: Movement

Movement involves an actual shift into the direction of desired change. Certainty as to the reason

and need for change is an important determinant of movement. Uncertainty contributes to

resistance to the desired change. The greater the magnitude of the uncertainty, the greater is the

level of resistance to change.
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 Phase 3: Refreezing

Change efforts can still fail even if old habits have been abandoned and movement in the

direction of change has occurred. It is necessary to reinforce the desired change, to turn it into a

new habit. Behavior must be monitored and evaluated to make sure individuals do not slip back

into the old ways of doing things.

3. Forces for Failure

Phase 1: Unfreezing The Failure to See

The power of mental maps

 Mental maps are habitual cognitive patterns, which guide behavior; we

retain and rely on those mental maps that have led to successful behavior

in the past.

 We frequently fail to see the need for change because the behavior (the

mental map) we are seeking to change has been successful in the past, and

we are good at it.

 The longer we have used a given mental map and the more successful we

have been using it, the more likely we are to want to hold on to it.

 Thus, past success really can blunt our ability to recognize the need for

change!

Overly simplistic view of the past and future

 We tend to overemphasize our past successes and our current failures

leading to a more optimistic view of future success than are warranted by

the forces for change in our environment.

 Past success can only predict future success in an unchanging

environment.

 Waiting until current failures outnumber past successes before admitting

the need for change can be very expensive.

Maintaining equilibrium
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 People have an almost instinctive desire to maintain equilibrium.

 However hard the forces are pushing for change, people tend to push back

with an equal and opposing resistance to change.

Phase 2: Movement The Failure to Move

People can see the need for change and yet not change. This can be due to any one or all of

the following three types of uncertainty. Individually, and/or together, they can paralyze

action.

Change Uncertainty

Individuals recognize that their old mental maps are failing, and that the tried and true methods

are no longer working. However, they do not yet know what will work. They dont have a clear

picture of exactly what type of change will work and so are paralyzed. Its easier to stay with

what they know than to try new behaviors.

Outcome Uncertainty

People are unsure as to the outcomes of their new behaviors. Even if the change works, will there

be additional unforeseen outcomes? And, what will they be?

Requirement Uncertainty

People fail to move because they are unsure whether or not they have the skills, knowledge, or

tools to accomplish the change. What will happen if they try and then find out in mid-change that

they cannot finish?

Phase 3: Refreezing The Failure to Finish

Without reinforcement, people return to past habits and patterns.
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The anticipated positive outcomes from the new behavior that will act to reinforce it can be slow

in coming. We want positive outcomes, so we go back to behavior that we know gives us

satisfaction.

Change usually requires slow, incremental improvements in skills and behaviors. People do not

know where they are in the process. Are they half way to acquiring the skill needed to attain the

positive outcomes, or are they almost there? Do they only have a short time to go to mastery or a

long time? Frustration with the long process can send them back to behaviors and skills they are

confident they have mastered.

4. Keys to Successful Change

Overcoming the Failure to See

Physical vision offers clues to organizational vision. We see things better that stand out from the

background and that are directly in front of us. These two elements also affect what people in

organizations see:

 Contrast: there are many contrasts in organizations. People tend to

selectively perceive those they want to see and ignore others, possibly

the key contrasts.

 Confrontation: people are so good at ignoring key contrasts that it can

be up to managers to force a confrontation, to force people to see the

contrasts between how things used to be, how they are now, and how

they may become.

Creating High Contrast:

 Focus peoples attention on key contrasts. The 20/80 rule states that 80% of

the desired outcome is provided by 20% of the contributing factors. You need to make others

focus on that critical 20%.
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 Help people see and remember the key contrasts. Create visual images in

peoples minds of the reason for change.

Creating Confrontation

 Force people to see the key contrasts repeatedly.

 Make the key contrasts inescapable and unavoidable.

 Involve as many senses as possible sight, touch hearing, smell, and taste.

This creates high impact.

Overcoming the Failure to Move

Make sure that you have overcome the failure to see. Check to make sure that everyone realizes

the need for change and the direction that change must take.

Next, managers must ensure that everyone who will be affected by the change understands fully

the benefits that will accrue, both personally and organizationally, from the change.

Finally, be sure that all those involved in the change have the requisite abilities, knowledge, and

tools to succeed. Even more important: make sure that they know that they have these tools, that

they are certain of their abilities.

Overcoming the Failure to Finish

Provide early wins to reinforce the desired behavior. This means providing early and consistent

reinforcement of even the smallest achievements in the change process. Make sure the

employees know that you recognize they are trying and that you see their early successes.

Make sure that individuals involved in the change are aware of how they individually are doing

and also the positive effects of the change on the overall company.

Keep repeating that while the old ways worked, they worked in that environment. Reinforce the

vision as to why the change is necessary. Keeping the vision fresh will help prevent workers

from reverting to old behaviors.
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Involve as many senses as possible in the change and make sure no one can avoid the

experiences.

: Assessing The External Environments

Topic Objective:

At the end of this topic student would be able to:

 Understand the Business Environment

 Understand The External Environment

Definition/Overview:

This topic along with topic (Strategy) and topic (Organizational Structure and Design) presents

students with the elements to build the three legged stool that leads to high performance in

organizations. On a three-legged stool, each of the legs must match the others or the stool

wobbles and can even fall over depending on how mismatched the legs are. It is the same way in

an organization. Managers must match the organizations environment, its strategy, and its

structure. The closer the alignment, the better the organization can perform. I continually return

to this image as I move through these three topics.

Key Points:

1. Business Environment

The External Environment: is a set of forces and conditions outside the organization that

potentially can influence its performance. The external environment consists of:
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▪ The Task Environment: Forces that have a high potential to have an

immediate effect on the organization

▪ The General Environment: Forces that affect the task environment and

thus the organization

The Internal Environment

Key factors within the organization that affect its performance

2. The External Environment

The factors and forces in this portion of an organizations environment can be organized for

analysis using a STEP GLOBAL format. The name of this tool is not meant to imply that any

part of the environment is more important than any other. It is simply a mnemonic device

intended to help one remember the various factors in the general environment.

Socio-Cultural Factors

Demographics

▪ Ways we divide up populations in order to study the similarities and

differences between the groups

▪ This information tells us Who is out there -- who and where our customers

are; who and how educated our employees may be etc.

▪ I like to point out to students that these are all of the questions asked at the

end of every survey!

▪ This is a fairly easy spot to get the students actively participating. Rather

than reading a list of variables, ask the students to give examples of

demographic variables.

www.bsscommunitycollege.in   www.bssnewgeneration.in  www.bsslifeskillscollege.in

14
www.onlineeducation.bharatsevaksamaj.net        www.bssskillmission.in

WWW.BSSVE.IN



▪ Examples include age, height, weight, ethnicity, cultural background,

education, socioeconomic status, gender, residence location, sexual

preferences etc.

Societal Values

▪ End states commonly shared by members of a given society

▪ This information tells us What our customers, investors, and employees

want the values they want to incorporate into their lives.

▪ These values can include: safety, value, time with family, challenge,

environmental concerns, keeping up with or surpassing friends and

neighbors, etc.

Technological Factors

Product Technology Changes: This refers to new technology that changes what a product can

do or introduces altogether new products. Examples could include:

 Laser technology that allowed for laser printers where there had

only been dot matrix

 Cellular phone technology

 Technology that allows one machine to do what four used to print,

copy, scan and fax

Process Technology Changes: These are changes in how products are made or how firms are

managed that result from the introduction of new technology.

▪ Many recent process changes are the result of computer technology.

 Open book management has resulted from companies being able to

make information immediately available to employees.

 Improved inventory tracking and management, such as that at Wal-

Mart.

 Better decision making as a result of up to the minute information

availability.
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 Accounting changes such as the ability to close a companys books

in days rather than weeks or months.

 Digital technology has resulted in tremendous change in the

photography industry. We take, store, and transmit photos

differently than with older film technology.

Economic Factors

Current Conditions: economic events occurring in the current fiscal year. These events are

usually tracked on a weekly, monthly, or quarterly time frame.

 Interest Rates: the cost of borrowing money. When interest rates

are low, businesses are more likely to borrow money for

expansion.

 Unemployment Rates: The cost of labor. When unemployment

rates are high, labor is plentiful and available at a lower cost.

 Inflation Rates: The cost of raw materials. A company can get in

trouble if it cannot pass increases in the cost of its raw materials to

its customers. With price sensitive customers, a company may find

them going to another supplier or eliminating the product

altogether.

Political-Legal Factors- Politically the two most important factors are:

Government Spending

▪ This can equal up to 20% of the total value of goods produced a pretty big

number!

▪ Businesses want to know where and how much the government will be

spending as this can create higher prices due to materials shortages,

deflated economies if the government removes spending, and improved

economies and industries when the government starts spending in them.
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▪ Take the example of the recession of the early 1990s in Southern

California. The rest of the country was also in a recession, but it hit

especially hard in Southern California due to the closure of many military

bases and the canceling of military contracts following the collapse of the

Soviet Union. Much of Southern Californias economy was reliant on this

spending and found it quite difficult to recover when the government quit

spending.

Government Deficits Spending: There is a finite amount of money to borrow at any given time,

and the government gets to borrow first, at the best rates. If the government pays its bills through

deficit funding:

 The pool of available money gets smaller.

 Interest rates increase.

 Businesses borrow less and expand less.

 The country can suffer a significant economic downturn, recession,

or depression.

Global Factors

Global forces are important to all organizations, big or small as was pointed out in the Stormy

Seas at Knight-Carver managerial challenge.

As organizations derive greater amounts of their revenue from international sales, close

monitoring of the global environment becomes increasingly important.

Topic Objective:

At the end of this topic student would be able to:

 Understand the Impact Of Culture On Behavior

 Understand Cultural Diversity in the Workplace
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 Learn about Culture as a Management Tool

 Understand Levels Of Culture

 Understand Metaphors of Culture

Definition/Overview:

Culture: Culture is a learned set of assumptions, values and behaviors that has been accepted as

successful enough to be passed on to newcomers.

Key Points:

1. Impact of Culture on Behavior

Culture has a dramatic influence on behavior. Different cultures may view the same situation

differently leading to different behaviors even in identical situations.

People tend to identify themselves with the culture of their group (national, organizational,

departmental, etc.) They will exert more effort when it is perceived to support their cultural

group.

2. Cultural Diversity in the Workplace

Globalization is increasing the amount of diversity managers can expect to encounter in their

workplace in the future.

Effective managers are and will be those with a thorough understanding and appreciation of the

cultures with which they are interacting.
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Diversity with its cultural complexities is increasing also in domestic organizations. In the US

alone:

 More than half the workforce is comprised of women, minorities, and

immigrants.

 There are three times as many foreign-born workers in the US today then

30 years ago.

 By 2015, only 15% of those entering the workforce will be white males.

 The majority of current American immigrants are from Asian and Latin

American countries.

3. Culture as a Management Tool

A strong culture helps to guide individual workers behavior even in the absence of direct

managerial supervision. This reflects the idea from topic One that Management means getting

things done through people.

A strong culture helps organizations achieve high performance. A recent MIT study found more

reliable financial performance in companies with strong cultures. A ten-year study of 160

companies found culture to be one of the four primary management practices found in companies

that outperform others in their industries.

It is very important to be careful what cultural values are instilled in a firm. The wrong values

can lead to performance lowering and even destructive behaviors.

4. Levels of Culture

There are three levels of culture:

 Artifacts: visible manifestations of a culture such as its art, clothing, food, architecture,

and customs.

 Values: the enduring beliefs that specific conduct or end states are personally or socially

preferred to others.
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 Assumptions: beliefs about the fundamental aspects of life.

5. Metaphors of Culture

The Tree Metaphor:

1. Artifacts: The branches. They are very visible and obvious. There are a great

many of them, all different sizes and shapes.

2. Values: The trunk and roots of the tree--its strong support, and they nourish the

tree.

3. Assumptions: The soil in which the tree grows. Certain types of trees can only

grow in specific soils. Redwood trees for example require acidic soils. Palm trees

require sandy soil with good drainage. Certain values only exist with specific

assumptions.

The Iceberg Metaphor (another popular metaphor):

1. The tip of the iceberg: the artifacts. Only this part can be seen by the naked eye.

It is the only visible part of the iceberg.

2. The rest of the iceberg: the values. These support the artifacts but are invisible.

They must be inferred.

3. The ocean: the assumptions. Icebergs can only thrive in very specific conditions.

The temperature and salinity must be just right. In the same way, certain values

only thrive given specific assumptions.

6. Humanitys Relationship to The Environment

This assumption asks the question, How should man interact with the natural world? There are

two basic answers:

 Man should dominate the environment. Man is intended to be the top boss of everything.

If this is the assumption, a culture generally values competition and rewards winners. Thus we

find managers behaving competitively, trying to win, to be number one. Think of the Apprentice

on TV. This show epitomizes this dog eat dog, may the best man win attitude.
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 Man should coexist with the environment. This assumption leads cultures to value

cooperation and harmony. This can lead to managers trying to find ways to cooperate with their

competitors or within the organization.

7. Human Nature

People are good. People should be valued. Douglas MacGregors, in The Human Side of

Enterprise, calls this Theory Y management. Theory Y managers believe workers are good; they

want to work and to contribute. These managers tend to be participative in approach.

People are evil. People do not matter, have no value. This leads to behavior consistent with

MacGregors Theory X managers who regard workers as lazy, no good, and worthless. These

managers believe that you have to force workers to work. They tend to be very directive and

dictatorial.

This is a good point at which to discuss the students results on the personal inventory Whats my

view on the nature of people?

8. Human Relationships

Power distance is the extent to which a culture accepts differences in power and authority

between people. It is not a measure of the extent to which such differences exist, but of how

much is acceptable.

In individualistic cultures, individuals derive their identity from their own achievements. They

are basically interested in outcomes for themselves and their immediate families.

In collectivistic cultures, ones identity derives from membership in groups family, community,

and organization. Individuals do not want to stand out from the group, they want to be viewed as

a normal member.
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In Section 2 of this course you will cover these topics:
Ethics And Social Responsibility

Strategic Management

Organizational Structure And Design

Planning

You may take as much time as you want to complete the topic coverd in section 2.
There is no time limit to finish any Section, However you must finish All Sections before

semester end date.

If you want to continue remaining courses later, you may save the course and leave.
You can continue later as per your convenience and this course will be avalible in your

area to save and continue later.

Topic Objective:

At the end of this topic student would be able to:

 Understanding Basic Approaches To Ethics

 Understand Basic Approaches To Ethical Decision Making

 Learn about Making Ethical Decisions

 Understand Social Responsibility

Definition/Overview:

Social responsibility: Social responsibility is an ethical or ideological theory that an entity

whether it is a government, corporation, organization or individual has a responsibility to society

but this responsibility can be "negative." In that it is a responsibility to refrain from acting

(resistance stance) or it can be "positive," meaning there is a responsibility to act (proactive

stance).
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Ethics: Ethics is a major branch of philosophy, encompassing proper conduct and good living. It

is significantly broader than the common conception of ethics as the analyzing of right and

wrong.

Key Points:

1. Understanding Basic Approaches To Ethics

There are two definitions that need to be understood at this point. They are reasons we examine

the basic approaches to decision making in the next section of the topic.

Ethical Dilemma

1. The choice between two competing but valid options

2. A dilemma exists when there is no clear-cut right answer.

3. Students do not always understand that an ethical dilemma is not a choice

between a good and a bad option. The choice can also be between two good

options or two seemingly bad options.

4. The basic approaches to decision making can help to explain how decision

makers rationalize their choices.

Ethical Lapse

1. A decision that one makes that is opposite to ones stated beliefs and/or the policy

of the organization.

2. The basic approaches to decision making can explain why decision makers

appear to make decisions that run contrary to their own or the organizations

stated ethics.

3. The basic approaches to decision making also explain the rationale decision

makers use when caught in these lapses.

4.
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2. Basic Approaches to Ethical Decision Making

Utilitarian Approach

The decision between two or more alternatives is made on the basis of which alternative will

provide the most good. There are several problems with this approach. It is difficult to place a

monetary value on many items involved in such an analysis. For example, what is the value of a

human life? Of chronic illness? Of clean air or water? How far into the future does a decision

maker need to go in assessing potential costs and benefits? What if costs dont show up for 6

months? One year? 20 years? What is considered a negative cost in one culture may be viewed

more favorably, even as a benefit in another culture. Therefore, decision makers from different

cultures will weight the costs and benefits differently leading to different decisions. Yet each

manager can claim his/her decision is an ethical one.

Moral Rights Approach

First an action is judged right or wrong on the merits of the action alone. Is it ever right to lie? Is

it ever right to kill? If the action is judged to be wrong, then even if it results in positive

outcomes, it is still an unethical action. Additionally, this approach does not consider the

antecedents of an action. Why do you find it necessary to lie, or steal, or kill? This is considered

irrelevant to the determination of the rightness or wrongness of the action. This is a very black

and white way of looking at the world. The problem is that most situations seem to be composed

of shades of gray.

Universal Approach

Based on the writings of Kant - All rights stem from freedom and autonomy and any decision or

actions that limit anothers freedom or autonomy in any way is unethical.
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It can be compared to the Golden Rule. People are encouraged to make decisions based on

whether or not they themselves would want to be treated in this manner. If you are willing to

treat one individual or group in a certain way, then you should be willing to treat all individuals

or groups in the same way.

Justice Approach

Procedural Justice a question of equality

▪ Are the procedures used to make the decision fair to all involved?

▪ Is everyone treated alike?

Distributive Justice a question of equity

▪ Are the costs and benefits associated with the decision or action applied

fairly to each person involved?

▪ Are those who will suffer the greatest harm awarded the highest benefits?

Compensatory Justice

▪ If procedural and/or distributive justice has failed, are those who were

harmed by the failure adequately and fairly recompensed?

▪ This is the basis for affirmative action.

3. Making Ethical Decisions

The Manager

Managers can improve the ethical climate through improving their own facility with ethical

reasoning. The more aware managers are of the factors of moral intensity and the basic ethical

reasoning systems, the more likely they are to accurately identify and address the ethical

dilemmas they encounter. As managers develop their skill at ethical decision making, they will

be able to make more ethically consistent decisions.
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The Organization

The overall organizational culture can have a tremendous directive effect on workers decisions

and behavior. However, there are several specific things that organizations can do to improve

their ethical climate:

Codes of Ethics

Code of ethics is a formal written statement outlining behavior that is and is not acceptable

within the organization. Approximately 33% of European firms have written codes of ethics.

Approximately 85% of US firms have written codes of ethics. Companies in different countries

emphasize distinct elements in their codes of ethics which may be reflective of the countries

cultures. See Exhibit 5.4 for examples. While companies believe formal codes of ethics are the

most effective way to encourage ethical behavior, research has not demonstrated a significant

link between merely having a written code and improved employee conduct.

Successfully Implementing Codes of Ethics

Organizations are increasingly using ethics officers and ombudsmen to ensure that employees are

constantly aware of issues of concern.

Communication

Codes of ethics need to be consistently and continuously communicated in many formats. The

code should be repeated often in memos, newsletters, videos, and executive speeches.

Training

Ethical training does not have to be boring. Many companies have devised fun, engaging ways in

which to train employees in how to handle ethical dilemmas. Motorola uses a set of

approximately 80 short cases which it asks managers to analyze first individually and then in

groups. The decisions of the groups are then compared to those of senior managers. Lockheed

used a board game it developed in the 1990s based on the Dilbert cartoon. Managers enjoyed the

training and appeared to retain the knowledge and skills.
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The more managers are psychologically intrigued and involved in the training, the greater their

retention of the learning points.

Reward and Recognition

It is important to reward and/or recognize publicly those managers and employees who

demonstrate adherence to the organizations code of ethics, particularly in situations where it is

difficult to do so or when behaving in accordance with the code may cost the company money.

This lets the workers know that the company is serious about the ethical behavior it requires.

Whistle Blowing

A whistle blower is an employee who disclosed unethical or illegal behavior on the part of others

in the organization. Whistle blowers are more likely to be dedicated, conscientious employees

who feel they are being good corporate citizens by reporting concerns and wrongdoing. They are

generally not just disgruntled employees. There are six steps companies can take to encourage

valid whistle blowing:

 Make sure whistle blowing procedures are clearly communicated

to all employees.

 Institute reporting channels outside of the normal chain of

command.

 Investigate all claims thoroughly and consistently.

 Protect whistle blowers who report legitimate problems.

 Use moderate financial rewards as an incentive for employees to

report valid issues.

The Government The U.S. Foreign Corrupt Practices Act (FCPA)

The law is one of the most discussed way in which the US government attempts to foster ethical

behavior in international organizations. It deals with bribes and other questionable payments. It

was enacted in 1977 following the disclosure that over 500 US companies had paid bribes to

foreign managers and officials totaling over $300 million.
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The FCPA makes it illegal for employees of US businesses to:

▪ Corrupt the actions of foreign officials, politicians, or candidates for office

▪ To pay money to any person when that money may be used to corrupt the

activities of officials

▪ Maintain detailed records of all transactions involving foreign officials

The FCPA does not cover:

▪ Payments to business executives this remains an ethical, not a legal,

decision

▪ Facilitating Payments payments to low-level government employees to

perform their normal duties in a more expedited manner

Penalties include

▪ Fines up to $1 million for the company

▪ Fines up to $10,000 and five years in prison for the responsible individuals

4. Social Responsibility

The Efficiency Perspective: It is impossible (inefficient) for organizations to simultaneously

maximize shareholder wealth and satisfy societys needs. The government should be the caretaker

of societys needs.

Adam Smith, in 1776, proposed that society would be best served by allowing market forces to

allocate scarce resources. He proposed that business owners would act in their own self-interest

to satisfy the marketplace.

Managers as Owners: if society demands certain safety and environmental standards, managers

will operate in their own self interest to provide these elements as this will maximize profits.

Milton Friedman is the leading proponent of this perspective. He stated that, the only business of

business is business. He meant that the only acceptable and ethical use of company funds is to

improve the business and maximize profits for the owners.
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Managers as Agents: today, managers are most likely not owners and so are not acting in their

own self-interest. Friedman stated that managers should conduct business in accordance with

[owners] desires, which will generally be to make as much money as possible while conforming

to the basic rules of society, both those embodied in law and those embodied in ethical custom.

Concerns with the Efficiency Perspective

▪ It assumes that markets are effective.

▪ It assumes that competitive forces aim to fulfill societal needs.

▪ Corrective action to live up to societys demands frequently takes place

after the damage has been done.

▪ In the effort to maximize profit, companies can create externalities:

unanticipated outcomes for which they are responsible but whose costs are

borne by society not by the organization.

Social Responsibility Perspective: Society grants existence to firm; therefore, firms have

responsibilities and obligations to society as a whole not just to shareholders.

Stakeholders: Individuals or groups that have an interest in and are affected by the actions of an

organization. These include customers, employees, financiers, suppliers, communities, society at

large, and shareholders (owners). Decisions should be made and actions taken that provide a

reasonable return to shareholders while also taking into consideration the needs of the other

stakeholders.

Corporate Responses: Companies respond in a variety of ways to the pressures put upon them

by their various stakeholders.

 Defenders : fight any efforts to restrict or regulate their maximization of profit.

They enact socially responsible programs only when forced by law to do so.

 Accommodators : do not fight against regulation but only change when legally

required to. They tend to behave only according to the letter of the law.
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 Reactors : change policies and practices when pressure from stakeholders

appears to be nearing a point where it could have adverse economic effects on

the organization.

 Anticipators : believe they are obligated to their stakeholders. They take actions

to protect stakeholders even when the stakeholders are not aware there is a

problem.

Topic Objective:

At the end of this topic student would be able to:

 Understand the Focus On Strategy

 Learn about Competitive Advantage

 Understand Strategic Management Process

 Learn about Formulating a Strategy

 Understand Strategy As Pattern

Definition/Overview:

Strategic management: Strategic management is the art, science and craft of formulating,

implementing and evaluating cross-functional decisions that will enable an organization to

achieve its long-term objectives. It is the process of specifying the organization's mission, vision

and objectives, developing policies and plans, often in terms of projects and programs, which are

designed to achieve these objectives, and then allocating resources to implement the policies and

plans, projects and programs.
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Key Points:

1. Focusing On Strategy

Increasing competition ensures that companies without a competitive strategy will under-perform

others in their industry.

Old line companies who have not crafted innovative strategies are declaring bankruptcy in record

numbers.

An understanding of the principles of strategic management and the strategic management

process is not just important at the top levels of organizations. Implementation at all levels of

organizations is improved when all managers understand the strategic management process.

2. Competitive Advantage

The objective of strategic management is to determine, create, and maintain competitive

advantage.

Competitive Advantage is the ability of a firm to win consistently over the long term in a

competitive situation. A competitive advantage must be based on something the customer wants.

It must be something the customer values. Several factors contribute to a companys ability to

consistently outperform others in their industry.

Superiority

A company must, first of all have a comparative advantage over their competitors. There must be

something they do better than their competitors. Examples include UPSs ability to track

packages, micro-miniaturization at Sony, and innovation at 3M.

Inimitability

It must be difficult for other companies to imitate a companys comparative advantage.

Companies can create barriers to imitation.
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Durability

Some advantages are legally protected by copyright and patent law. Brand image can create

durability.

Non-Substitutability

The customer need that your product or service fills should not be able to be satisfied in an

alternate manner. Substitution is not the same as imitation.

Appropriability

The company must be able to actually capture the available profits. Your comparative advantage

must lead the company to earn super-normal returns, that is, profits above the industry average.

3. Strategic Management Process

Strategic Management is a type of planning process in which managers:

 Set the organizations general direction and objectives

 Formulate a specific strategy

 Plan and carry out the strategys implementation

 Monitor results and make necessary adjustments.

 Setting Direction

Statement of Strategic Intent

▪ What the organization ultimately wants to be and do.

▪ The heart of the strategic plan.

▪ Inspires members of the organization to stretch for this identity.

Mission Statement

Can be differentiated from the Statement of Strategic Intent because:

1. The mission statement generally is much longer.

2. Some of the many components it may contain include:
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 company philosophy

 products and services provided by the company

 discussion of the companies prime customers and markets

 geographic scope of the organization

 obligations to shareholders

 attitudes towards employees

 other ethical values and attitudes

Strategic Objectives

▪ Translate the strategic intent and mission of the firm into concrete and

measurable goals.

▪ Ensure the company allocates resources efficiently.

▪ Prioritize the goals of the company so that everyone knows which are the

most important.

▪ Delegate responsibilities for implementation of the plan.

▪ Assigns accountability for results.

▪ Are longer terms than other objectives in varying types of plans. They

typically look 5 years or more into the future.

4. Formulating a Strategy

Generic Strategies for Competitive Advantage

 Cost Leadership: striving to be the lowest cost producer of a good or service

 Above average returns are achieved by being able to charge the same just

slightly less than your competitors while incurring lower costs of production.

Therefore cost leadership does not of necessity imply price leadership.

 Cost leadership can be achieved in many ways: through improved technology not

yet available to your competition; through increased output in your factories

which lowers the price per unit of your goods and which the competition cannot

match.
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Differentiation

 Presenting your product or service to customers as different from your

competitors product and services on dimensions highly and widely valued by customers.

 Some of these dimensions include style, quality, reliability, speed, fashion,

and durability

 the value dimensions may be directly or indirectly related to the product or

service itself

 Competing organizations may each pursue differentiation strategies at the

same time only on differentiate on separate attributes. The company that picks the attribute most

favored by the customers will obtain the highest profits.

Strategic Scope

This element refers to the portion of the buying public targeted by the company. Broad strategies

target large percentages of the population. Niche (or narrow) strategies target smaller portions of

the buying public all of whom share some specific trait.

Strategy Implementation

It is better to have a mediocre strategy well implemented than a great strategy poorly

implemented.

Seven Ss - The Seven Ss are strategy, structures, shared values, systems, skills, styles, and staff..

It is the interactions of these elements that are crucial for success in implementing a new

strategy. Each element must be considered to see how it might impede implementation, what

needs to be changed, kept or eliminated from that element. The new strategy will only work

when all of the various Ss are ready for it.
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Strategy Evaluation - This is the last step in the strategic planning process (as with all

processes!). Evaluation of a strategy after its implementation offers constructive feedback as to

whether or not the plan is working as anticipated and where it may have problems.

5. Strategy as Pattern

Strategy as it is described in the text so far is a structured, purposeful, deliberate action taken by

an organization to move that organization to a desired future.

Some researchers as well as managers believe that strategy may also be emergent. That is, it just

happens.

: Organizational Structure And Design

Topic Objective:

At the end of this topic student would be able to:

 Understand the Strategic Dimension

 Learn about the principle Of Organizational Structure

 Understand Differentiation & Integration

 Learn about Formalization & Informalization

 Understand Centralization And Decentralization

 Learn about the Common Organizational Structures

 Understand Network Organizational Structures

www.bsscommunitycollege.in   www.bssnewgeneration.in  www.bsslifeskillscollege.in

35
www.onlineeducation.bharatsevaksamaj.net        www.bssskillmission.in

WWW.BSSVE.IN



Definition/Overview:

Organizational Structure: An organizational structure is a mostly hierarchical concept of

subordination of entities that collaborate and contribute to serve one common aim.

Key Points:

1. The Strategic Dimension

The appropriate structure has a great deal of influence on the success of a firms strategy.

The structure of the company may need to be changed in order to implement the strategy.

The implementation of a new strategy frequently results in changes in the way the firms

activities are divided, combined and accomplished.

Authority relationships, how decision making is handled, may also change in order to implement

a strategy.

It is important that all managers understand the basics of structure:

 Even entry level managers may be involved in implementing a new strategy and

must understand the organizations structure in order to determine how to do so.

 Senior level managers need to understand the structure in order to create

strategy. Some changes may not be possible indicating that some strategies may

be impossible to implement.

2. Principle of Organizational Structure

There are three basic definitions/concepts that the students need to understand prior to studying

organizational structure in more depth.

www.bsscommunitycollege.in   www.bssnewgeneration.in  www.bsslifeskillscollege.in

36
www.onlineeducation.bharatsevaksamaj.net        www.bssskillmission.in

WWW.BSSVE.IN



 Organizational Structure is the sum of the ways an organization divides its labor into

distinct tasks and then coordinates them.

 Organizational Design is the process of assessing the organizations strategy and

environmental demands and then determining the appropriate organizational structure.

 Organizational Charts illustrate relationships among units and lines of authority among

supervisors and subordinates through the use of labeled boxes and connecting lines. An

organizational chart is a snapshot of the most visible, formal aspects of an organizations

structure.

3. Differentiation:

It is the division of tasks into subtasks performed by individuals who specialize in those tasks. It

is the major benefit is to increase specialization.

The two main types of differentiation are:

Task Differentiation

 The division of tasks into subtasks

▪ The challenge is to know how far to divide the work.

Example:

A company needs to hire new workers. Do you assign?

One person who handles advertising, collecting resumes, interviewing,

checking backgrounds, and arranging for pre-employment testing, or

Different people handling advertising, interviewing, and vetting, or Even

more people, each handling one specific task: newspaper advertising,

internet advertising, campus recruiting, job fair recruiting, in house

interviewing; etc. etc. etc.

The managers quandary is how much specialization he or she wants and

needs. He or she trades off specialization for ease of communication and

speed of decision making.
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Cognitive Differentiation

Differences in the types of things members of different departments think about and how

differently people from different department think about the same thing.

Example:

People in different departments think about different things. Finance managers think about how

to finance new acquisitions or projects, payback times, returns on equity etc. Marketing

managers think about how best to position a new product, what type of advertising to use etc.

while HR managers are concerned with hiring, training and evaluating.

Even when they are thinking about the same thing, they think about it differently. If you have a

cross functional team working on a new product, the R&D people are thinking about it in terms

of the new technology they will need in order to make it work. The finance people are wondering

how to finance it and what the returns will be. Operations managers are considering how many

shifts they will need and what machinery is needed to produce it. The HR managers are

considering when and where to obtain the needed personnel for its manufacture. They are all

thinking about the new product, but they are all thinking about it differently.

There are two other forms of differentiation which you may find mentioned in the text but which

is not specifically discussed:

Horizontal Differentiation

 Differentiation by function or department

 Contributes to cognitive differentiation

Vertical Differentiation

 Differentiation by layers of management

 High levels of vertical differentiation result in tall, narrow organizational

structures. Low levels result in shorter, wider structures.
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4. Integration

It is the extent to which different parts of the organization cooperate and interact with one

another. It is the results in coordinated movement of people and their activities towards the

organizations goals. The need for integration varies with. The type of interdependence necessary

between individuals and groups:

Pooled interdependence

Various groups can work independently on their part of the project with little or no need for

communication except to know the finish date. The results of their independent work must be

finished at the same time.

Sequential interdependence

Group A must finish its part of the project before Group B can begin. Group B must finish before

Group C can begin, and so forth.

Reciprocal interdependence

In this situation, two or more groups rely on each other for inputs. This high level of

interdependence results in a need for close communication and the amount of environmental

uncertainty. The extent to which an organization cannot predict its future input, throughput, or

output needs. The greater the amounts of interdependence and uncertainty, the greater the need

for integration.

Integration and coordination can be accomplished through:

Rules

▪ These are essentially Standard Operating Procedures and work well in

situations with little need for interdependence and low uncertainty.

▪ Every problem that arises at this type of situation can be solved easily by

reference to the rules, the handbook, the SOPs, even common knowledge.
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Goals

▪ As interdependence needs and environmental uncertainty increase,

situations arise that lie outside the rules.

▪ Quantitative goals specify desired outcomes, keeping decision makers

focused on what the organization wants to achieve.

▪ Allow for flexibility, yet keeps people working towards the same end.

Values

▪ Are the most effective coordinator and integrator of behavior in situations

or high uncertainty requiring high levels of interdependence

▪ Specify what is fundamentally important to the organization

▪ Are qualitative rather than quantitative allowing for even more flexibility

of action

Overlap

▪ There is no specific range of interdependence and uncertainty in which

each is effective.

▪ Effective managers are able to judge when it is best to use each unifying

device.

5. Formalization & Informalization

Organizations span a continuum from formal to informal. This refers to an organizations

emphasis on formal, official and defined reporting and decision making structures. The greater

an organizations reliance on rules, standard procedures, SOPs, the more formal the structure. The

formal and informal structure of an organization defines how people and activities are both

separated and brought together (differentiated and integrated).
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The Formal Organization

Line of authority

▪ Refers to the lines connecting boxes on the organizational chart

▪ Defines who reports to whom

▪ The more formal the organization, the greater the expectation that you will

not bypass the line of authority in communication and decision making.

Unity of Command

▪ An employee should report to one and only one boss.

Span of Control

▪ Refers to how many individuals should report to one manager

▪ Highly formal organizations tend to have narrow spans of control (few

people reporting to the manager).

▪ It is easier to closely monitor and direct fewer individuals.

▪ Several factors can affect the effective span of control:

 Routine tasks allow for wide spans of control.

 High levels of subordinate ability allow for wide spans of control.

 More highly skilled managers can work with a wider span of

control.

Organizational shape reflects consistent spans of control

Tall organizational structures

 Result from organization wide narrow spans of control

 Are best suited to stable external environments

 Are slow to make decisions and to respond to change.

Flat organizational structures

 Reflect organization wide use of wide spans of control.

 Become more and more desirable as environmental

uncertainty increases.
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 Require managers and subordinates to have greater

capabilities and competencies.

 Increasing use of technology allows for flatter structures.

The Informal Organization

It consists of the unofficial but influential means of communication, decision making, and

control that are part of the habitual way things get done in the organization. Informal structures

are frequently not noted on an organization chart. Levels of both formalization and

informalization may vary from company to company and also from country to country.

6. Centralization and Decentralization

This refers to the level at which decisions are made in an organization. In centralized

organizations, decisions are made as close to the top of the organization as possible. In

decentralized organizations, decision making is pushed down to the lowest feasible level.

7. Common Organizational Structures

There are a multitude of organizational structures; however, there are six basic, generic

structures. Frequently these structures are combined within one organization. Environmental

factors determine which structure will be the most effective for a given organization that is the

job of organizational design. The six basic structures are:

7.1 Functional Structure

1. Simplest structure

 Organized by departments (HR, Accounting, Finance, etc.)

 Advantages
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▪ Effective in small to medium sized firms with limited product

diversification

▪ Increases specialization

▪ Limits duplication of functional resources

▪ Facilitates coordination within functional areas

7.2 Product Structure

 Organization based on specific products or related sets of products

 Each product group has its own full set of functional departments.

 Each product is a profit center.

 Advantages

▪ Functional area managers focus on the products and customers.

▪ Performance of a specific product or related group of products is easier to

evaluate.

▪ Faster responsiveness to market changes

▪ Top executives are responsible for fewer operational decisions only for the

product, not the entire company.

 Disadvantages

▪ Repetition of functional area costs

▪ Confusion across product groups

▪ Conflict between product group objectives and corporate objectives

▪ Difficulty coordinating across product groups

7.3 Division Structure

 May be viewed as an extension of the product structure

 Organized around groups of loosely related products. They may only be related

by category such as toys, or clothing, or healthcare products, with several very

different product lines within each division.

 Advantages
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▪ Reduction of functional duplication

▪ Enhancement of economies of scale

▪ Customer focus may be enhanced.

▪ Cross-product coordination within the division is increased.

▪ Cross-regional coordination within product families is improved.

 Disadvantages

▪ Appropriate only for large, diversified companies

▪ Can inhibit cross-division coordination

▪ Can enhance coordination difficulties between division and corporate

objectives

7.4 Customer Structure

 Structure is organized around categories of customers.

 Advantages

▪ In-depth understanding of customer needs

▪ Faster response to changes in customer preferences

 Disadvantages

▪ Duplication of functional resources

▪ Conflicts between customer focused goals and organizational goals

▪ Failure to leverage technological strengths across units

7.5 Geographic/Regional Structure

 Organizations are structured by geographic or other region.

 Regional executives responsible for all functional activities and products in their

regions.

 Individual regions often treated as profit centers.

 Advantages

▪ In-depth understanding of the market, customers, governments, and

competitors within a given geographical area
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▪ Strong sense of regional accountability

▪ Increased, speedy response to regional market changes

 Disadvantages

▪ Difficulty coordinating and communicating between regions

▪ Increased conflict between regional and corporate management

▪ Duplication of functional resources

▪ Lowered economies of scale due to separate production facilities

▪ Competitive behavior between regions can frustrate cross-regional

customers.

7.6 Matrix

 Two or more structures superimposed on each other (i.e.; product division with

functional departments)

 Overlapping structures are based on the dominant aspects of the organizations

environment

 Advantages

▪ Facilitates information flow

▪ Enhances decision quality

▪ Rapid response to changing and complicated business environments

▪ Flexible use of human resources

 Disadvantages

▪ Increases complexity of performance evaluations (individuals have two or

more bosses)

▪ Inhibits the organizations ability to respond to changes quickly

▪ Diffusion of accountability

▪ Increased conflict
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8. Network Organizational Structures

Contemporary structures frequently reflect managers attempts to reconfigure their value chain in

order to gain cost savings, increased specialization, and improved integration and coordination.

Network structure is a generic term applied to these reconfigured value chains. Network

structures can vary from low networked to high networked depending on the number of

connections within the network.

 Low Networked Structures

 Quantity and magnitude of externally networked activities is limited.

 Most primary and support activities are still provided in house.

 High Networked Structures

 More of the value chains activities are networked than are performed in house.

Main advantage: Managers can focus on core competencies, allowing greater focus and

specialization.

Major disadvantage: Managing the network requires time, effort, and skill. The networked

portions of the company cannot just.

: Planning

Topic Objective:

At the end of this topic student would be able to:

 Understand Types of Plans

 Learn about Organizational Levels

 Understand Interaction Between Types and Levels

 Learn about The Planning Process
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Definition/Overview:

Planning: Planning in organizations and public policy is both the organizational process of

creating and maintaining a plan; and the psychological process of thinking about the activities

required to create a desired goal on some scale. As such, it is a fundamental property of

intelligent behavior.

Key Points:

1. Types of Plans

The three types of plans can be differentiated across several dimensions.

 Time Horizon

 Scope

 Complexity

 Impact

 Interdependence

The three types of plans are:

Strategic Plans

1. Focus on the broad future of the organization

2. Involve analysis and alignment of external environmental demands with internal

resource capability.

3. Some evidence links rigorous strategic planning with increased financial

performance

4. Cover all aspects of the organization

5. Are longer in duration than the other types of plans, frequently encompassing 3-5

years
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Tactical Plans

1. Translate strategic plans into specific goals for specific parts of the organization

2. Somewhat shorter time frames than strategic plans

3. Narrower in scope than strategic plans

4. Generally apply to a single business within an organization

5. They support the overall strategic plan but may be independent of the tactical

plans of other parts of the company.

Operational Plans

1. Translate tactical plans into specific goals and actions for small units of the

organization

2. Focus on the near term, usually 12 months or less

3. The least complex type of plan

4. Impact only the immediate department in which they are prepared

2. Organizational Levels

Different levels of the organization have different challenges to meet and ask different questions

while planning.

Corporate Level

 The focus is on the wide future.

 Questions asked include:

▪ What industries should we get into or out of?

▪ What markets should the firm be in? What should our international

presence consist of?

▪ How should resources be allocated across our business units?

Business Level:

 Elements at this level are frequently called Strategic Business Units (SBUs).

 Environmental analysis at this level is particularly concerned with competitive

analysis. It is concerned with how to compete today.
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▪ SBUs may be competing in completely different industries or in widely

differing segments of the same industry.

▪ They are interested in how to compete with others in their particular

industry or industry segment.

 Questions asked at this level include:

▪ Who are our direct competitors?

▪ What are their strengths and weaknesses?

▪ What are our strengths and weaknesses?

▪ What do our customers want? How can we provide it?

▪ Do we have any advantages over the competition? If so, how can we

leverage them? If not, can we develop some?

Functional Level

 The focus is on facilitating the tactical plan of their SBU and thus the overall

corporate strategic plan.

 Managers at this level head departments such as HR, Finance, and Marketing.

 Questions asked at this level include:

▪ What activities does my unit need to perform well in order to meet

customer expectation?

▪ What information about competitors does my unit need in order to help the

business compete effectively?

▪ What are my units strengths and weaknesses?

3. Interaction between Types and Levels

Corporate managers formulate the strategic plan but are usually not directly involved in

developing tactical or operational plans. Business level managers may help in developing the

strategic plan and are responsible for developing their units tactical plan. They generally do not

get involved in the development of individual operational plans. Functional level managers are

generally only involved in the development of their units specific operational plan.
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4. The Planning Process

The Planning Process consists of seven key elements. This section examines some critical

elements or tools used in each of the steps of the planning process.

Analyzing the Environment

Forecasts

▪ Forecasts can be made about virtually any critical environmental element.

▪ Effective managers track changes in away from forecasts in order to

correct for them and avoid cascading crises.

Environmental Uncertainty

▪ Forecasting and other analyses become more difficult with increasing

environmental uncertainty.

▪ As uncertainty increases, plans need to become more flexible.

▪ In uncertain environments, managers usually develop contingency plans.

▪ Contingency plans identify key factors that could affect the desired results

and specific different actions to take if the environment differs at each

point from what is anticipated.

Benchmarking

▪ Managers compare their results in critical areas against the best results in

both competitor and non-competitor firms to judge their relative

performance.

▪ Managers who find other companies doing better than they examine the

practices of those companies that allow them to achieve higher results.

The managers may then attempt to apply those practices to increase their

own units performance.

▪ Comparisons against non-competitors may be lead to inapplicable

practices.
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Setting Objectives

Priorities and Multiple Objectives

▪ Companies frequently have many goals.

▪ It is imperative that managers know which are the priority goals so that

they are all working towards the same end.

▪ Some goals are more or less important when compared at the same time.

▪ Goal priorities can also change over time, with one goal being more

important now, and another being more important later.

Measuring Objectives

▪ At this stage in the planning process, managers also need to make

decisions about how performance will be measured. What specific

information needs to be collected and in what form.

5. Planning Tools

5.1 Budgets

 Used to allocate resources to specific activities

 Usually set on an annual basis in organizations

 There are different types of budgets:

1. Capital Expenditure Budget: money is allocated for purchase of expensive

items with long term use.

2. Expense Budget

▪ Includes all primary activity items (see value chain analysis topic 6) the

unit expects to spend money on during the upcoming year

▪ Used in virtually all profit and non-profit organizations of moderate or

larger size

▪ Used for both planning and control purposes

Budgets are created using various processes:
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Two part process

▪ A proposed budget including capital expenditures and expenses is created

and sent to a budget review committee.

▪ The approved budget is returned from the budget committee to the

manager and specifies authorized expenditures for the coming year.

Incremental Budgeting

▪ The previous years budget serves as the starting point.

▪ Increases or decreases in particular items and the addition of new items are

proposed.

▪ Efficient due to time savings. The budget isnt started from scratch each

year.

▪ Drawback: items become institutionalized, with money allocated simply

because the items were funded in the past.

Zero-Based Budgeting

▪ All items must be justified each year.

▪ Benefit: all items must be justified based on their current merits regardless

of their past history

▪ Generally leads to a more effective overall allocation of financial

resources.

▪ Drawback: takes a lot of time.

Budgets are used as:

Planning tools

▪ Determine priorities

▪ Determine required resources

▪ Aid in implementation of plans
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5.2 Goal Setting

It is a planning process for managing performance. Principles of effective goal setting are

applicable at the individual, department, business and corporate levels. Effective goals are

SMART goals.

Specific

▪ The more specific the goal, the more likely it is to be achieved.

▪ The more specific the goal, the more likely it is to achieve the actual,

desired outcome, to solve the real problem.

Measured

▪ You should be able to measure both progress toward and achievement of

an effective goal.

▪ The frequency of progress measurement is related to the activities

associated with achieving the goal. This is almost always more than twice

per year.

Agreed

▪ The most effective goals are discussed and agreed upon between manager

and subordinate rather than imposed by the manager.

▪ Acceptance of a goal leads to commitment to achieving the goal.

▪ Managers need to foster an atmosphere of openness and candor in setting

goals, and actively listen to subordinates feelings of commitment or

resistance to a goal.

Realistic

▪ Goals need to be challenging but achievable: neither too easy, nor too

hard.

Time bound

▪ There should be a specific time span for achievement of the goal.

▪ Goals that will take a long time should have shorter term milestones built

in.
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6. MBO Management by Objectives

MBO is a specific formulaic process for setting goals. MBO systems are most effective when

clearly supported by top management. It involves all of the SMART elements just discussed.

One element in the MBO focus not addressed in SMART is the need for effective feedback.

Subordinate performance improves with improved feedback. Feedback can be used to determine

whether or not a goal is too easy or too hard and encourage adjustment accordingly.

Instructions

In Section 3 of this course you will cover these topics:
Individual And Group Decision Making

Leadership I: Basic Concepts And Processes

Leadership Ii: Approaches And Issues

You may take as much time as you want to complete the topic coverd in section 3.
There is no time limit to finish any Section, However you must finish All Sections before

semester end date.

If you want to continue remaining courses later, you may save the course and leave.
You can continue later as per your convenience and this course will be avalible in your

area to save and continue later.

Topic Objective:

At the end of this topic student would be able to:

 Understand Decision Making Models

 Learn about Types Of Decisions

 Understand Influences On Effective Decision Making

 Learn about Improving Decision-Making
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 Understand Group Decision Making

Definition/Overview:

Decision Making: Decision Making is the process of specifying the nature of a particular

problem or opportunity and selecting among available alternatives how to solve the problem or

capture the opportunity.

Key Points:

1. Decision Making Models

1.1 Rational/Classical Model

This model suggests how decisions should be made by rational decision makers in a rational,

quantifiable world. This model should lead decision makers to make the correct decision.

Identify the Decision Situation

Single-out a problem or an opportunity. A problem exists when there is a gap between existing

and desired performance. It is as important to recognize a positive gap as a negative one. The

positive gaps indicate opportunities.

Recognize that the individual decision makers perception of the situation affects identification of

the problem or opportunity.

Perception is the way in which we see a situation based on our personality, experiences, and

current needs.
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Develop Objectives and Criteria

Determine your objective (your goal) what is it you need to accomplish? What are the important

criteria (characteristics) that you need to consider in attempting to achieve your goal? How

important is each criterion in relationship to the others? This is called weighting. The most

important criterion is given the greatest weight in making the decision. What are the minimal

acceptable criteria?

Generate Alternatives

 Look to the past for inspiration

▪ Remember: just because something worked in the past, it may not work in

todays circumstances. Even if a past solution might work today, a new,

alternative solution may be even more effective.

▪ Look for creative new ideas

▪ List all of the possible alternative solutions to the problem

 Analyze Alternatives

▪ Examine alternatives for minimal acceptability. Eliminate any that do not

satisfy this criterion

▪ Examine alternatives for feasibility. Eliminate any that do not satisfy this

criterion

▪ Use the weighted criteria developed in Step 2 to rank order the remaining

alternatives

 Select Alternative

▪ Choose the optimal alternative

▪ Managers sometimes include Subjectively Expected Utility, in their

choice. That is, they choose not only the alternative that they believe will

provide the optimal solution, but the one that also has the highest

probability of successful implementation.

 Implement Decision

 There are four preliminary steps in the implementation of any decision:

1. Assess any sources of potential resistance
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2. Determine the sequence of actions that will overcome resistance and

achieve implementation

3. Assess the resources needed to achieve implementation

4. Assess the in-house availability of these resources

 Monitor and Evaluate Results

 Collect appropriate data

 Compare actual results with anticipated results

▪ Take any necessary corrective action

1.2 Bounded Rationality / Administrative Model

This model of decision making was proposed by Herbert Simon in the 1950s. He addressed

the problems inherent in the rational/classical model. According to this model:

1. Decision makers do not examine all of the suggested solutions before choosing

one.

2. Decision makers do not use objective criteria and weights to judge an alternative.

Rather, they use heuristics.

3. Decision makers want to choose the best solution (optimizing) but usually settle

for the first solution that is minimally acceptable (satisficing).

1.3 Retrospective/ Implicit Favorites Model

This model describes situations in which decision makers attempt to present an intuitive

decision as a rational one.

Decision Makers identify a preferred choice, the implicit favorite. Decision Makers identify one

or more confirmation choices. These are the choices that they will discredit in order to logically
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choose the implicit favorite. Decision makers use perceptual distortion to develop seemingly

objection decision criteria which actually are weighted to strongly favor the implicit favorite.

2. Types Of Decisions

Programmed Decision a standard response to a simple or routine problem

 The problem is clear and easily understood.

 The range of possible solutions is well known.

 Rules or standard operating procedures (SOPs) are frequently used.

 The situation is one of low risk and high certainty.

 Programmed decisions are most likely made by lower level managers.

Non-Programmed Decisions

 The problem is difficult to define, possibly new.

 There are no clearly correct alternatives.

 Past decisions and rules do not apply and are of little, if any, help.

 The situation is frequently high risk.

 Non-programmed decisions are most frequently made by high level managers.

3. Influences on Effective Decision Making

The Decision Maker

 Rationality

 Motivation

 Knowledge of the problem and situation

The Problem

 Ambiguity

 Complexity
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 Volatility

The Situation

 Time constraints

 Scarcity of resources

 Irreversibility

 Importance

4. Improving Decision-Making

 Analyze the situation.

 The decision maker, the nature of the problem, and situational factors interact with each

other to influence the effectiveness of a given decision. Several questions can be asked about

each which can improve the effectiveness of the decision.

 Scan the environment.

 Consider the decision process (model) you are using. Is it appropriate?

 Be creative.

 Determine the appropriate timing of the decision. Avoid making the decision to soon or

too late.

 Increase your knowledge of the relevant factors involved in the decision.

 Remain flexible.

5. Group Decision Making

The social interaction involved differentiates group from individual decision making. The

processes are generally the same, but the dynamics become more complicated.

Effects of groups on the stages of decision making:

 Identifying the problem: groups provide greater range of knowledge than individuals.

 Identifying alternatives: individuals bring ideas specific to their areas.

 Evaluating alternatives: groups bring wider range of viewpoints to consider.
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 Choosing alternatives: group involvement leads to more generalized acceptance of the

chosen alternative.

 Implementing the decision: Individual responsibility is generally better.

6. Decision Speed And Quality

High quality, rapid decision making is necessary in industries characterized by constant,

turbulent change in products, markets, and technology.

Effective decision makers in high speed environments:

 Use real time information to improve the timeliness of the decision.

 Examine multiple alternatives simultaneously. This speeds up the decision process.

 Use two-tiered advising where everyone in the group offers input, which is weighted by

expertise and tenure.

 Achieve consensus during the evaluation stage of the process rather than after an

alternative is chosen. Again, this quickens the process.

 Integrate the alternative analysis with implementation. This speeds up the process.

Processes that moderate the effectiveness of the decision makers:

 Accelerated Cognitive Processing. Effective managers essentially think fast.

 Smooth Group Processes. Groups involved work well together.

 Confidence to act. Even in the face of uncertainty and risk, decision makers must be

confident in their judgment.

7. Problems in Decision Making

This term describes the situation in which group members are so concerned with agreement

amongst themselves that realistic appraisals of alternatives are not made.
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Symptoms of Groupthink

 Illusions of invulnerability

 Collective rationalization

 Illusions of morality

 Stereotyping of non-members

 Self-censorship

 Self-appointed mindguards

 Illusions of unanimity

Consequences of Groupthink

 Limited search for alternative solutions

 Discounting of new information

 Little or no consideration for the advantages of alternative solutions

 Limited use of expert advice

 Development of few, if any, contingency plans

Strategies for Overcoming Groupthink

 Encourage individual evaluation of alternatives

 Leaders should not state their opinions before discussion of alternatives

 Use independent groups to investigate the same problem

 Seek out expert advice

 Appoint a Devils Advocate for each group meeting. Always rotate this

assignment in order to avoid stereotyping of the Devils Advocate as an outsider,

a trouble-maker.
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Topic Objective:

At the end of this topic student would be able to:

 Understand Leadership And Power

 Learn about Types and Sources of Power

 Learn about Leaders And The Leadership Process

 Learn about Followers And The Leadership Process

Definition/Overview:

Leadership: Leadership is one of the most salient aspects of the organizational context.

However, defining leadership has been challenging.

Key Points:

1. Overview

Organizational Leadership: is an interpersonal process involving attempts to influence other

people in attaining some goal. It can be exhibited by anyone at any level of an organization.

Leadership opportunities are, however, more likely to occur in supervisory and managerial

positions than non-managerial positions. Leadership behavior is expected more of those in

supervisory and managerial positions. Leaders can have multiple motives and goals, personal as

well as organizational. Use of coercion (force) is not usually considered leadership. However, it

can be difficult to differentiate coercive from non-coercive behavior.
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2. Leadership and Power

In order to understand leadership, one must understand power. Power is the capacity or ability to

influence. The more power one has, the more influence one can exert. Leaders may use power

well, poorly, or not at all. Just having power does not mean that a leader will know when and

how to use it to best effect.

3. Types and Sources of Power

There are two major categories for the types of power. Leaders have varying amounts of power

in each category. Leaders with large amounts of both types of power find it easier to exercise

influence than a leader low on one or both categories of power.

Position Power: is based on a managers rank in an organizational structure.

Legitimate Power: is certain amount of power comes with any given rank in the organization.

This power entitles the manager to expect compliance by employees to his or her requests. The

range of appropriate requests at a given managerial rank can change over time. The scope of

legitimate authority can be ambiguous. The amount of legitimate power may be more implicit

than explicit which can lead to conflict. If subordinates feel the manager does not deserve his/her

position, this can lower the amount of perceived legitimate power.

Reward Power: is one of the strongest sources of position power. The more scarce and valuable

the reward available to the manager, the greater the level of power derived from controlling it.

Ignoring people or awarding insignificant or insufficient rewards can decrease the motivation of

the workers affected by these actions.

Coercive Power is the power to administer punishments either by giving something that is not

desired (i.e., a bad review) or the withholding of something that is desired (i.e.; a raise,

promotion, assignment to a highly visible project.) Coercive power is generally used sparingly

today, and may sometimes be more implied than direct (threats). It can result in loss of
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motivation, hidden behavior, and retaliation. Even lower level employees can use coercive power

through withholding information or making a managers job more difficult than it needs to be.

Personal Power: based on a persons individual characteristics. These powers stay with the

individual regardless of the position he/she holds.

Expert Power is based on specialized knowledge not readily available to others. This power is

increased to the extent that others need and depend on the knowledge held by the individual.

This power source is available at all levels in the organization and is frequently exhibited by

lower level employees and managers.

Referent Power: This power derives from others desire to be like this manager. This is a very

subtle power and is visible through the actions of those who admire the manager they may talk,

dress, and act like the manager. This power provides a cost free method of influence for those

who have it. It is not easy, however, to deliberately utilize this power. Trying to generate this

type of power can backfire, and be viewed as manipulative.

4. Leaders and the Leadership Process

The Locus of Leadership is the confluence of the leader, the followers and the situation in such a

way that each influences the other.

The Leader

Leaders Traits are the relatively enduring physical, mental and emotional characteristics of the

leader. Early research in leader traits was formulated on the belief that leaders were born, not

made, and that you could identify leader traits early on and make sure those individual received

the proper education, training, and jobs to ensure their appropriate future as leaders.

The more current view is that everyone has varying levels of necessary leadership traits, and that

possession of them is not enough. It is how you use them that matters. The feeling is more that

leaders can be made; they are not just born. The traits that most contribute to leadership

effectiveness include:
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 Drive

 Motivation to lead

 Honesty/Integrity

 Self-confidence

 Emotional maturity

Most trait research has involved mostly men; therefore we must be cautious about generalizing

the findings across genders. Similarly, the impact of culture has not received wide study.

5. Followers and the Leadership Process

What Followers Bring to the Process?

 Followers can be classified according to their traits, behaviors, attitudes,

and abilities just as leaders can.

 Followers generally have lesser amounts of these characteristics than do

leaders.

 Power differences now frequently tend to be less than in the past due to

flatter organizational structures.

 Followers may have more expertise and knowledge in a subject than does

the leader.

 Leaders need to understand followers not only because they deal with

them but also because almost every leader is also a follower of someone else.

Effects of Followers Behavior

 The relationship between leaders and followers is reciprocal. Leaders act,

followers respond, and leaders react to the followers responses.

 Followers have implicit leadership theories cognitive beliefs as to what a

leader should look and act like. This ideal image is important to the acceptance of a leader by a

group of followers.
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 When leaders live up to followers implicit theories, they are credited with

success and the organization or circumstances are blamed for failures.

The Leader-Follower Relationship

 Leader-Member Exchange Theory (LMX) deals with the reciprocal

relationships between leaders and their followers.

 Leaders tend to develop dyadic (two-person) relationships between

themselves and the individual members of their work groups.

 These relationships grow over time from the stranger, to the acquaintance,

to the mature stage.

 These one on one, leader-follower relationship vary greatly in quality.

 These variations affect follower performance.

: Leadership Ii: Approaches And Issues

Topic Objective:

At the end of this topic student would be able to:

 Learn about Leadership Styles

 Understand Contingency Factors

 Understand Contemporary Leadership Issues

 Understand Leadership Across Different National Cultures

Definition/Overview:

Leadership: Leadership is one of the most salient aspects of the organizational context.

However, defining leadership has been challenging.
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Key Points:

1. Leadership Styles

House suggests that there are four styles of leadership behavior from which leaders can choose:

 Directive (Instrumental): the leader provides very specific guidance about the task. The

leader gives clear guidance as to what should be done and how to do it. He or she provides work

schedules, deadlines, performance standards, etc. Most effective when the task is unclear or the

organization is unstable.

 Supportive: the leader concentrates on establishing good reciprocal relations with

subordinates. This satisfies their needs for a caring workplace. The leader is friendly and

approachable, and treats workers as equals. Most effective when tasks are stressful, dissatisfying,

and/or frustrating.

 Participative: The leader includes subordinates in decision making, including setting

their own work goals. Participative leader behaviors can range from simple consultation to full

participation. Most effective when dealing with motivated employees performing non-repetitive

tasks.

 Achievement-oriented: The leader encourages workers to perform at their highest level.

Leader sets high performance goals, emphasizes excellence, and demonstrates confidence in the

employees abilities. Most effective with highly achievement oriented subordinates and those

working on ambiguous and non-repetitive tasks.

Leaders can utilize more than one style in the same work group depending on the needs of the

individual subordinate. The style can change over time with that subordinate as the needs and

abilities of the subordinate change.
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2. Contingency Factors

Employee Characteristics: The employees abilities, skills, needs, and motivations contribute to

the effectiveness of a given leadership style in attaining the desired outcomes. Some factors for a

leader to consider include:

▪ Locus of Control: research demonstrates that internals (those who believe

their environment responds to their actions) respond well to participative

leadership whereas externals (those who believe their environment is out

of their control) are more satisfied with directive leaders.

▪ Perceived Ability: subordinates who feel quite competent to perform the

task do not respond well to directive leadership.

▪ Need for Achievement: Employees with a high need for achievement

appreciate and respond best to high performance goals.

Environmental Characteristics: These include the task itself, the organizations authority

system (i.e.; the amount of position power held by the leader), and the characteristics of the

immediate work group (i.e.; educational levels, interpersonal relationships, and cohesion).

▪ Environmental factors influence subordinates through

▪ Acting as a stimulus to motivate and direct behavior

▪ Constraining undesired behaviors or eliminating stress and confusion

▪ Rewarding desired behaviors (i.e.; coworker appreciation of creativity and

high performance in task completion)

A basic model of Path Goal theory shows that leadership style, moderated by employee

characteristics and environmental factors leads to desired employee attitudes and behaviors.

3. Contemporary Leadership Issues

Leading and Managing: The Same or Different
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Some behavioral scientists argue that leading and managing should be viewed as distinct and

different activities. Leaders create vision, promote change, set and communicate direction, and

inspire subordinates. Managers deal with interpersonal conflict, plan, organize, and implement

goals set by the leaders.

Others argue that the two are not and should not be mutually exclusive.

 Organizations need managers to engage in many leader behaviors.

 Many leaders must also fulfill managerial duties.

 This means that while some people are only managers, and some are only leaders,

many are both.

4. Leadership across Different National Cultures

 Does leadership differ fundamentally across national cultures, or do the similarities

outweigh the differences? The answer is, we dont know.

 Cultural influences push for differences in leadership styles and behaviors across

cultures.

 Industrialization seems to be pushing for similarities in leadership styles and behaviors

despite cultural differences.

 Certain leader attributes are universally viewed as positive or negative. Positive traits

include: trustworthy, encouraging, honest, decisive, communicative, & dependable. Negative

traits include: non-cooperative, irritable, dictatorial, ruthless, egocentric, & asocial. However

there are some leader attributes that are much more dependent on culture and values in their

determination.

 Culturally bound traits include: ambitious, individualistic, cunning, cautious, class

conscious, & evasive
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In Section 4 of this course you will cover these topics:
Motivation

Groups And Teams

Communication And Negotiation

You may take as much time as you want to complete the topic coverd in section 4.
There is no time limit to finish any Section, However you must finish All Sections before

semester end date.

If you want to continue remaining courses later, you may save the course and leave.
You can continue later as per your convenience and this course will be avalible in your

area to save and continue later.

: Motivation

Topic Objective:

At the end of this topic student would be able to:

 Learn about Sources Of Motivation

 Understand Motivation Theories Applicable To Work Situations

Definition/Overview:

Motivation: Motivation is the set of reasons that determines one to engage in a particular

behavior. The term is generally used for human motivation but, theoretically, it can be used to

describe the causes for animal behavior as well.
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Key Points:

1. What is motivation?

Motivation is the set of forces that energize, direct, and sustain behavior. These forces come

from two directions:

o Push Forces: internal forces such as the need to achieve or the desire to improve

oneself

o Pull Forces: external forces such as the demands of a supervisor or the lure of

bonuses

Neither type of force should be ignored. This can lead to incorrect assumptions as to what will

motivate employees.

2. Sources of Motivation

There are three basic categories of variables that determine motivation in the workplace:

Characteristics of the individual

 The source of internal, push forces

 These are factors that the individual brings to the workplace.

 There are three major subsets of factors that are unique to the individual:

1. Needs

2. Attitudes

3. Goals

Characteristics of the job

 A source of pull forces

 These factors focus on what the person does at work.

▪ Workload

▪ Variety and extent of skills used

▪ Feedback from the work itself (as opposed to feedback from supervisors)

▪ Variety of tasks performed
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▪ Degree of discretion concerning how to do the job

Characteristics of the work situation

 A source of pull forces

 These factors reflect what happens to the individual at work.

 There are two major sets of factors in this category:

 The immediate social environment i.e., interactions with the supervisor, work

group, and subordinates

▪ The effects of organizational actions i.e., compensation and other extrinsic

rewards, and pressure for high performance

3. Motivation Theories Applicable To Work Situations

Each theory highlights one or more of the push/pull forces. Almost all theories were developed

by American behavioral scientists.

 It is necessary to question their cross-cultural applicability.

 Some have been shown to be valid in other cultures.

 They should not be either dismissed or accepted simply because of their origin.

There are two generally acknowledged categories of motivation theories.

 Content Theories which address what motivates workers.

 Process Theories which address how motivation works.

3.1 Content Theories

This group of theories focuses on the needs individuals are trying to satisfy.

Need Hierarchy Theories

Maslows Need Hierarchy: The earliest and most prominent need hierarchy theory developed by

Abraham Maslow in the mid-20th century. This theory suggests there are 5 needs people need to

satisfy. The most basic needs are listed first.
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1. Physiological: need for the basic essentials for life food, water, air, shelter

2. Security (Safety): need to feel safe and unthreatened by the environment

3. Social (Belongingness): need for human interaction, to be accepted and loved

4. Esteem: need to feel worthy and competent and to have others feel this way about

you

5. Self-actualization: need to be personally fulfilled, to feel a sense of achievement

and accomplishment, and to develop ones own unique capabilities and talents to the

highest possible level

Individuals need to satisfy these needs in order. Once one need has been filled, then individuals

are motivated to act to fill the next higher unfilled need. Individuals are not interested in

satisfying higher order needs until lower order needs have been fulfilled.

According to this theory, managers must discover the lowest unfilled need and by trying to fulfill

it, motivate the worker. Concerns with the theory:

 It was not developed specifically for the workplace. Worker needs may vary from

general social needs.

 Individuals in other cultures may see the hierarchy differently. Social needs may

be the most basic needs in some cultures, safety in others.

 In other cultures, the needs may not only be in different orders, but there may be

different needs altogether in the hierarchy.

 Different individuals have different thresholds of satisfaction for their needs. What

will satisfy one persons needs will not be enough to satisfy anothers.

Alderfers Needs Hierarchy: This theory collapses Maslows five needs into three categories:

1. Existence = physiological and safety needs

2. Relatedness = belongingness

3. Growth = esteem and self-actualization

Differences from Maslow

1. More than one need can be active at the same time.

2. Needs do not need to be satisfied hierarchically.

www.bsscommunitycollege.in   www.bssnewgeneration.in  www.bsslifeskillscollege.in

73
www.onlineeducation.bharatsevaksamaj.net        www.bssskillmission.in

WWW.BSSVE.IN



3.2 Process Theories

Process Theories address the ways in which variables combine to affect the amount of effort an

employee is willing to put forth. The four most prominent process theories are:

Equity Theory: was developed in the early 1960s by Stacy Adams. It emphasizes the social

aspects of motivation. It proposed that individuals are motivated to change their effort levels in

response to comparisons of their own situations to the situations of others. Individuals compare

the ratio of their outcomes to inputs to the ratio of the outcomes to inputs of comparable other

workers. Inputs include such items as effort, hours worked, years on the job, talents, knowledge,

and skills. Outcomes include such items as pay, benefits, perks, bonuses, prestige, and

promotions.

If the ratios are not equal, if inequity exists, the individual is motivated to change the situation so

as to make the ratios equal. Individuals can seek to redress perceived inequity in several ways:

 Increase their own outcomes (ask for a raise)

 Decrease their own inputs (expend less effort)

 Reevaluate inputs and/or outputs of the referent person (add in the other persons

advanced degree to the computation)

 Change referent (look for a different person to whom to compare oneself)

 Leave (find a more equitable job)

▪ Individuals can perceive that the inequity is in their favor

 In this case the theory suggests that the individual would increase his/her inputs or

decrease outputs to realign the equation.

 Commonsense suggests that people would be happy to have things in their own favor and

not seek to change the equation
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Topic Objective:

At the end of this topic student would be able to:

 Understand Basic Types Of Groups

 Learn about Characteristics Of Groups And Teams

 Understand Formation And Development Of Groups And Teams

Definition/Overview:

Team: A team comprises a group of people or animals linked in a common purpose. Teams are

especially appropriate for conducting tasks that are high in complexity and have many

interdependent subtasks.

A group in itself does not necessarily constitute a team. Teams normally have members with

complementary skills and generate synergy through a coordinated effort which allows each

member to maximize his or her strengths and minimize his or her weaknesses.

Key Points:

1. Basic Types of Groups

Almost all organization includes three fundamental types of groups:

Formal Groups are groups established by the organization.

Command (Supervisory) Groups consist of a supervisor or manager and all those employees

who report directly to that supervisor or manager. It is considered the basic work units of most

organizations. The amount of individual interaction among group members varies widely from
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group to group. It is considered relatively permanent. Membership does not usually change

frequently or rapidly. The permanence of the group and low changeover in group membership

has profound effects on the interpersonal relationships of those in the group.

Project/Task Forces is a group put together by an organization to fulfill a specific purpose.

Membership usually cuts across different organizational units. These groups are intended to be

temporary. Members know the group will cease to exist when the project is completed. This

changes interactions between members and with the team leader. These groups are frequently

constituted as virtual groups.

Committees can be either permanent or temporary (ad hoc). Meet only occasionally and

members report to different permanent supervisors.

2. Characteristics of Groups and Teams

The characteristics of a group influence the type and degree of effect it has on its members.

Structural Characteristics of the groups and teams are:

Size: The best size for a group is the smallest number of people who can do the task.Member

satisfaction tends to decrease as groups get larger. In larger groups, leader behavior tends to be

more task than relationship oriented. Groups performance tends to decrease as group size

increases because of:

 Social Loafing: Social loafing is the situation where an individual puts forth less than

expected effort under the belief that others will pick up the slack. This is a major

complaint in student groups. Social loafing occurs more frequently and to greater extent

in larger groups. Social loafing can be countered to some extent by increasing the

visibility of individual members contributions. Social loafing is less likely to occur in

collectivist cultures.

 Process Costs: Coordination is more difficult in larger groups. The opportunity for

interpersonal conflict increases with increasing size. Large groups do have some
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advantages: They have a larger pool of talent, skills, and expertise to draw on. They can

take on larger and more complex tasks.

Composition: Homogeneous groups are made up of members who are very similar to each

other. Heterogeneous groups are made up of members who are very different from one another.

Differences may arise from:

1. Observable attributes: race, ethnicity, gender, age

2. Underlying attributes: values, skills, knowledge, tenure

One major question concerning the composition of groups is whether increased diversity hinders

or helps performance. Diversity can affect members in a variety of ways:

1. Affective consequences: satisfaction, group identification, conflict

2. Cognitive consequences: innovation, amount and quality of new ideas

3. Communication-related consequences: decreased frequency within the group, increased

frequency outside the group.

3. Formation and Development of Groups and Teams

The groups and teams are formed due to many reasons; for example:

 Organizational growth

 Changes in products or services

 Managers of virtual or geographically dispersed groups can improve their chances of

turning into and functioning as high performance teams by increasing the opportunities for

interaction, both physical and electronic.

 Opportunities for Interaction and sharing Mutual Knowledge
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There is a general perception in organizations that new groups will contribute to increased

efficiency and effectiveness. In putting together new groups to meet organizational goals,

managers must be aware of several issues:

 A group is not a team.

 New group members will have many questions to be answered including:

1. What are the goals of this group?

2. What is my responsibility going to be in fulfilling those goals?

3. How and when will goal accomplishment be measured?

Topic Objective:

At the end of this topic student would be able to:

 Understand Basic Model Of Communication

 Learn about Modes Of Communication

 Understand Media Of Communication

 Learn about the Organizational Context Of Communication

Definition/Overview:

Negotiation: Negotiation is a dialogue intended to resolve disputes, to produce an agreement

upon courses of action, to bargain for individual or collective advantage, or to craft outcomes to

satisfy various interests. It is the primary method of alternative dispute resolution.
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Key Points:

Basic Model of Communication:

The basic model of communication is fundamental, universal, and applicable regardless of

culture.

1. The sender encodes a message. Encoding: is constructing the message; putting it in a

form that can be sent.

 The message can be written in one language or another.

 It can be formatted in computer code.

2. The Sender chooses a medium. The medium is the manner in which the message is

transferred from sender to receiver. Messages can be sent electronically, through

telephone lines, over radio waves, face-to-face, through the mail etc. Using the wrong

medium can impede the accurate reception of the message.

3. Sends the message

4. The receiver receives the message.

5. The receiver decodes the message. The receiver does not need to receive just the

content of the message, but must accurately decode the meaning of the message as well.

Receivers could accurately read the words look under the bonnet. However, unless the

receiver knew the sender was British and was sending instructions about auto care, s/he

would not understand that the message meant look under the cars front hood.

6. Receiver may send feedback for clarification

7. The noise can interfere at any point. Noise is anything that interferes with accurate

encoding, transmission, reception, decoding or understanding of the message. Examples

include:

 Static on telephone lines or poor cell phone reception
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Modes of Communication

There are two basic types of communication:

Non-Verbal Communication: nonverbal communication involves those nonverbal stimuli in a

communication setting that are generated by both the source [speaker] and his or her use of the

environment and that have potential message value for the source or receiver [listener].

Basically it is sending and receiving messages in a variety of ways without the use of verbal

codes (words). It is both intentional and unintentional. It includes, but is not limited to:

 touch

 glance

 eye contact (gaze)

 volume

 vocal nuance

 proximity

 gestures

 Facial expression? pause (silence)

 intonation

 dress

 posture

 smell

 word choice and syntax

 sounds (paralanguage)

Broadly speaking, there are two basic categories of non-verbal language:

1. nonverbal messages produced by the body;

2. nonverbal messages produced by the broad setting (time, space, silence)
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Verbal Communication: Verbal communication is one way for people to communicate face-to-

face. Some of the key components of verbal communication are sound, words, speaking, and

language.

At birth, most people have vocal cords, which produce sounds. As a child grows it learns how to

form these sounds into words. Some words may be imitative of natural sounds, but others may

come from expressions of emotion, such as laughter or crying. Words alone have no meaning.

Only people can put meaning into words. As meaning is assigned to words, language develops,

which leads to the development of speaking.

The actual origin of language is subject to considerable speculation. Some theorists believe it is

an outgrowth of group activities such as working together or dancing. Others believe that

language developed from basic sounds and gestures.

Over 3,000 languages and major dialects are spoken in the world today. The development of

languages reflects class, gender, profession, age group, and other social factors. The huge

variety of languages usually creates difficulties between different languages, but even within a

single language there can be many problems in understanding.

Through speaking we try to eliminate this misunderstanding, but sometimes this is a very hard

thing to do. Just as we assume that our messages are clearly received, so we assume that because

something is important to us, it is important to others. As time has proven this is not at all true.

Many problems can arise is speaking and the only way to solve these problems is through

experience.

Speaking can be looked at in two major areas: interpersonal and public speaking. Since the

majority of speaking is an interpersonal process, to communicate effectively we must not simply

clean up our language, but learn to relate to people.

In interpersonal speaking, etiquette is very important. To be an effective communicator one

must speak in a manner that is not offending to the receiver. Etiquette also plays an important

role in an area that has developed in most all business settings: hierarchical communication. In

business today, hierarchical communication is of utmost importance to all members involved.
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The other major area of speaking is public speaking. From the origin of time, it has been

obvious that some people are just better public speakers than others. Because of this, today a

good speaker can earn a living by speaking to people in a public setting. Some of the major

areas of public speaking are speaking to persuade, speaking to inform, and speaking to inspire or

motivate.

3. Media of Communication:

The Media refers to the means of communication. Types of media include: face-to-face

meetings, lectures, telephone calls, email, letters, posted notices etc. Media are categorized along

many dimensions:

1. Speed of sending and receiving

2. Personal-impersonal nature

3. Availability of multiple cues to assist the receiver in an accurate understanding of

the contents of the message

4. Timing and amount of available feedback

Media Richness: Media are categorized on a continuum from rich to lean. Rich Media are those

that offer more cues, higher rates of speed in transmission and reception, are more personal, and

offer the opportunity for more immediate feedback.

1. Face-to face = rich medium

2. Telephone calls = moderately rich medium

3. Memos, posted notices = lean media

Effective managers choose the medium that best suits the message. The more ambiguous or more

complex the issue, the richer the medium should be. Notifying someone of the time of an

upcoming meeting does not require a face-to-face meeting. Discussing confidential employee

matters does.

4. The Organizational Context of Communication

The nature and effectiveness of organizational communication depends in part on the structures

and set processes in the firm.

www.bsscommunitycollege.in   www.bssnewgeneration.in  www.bsslifeskillscollege.in

82
www.onlineeducation.bharatsevaksamaj.net        www.bssskillmission.in

WWW.BSSVE.IN



Directions of Communication within Organizations

 Downward: It includes communication sent from higher organizational levels to lower

levels. Usually consists of goals, objectives, directions, decisions, and feedback.

 Upward: It includes communication sent from lower organizational levels to higher

levels. It usually consists of information, questions, suggestions, problems, and requests

for clarification. It tends to increased formality in organizations in which the culture

stresses a highly formal organizational hierarchy than in organizations which have a more

egalitarian culture.

 Lateral: It includes communications across essentially equivalent organizational levels

peer to peer communication. It usually consists of formal or informal information needed

for joint problem solving.

In Section 5 of this course you will cover these topics:
Managing Human Resources

Control

Organizational Development And Transformation

You may take as much time as you want to complete the topic coverd in section 5.
There is no time limit to finish any Section, However you must finish All Sections before

semester end date.

If you want to continue remaining courses later, you may save the course and leave.
You can continue later as per your convenience and this course will be avalible in your

area to save and continue later.

Topic Objective:

www.bsscommunitycollege.in   www.bssnewgeneration.in  www.bsslifeskillscollege.in

83
www.onlineeducation.bharatsevaksamaj.net        www.bssskillmission.in

WWW.BSSVE.IN



At the end of this topic student would be able to:

 Understand the Strategic Role Of Human Resource Management

 Learn about Human Resource Management Activities That Get The Right People

 Understand Planning, Job Analysis, Recruiting etc.

 Learn about Human Resource Management Activities That Maximize Performance

Definition/Overview:

Human resources: Human resources is a term with which many organizations describe the

combination of traditionally administrative personnel functions with performance, Employee

Relations and resource planning. The field draws upon concepts developed in

Industrial/Organizational Psychology

Human resource management (HRM): Human resource management (HRM) is the strategic

and coherent approach to the management of an organizations most valued assets - the people

working there who individually and collectively contribute to the achievement of the objectives

of the business.

Key Points:

1. The Strategic Role of Human Resource Management

Without bright motivated people, companies cannot survive and prosper no matter what products

or services they offer. Its the people who design and manufacture and sell the products or

provide the services.
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HR and Strategy Formulation

Human resources are frequently regarded as a source of competitive advantage for an

organization. The HR Strategy is a main HR Document for several years and HR employees

have to update all HR Policies to make them fully compliant, the employees have to change

many processes, the roles and responsibilities of HR employees internally and externally and

they have to introduce many new HR Tools. It means the HR Strategy cannot be implemented

within several months; the implementation of HR Strategy takes usually several years.

HR and Strategy Implementation

The HR Strategy Development is a difficult and time consuming process as the team responsible

for the design of the HR Strategy has to be set up and it has to be perceived as the team result,

not the result of the activity of the single or few employees in Human Resources.

The HR Strategy has to be clearly formulated and the team has to go through several milestones

to have the certainty, its development is on the right track. The HR Strategy Development Team

has to use several sources and many employees in Human Resources and many managers and

employees from the organization have to be asked for the regular feedback.

The team developing the HR Strategy brings the clear HR Strategy formulation, which is

presented to the top management and when it is approved, it has to be communicated to

managers and employees across the whole organization.

The HR Strategy Design is difficult to evolve, but the effective HR Management is about the

successful implementation of the HR Strategy, which meets all the expected deadlines and the

outcomes have the desired quality.

The implementation of the HR Strategy is demanding as the HR Team has to produce the

standard outcomes and it has to reserve the capacities for the change management,

communication and designing new HR Policies and new HR Department.
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The implementation of the HR Strategy is about the consistent work of the HR Management

Team as the employees do not lose the confidence over the time.

2. Human Resource Management Activities That Get the Right People

There are two main HRM goals:

1. Getting the right people. This is accomplished through aligning HRM activities with the

firms strategy.

2. Maximizing their performance and potential. Success or failure in one activity can

influence success or failure in the other.

3. HR Planning

There are three major concerns while planning Human resources of an organization:

1. Forecasting Demand

 Assessing the future human resource needs

 What kind of employees will be needed?

 How many of each kind will be needed?

2. Assessing Supply

 Determining the availability of the types of people needed

 Check demographic trends like; Birthrates, Educational levels.

3. Formulating Fulfillment Plans

 Creating plans for how to meet the needs

 There are several ways companies can meet employee shortfalls:

 Automate some functions and jobs

 Move operations overseas to a country with a large labor pool

 Utilize part-time or temporary workers
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 Outsource the jobs hire another company to provide the service to your

firm rather than hiring your own employees to handle the job(s)

4. Job Analysis:

Job Analysis is the determination of the scope and depth of jobs and the requisite skills, abilities,

and knowledge that people need to perform their jobs successfully. The process of Job Analysis

includes:

 Collecting data and insights about individual jobs

 Creating a Job Description: a list of duties and capabilities required for the job

 Creating a Job Specification: a statement of the skills, experience, and education

required of a candidate for the job

5. Recruiting:

Once a firm has defined the type of individuals needed, the next step is to attempt to attract those

individuals to the firm. Questions involved at this stage include:

 Can you give the desired people what they want?

 You must first find out what they want.

 Can your competitors offer them more?

There are several approaches used to attract desired people:

Job posting: is an internal recruiting method whereby a job, its pay, level, description, and

qualifications, are posted or announced to all current employees. Ever more frequently, job

posting is being done via email notification.

Advantages of Job Posting:

 Ensures all qualified applicants have an opportunity to apply for open positions

 Helps current employees judge the type and qualifications of job openings in the

firm in order to plan their career paths and acquire necessary training
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Advantages of Job Posting:

 Unqualified applicants may apply.

 These applicants require explanations as to why they were not qualified.

 Without adequate explanation, trust in the posting system erodes.

Advertisements: are placed in general or specialized magazines and increasingly on the internet.

Advantages

 Allows for focusing at the national, regional, or local level

 Allows for focusing on general or specialty skills

Disadvantages

 Time and costs of screening out unqualified applicants

Employment Agencies: Effectiveness predicated on the agencys accurate understanding of both

the organization and the job. It is most frequently used for higher level jobs. Fees are usually 1/3

of the successful candidates first year salary. This is expensive and cost inefficient for lower

level jobs.

Employee Referrals: Is one of the most effective recruiting methods. Employees can make

successful matches between a given job and an individual. Employees have an understanding

both of the company and of the job. Employees know the strengths and weaknesses of the person

they recommend. Employees put their own credibility on the line and so are unlikely to make

rash recommendations. Effectiveness is less if the company is looking for an applicant for a job

the employee has not held.

School Placement Centers: Wide range of educational levels from high school through

technical school to all levels of colleges and universities.
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6. Human Resource Management Activities That Maximize Performance

Once individuals have been hired, companies need to maximize their performance. There are

many techniques for improving job performance like:

Socialization and Training: Early socialization shapes several areas of employee behavior.

Performance and potential are enhanced through many organizational measures and programs.

 Orientation: are programs present a broad overview of the company and

industry. Work unit orientation helps new hires learn about their particular unit,

work group and job. Programs are maximized through:

1. Minimal paperwork only that which is essential

2. An informal meeting with the new supervisor

3. Alternating heavy and light info sessions

4. Provide a glossary for company terminology

5. Provide a personality compatible buddy to help the individual

settle in to the new job.

 On-the-Job Training (OJT) Techniques

 Evaluating the effectiveness of training programs

 Smile index: employee satisfaction with the training

 Pre- and post- training assessments

 Determining cost effectiveness can be difficult.

7. Compensation:

The primary function of rewards and pay are employee retention and motivation. Rewards and

pay should also be linked to the firms strategy. The three major parts of firms compensation

systems are:
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1. Pay: Pay structures are generally based on the level in the organization and the type of

position. Pay structures allow for a range of pay within a given classification. In

Broadband Systems; the range is large, covering a broad variety of job types. They offer

greater flexibility to match changing industry conditions. At-risk compensation Pay

varies depending on specified conditions. It allows companies to avoid locking in high

salaries paid during good years

2. Benefits: Ancillary programs such as health care and life insurance offered in addition to

pay. Costs can reach 20-40% of base pay. Companies are more frequently offering

cafeteria benefits. Employees receive a number of benefit dollars which they can spend

on whichever benefits fit their family and life-style. Single or older workers do not need

child-care credits or child coverage. Older workers might allocate more dollars to

medical or disability than younger workers.

3. Rewards and Motivation: Individual managers have greater control over non-monetary

rewards such as recognition and praise.

8. Career Systems and Development

Through the HR department, companies do plan for those career paths they would like to see

their top performers follow. These are usually tied to the companys strategy.

Individual managers also help employees define and manage their careers by assessing the

individual employees needs and providing or recommending specialized training.

Promotion

1. Skill development can lead to promotion.

2. Promotions frequently lead to geographic relocation.
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Topic Objective:

At the end of this topic student would be able to:

 Understand the Basic Control Process

Definition/Overview:

Control: Control is one of the managerial functions like planning, organizing, staffing and

directing. It is an important function because it helps to check the errors and to take the

corrective action so that deviation from standards are minimized and stated goals of the

organization are achieved in desired manner.

Key Points:

1. The Basic Control Process

Establish Standards: Standards are targets of performance. They can be set at any level of the

organizations within any type of plan. There are several issues involved in setting standards of

performance. Standards need to be as specific as possible. Vague standards do not provide any

usable guidelines for determining whether or not the standard has been met. Sometimes it is not

possible or undesirable to set specific quantifiable standards.

The more abstract the standard, the greater the possibility of confusion in its measurement, and

the more difficult it is to convince those being evaluated of the validity of the measurement.

Those who will have to achieve the standard should be involved in setting them.

Measure Performance: The issues in Performance Measurement include:
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1. Consensus on what will be measured and how it will be measured: The

less quantifiable a standard will be, the more important consensus is. This reduces

resistance or rejection of the results of the performance measurement.

2. All necessary actions need to be measured: Jobs frequently contain multiple

elements, each of which needs to be measured. Otherwise results may be skewed with

poor performance blamed on the wrong element. Action may then be taken to fix the

wrong problem.

3. Yet, not everything that can be measured should be measured:

Measurements can be expensive in time and money. Criticality is the issue; only measure

those activities that are critical to completion of the task or process.

Compare Performance against Standards: Measurement against standards is dependent on the

quality of the measures available. If the correct measurements are not available at this time, it

may be impossible to go back and recreate them. Measurements need to be determined during

the setting objectives phase of the planning process.

When several dimensions of performance have been measured, and there are multiple

comparisons, the results may not always agree.

Comparisons against standards may involve both subjective estimates as well as objective

observations. Effective managers are those with the ability to judge the relative importance of the

various comparisons.

Topic Objective:

At the end of this topic student would be able to:

 Understand the Forces For Change

 Understand the Focus Of Organizational Changes

 Evaluate The Need For Change
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Definition/Overview:

Organizational Development: As defined by Richard Beckhard, "Organization development"

(OD) is a planned, top-down, organization-wide effort to increase the organization's

effectiveness and health. OD is achieved through interventions in the organization's "processes,"

using behavioral science knowledge. According to Warren Bennis, OD is a complex strategy

intended to change the beliefs, attitudes, values, and structure of organizations so that they can

better adapt to new technologies, markets, and challenges. Warner Burke emphasizes that OD is

not just "anything done to better an organization"; it is a particular kind of change process

designed to bring about a particular kind of end result. OD involves organizational reflection,

system improvement, planning, and self-analysis.

Key Points:

1. Forces for Change: There are many forces that affect the organizational development; that

includes:

Forces outside the Organization

1. Economic Conditions: Robust economies encourage organizations to expand.

Weak economies lead to cutbacks and layoffs and companies attempt to survive.

Budgets for governmental agencies ebb and flow with the economy.

2. Competitors Actions: Organizations change in reaction to moves made by

competitors, particularly those that involve customers. Firms make responsive

changes even when they would prefer not to.

3. Technology Developments: Technological changes offer both opportunities and

threats. When breakthroughs are made that relate directly to a companys core

competency, firms are forced to change, again even if they do not want to.
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4. Legal/Political Developments: New laws or new interpretations of old laws can

force change on organizations. Sometimes new laws create changes that are

unpredictable at the time the law is passed. Laws add force to the need to change.

Firms have no choice in the matter.

5. Societal and Demographic Shifts: These shifts can take a long time to occur and

may be subtle and difficult to detect. The age makeup of society and shifting

geographical populations can creep up on organizations. However, they have

profound effects on markets.

Forces inside the Organization

1. Managerial Decisions: Although managers at all organizational levels are constrained in

their actions by many different forces, they do retain a great deal of leeway to initiate

change in their workgroups. The higher up a manager is, the more leeway s/he generally

has and the greater the impacts of the change that can be introduced. Most managers

underutilize their ability to introduce change.

2. Employee Preferences and Suggestions: Lower level employees frequently make

suggestions that result in change. Managers must be able to sort through the mass of

suggestions and choose the most innovative ideas with the greatest payoff potential.

Employees sometimes make overt demands for change (i.e.; strikes.)

2. Focus of Organizational Changes

A managers first question is often What do I change?!? or Where do I start?

Technology: The most obvious and frequent focus of change is technology. Technology is an

obvious change direction; it is frequently a root cause of change. Recently, changes in

information technology have caused virtually all firms to change. One critical concern for

managers is unexpected spill-over effects of technological changes.

These can disrupt work relationships and cause high levels of confusion. If these effects last a

long time, they can dilute or even cancel the positive results of the technological change.
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Technology may be the initial focus of the change but may not be an accurate predictor of where

other concomitant change will occur.

Shared Values and Culture: Changing an organizations culture can have potent consequences.

Despite the powerful potential of culture change, it is extremely difficult to accomplish and

therefore is not often the focus of the change effort.

A first step in changing culture is to change the organizations values. The assertion of new

values is easy; getting them accepted is the hard part. Culture change takes a long time and is

therefore not an effective choice if change needs to be instituted rapidly.

Strategy: Strategy is less difficult to change than is culture. Top management changes strategy.

Simply announcing the strategy change is not enough. Implementation is crucial to success.

Structure: Structural change can be a tool for implementing other needed changes. There are

three levels of structural change:

1. Macro level: for example, reorganization of the entire firm into a geographic, or product,

or customer structure

2. Intermediate level: for example, changing or relocating departments and reporting

relationships

3. Micro level: for example, implementing new project groups changing the content of

specific jobs or positions

▪ Structural changes are not difficult initially but making them work can be

extremely challenging.

Systems: Changes in the sequence or manner in which work activities take place. Systems

changes are frequently residual changes: the result of technological, strategic, or structural

changes.

Staff: Staff changes generally involve one of four elements:

1. Who the people are: adding, subtracting, or interchanging people

2. What their attitudes and expectations are:

3. How they interact interpersonally: for example, emphasizing cooperation over

competition
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4. How they are trained or developed

3. Evaluating the Need for Change

There are two steps to correctly answering the question, Is changing necessary?

1. Recognize and correctly assess the strength of the need for change

2. Accurately diagnose the problems and issues the change should address

Recognizing and Assessing the Need for Change

Since change is costly both in time and money, it is important to only change what needs to be

changed when it needs to be changed.

Proactive Recognition

Effective managers are those who recognize the need for change at the earliest possible time.

This is accomplished through the environmental scanning procedures and systems these

managers have in place. Thus, environmental scanning and early recognition of the need for

change allows for proactive, planned change before a crisis occurs.

▪ Planned change is generally less costly.

Reactive Recognition

Some developments in either the external or internal environment take place so quickly that there

is no time for planned proactive change. Managers can only react to these situations whether or

not they want to.

Diagnosing Problems

Making changes without accurately diagnosing the basic problem can create a worse situation

than not changing at all.

Effective managers perform a comprehensive analysis.
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1. Obtain information from a variety of sources.

2. Compare the information sets to search for patterns or trends.

3. Attempt to determine the underlying cause of the problem for the analysis

of the patterns discovered in the information sets.
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