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UNIT ONE

PART ONE: TEXT FOR FAST READING

SOME MYTHS ABOUT MANAGERS

Starting Time: Minutes Seconds

What do managers do? The media (television, books, movies) offers us one view: managers
are super-efficient planning machines. Whatever else happens, the wheels never stop turning in
their heads. Sitting in their offices, they are the remote control center of operations. Their
subordinates shoot back and forth from this control center, feeding in data and getting back orders.

What do the experts say? As any introductory management text will tell you, managers plan,
organize, coordinate and control. The French industrialist Henri Fayol introduced this definition of
the manager’s work in 1916. It has dominated management literature ever since. The definition was
a breakthrough when Fayol introduced it. It is still a sound general definition. After over half a
century of study of managerial work, however, it seems vague.

Now management specialists are attempting to offer more useful descriptions of managerial
activities. They draw these descriptions from studies of what real managers actually do on a
day-to-day basis. The hard facts explode some myths about the manager and his job.

Unlike the textbook figure, real life managers are not remote, reflective and systematic. Rather,
they are persons of action. They work at a killing pace. They jump from one task to another, dealing
with situations as they arise rather than as they appear on a schedule.

Textbook managers spend their time planning and delegating authority. They have no regular
duties. Others carry out operations, while managers deal directly only with exceptional situations.
The facts, however, show that managers actually do perform regular duties. They have ceremonial
duties. They see important customers and visitors. They acquire soft information and pass it along
to subordinates.

Classical managers rely on a formal management information system. Studies show that in
reality managers acquire information directly rather than through a hierarchy. They process
information through the media of documents, formal and informal meetings, telephone calls, and

1



tours. They favor verbal media (telephone calls and meetings, for example) and soft information.

This may explain why many managers are reluctant to delegate authority. The real strategic
data bank is in the minds of the managers instead of the memory of the computer. Briefing a
subordinate requires managers to “dump memory.” It simply takes less time for them to carry out
tasks by themselves.

A hopeful bit.of folklore in the management field is that management is a science or next door
to one. In fact, managers rely on judgment (that is, an internal program) rather than on any set of
systematic procedures. A realistic definition of the manager’s work would be the first step toward
developing a science of management. (431 words)

Finishing Time: Minutes Seconds

COMPREHENSION: Some of the statements below reflect the ideas and information found in the
reading, others do not. Without looking back at the text, identify whether each of the following
statements is true or false according to the text.
1. The media and the experts give us an identical view of what a manager does.
2. With the development of modern industry, Henri Fayol’s definition of the manager’s work
still best captures the inner meaning of managerial work. )
3. Now management specialists are trying to draw more useful descriptions of managerial
activities in order to explore the myths about the managers’ role.
4. Studies of real managers’ daily activitics support the old ideas about the manager and his
job.
5. Studies show that managers spend their time planning and delegating authority, with no
regular duties. .
6. In reality, managers acquire information directly rather than through a hierarchy.
7. Managers do not like to delegate authority because they like to control everything by
themselves. . o
8. The real strategic data bank of an organization is in the memory of the computer.
9. In reality, managers’ solutions to a problem rely more on experience and judgment rather
than on any set of systematic procedures.
10. The author suggests that before you can develop a science of management, you need a
realistic definition of the manager’s work.

PART TWO: TEXT

MANAGER ROLES

Before reading the text, think about the following questions. Write down your answers.
1. What roles a manager should act according to your opinion?



2. Why is it necessary to separate the components of the manager’s job to understand the

different roles and activities of a manager?

Mintzberg’s observations and subsequent research indicate that diverse manager activities can
be organized into ten roles. A role is a set of expectations for a manager’s behavior. These roles are
divided into three conceptual categories: information (managing by information), interpersonal
(managing through people), and decisional roles (managing through action). Each role represents
activities that managers undertake to ultimately accomplish the functions of planning, organizing,
leading, and controlling. Although it is necessary to separate the components of the manager’s job
to understand the different roles and activities of a manager, it is important to remember that the real
job of management cannot be practiced as a set of independent parts; all the roles interact in the real
world of management. As Mintzberg says, “the manager who only communicates or only conceives
never gets anything done, while the manager who only ‘does’ ends up doing it all alone.”

Informational Roles. Informational roles describe the activities used to maintain and develop an
information network. General managers spend about 75 percent of their time talking to other people.
The monitor role involves seeking current information from many sources. The manager acquires
information from others and scans written materials to stay well informed. Lewis Platt, chairman of
Hewlett-Packard, spends about 20 percent of his time talking directly with customers, asking what
the company is doing right and what is needed to be better. The disseminator and spokesperson
roles are just the opposite: The manager transmits current information to others, both inside and
outside the organization, who can use it. With the trend towards empowerment of lower-level
employees, many managers are sharing as much information as possible. At Oticon, a $ 100
million company that has revolutionized the hearing aid industry, CEO Lars Kolind sees the
dissemination .of knowledge as vital to the company’s ability to innovate. For an interesting
example of the spokesperson role, consider the Danish captain of an SAS airplane as “manager” of
the flight. Just after takeoff, the plane experienced engine trouble and the crew and passengers spent
a harrowing 25 minutes getting safely back on the ground. Captain Ebbe Starcke did something
unique: During the descent, acting as spokesperson for the airline and the crew, Starcke never
stopped talking to the passengers—in both Danish and English—explaining exactly what was
happening and what was being done to solve the problem. By the time the plane landed, Captain
Starcke was a hero to a lot of people—some of whom determined to always fly SAS whenever they
had a choice.

Interpersonal Roles. Interpersonal roles pertain to relationship with others and are related to the
human skills described earlier. The figurehead role involves handling ceremonial and symbolic
activities for the department or organization. The manager represents the organization in his or her
formal managerial capacity as the head of the unit. The presentation of employee awards by a
division manager at Taco Boll is an example of the figurehead role. The leader role encompasses
relations with subordinates, including motivation, communication and influence. The liaison role

3



pertains to the development of information sources both inside and outside the organization. An
example is a face-to-face discussion between a controller and plan supervisor to resolve a
misunderstanding about the budget.

Decisional Roles. Decisional roles pertain to those events about which the manager must make a
choice and take action. These roles often require conceptual as well as human skills. The
entrepreneur role involves the initiation of change. Managers are constantly thinking about the
future and how to get there. Managers become aware of problems and search for improvement
projects that will correct them. One manager studied by Mintzberg had 50 improvement projects
going simultaneously. The disturbance handler role involves resolving conflicts among
subordinates or between the manager’s department and other departments. For example, the
division manager for a large furniture manufacturer got involved in a personal dispute between two
section heads. One section head was let go because he did not fit the team. The resource allocator
role pertains to decisions about how to allocate people, time, equipment, budget, and other
resources to attain desired outcomes. The manager must decide which projects receive budget
allocations, which of several customer complaints receive priority, and even how to spend his or her
own time. The negotiator role involves formal negotiations and bargaining to attain outcomes for
the managers unit of responsibility. For example, the manager meets and formally negotiates with
others—a supplier about a late delivery, the controller about the need for additional budget
resources, or the union about a worker grievance during the normal workday. (758 words)

GLOSSARY
1. subsequent adj. a3k, BESH
2. diverse adj. ARIK, ZILEH
3. conceptual » adj. & LY
4. interpersonal adj. N5 A2 R
5. ultimately ' adv. BJE, B
6. component n. 5
7. conceive 7 vi. 8, WA
8. monitor o WEE, WiEE
9. disseminator n. E3EE, BAE
10. spokesperson n KEA, REA
11. empowerment n. $AL
12. harrowing adj. FE/O, BB
13. pertain v. BT, 8%
14. figurehead - n. RIEHE
15. ceremonial n. X=; adj. ERW
16. liaison n. BE4%
17. encompass v. BE&, B



18. motivation n. ¥fh

19. controller n. BHER

20. supervisor n. &%

21. budget n Fi¥

22. entrepreneur n. kK

23. initiation n. FFeh

24. disturbance n. B&k3zh, il

25. allocator n. 7EcHE

26. priority n. 5%, REM

27. negotiator n. KHAE

28. grievance n. ZH, B, AF
EXERCISES

Practice One: After reading the text, answer. the following questions on the basis of the text.

L.

What does Mintzberg mean when he says that “the manager who only communicates or
only conceives never gets anything done, while the manager who only ‘does’ ends up

doing it all alone?”

What does the role mean?
Why does Lewis Platt, chairman of chlett-Packard spend about 20 percent of his time
talkmg dxrectly with customers?

4. Asthe dlssemmator of a company, what role should a manager play?

Why did Captam Starcke be considered as a hero to many people?

What does it mean when the division manager attends the presentation of employee awards
at Taco Boll?

By what way do the plan supervxsors resolve the rmsunderstandmg about the budget?
Why does the author of the text say the dec1s1onal roles often require conceptual as well as
human skﬂls‘? ‘

When there is a conﬂlct or dlspute occumng in an organization, what role should a
manager play?

10. As the role of a negotiator, what should a manager do? ‘

Practice Two: Briefly explain the activities of the following manager’s roles in English.

1.

N v A W

Monitor role
Disseminator role
Spbkesperson role
Figurehead role
Leader role
Liaison role
Entrepreneur role



8. Disturbance handler role
9. Resource allocator role

10. Negotiator role

Practice Three: Translate the following sentences into Chinese,

L.

As Mintzberg says, “the manager who only communicates or only conceives never gets
anything done, while the manager who only ‘does’ ends up doing it all alone.”

The manager acquires information from others and scans written materials to stay well
informed.

With the trend towards empowerment of lower-level employees, many managers are
sharing as much information as possible.

During the descent, acting as spokesperson for the airline and the crew, Starcke never
stopped talking to the passengers—in both Danish and English—explaining exactly what
was happening and what was being done to solve the problem.

The leader role encompasses relations with subordinates, including motivation,
communication and influence. ‘

Decisional roles pertain to those events about which the manager must make a choice and
take action.

The negouator role involves formal negotiations and bargaining to attain outcomes for the
managers unit of rcspon{blhty

For example, the manager meets and formally negotiates with others—a supplier about a
late delivery, the controller about the need for additional budget resources, or the union
about a worker gnevance durmg the normal workday

Practice Four: Translate the following sentences into English

L.

“noh W

Mintzberg E‘Jiﬁﬁﬁlﬂfﬁﬁéﬁﬂ FREHEWT AT A+ H A,

ERE R, BEETRNUKEEAER, ERER—EN AR ERER.
HERE N T 8 CARPRR SHAAASIENE, AIERNERAENAE.
EBERRB AL, FREM Y EMSHEX L E.

EEE R LM RN R L, TURITIHh 385 4T S AR
.

Mintzberg (822 f (30 0% T HE LR AH —E K F B

Practice Five: Topic for discussion and writing practice

Supposed you were a newly elected general manager, your company was now suffering from
the conflict between sales managers and sales persons. What should you do to reduce this conflict?
After group discussion, write an essay on this topic within 500 words.



PART THREE: TEXT FOR AUXILIARY READING

THE ROLE OF CEO: A ROUNDTABLE DISCUSSION

Prescriptions for the CEO role abound, but how does it really work in
practice? At a recent roundtable discussion, we invited a number of CEOs
to discuss their roles, from the priorities of the early days to the dilemmas
of the moment. We speak with CEOs from a range of industries, including
those who have recently entered the role and others who are able to reflect
on the shifting demands of the CEO role over the years.

Early days as CEQ: finding the balance

Chris Cheatley, International CEO Forum: When you moved into the
CEO role, how long did it take you to grasp the balance of time that you
needed to devote to different aspects of the role?

Simon O’Regan, Mercer Human Resource Consulting: Probably about
six months. It was quite a while because there is a lot you don’t know
which people don’t necessarily want to tell you. The other thing I find
challenging is the idea of how granular you should get. You can make the
mistake of accepting a comment that someone makes to you and not
drilling down; and you can also make the mistake of spending too much
time involved in the detail. That is an important but difficult battle.

Peter Marshall, Western Bulk Carriers: Initially I only focused on
commercial issues, such as retaining clients under threat, or maintaining
market share. After about 18 months it dawned on me that the threat of
losing key people, and the challenge of keeping our younger people
motivated and interested, was actually more important. As a result, I now
spend much more time with staff, partiéulaﬂy in one-on-one sessions, and
am able to be more honest in our mutual expectations on performance and
future direction. It should be blihdingly obvious that our people are easily
our best assets, but platitudes aside, it’s not something you readily take on
board. I now find that “time lag” a_ctuaﬂly quite alarming, but it could be
the typical result of going from a line-management role to that of CEO.

Chris Thomas, Egon Zehnder International: There is a very good book

by Harvard Business School professor John Gabarro called The dynamics

prescription

n &%, R
roundtable

n. BN
priority

n. 4%, MR
dilemma

n. BER B AR R,
PR P

granular

adj. #HIHE
drill

vi. @%v bty

retain

vt. fRE, fR{P
dawn on
AEFHA

session

n 2
blindingly obvious
EEHB
platitude

n. BRiAMHA



