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FOREWORD
B R R R R R S R R SR SRR SRR R R R

Effective managers are essential to any organization’ s overall
success, regardless of whether it is a global giant or a small start-up
enterprise. Indeed, having talented people is so important to the
success of a business that Fortune magazine includes “the ability to
attract, develop, and keep talented people” as one of the key factors
used to establish its list of Most Admired Companies.

Effective managers must pay attention to what goes on both inside
and outside their organizations. Regardless of where their attention
might be focused at any particular time ,managers are part and parcel
of organizational settings. Profit-oriented businesses are one type of
organizational setting in which managers are found, but they aren’ t
the only one. Undoubtedly, you could write your autobiography as a
series of experience with organizations such as hospitals, schools,
museums, sport teams, stores, amusement parks, restaurants,
orchestras, community groups and clubs, government agencies, and
others. Some of these organizations were small , and others were large.
Some were for-profit companies, and others were nonprofit
organizations. Some offered products, some offered both products and
services, and others offered only services, some were well managed ,
and others struggled merely to survive.

We refer to such a group of people as an organization because
each has a structure and Strives to achieve goals that individuals acting
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alone could not reach. All organizations strive to achieve specific
goals, but they don’t all have the same goals. For example, a goal at
Southwest Airlines is to offer on-time service at the lowest prevailing
price to increase its market share. A goal at Polaroid is to create
innovative cameras, whereas at Minolta a goal is to produce high-
quality lenses for cameras and (Mptlcd devices.
Regardlesm s specific goals, the job of
managers is to help the organization achieve those goals. In this book,
we look at managers in organizations of all types and sizes that have
many different goals and many different ways of achieving their goals.

Our primary purposes are to help you understand how managers

accomphsh their goals and to help you develop some of the managerial

competencies that you will need to be effective in whatever types of

organizations you find yourself. Many—indeed, most—of these
competencies will be useful to you even if you never have a job with

the word manager in the title.

What Is a Manager?

Up to now we’ ve been talking about managers for so long, and
next it’ s time to Mexactly what the term means. A manager is a
ol et - ity

person who plans, organizes, directs, and controls the allocation of
b S

human , material , financial ,and information resources in _pursuit of the

organization’ s goals. The many different types of managers include
department managers, product managers, account managers, plant
managers, division managers, district managers, and task force
managers. What they all have in common is responsibility for the
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efforts of a group of people who share a goal and access to resources
that the group can use in pursuing its goal.

You don’t have to be called a manager to be a manager. Some
managers have unique and creative titles, such as chief knowledge
officer (a person in charge of training and development) and chief
information officer (a person in charge of information systems ).
People with the job titles of chief executive officer (CEO) , president,
managing director supervisor,and Cc\ojgh also have the responsibility for
helping a group of people achieve a common goal, so they are
managers, too.

Most employees contribute to organizations through their own

individual work, not by directing other employees. Journalists,
L ey R 1 B .
computer programmers, INSurance agents, machine operators,

newscasters, graphic designers, sales associates, stockbrokers,
accountants, and lawyers are essential to achieving their
organizations’ goals, but many people with these job titles aren’ t
managers.

What sets managers apart, if not their job titles? Simply put, the
difference between managers and individual contributors is that
managers are evaluated on how well the people they direct do their
jobs. Consider jennifer Laing, for example. In 1997, she left her
position as chairwoman of the London office of Saatchi & Saatchi
Advertising Wordwide to become chief executive of its North American
operations. Her new reponsibilities included supervising the accounts
for some famous brands and landing new accounts. Clearly, all the
work that goes into promoting these brands, which generate revenues
of more than $2 billion, can’t be done by one person—it takes
several thousand. Laing’ s job is to oversee the efforts of everyone
working on all the North American accounts.
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An important responsibility of managers such as Laing is to
ensure that their groups understand their goals and how achieving their
goals is related to the success of their organizations, Saatchi &
Saatchi’ s primary goal is to“make clients’ brands famous”. While
achieving that goal, the company also has the goal of making its own
name famous. It achieves these goals by producing excellent
advertising for its curreni clients and by attracting new accounts.

Because managers achieve organizational goals by enabling
people to do their jobs effectively and efficiently—not by performing
all the tasks themselves—they must find ways to keep employees
motivated. Laing describes Saatchi & Saatchi’ s employees as highly
motivated. She gives them credit for the firm’ s ability to recover from
the turmoil it experienced in 1995 when founders Maurice and Charles
Saatchi left the firm to open their own shop. The firm’ s 6 200
employees then showed the “desire to prove that the next generation
could not only do a good job but a better job”. Laing knows that it is
her job to keep their motivation high, which she plants to do by

providing consistent leadership.

&
What Is Management? ?

If managers are the people responsible for making sure that an
organization achieves its goals, what does the term management mean?
In every usage, people often refer to management as a group of
managers in an organization. For example, the CEO and other high-
level executives often are referred to as top management. The

managers under them may be referred to as middle management, and
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so on.

The term management can also be used to refer to the tasks that
managers do. These tasks include planning, organizing, leading, and
controlling the work of an organization. Business managers at General
Electric (GE ) plan, organize, lead, and control activities to ensure
that their particular businesses are ranked either first or second against
all competitors. CEO Jack Welch has a clear strategy to make GE
success. Part of this strategy is to improve continuously the quality of
GE products and services.

In this book, we use the term management to refer to the tasks or
activities involved in maang,
leading, and controlling. As you will see, people in many different
jobs may be expected to do some management tasks, even if that isn’t
their main focus. For example, quality control programs such as the
one at GE involve employees throughout the entire organization in
developing plans for improving quality. When GE Capital Services
looks for ways to reduce errors in the bills it sends to credit card
customers, managers enlist the help of billing clerks and data
processors . They will be empowered to reorganize some of their work
and be expected to continue to look for new ways to control quality. In
other words, they will be doing some management tasks, but-they
won’ t become managers. We reserve the term manager for people in

jobs that involve primarily management tasks.

: Scope of Management ~ }

There are many types of managers and many ways in which
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managerial jobs differ from each other. One difference is the scope of
the activities being managed. The scope of activities performed by
general managers is quite broad.

Functional managers supervise employees having expertise in one
area, mming, human resources, sales, finance,
marketing, or production. For example, the head of a payroll
department is a functional manager. That person doesn’t determine
employee salarise, as a general manager might, but makes sure that
payroll checks are issued on time and in the correct amounts.
Usually, functional managers have a great deal of experience and
technical expertise in the areas of operation they supervise. Their
success as managers is due in part to the detailed knowledge they have
about the work being done by the people they supervise, the problems
those people are likely to face, and the resources they need to perform
well.

General managers are responsible for the operations of a more
complex unit, such as a company or a division. Usually they oversee
the work of functional managers. General managers must have a broad
range of well-developed competence to do their jobs well. These
competence can be learned through a combination of formal training
and various job assignments, or they can be learned simply in the
course of trying to adapt and survive in a chosen area. Being
adaptable enough to solve whatever problems he ran into along the
road to success was the approach Alan Young took on the way to
becoming one of the best auto dealers in Texas. Although Young’ s
domain is small, his job has all the complexity of that of a general
manager. He oversees all marketing functions, including advertising
campaigns and sales; he manages the financial side of the business;
he is active in the community as a member of the Ft. Worth Chamber
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of Commerce and other civic organizations; and he sponsors a high

school basketball tournament.

: What Managers Do #

As we’ ve described the various types of managers, we’ ve given
you some idea of what managers do. But these few examples don’ t
show the whole picture by any means. Let’ s now consider
systematically what managers do—the functions they perform and the
specific tasks included in these functions.

The successful manager capablyA performs four basic managerial

functions; planning, organizing, leading, and controlling. However,

as you will see, the amount of time a manager spends on each function
depends on the level of the particular job. After further describing
each of the four general managerial functions, we consider in detail
the differences among managers at various levels in organizations.

Regardless of their level ,most managers perform the four general
functions more or less simultaneously—rather than in a rigid, preset
order—to achieve organizational goals. In this section we briefly
examine the four functions without looking at their interrelationships.
However, throughout this book we refer to those interrelationships to
help explain exactly how managers do their jobs.

Planning. In general, planning involves defining organizational
goals and proposing ways to reach them. Managers plan for three
reason:

® to establish an overall direction for the organization’ s future,

such as increased profit, expanded market share, and social
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responsibility ;

® to identify and commit the organization’ s resources to
achieving its goals;

® to decide which tasks must be done to reach those goals. The
quality control program.that Jack Welch recently began at GE is a
good example of what planning involves.

Organizing. After managers have prepared plans. They must
translate those relatively abstract ideas into reality. Sound organization
is essential to this effort.

Organizing is the process of creating a structure of relationships
that will enable employees to carry out management’ s plans and meet
organizational goals. By organizing effectively, managers can better
coordinate human, material, and information resources. An

organization’ s success depends largely on managers’ ability to utilize

- those resources efficiently and effectively.

Organizing involves creating a structure by setting up departments
and job descriptions. For example, the U. S. Postal Service uses a
different type of structure than does UPS. At the U. S. Postal Service,
most employees think of themselves as production workers, and the
degree of job specialization is low. Relatively little attention is paid to
the marketing function. Most of the decisions are made by top
managers, with mail carriers and postal clerks having little to do with
decision making. Carriers and clerks are promoted to other jobs as
they gain seniority.

In contrast, UPS is organized into two distinct divisions: airline
and ground carrier. At UPS,the degree of job specialization is high.
The truck drivers don’t fly planes and the pilots don’ t drive trucks.
Parcel sorters are located in major hubs around the world and sort
parcels for delivery by drivers, who have the most customer contact.
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Leading. After management has made plans, created a structure,
and hired the right personnel, someone must lead the organization.
Leading involves communicating with and motivating others to perform
the tasks necessary to achieve the organization’ s goals. Leading isn’t
done only after planning and organizing end; it is a crucial element of
those functions. When Brian Coleman, a manager at Ford Motor
Company’s plant in Dagenham, England, was asked to lead his unit
to produce higher quality, he understood that this task required
planning , organizing,, and leading simultaneously. With the goal clear
in his mind, he organized a team that included several managers and a
union official who then was asked to select several shop floor
employees to join the team. Coleman and his team collaboratively
planned how to proceed in order to reduce defects and warranty
claims.

Controlling. The process by which a person, group, or
organization consciously monitors performance and takes corrective
action is controlling. Just as a thermostat sends signals to a heating
system that the room temperature is too high or too low, so a
management control system sends signals to managers that things
aren’ t working out as planned and that corrective action is needed,
Phil Knight is CEO of Nike, the global athletic apparel and shoe
company based in Oregon, with annual sales of more than $9. 1
billion. Knight believes that Nike’ s success is due to its competitive
spirit, ability to respond to customers’ needs with diverse and genuine
products, and its control procedures. In the control process at Nike
and elsewhere, managers?

® set standards of performance;

® measure current performance against those standards;

® take action to correct any deviations;
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® adjust the standards if necessary.

Nike establishes budgets for each shoe line, such as cross
training, aerobic, walking, basketball, and football, and holds its
managers responsible for meeting production and financial goals. If a

shoe line can’t meet its goals , ‘the line is replaced. Knight spends a

. lot of time travelling globally, visiting retailers. He learns what

customers want in terms of product quality, performance, and price.
He uses this knowledge when setting performance standards for the
firm. At the same time, he reinforces the message that a retailer in
Singapore or Shanghai is just as important as one in New York City
and that every consumer can count on a consistent commitment to

quality.
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