Chapter 1: The changing world of management
MN101 Principles of Management
Week 1 Tutorial
I. The changing world of management 
1 How do you feel about having a manager’s responsibility in the contemporary environment, which is characterised by uncertainty, ambiguity and sudden changes or threats from the environment? Describe some skills and qualities that are important to managers under these conditions. (management skills page 16 -19)
The conceptual, human, and technical categories of skills provide a relevant departure point for an in-depth discussion. While a successful manager would be expected to be competent in all of these skill categories, it could be argued that human skills are becoming increasingly important. Specifically, some of the skills and qualities students should mention include:
conceptual skills such as being able to take a broad long-term view; to understand the inter-relationships between the organisation, the industry and the community; to perceive the significant elements in a situation and broad patterns; and to think ‘outside the square’
human skills such as being able to motivate, facilitate, coordinate, lead, communicate and resolve conflicts; to empower others via dispersed leadership; to inspire confidence and belief in the organisation and its leadership; to create an exciting and challenging work environment; to create cohesive and effective teams; and to build personal networks by making contacts with customers, suppliers and partners
technical skills such as having the technical knowledge to make good judgements and decisions without getting mired down in technical details and being able to keep up with technological changes.
In summary, managers need a skill base that allows them to be flexible, adaptable and relationship orientated, and to know when to apply the appropriate skill set.
2 Jeff Immelt of GE has said that the most valuable thing he learned in business school was that ‘there are 24 hours in a day, and you can use all of them’. Do you agree or disagree? What are some of the advantages to this approach to being a manager? What are some of the drawbacks?
The advantage to this approach to being a manager is that you potentially develop a reputation as a knowledgeable, dedicated person who gets the job done. As an attitude, such an approach recognises that work, in the new workplace, is not confined to a nine-to-five routine but can be performed at any time of the day or night. Therefore, Immelt’s statement is an important reminder to managers that they need to be flexible, adaptable and able to respond quickly to customer and employee needs.
The drawback is that in trying to adopt such an approach, a manager can increase the likelihood of becoming overwhelmed, stressed and, ultimately, burnt out. It might also be worth discussing the impact such a 24/7 approach might have on the quality of the decisions and performance of the manager – is more better? Other potential drawbacks could be the extent to which the issues discussed in the Management in practice box (page 24), such as the impact on work–life balance and the example being set to new or young managers, are exacerbated.
3 Is efficiency or effectiveness more important to organisational performance? Can managers improve both simultaneously? (page 15)
Although efficiency and effectiveness are both important for performance, most people would probably say that effectiveness is the more important concept. Internal efficiency has no value if it does not enable the organisation to achieve its goals and respond to the changing external environment. In contrast, an effective organisation by definition achieves its goals. One of these goals should involve continuously increasing efficiency. 
Managers can and should improve both efficiency and effectiveness simultaneously. One of any organisation’s primary goals should be to continuously improve efficiency. To the extent that the organisation increases its success in achieving this goal and others, its effectiveness also improves.
4 A university professor once told her students: ‘The purpose of a management course is to teach students about management, not to teach them to be managers’. Do you agree or disagree with this statement? Discuss.
This question should precipitate a lively discussion. Some students may believe that a university course will give them the necessary skills and abilities to be a manager. Others, especially those with management experience, will realise that they can learn the science of management through a course but must learn the art of management through experience. Courses and books on management provide information. Management courses offer the means for the systematic study of management in much the same way that courses in English literature provide students with an understanding and appreciation of good writing, or that a science course can introduce them to physics. For the most part, these courses do not teach students to be competent practitioners. Skill in managing, writing or building reactors comes from experience. Studying the science of management does, however, facilitate mastering the art or practice of management in much the same way that studying medicine helps a physician master the art or practice of medicine.
5. Ethical challenge (page 31 -ebook)
Can management afford to look the other way?
 Case study: Sharpstyle Salons
[bookmark: _Hlk58923726]1	What positive and negative managerial characteristics does Jamie possess?
This question is open to interpretation. Suggestions regarding the managerial characteristics that Jamie possesses are as follows:
positive: hard worker, skilled hairdresser, ambitious
negative: abrupt, prone to bursts of anger, needs reassurance, suppressive.
2	How do these traits help or hinder her potential to get the top position at the Riverwood Shopping Centre salon?
An employee who is a hard worker and who is skilled and ambitious is someone that will fit in well at the top level of management at any firm. However, if the employee is prone to anger, is abrupt with his or her interactions with staff or customers, needs to be reassured of his or her decisions and suppresses co-workers in order to succeed, then this may have a detrimental impact on the employee’s chances for promotion. Students should discuss the pros and cons of Jamie’s behaviour (based on the limited snapshot from the case study) and outline how they think it will impact her likelihood of promotion.
3	How do you think Jamie should have handled each of the incidents with Marianne? Holly and Carol Jean? Victoria?
Again, this question is open to interpretation. Students will have different opinions about the way that Jamie should have handled each staff member. These opinions may range from agreeing with Jamie’s decisions (i.e. anger with the absent employees, demanding medical certificates) to disagreeing with her conclusions (i.e. trusting Holly and Carol Jean, giving autonomy to Victoria). 
4. 	Is this an organisation that you would like to be a manager within? Why or why not?
This question is open to interpretation. Generally, a good (innovative and positive) manager will notice opportunities in the case to improve the situation and better harness the skills and abilities of staff with enhanced policies, procedures, controls and management styles and practices. Of course, other managers will be tentative about the issues being expressed and consider the task of trying to change problematic work behaviours too difficult for their liking. The ideal solution would be to adopt a positive frame of mind about staff and proactively seek a collaborative solution. 

Case study: On the Job: The World of Innovative Management
https://www.youtube.com/watch?v=mcpP7nF5Bl4&ab_channel=NataliAlvarez

1. List the three broad management skill categories and explain which skills are needed most for each of the Camp Bow Wow leaders highlighted in the video.

Three general categories of management skills are conceptual skills, human skills, and technical skills. Conceptual skill, which is the most important skill category for top managers, is the cognitive ability to see the organisation as a whole system and the relationship among its parts. Human skill, which is highly important for middle managers, is the ability to work with and through other people and to work effectively as a group member. Technical skill, which is most important for first-line managers and nonmanagers, is the understanding of and proficiency in the performance of specific tasks.
While all managers at Camp Bow Wow require some degree of each of the three skill sets, Camp Bow Wow franchise owner Sue Ryan needs to have well-developed conceptual skills to think strategically about her business, to understand how it interacts with market trends, and to manage the ongoing relationship with corporate headquarters. General Manager Candace Stathis needs to specialise in human skills—especially as the primary person responsible for building good relationships with clients. Camp counsellors at Camp Bow Wow need to have technical skill in managing dog care and general office work.

2.	Which activities at Camp Bow Wow require high efficiency? Which activities require high effectiveness?
Effectiveness is the degree to which the organisation achieves a stated goal; efficiency refers to the amount of resources used to achieve an organisational goal. A high performance company is one that achieves organisational goals to the maximum extent possible (effectiveness) while making the best use of limited resources (efficiency). According to Candace Stathis, the dog care tasks at Camp Bow Wow require high efficiency so that everything gets done on time and according to schedule. In contrast, she says customer service needs to be effective but not necessarily efficient, since overemphasis on efficiency could interfere with quality customer interactions. ‘Customer service has to be effective as opposed to efficient because it’s important for the owners to know that you care about their dogs,’ Stathis said. ‘If you’re just trying to be efficient, then it’s not going to make them want to come back, and it’s not going to make them feel that you know them or their dog.’ She points out that the hardest part of her job is trying to juggle the customer service side of the business with the pet care side.

3.	List two activities that managers at Camp Bow Wow perform daily, and identify which of the ten managerial roles discussed in the chapter figure prominently for each.
Answers will vary, but Candace Stathis performs the interpersonal roles of figurehead and liaison whenever she meets with dog owners. Owner Sue Ryan performs the decisional roles of entrepreneur and resource allocator in starting a franchise business and hiring managers and counsellors to help her operate the new business.


II. Organisation and management
1	How would you feel about working in a ‘boss-less organisation’? What might be your role as a ‘manager’ in such an environment? Do you think this is a trend that will continue to grow or diminish? Why?
Most of us can appreciate the advantages of working for a bossless organisation, but some will not necessarily like the added responsibility. From a management perspective there can be many advantages to a bossless work environment, including increased flexibility, greater employee initiative and commitment, and better and faster decision making. However, bossless work environments also present new challenges. Costs may be lower because of reduced overheads, but money has to be invested in ongoing training and development for employees so that they can work effectively within a bossless system. The culture also has to engage employees and support the non-hierarchical environment. Employee engagement is essential and yet not guaranteed when setting out to create a successful bossless workplace.
2	Big data analytics programs (analysing massive data sets to make decisions) use gigantic computing power to quantify trends that would be beyond the grasp of human observers. As the use of this quantitative analysis increases, do you think it may decrease the ‘humanity of production’ in organisations? Why?
Big data analytics can be thought of as a direct descendant of Frederick Winslow Taylor’s scientific management and the most recent iteration of the quantitative approach to management. In this sense the same criticism that led to formation of the human relations movement (as a counterpoint to scientific management) can be applied – mechanisation and quantification of jobs can lead to humans feeling marginalised. Where work is mechanised or computerised, it is dehumanised, foregoing a sense of care and empathy and all of the human traits that keep us together as social animals. If big data analytics can achieve its productivity gains and also simulate and replace such social phenomena as emotions, care and human concern for the other, then perhaps things will still feel alright among the people working in our organisations. But that is a big ‘IF’.
4	As organisations become more technology-driven, which do you think will become more important: the management of the human element of the organisation or the management of technology? Discuss. 
One could argue that as the pace and complexity of technology accelerates, the demand for employees with the skill set to use the technology to its full advantage will increase. Couple this with a trend towards the learning organisation that emphasises encouraging all employees to engage in identifying and solving problems, and it is people that will make an organisation successful. Thus, it would not be unreasonable to argue that managing the human element in terms of attracting, retaining and developing a highly skilled workforce is going to be vital. Based on this line of reasoning, technology provides the architecture that supports and reinforces the new workplace. Technology is a means, not an end; it is the people who will establish and run an organisation. They will decide on the technology and operate it to turn the inputs into profitable goods and/or services. 
This is not to suggest that the management of technology should be ignored. As the text indicates, the influence of technology is not going to diminish, and managers will need to ensure that they are tech savvy and continue to embrace and invest in a technology-driven workplace. 
	What are the relative advantages and disadvantages of using AI programs to assist managerial decision-making processes?
Whilst not an exhaustive list, students should be able to note some of the following advantages of using AI: increased productivity and efficiency; propose new ideas, insights, and perspectives from big data; offer new products, services, or solutions based on data analysis and trends in media coverage.

While not an exhaustive list, students should be able to note some of the following disadvantages of using AI: introduces unnecessary complexity into the decision-making process; introduces ethical and social issues in how data is obtained and used; limited human involvement and control; contextual and situational limitations; reduction in human involvement and control in data analysis and decision making.
5. Your best and worst managers
Step 1. On your own, think of two managers that you have had – the ‘best‘ and the ‘worst’. The managers could be anyone who served as an authority figure over you, including an instructor, a boss at work, a manager of a student organisation, a leader of a student group, a coach, a volunteer in a not-for-profit organisation, and so on. Think carefully about the specific behaviours that made each manager the ‘best’ or the ‘worst’ and write down what that manager did (you should frame your responses around the four management functions: ‘planning’, ‘leading’, ‘organising’ and ‘controlling’.
The best manager I ever had did the following:
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
The worst manager I ever had did the following:
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
Step 2. Divide into groups of four to six members. Each person should share his or her experiences, one at a time. Write on a sheet or a whiteboard separate lists of best-manager and worst-manager behaviours.
Step 3. Analyse the two lists. What themes or patterns characterise ‘best’ and ‘worst’ manager behaviours? What are the key differences between the two sets of behaviours?
Step 4. What lessons does your group learn from its analysis? What advice would you give to the other members of your tutorial to help them be more effective and efficient mangers?

This exercise helps students understand how different management styles affect their behaviour and motivation, ultimately impacting performance. The answers and the approach that the students take to this task are very subjective as their responses are based on their own opinions and experiences. 
In identifying their best and worst managers, students should be encouraged to review those managerial behaviours within the different schools of management thought identified in this chapter. For example, managers who are well regarded for outlining clear expectations, training workers in the expected standard method and providing wage incentives for increased production are using elements of the scientific management approach. 
Many students no doubt will identify the worst managers as ones with whom they have had a bad face-to-face experience. However, they could be asked to consider what managerial skills (e.g. good communication, conflict management skills, ethics and strong values) are important regardless of the school of thought.
This question gives students an opportunity to think about some of the deeper assumptions that they hold about work and about managers that they might bring to an organisation as future managers. 
One way to extend this discussion might be to ask students to consider not just the presence and absence of rules but the type of rules and their applications. In other words, what kind of rules, rewards and punishments would they like to see in their organisation? As an added complexity, ask students to consider how their best and worst managers might be better rated in other organisations and task environments. 
Lessons learned and advice offered to managers may be general or specific (based on the incident that caused the student to place the manager in the ‘best’ or ‘worst’ category).

6. Ethical challenge: The supervisor (page 62 eBook)
7. Part 1 Continuing case: Innovative management for a changing world (page 63 eBook)
(1) Toyota gave itself, its customers, dealers, suppliers and employees nearly four years to implement the manufacturing closure in Australia. What were the main specific challenges the company would face in that period?
The first challenge with all these stakeholders would be a reduction or even collapse in loyalty and relationship, with the brand, product and company. Some customers might feel abandoned. Employees also. Suppliers are about to lose their biggest local customer so might they let their quality and service decline? 
(2) Once the company announced the Australian manufacturing closure, it set a local goal, of ‘Last car equals best global car’. What would this imply, could it be accomplished, and how?
During the period approaching the shutdown, this means that the company wishes to keep its product quality up at the very high levels it achieves. Yet if workers know that they will soon be forced to leave their employment, how would they stay so highly motivated as to make sure that every bit of what makes for vehicle quality continue soundly? It actually was established, and cars kept up their quality till the very end, unlike in some other places, because of the leadership and strongly positive culture in this company, dedication and pride of the workforce.
(3)	If you were a shop floor team member (factory worker) at Toyota in Melbourne, and like many of them, you had worked there for more than two decades, what emotional response would you have had to the closure announcement, and what support would you expect from the company and its executives?
First, perhaps shock? Disappointment, Uncertainty about the future. Anger about losing the employment relationship. Some even expressed grief.
(4) For the many suppliers to the automotive industry in Australia, who make so many different parts, from seats to plastic components (e.g. Toyota had nearly 50 per cent of the parts sourced by local suppliers) losing their three end-use customers (Ford, GMH and Toyota) must have been a major disruptive shock. Even with some three to four years of notice of the closures, what would you have done if you were running a family owned business that supplied parts to the local automotive industry, once the closures were announced in 2014?
We would need to find new customers, new industries to supply to , or if we were able, to find overseas customers who make cars. How can we innovate, to produce new parts for other products, e.g. supply to the defence sector, to trucking companies, other parts of manufacturing. One would need to search for solutions, figure out one’s capability and capacity to adapt to produce other types of parts etc, then seek out and market to those potential customers. Needs proactivity, needs a marketing plan.
(5) Toyota in Australia has always cared very much for its reputation in the market place and in the minds of its customers. One of its sayings was ‘Employee first equals customer first’. Interpret the likely meaning of this statement, and consider how it will play out given the new circumstances of the Toyota Australia planned 2017 manufacturing shutdown.
The employee is considered as an internal customer of the managers, which goes with the ‘respect’ culture. It also recognises that to do a great job on quality and service for customers, the company must serve its employees well with everything they need to do that great job on quality and service. This brings to mind the Service Profit Chain, that asserts that employee satisfaction drives quality, service and productivity. So employees are the first key piece in getting it right for the customer.
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