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Management Final

Chapter 8: Organization Structures and Design

1) What is organizing as a management function?
2) What are traditional organization structures?
3) What are the newer types of organization structures?
4) How are organizational designs changing the workplace? 


1. WHAT IS ORGANIZING AS A MANAGEMENT FUNCTION?					

Organizing arranges people and resources to work toward a goal. As one of the most basic components of management, it involves dividing the labor and coordinating results to achieve a common purpose. 

Organization structure is the system of tasks, reporting relationships and communication linkages within an organization. This can be visually seen with an organization chart. By looking at an organization chart, we learn the basics of an organization’s formal structure. The informal structure is the set of unofficial relationships among an organization’s members. Social network analysis is a great tool for understanding informal structures and the social relationships that are active in an organization. *No organization can be fully understood without gaining insight into the informal structure as well as the formal one. 

Informal structures are key to the success of any organization, especially during times of change or in unusual situations. They provide, quick spontaneous help which allows an organization to get things done. At the same time, they can carry inaccurate information, are susceptible to rumors within an organization and divert work efforts from important objectives. 


2. Traditional Organization Structures							

Basic principle of organizing is departmentalization; grouping together workers and jobs into work units. Basically, making sure people are specializing and experts in their specific job. Departmentalization decisions have resulted in three major types of organizational structures: functional, divisional and matrix structures. 

- Functional structures: Groups together people with similar skills who perform similar tasks. Banks, hospitals are two examples of types of organizations that follow this structure. They work well with smaller organizations dealing with only one or a few products. The key point is that members of a function work within their areas of expertise. 

Advantages: Efficient use of resources, task assignment consistent with expertise and training, high-quality technical problem solving, clear career paths within functions. 
Disadvantages: functional chimneys problem (lack of communication across functional groups). Viewpoints become too self-centered and narrow. When problems occur between functions, they are too often referred to higher levels for resolution rather than being addressed by people at the same level. 

· Divisional Structures: Groups together people working on the same product, in the same area with similar customers, or on the same processes. They are common in complex organizations with diverse operations that extend across many products, territories, customers, and work processes.
· Product Structures: People and jobs grouped together based on a specific product within an organization; i.e. Heinz CEO decided that changing to a product structure will allow the organization to be more successful in the company’s international structure. 
· Geographical Structures: Location of Activity. Great for focusing on unique cultures and requirements of particular religions. Each area is given their own responsibilities with regards to logistics, sales and other business functions. 
· Customer Structures: Groups together jobs and activities that serve the same customers or clients. Very common in the consumer products industry. The goal is to best serve the special needs of the different customer groups; i.e. National Bank targeting specific groups of customers (senior citizens, students, new families) with different packages that adhere to their expected benefits. 
· Process Structure: Groups jobs and activities that are part of the same processes. 

Advantages of Divisional Structures: 
	- More flexibility in response to environmental changes
	- Improved coordination across functional departments
	- Clear points of responsibility for product or service delivery
	- Expertise focused on specific customers, products and regions
	- Greater ease in changing size by adding or closing down divisions
Disadvantages: 
	- Increase of costs through the duplication of resources across divisions.
	- Unhealthy rivalries as divisions compete for resources and top management attention. 


· Matrix Structures: Combines functional and divisional approaches to emphasize project or program teams. Workers in a matrix structure belong to two formal groups; a functional group and a product program or project team. Essentially the goal of the structure is to combine the advantages of each (functional and divisional) and eliminate their disadvantages. 

Advantages: 
	- Better cooperation across functions
	- Improved decision making
	- Better customer services; there is always a program, product or project manager informed and available to answer questions
	- Improved strategic management; top managers don’t have the burden of answering to lower level operations and can maximize their time on strategic issues. 
Disadvantages: 
	- Susceptible to power struggles with a two-boss system. 
	- Task confusion and conflicting work priorities. 


3. What are the newer types of Organization Structures?				

Horizontal structures are the latest trend with regards to organization in terms of management. This is part of the broader movement towards less hierarchy and more communication across functional units. More flexibility, more empowerment and better mobilizing human talents are part of this growing trend. 

· Team Structures: used either permanently or temporarily to solve problems, complete tasks and special projects by assembling cross-functional teams to improve relations. 
· Advantages: 
· Eliminates communication problems and decision-making that result from the functional chimneys problem. 
· People working in teams often feel a greater sense of involvement, increasing their enthusiasm for the job. 
· Improve the speed and quality of decisions in many situations. 
· Disadvantages: 
· Conflicting loyalties for persons with both team and functional assignments
· Time-management issues and group process
· Network Structures: Uses information technologies to link with networks of outside suppliers and service contractors. In the past, it was all about owning everything (factories, warehouses, studios), now the model is presented as owning the core components of the business and using outsourcing and strategic alliances to provide the rest. 
· Advantages: 
· Fewer employees
· Stays cost-competitive
· Disadvantages:
· Difficult to control depending on how complicated the nature of the business can be. 
· Lack of loyalty among contractors who are used infrequently rather than on a long-term basis. 
· Boundaryless structures combine both team and network structures with the advantages brought on by technology. Essentially the same thing as the two horizontal structures mentioned previously but with the addition of the word temporary. The virtual organization takes the boundaryless concept to the extreme. 
· Advantages: 
· The absence of internal and external barriers help people work in ways that bring speed and flexibility to the boundaryless firm. 
· People with talent work together and share their knowledge. 


4. How are organizational designs changing the workplace?				

Organizational design is the process of creating structures that accomplish a mission and objectives. 

- Mechanistic Designs (Bureaucratic): 
- Many rules
- Narrow span of control
- Few teams and impersonal coordination
- Authority is centralized
- Works well with organizations which perform routine tasks in stable environments. 
- If consumer preferences change, it may take a while for the organization to adapt to their wants. 

- Organic Designs (Adaptive): 
- Few rules
- Wide span of control
- Goals can be changed and adapted to different situations
- Shared tasks and personal coordination
- Encourages teamwork and worker empowerment
- Works well with organizations facing dynamic environments and changing conditions
- It helps develop what is known as a learning organization which is where workers thrive in problem solving and continuous adaption. 

New trend in organizational design is to have a wider span of control. Span of control is defined as the number of subordinates directly reporting to a manager. This means flattening of the hierarchy. This is in response to the complexity of the new business world. A shift towards horizontal structures and organic designs are on the rise and imminent. Also, delegation and empowerment are hot topics. Delegation refers to assigning, granting authority and creating accountability. With trends like delegation, empowerment and horizontal structures, decentralization in organizations is on the rise; at the same time, technology is allowing fro adequate centralized control. 



Chapter 9: Innovation and organizational change

1) How do organizations accomplish innovation?
2) What is the nature of organizational change?
3) How can planned organizational change be managed?
4) What is organization development?

1. How do organizations accomplish innovation?					
Innovation is the primary source of gaining a competitive advantage. It all starts with creativity which is the generation of a new idea. Creativity makes a difference in organizations when it influences innovation. Innovation is the process of taking a new idea and putting it into practice. 

- Types of Innovation: 
· Business Innovations: This is seen in three broad forms
· Product innovations: result in new and improved products; i.e. iPods
· Process innovations: result in better way of doing things; i.e. Ikea
· Business model innovations: result in ways for firms to make money; i.e. eBay.
· Sustainable innovations: Creates new products and processes that have lower environmental impact. The goal is to find ways to do business while having minimal impact on the natural environment. I.e. Green Innovations, replacing air travel with video-conferencing. 
· Social-Business innovations: finds ways to use business models to address important social problems. I.e. Micro-lending – the idea of helping third world countries financially by offering loans to the poor. This also ties in with the idea of a social entrepreneur. Defined as someone who pursues innovative ways to create change that benefits society. 

- The innovation Process: I-D-E-A-S
1) Imagining – thinking about new possibilities
2) Designing – testing ideas in concept, building prototypes
3) Experimenting – examining practicality and financial value through experiments
4) Assessing – identifying strengths and weaknesses, potential costs and benefits
5) Scaling – gearing up and implementing new processes, commercializing new products or services. 

- Characteristics of innovative organizations: 
· Strategy and culture (VALUES THAT PROMOTE INNOVATION): The culture in innovative organizations is driven by values that let everyone know that innovation is expected, failure is accepted and the organization is willing to take risks. 
· Structures (RESPONSIVE): Innovation is seen through an organizations structure by how flexible and useful the structure is in creating innovative value for the company. Larger companies try to become more horizontal in their hierarchy. Some even set up what is known as skunkworks. These are creative teams created outside the company’s formal structure regardless of the nature of it to provide innovation. They are given special resources and sometimes even, their own managers. Another approach taken by organizations is to simply be good at producing and creating at the same time without using skunkworks. Organizations who do this scatter their creative project teams through an organization, but are managed as part of a horizontal structure. These organizations are known as ambidextrous organizations. 
· Systems (RESPONSIVE AND ADAPTED): This can be experienced internally and externally both with the use of technological advantages present in today’s society and workplace. Internally, employees can collaborate, not only personally, but through networks which have been made possible through technology. I.e. IBM creating It’s own version of Facebook for its employees to promote idea sharing. Externally, this is often seen by setting up mechanisms for customers and consumers to share and provide ideas for the organization. 
· Top Management (SUPPORT): The most innovative organizations are one’s in which top management supports the cause. They can be innovators themselves too. 
· Staffing (MAKING THE RIGHT DECISIONS): Making creativity an important characteristic when hiring someone, implement the right characteristics (culture, strategy, structure and leadership) to allow this creativity to flourish and putting people in the right roles to create the actual innovation. 



2. What is the nature of organizational change?						
Since innovation is seen as such a positive thing, it is important to make change in an organization seem routine. More and more, organizations need change leaders or change agents. This means trying to change the behavior of another person in a social system. This is a characteristic that should especially be seen in top management. 

- Models of Change leadership: 
· Top-down change: the change initiatives come from senior management.
· Bottom-up change: change initiatives come from all levels in the organization.
· Integrated change leadership: Harnesses the advantages of both top-down and bottom-up. I.e. Jack Welch taking over for G.E. He made organizational changes by trimming the size and number of employees and created a program called “Work-Out” in which a group of employees meet with a manager and provide ideas and managers are expected to respond immediately. 

3. How can planned changed be managed?						
- Phases of planned change:
1) Unfreezing: Creating a felt need for change.
· Making others realize change is needed
· Minimizing expressed resistance to change
· Establishing good relationship with the people who will be involved in the change. 
2) Changing: Implementing the change
· Identifying new ways of behaving which will be effective
· Taking action to put these changes into place
3) Refreezing: Stabilizing the change
· Creating acceptance and continuity for the new behaviors. 
· Providing any resource support
· Using performance-contingent rewards and positive reinforcement. 

- Change Strategies: 
· Force-Coercion: pursuing change in an organization through formal authority with the use of rewards or punishments. Most people respond to this in fear of punishment. For this reason, it may be useful during the unfreezing phase. Fast results but low commitment.
· Rational persuasion: Pursues change through empirical data and rational argument. A person will change if he/she is showed the information and facts. It must be credible for an employee to be convinced that he is better off from the change. 
· Shared power strategies: Very slow process but yields high commitment since the change is largely based on empowerment. 

- Resistance to Change: 
· Fear of the unknown
· Disrupted habits
· Loss of confidence
· Loss of control
· Poor timing
· Work overload
· Loss of face
· Lack of purpose
In order to deal with resisting to change, managers can make sure employees know that the benefits of the change are superior to the current situation, existing values and the way of doing things are as close as possible to the existing ones, the change is simple and easy to understand and the change can be adapted to slowly and steadily. 

4. What is organization development?							

Organization development is the shared effort to improve an organizations ability to solve problems and improve performance. It tries to attain two goals simultaneously, 1) Outcome goals and 2) Process goals. 










Chapter 10: Human Resource Management

1) What is human resource management?
2) How do organizations attract a quality workforce?
3) How do organizations develop a quality work force?
4) How do organizations maintain a quality workforce?
5) What are the links between organizational culture and diversity? 

1. What is human resource management?						
HRM is the process of attracting, developing and maintaining a high-quality workforce. The goal of human resource management is to build organizational performance capacity through people; to ensure that the right people are in the right position in the organization and making sure these workers have the right support. Simply put, the responsibilities of HRM are to attract a quality workforce, to develop a quality workforce and to maintain a quality workforce. 

Strategic human resource management: mobilizes human capital to implement organizational strategies. 

Global human resource management: You need to operate as if the world is on one time zone. 
Legal environment of human resource management: 


2. How to attract a quality workforce?							
To know what an organization is looking for, it must first have an understanding of what talents are needed to do a job well. 
- Human Resource Planning is the idea of analyzing staffing needs and what actions will be taken to ensure these needs are filled. 
· Review organization mission
· Review human resource objectives
· Assess current human resources – How many people are available and what are their qualifications. 
· Forecast human resources
· Develop the plan to match people with jobs. 

- Recruiting Techniques: a way of attracting a pool of qualified workers to a job opening.
· External – job openings are advertised to people outside the company
· Internal – job openings are advertised to people inside the company 
· Traditional – only the positive aspects of a job are publically advertised
· Realistic – a real potential candidate is given all the details of a current job opening. 


- Selection Techniques: choosing individuals to hire from a pool of qualified job applicants. 
· Formal application 
· Interview or site visit
· Testing
· Reference checks
· Physical exam
· Analysis and decision

3. How to develop a quality workforce?							
It is important to familiarize newcomers with “the way things are done”. 

- Orientation and Socialization: familiarizes employees with jobs and organizational policies. Socialization refers to learning and adapting to the organization’s culture. Depending on how well you socialize in the early stages of your job will determine how well someone will fit into the organization and what their performance will be like. 

- Training and Development
· On-the-job training takes place on the worksite. Common approaches are job rotation (working different jobs to expand capabilities) and coaching (an experienced worker provides advice to someone). Mentoring and modeling are also good methods. 
· Off-the-job training is accomplished outside the work setting. 
- Performance Management: an essential part of a good human resource management is the design of a successful performance management system. This makes sure that objectives and performance are regularly assessed and actions are taken to improve future performance. Its all about evaluating past results and developing for future results. Performance can be appraised with a rating scale, a behaviorally anchored rating scale (BARS), the critical incident technique, 360degree feedback and a multi-person comparison. 

4. How to maintain a quality workforce?							

- Flexibility and work-life balance: Involves balancing career demands with personal and family needs. Things like: flexibility in scheduling hours, work location and even such things as vacations and personal time off all enhance work-life balance. 

- Compensation and benefits: The work issue, which receives quite possibly the most attention, is base compensation (hourly wage/salary). 
· Merit pay systems: awards pay increases in proportion to performance contribution. 
· Bonuses and profit-sharing plans:
· Apple bucks
· Bonus pay
· Profit sharing
· Gain-sharing
· Stock ownership and stock options
· Employee stock ownership plans 
· Stock options
· Fringe benefits: non-monetary forms of compensation such as health insurance and retirement plans. 
· Flexible benefits – range of benefit options
· Family-friend benefits
· Employee assistance programs – aimed to help employees with personal stresses and problems. 

- Retention and Turnover: 
- Labor-management relations: unions, collective bargaining, two-tier wage systems. 


5. What is organizational culture and diversity? 					

- Organizational Culture: what one sees and hears when walking around an organization as a visitor, customer or employee. Whenever someone speaks of “the way we do things around here” that person is shedding light and insight on the organization’s culture. 

- Levels of Organizational culture: Like an iceberg, there are two levels seen in organizational culture; an observable one and one that cannot be seen. That which stands out is the observable culture. The one below the ground, which is harder to see, is the core culture seen in the inner level of the organization. 
· Observable culture: 
· Heroes
· Ceremonies and rituals
· Legends and stories
· Metaphors and symbols
· Core Culture: organizations with strong culture share few core VALUES and beliefs.

- Values and Organizational Culture: 


Chapter 13: Information and Decision Making

1) What is the role of information in the management process?
2) How do managers use information to make decisions?
3) What are the steps in the decision-making process?
4) What are the current issues in managerial decision-making? 

1. What is the role of information in the management process?			
- What is useful information?
Data are raw facts and observations. Information is data made useful for decision-making. 
Information allows the management process (planning, organizing, leading, controlling) to work. Managers need good information; good information can be characterized by the following traits:
· Timely
· High quality
· Complete
· Relevant
· Understandable

2. How do managers use information to make decisions?				
- Managers as Information Processors: The manager acts like a nerve center in the organization. He receives and delivers a lot of information and they need to make sure they take advantage of the information at their disposal to maximize their role in the management process. 
· Planning can be improved with I.T. by having access to information in a more timely fashion, which can lead to involving more people in the planning process. 
· Organizing advantages of I.T. allow managers to be more ongoing and improve coordination and integration. 
· Leading advantages of I.T. include more frequent communication with staff and keeping objectives clear. 
· Controlling advantages of I.T. include more immediate measures of performance results, allowing real time solutions to problems. 

- Managers as Problem Solvers: Success on problem solving depends on information to make good decisions. 
· Managers solve problems differently. 
· Problem avoiders – ignore information and are passive in getting it; 
· Problem solvers – Only when faced with a situation are they ready to take the means to gather the appropriate information to solve the problem;
· Problem seekers – proactive thinkers and look for the problems before they happen. 

- Types of Managerial Decisions: 
· Programmed and nonprogrammed decisions 
· Crisis decision: good managers plan for crisis situations.




- Decision Conditions: There are three different conditions or environments:
· Certain environment: all possible action alternatives have a known, understandable, foreseeable outcome. 
· Risk Environment: lacks complete information, but can give probabilities of the likely outcome for possible action alternatives. 
· Uncertain environment: lacks most information; to much so, not to be able to make a prediction of what outcome will come from an action alternative. 

3. What is the decision-making process?							


4. What are issues in managerial decision-making?					




Chapter 16: Control Processes and Systems

1) Why and how do managers control?
2) What are the steps in the control process?
3) What are the common control tools and techniques? 

1. Why and how do managers control?							
Controlling is the process of measuring performance and taking action to ensure desired results. The control process is important because it improves performance through learning. However, the potential benefits are only realized when learning is translated into corrective actions. 
[bookmark: _GoBack]
- Types of Controls:
· Feedforward Controls (work inputs/preliminary controls): Making sure objectives are clear, proper direction is established; basically the goal is to solve problems before they happen. 
· Concurrent Controls (steering controls/work throughputs): Making sure things are going according to plan; “What can we do to improve things right now?”
· Feedback controls (post-action controls/work outputs): Focuses on the quality of end results, rather than on inputs and activities. 

- Internal and External Control: 
· Internal control (self-control): managers go under the assumption that people are expected to control their own behavior. Managers can take advantage of this self-control by setting up conditions that support it. McGregor’s Theory Y perspective points out that workers are more likely to preserve self-control if their goals, resources and mission are defined to them. Internal control requires a high degree of trust and freedom by managers. 
· External Control (bureaucratic): Behavior is influenced through authority, policies, procedures, job descriptions, budgets and supervision. 
· Clan Control: Influences behavior through norms and expectations set by organization culture. 
· Market Control: The influence of market competition on the behavior of organizations and their members. 

2. What are the steps in the “Control Process”?						
- Establish Objectives and Standards (STEP 1): Control begins only once the Planning process is complete. Once objectives are described, standards can be set to measure their accomplishment. 
· Output standards: measures performance results in terms of quantity, quality, cost and time. I.e.: The Cleveland Orchestra measuring their performance through standing ovations, how often other orchestras copied them and how many invitations they received to play in other countries. 
· Input standards: Measures work EFFORTS that go into a performance task, such as work attendance and efficiency in the use of resources. 

- Measuring Performance Results (STEP 2): This is all about taking a very thorough look at output and input standards and how they measure up with results. Measurements need to actually be done to know exactly how the organization performed with respect to the objectives they set. Without measurement, effective control is not possible. 

- Compare Results with Objectives and Standards (STEP 3): 
* NEED FOR ACTION = DESIRED RESULTS – ACTUAL PERFORMANCE 

- Take corrective Action (STEP 4): Management by exception.

3. What are the common control tools and techniques? 				
- Employee Discipline Systems: Discipline is the act of influencing behavior through reprimand. 

- Project Management and Control: DAYMPSH
- Financial Controls
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