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Managers and Managing

Definition of Management: working with and through individuals and groups in order to achieve desired goals
With- u spend 85-90 % of time working with others so need to communicate well and get a message across. Internally and externally in the business



Through- 
· Lines represent chain of command and lines of communication
· Chains of command are based on the military chains of command
· Not one person can do everything
· We have to delegate to subordinates
· Only a certain number of people (span of executive control) that one can control
· Authority + responsibility = power

Individuals- different cultures, religions, etc.
Managers need to treat people as individuals and learn what motivates them

Groups- have to manage groups differently than individuals
Groups go through stages of development

Goal- is a long term desired result (not the same as objective)
As a team u need to achieve goals together
Manager needs to make sure all this is happening:
1. Planning 
2. Organizing
3. Motivating (leading) 
4. Controlling

Organization Functions:
Accounting, financing, operations management, 
Human resource management marketing

Process of Management
Vision


Mission statement: the purpose or philosophy; mandate
Ex. “serve and protect” is the mission statement of the police but is different depending on the country, etc.
The mission is a reflection of 
· VALUES (ethical)
· SOCIAL NEEDS (culture)
· RESOURCES (money, people, etc.)
· ENVIRONMENT
· POLITICAL
· ECONOMICS
· TECHNOLOGY
· LEGAL
· INTERNATIONAL AFFAIRS
· COMPETITION
· MARKET DEMAND
Most of these are largely out of our control. So we have to have an awareness of what’s happening around us.

Goals: long term desired results
To achieve a goal you set objectives which are short term (steps to reach the goal at the top)
Must be:
1. reasonably attainable
2. challenging
3. realistic
The goal is set by the person responsible for achieving it. He/ she have ownership to it and are motivated to achieve the goal.
Have to be set within a specific time
Tied into performance appraisal systems
Must be personal in order to be measurable








Plan: course of action
1. policy- guideline to action
2. procedure- sequence of steps that you go through to carry out the policy
3. rule- something u must do or must not do
4. budgets
tedious function of management

Organizing: arranging your resources in a way to carry out the plan
 
Leading (directing): motivating

Controlling: 
1. establish standards
2. measure performance
3. compare the actual vs. the expected/ desired
4. take corrective action IF there is a SIGNIFICANT deviation

The art of communication surrounds organization, leading, and controlling

MOST IMPORTANT/ MAJOR  JOB OF A MANAGERcoordinates all of the above.
Must have an idea of Synergy: the whole is greater than the sum of its parts. Everything is interrelated.

Managerial Functions
Henri Fayol- first to describe the 4 managerial functions:
1. planning
2. organizing
3. leading/ directing/ motivating
4. controlling
Described by Mintzberg
· A role is a set of specific tasks a person performs because of the position they hold
· Roles are directed inside and outside the organization
1. Interpersonal
· Dealing with people all the time
2. Informational
3. Decisional
· Effective decision making
· Decision making process

Managerial Skills
1. Conceptual skills: the ability to analyze and diagnose a situation and find the cause and ability to dream
2. Human skills: the ability to understand, alter, lead, and control people’s behavior; the ability to inter-relate
3. Technical skills: the job-specific knowledge required to perform a task; the day to day

Measure Managerial Performance
3 E’s of productivity:
· Economy- the term and conditions under which human and material resources are acquired
· Efficiency- the amount of resources incurred to produce goods and services
· Effectiveness- how well is the organization doing in meeting its goals
· Are we getting what we should be

Forms of Ownership
Sole Proprietorships, Partnerships, and Corporations

Sole Proprietorship: 
· when management and ownership of a business are one and the same
· you are the business, one income tax return which is yours and the business’ in one
· The oldest and most common form of legal ownership in Canada (60-70%)
· bankruptcy is pretty high in this form of ownership
· government gives preferential treatment to sole proprietorship

	Advantages
	Disadvantages

	· easy to form/ dissolve; must be legal
· license may be required; simplicity of operation
· government preferential treatment
· why: the backbone of the economy because the more businesses you have the more competition, the more employment, the more services and products that are better quality and cheaper
· types: grants, free money, loans (low interest), wave taxes, land taxes
· sole claim on all profits (losses)
· personal incentive/ satisfaction
· pays only personal income tax 
· Progressive taxes (graduated tax system): the more taxable income you have the greater your tax bracket.
· The highest tax bracket right now in Ontario: 50.4%. This means that if you have a taxable income of $60000, for every dollar I own, I would pay 50.4 cents to the government.
· Usually when you reach $50000, the sole proprietorship would become a corporation in order to protect the assets and separate business and individual life
· We pay for a mixed economy.
· Secrecy
	· Unlimited liability ****
· You can lose everything
· Lack of continuity (uncertainty of duration)
· Difficulty in raising monies
· Protect oneself through insurance
· Management limitations
· As business grows, you need to hire people. Due to human nature, the other people will learn that you can’t function without them and will ask for more money or to become partners




Partnerships:  
· when 2 or more people combine their financial, managerial, and technical abilities to operate a business for profit
· 10% of businesses are partnerships
· Control: 50.01 % ownership

Types of Partnerships:
1. General Partnerships: all partners have unlimited, or general liability
· Most partnerships in Canada are this type of partnership because they would be more cautious in day to day decisions. If everyone stands to lose everything, decision making will be made with more caution.
·  Every partnership in Canada has to have at least one general partner
2. Limited Partnerships: one general partner (by law) with one or more limited partner

Articles of Partnership
· Prevents misunderstanding and ill-will at some future date
· Not legally required in Canada
· Not so good because people get in trouble since things don’t get written down
· You can always amend an agreement as long as both parties agree

Problems with Partnerships:
When 2 people get together things start off on a positive note but when things are positive, write out articles of partnership and write out who’s going to do what.
· You can make changes to these

	Advantages
	Disadvantages

	· An extension of a sole proprietorship
· Owners are taxed at personal rate
· Easy to form
· Larger availability of money
· Diversification of management skills
· We can’t be good at everything so hire other people
· Retention of valuable employees
· Personal interest/ satisfaction
	· Usually, unlimited liability (joint and several liability)
· Are jointly liable for our actions. If one person is liable, then everyone is liable.
· Separately/ individually liable
· Management difficulties
· Many partnerships are family business so there are problems because of family
· Difficult to withdraw investment
· Death
· Insanity
· Incarceration (putting someone in jail)
· Simple withdraw
If any of these occur, the business ceases its operations



Liquidating assets:
1. 1st person that gets paid is Canadian government (taxes)
2. If there’s money left, then pay creditors. There are secured and not secured creditors
3. The money that’s left, you give to the partners.
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Corporations:

Economic/ Social Benefits:
· Most effective means of managing productive resources: land labour capital
· Professional management and research
· Corporations are managed by professionals.
· Higher standard of living because of the corporate form of ownership
· So many forms of technology in our homes.
· We have a lot of nice things because of the circulation of assets process. Most of us will end up working for corporations which will pay us a salary. With the income, we use it to buy goods and services which are from other corporations because of the mass production. The more we produce the cheaper it costs to produce it. We can pass these savings to consumers. The other corporations pay their employees.


· Our generation is generally smaller than the one before us. Our children will have a lower standard of living. With the evolution that’s occurring in society, there are lots of possessions, that once you buy a product, it has already been outdated. 

Problems:
· Bigness: generally they are big enterprises
· Monopolies
· Morale: ex university- there are 37000 people. So you are just a number.
· Price fixing: this is illegal but still takes place
· Environmental concerns
· No rules or regulations so you would take advantage of certain things until someone tells you to stop
· Political
· When they get big, they can take part in political issues


Forming the Corporations:
· Done either Federally (allows you to sell products internationally; would apply to the Federal government and creating a “person” and the only body that can create the person by law is the Federal government) or Provincially (nationally allowed to sell product or provide service)
· Articles of Incorporation must be drawn
· Name of corporation (not now in use): government assumes we are all stupid people. We need to be protected through rules and regulations. The name cannot now be in use. 
· It has a name that should not be in use/ not misleading to the general public
· Type/ number of shares to be issued: equity financing (preferred shares and common shares). You buy blocks of shares from the government and are authorized to issue them. These shares are stipulated.
· Number of directors: Today you only need 1 director. Most corporations in the world have several (20 ish). Takes place in groups because you have a cross fertilization of ideas because different backgrounds and ideas; would come to a consensus of decisions.
· Location of operations: you have to tell the government where you have your head office, because the laws of the provinces vary.
· Purpose of business: set it up for a reason; you can change it in the future if you apply to the government to allow you to do that

Control of the Corporations
A. Shareholders: the owners of the corporation, anyone can buy share of stocks. They have rights as owners of the corporation. They elect people to establish the laws of the company these people are called board of direction.
· Can be literally thousands of shareholders. 
B. Board of Directors: most corporations have a board around 15-20 people; they may or may not be shareholders
C. Senior Management: runs the organization on a day to day basis. (President is usually the vice chairperson of the board). Connection from the communications point of view.

A. Shareholders
· The owners of the corporation
· 2 classifications of shareholders
· Common (residual): Common share is very volatile. In the long run would give you market appreciation
· Preferred: Preferred share is more stable but in the long run will give you dividends.

Rights of the Shareholder
If you go buy a share of ford, you are now an owner of ford. 
· Have the right to vote for the Board (one vote per share)
· Most shareholders don’t go to annual meetings but rather sign a proxy which gives vote to another member of the board which gives them the right to vote for whoever
· To receive dividends if declared:
· Profits belong to shareholders. Is on the balance sheet side.
· If profits are distributed to shareholders (must be reported on income tax), the profits are called dividends. Board of directors can choose not to distribute but rather to reinvest in the business, which results in market appreciation in their shares. Shareholders don’t want dividends.
· To hold/ sell any share registered in name
· Basically like signing the back of a check.
· Can change the registered owner. Can transfer ownership (cannot do this in sole proprietorship or partnership)
· To share in assets on a pro rata basis
· Would have to apply to the federal government for the dissolution of the business. Government then sells off all its assets and pay the taxes, then creditors, then partners, then preferred shareholders then common shareholders.
· Pre-emptive right (the right to maintain percentage ownership if the business)
· Need to inform other shareholders that this is happening
· Would need to buy another share to maintain percentage.
· Ex) you own 1/100 shares. Then the corporation expands to 200 shares. They would give you the right to be able to keep your 1% ownership by buying another share and have 2/200 shares.
· To inspect the books
· Be able to see the income statement, balance sheet, etc.

Public shares are bought in the public market at the TSX, etc.
Private shares are only bought through word of mouth.

How does a corporation Obtain Funds?
· Equity Financing
· The selling of shares in the business
· Diluting ownership: when ownership dilutes, you have less power and control
· As long as you’re running the business in a “reasonable fashion” the corporation owes you nothing
· Debt Financing
· The borrowing of money
· Have an obligation when you borrow money
· Interest payment
· Date of maturity

Equity financing (selling shares)
· Common (Residual)
· Vote
· Dividends (if declared) (after preferred shareholders)
· No interest rate
· Share in assets (after preferred shareholders)
· More volatile (go up and down all the time)
· MORE RISK in these stocks; the more risk, the greater potential return
· Common shareholders aren’t looking to get a dividend
· Preferred
· Usually, no vote. This is because they have a lot more benefits
· Dividends (if declared); (at certain rate)
· 5% dividend of the share
· Different rate of return on the share
· All the preferred shareholders get the rate of return that is owed to them
· Share in assets (before common shareholders)
· Preferred shareholders are looking to get a dividend
· LESS RISK (hoping for dividends)
B. The Board of Directors
· Represents the rights of the shareholders
· Formulates/ adopts a set of corporate bylaws
· Oversees/ evaluates job of senior management

Negative:
· Absolutely liable for GST and Income Tax. Have to pay taxes to the government
· Liable for 6 months of employee wages
· You can get liability insurance, but you will not be able to get that much to protect yourself.

What is a Corporation?
· “An artificial being, invisible, intangible, and existing only in the eyes of the law…”
· It is a legal entity; it exists on paper only; it has all of the rights of an individual,
· Rights
· Buy, own, sell, manage property
· To sue and be sued. ½ people in the class will either sue or be sued at least once in their life.
· Recognized as the legal owner of the business. Ford owns the plants that it has, machinery, land that the parking is on. I own Ford. If Ford goes under, then I lose ownership.
· To continue forever. Can only kill it by applying for dissolution

	Advantages
	Disadvantages

	· Limited liability
· Easier to obtain capital
· Easier to transfer ownership (can give stock to someone else)
· Length of life; continued existence
· Greater efficiency of management
	· Double taxation
· More expensive ($300-500)
· Large number of government restrictions; protects corporation
· Must publish annual reports (somewhat expensive, secrecy is limited)



Types of Corporations
· The Federal and Provincial Charters allow for 4 types of commercial corporations 
1. Private
2. Public
3. Mixed
4. Crown

1. Private Corporation
· Shareholders are limited to 50 people (small group of people; basically a family business)
· Shareholders cannot sell shares without the approval of the Board of Directors
· Closely held
· The general public is not permitted to buy shares and bonds from a Private Corporation
· Need to be approached by a member of the private corporation in order to buy shares

2. The Public Corporation
· This form of corporation CAN BE owned by more than 50 shareholders
· Can issue shares and bonds on the financial markets
· Usually owned by hundreds or thousands of shareholders

3. The Crown Corporation
BTW: Canada from east to the west is 7000km
The majority of the Canadian population (85%) lives within a 250 km distance from the U.S boarder. 85% of the 85% lives in the Quebec Windsor corridor.
Canada is the second biggest country in the world.

· A business that is owned and operated by the GOVERNMENT (either Federal or Provincial)
· Is considered to be a form of public ownership in which the government owns and operates a business on behalf of the general public
· Offers services that other businesses and corporations would not normally provide
· It’s not profitable in business situations to serve people in distant places.
· Why Crown Corporations?
· Fosters  competition
· Ex)Start offering Petro Canada lower prices so that it brings down the price for gas lower than Shell, etc.
· Government goes into these types of businesses to provide services that they know won’t be provided otherwise even though they know that they will lose money
· Some economists believe that certain sectors of the economy (natural resources; transportation) are too important to be left in the hands of private firms
· By the government getting involved, they would be better protected for all of us
· Provide serviced which would not likely be offered by others
· Return is low but government is willing to provide services

4. The Mixed Corporation
· Jointly owned by the Government and the general public
· Ex) has a big oil company and find out you have a lot of oil, but to develop the oil field costs a lot. But you can go into business with the government to form an association where each body brings in something of benefit
· Eventually the association parts
· Each body that comes into play benefits; make an agreement and become incorporated and each body owns a share of the corporation.
· Politicians do not participate in day-to-day decisions
· Most operate in the exploration and natural resource sector
· Must protect them
· Must develop them but need help in developing them

































The Evolution of Management Theory 
(Schools of Management Thought)

· How management thinking has evolved

The Evolution of Management Thought- A Summary
· Classical Approach (1880-1920)
· There are groups within this school that believe different things
· Took good things from some and left bad ideas
· Key emphasis on productivity; on the job
· Human Relations Approach (1930’s)
· Key emphasis on people
· Contemporary Approaches (1950-1980’s)
· Emerging Practices (1990’s-2000’s)

The Classical Approach
Groups:
1. Systematic Management
· Adam Smith-1776- The Wealth of Nations- advocate of systemization
· Effectiveness
· Division of labour (same thing as specialization)
· Productivity
· Efficiency
· Focused on the definition of duties and responsibilities
· It was dormant and led to the first group
· Led to Scientific Management
· Basic Question: How can management increase the level of worker productivity and motivation?
· Scientific Management
F.W. Taylor
· Philosophy
· Look at a job in a scientific way; look at a job in its entirety and break it down into its element
· The 3 S’s: 
1. Standardize (select employees to match the task)
2. Simplify (do it in the simplest way possible), 
3. Specialize (do nothing but one task- machinery that only does one thing)
· To improve productivity: Use money as an incentive
· Forerunner to mass production!
· Developed piece rate system
· Benefits of Taylor’s work
· Traditional thinking to scientific analysis
· Productivity did improve!
· Problems
· Oversimplification
· Especially the money- Money motivates except only up to a certain point
· Failed to realize: influence of group norms (standards of behaviour), social needs, and pressures, etc.

2. Measurement Time Motion
Frank and Lillian Gilbreth (based on the Cheaper by the Dozen movie)
· The one best way to perform a job: make a movie of the individual performing the job, and let them observe their weaknesses and improve on them.
· Therblig- each operation is broken down into a Therblig- unit of motion
· Gilbreth said everyone has 17 Therbligs
· Therblig #1		Search
· Therblig #2		Find
· Therblig #17		Think!!!
· Each Therblig is timed
· Results of Gilbreth’s Work:
· Foot-levers to open garbage cans
· Special chairs for factory workers
· Redesigning of typewriters
· New assembly line  techniques
· Simple but effective!!!

3. The Administrative Approach
Henri Fayol
· Was the first one to talk about managing: controlling, organizing, motivating, and planning.
· Philosophy:
· Management is a universal process;
· Fit the person to the job
· Observed different types of organizations and looked at everything from the church to the army and developed general principles of management

Fayol’s Principles:
1. Division of Labour: allows for job  specialization
2. Authority and Responsibility
· How can you hold someone responsible for something over which he/ she have no authority?
· Ex) boss gives you responsibility to do something but not the authority to do it
· Still believe in this today
3. Unity of Command: employees should have only one boss
· This has changed
4. Line of Authority: a clear chain from top to bottom of the firm
· Chain of command based on military approach
5. Centralization: the degree to which authority rests at the very top
· Changed to speed up the decision making and make more relevant
· Are more effective and efficient
6. Unity of Direction: one plan of action to guide the organization
7. Equity: Treat all employees fairly in justice and respect
8. Order: Each employee is put where they have the most value 
· according to the manager
9. Initiative: encourage innovation
10. Discipline: obedient, applied, respectful, employees needed
· Before if manager said “jump” employee would say “how high”
· Now if manager says “jump” employee would usually say “why”
11. Remuneration of Personnel: The payment system contributes to success
12. Stability of Tenure: Long-term employment is important
13. General interest over individual interest: The organization takes precedence over the individual
· What’s best for the company is what’s best
14. Esprit de corps: Share enthusiasm or devotion to the organization

Administrative Approach- Problems
1. Based on observation
· If we see something, we all see something different
· Different perceptions
2. Concerned primarily with the structure of the organization
· How do we improve productivity and motivation?
3. Human element nothing more than a raw material
· Should be concerned with individuals and behaviour

4. Bureaucratic Management
-talks about rules and regulations
Max Weber
· Managers should manage in a systematic way
· Make decisions based on rules, regulations, and impersonality
· Think of university, etc.
· Clear  division of responsibilities and authority

Human Relations Approach
· 1930’s
· ***Primarily, a result of the Hawthorne Plant Studies- Elton Mayo
· Philosophy: Change management emphasis from productivity to human element
· Try to improve working conditions in order to improve productivity
· The Study
· Illumination will affect productivity level

Hawthorn Plant Studies
· No matter what was done, productivity increased…why?
· The answer is that a COHESIVE WORK GROUP DEVOLOPED!
· He made the people that he took out of the line feel important
· They were in a smaller environment
· Team spirit: the environment is important
· more than the working conditions, it was the environment in which you worked
· Management must create a stimulating work environment

What is a Stimulating Work Environment?
· What’s stimulating to me is not necessarily stimulating to you!

Motivation: a need that leads to some sort of action to satisfy a goal
NEED  ACTION  GOAL
One you satisfy a goal, it no longer motivates; this doesn’t mean it never motivates. 

Maslow’s Hierarchy of Needs

 (
Maintenance needs:
Most people in North American culture have met these needs
) (
Motivational needs:
5% of population has self-actualized and are motivatable
)


· If you satisfy the physiological level, you move up to safety needs.
· The need that is the least satisfied is the one that motivates us the most.
· When you figure out the needs that are least satisfied, they could possibly motivate them
· Everyone has the same needs
· Where we place our emphasis varies
· If managers know their employees, they can more effectively motivate them
· Can have a better stimulating environment

Theory X and Y
By Douglas McGregor
· Should look at managers, not employees.
· There are two types of managers:
· Theory X: assumes the average worker is lazy, dislikes work, and will do as little as possible
· Theory Y: Assumes workers are not lazy, want to do a good job and the job itself will determine if the worker likes the work
· Self-fulfilling Prophecy: if you believe something is going to happen it will. Do not put limits on yourself.
· Belief that most people are motivatable
· Problem when you’re a manager:
· Time and money
· How long should you wait to see what motivates this guy?



Contemporary Approaches
· 1950’s-1980’s
· We continue to question- should management be considered an art or a science?
· Art- draw from experience, observations
· Science- use problem solving approach
· Quantitative Approach
· Organizational Behaviour (X and Y, etc.)
· The Process Approach
· Objective/goals, planning, organizing, leading, controlling, communicating
· The Systems Approach
· Synergy; open vs. closed system
· Parts: individual; formal organization (structure that shows positions and interrelation between the structure); informal organization; role and status arrgmts; physical setting
· Contingency Approach (Situational Management)
· Management is not a universal process

Emerging Practices
· Comparative Management
· Constantly comparing our style with other styles of management
· Organizational Culture
· Culture dictates decision making
· Team Building
· There is more effective decision making done in teams
· Empowerment
· Delegating down to the lowest possible level
· Total Quality Management (TQM)
· Meeting customer satisfaction/ requirements 100%
· Customer satisfaction: It’s what the customer perceives it to me

Teamwork- Stimulating Work Environment
· Coming together is a beginning; keeping together in progress; working together in success!

The Evolution of Management Thought- A Summary
· Classical Approach
· Scientific Management
· Administrative Management
· Measurement Time Motion
· Bureaucratic Management
· Systematic Management
· 1880-1920
· Human Relations Approach
· 1930’s
· Contemporary Approaches
· 1950’s-1980’s
· Quant. Techniques
· Organizational Behaviour
· Process Approach
· Systems Approach
· Contingency Approach
· Emerging Management Practices
· 2000’s
· Comparative management
· Organizational culture
· Team building
· Empowerment
· Quality revolution

Circulation of Assets Process


Corporations pay us a salary for working


Use the money to buy goods and services from other firms


The more people buy, the cheaper it will cost


Consumers save and are payed by the other corporations


They can go out and buy goods and services from other corporations















Self 
Actualization: 
realizing your 
potential


Ego: need for status/ recognition


Physiological: food, water, sex


Social: need to belong


Safety: need for protection and shelter
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