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Susan Quinn is an Associate Professor at the Bissett School of Business at Mount Royal University.  

The running case in this book is a fictional case. The name of the company and the location are fictional. 
It is a case that is based on a real industry, so that readers, instructors and students can research the 
industry to apply the concepts and expand the application of the material contained in this text.
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1. Management basics – Calm Seas case 

Tasneem Khan is the General Manager for Calm Seas, a small ocean kayak manufacturing company in 
western Canada. It is the end of the day in mid-October. Tasneem is wondering where the day went. She 
has gotten nothing done on the “to-do” list that she had with her when she started her day. And yet, she 
had been busy from the moment she walked in until now. She shrugs her shoulders and starts to tackle 
some of the work piled up on her desk. Everyone else has left the building by now. Perhaps she can get in 
a couple of hours of uninterrupted work before she goes home. 

Tasneem had been promoted to General Manager almost two years ago. She had been the Sales Manager 
before that for 3 years and had worked in sales for another company for 3 years before that. As she sat at 
her desk, she thought that the job of General Manager was certainly challenging.  

Being a manager was tough. There was always something going on to eat up her time and keep her busy. 
Tasneem wondered sometimes how she ever got anything done. She knew how to do her job – that wasn’t 
the problem. It was trying to get things finished! She thought back over her day to try to figure out what 
happened.  

Her day had started before she even got to the office. Her cell phone had rung when she was driving to 
work. The caller was one of her sales staff who was on his way to a client’s office, but his car had broken 
down. A car was essential for the sales person’s job and he had an important client visit to make that 
morning. He had tried to contact the Sales Manager, but he was on a plane and couldn’t answer his phone. 
She promised to see what she could do about it when she got to the office.  

As she walked through the parking lot, she saw the sign on the wall of their building, advertising for two 
more production assistants. That sign looked as though it had been up there for ever. They were always 
looking for production assistants. Tasneem made a mental note to ask their Human Resource 
Administrator about that.  

When she walked into the office, Tasneem asked her Administrative Assistant to arrange for a rental car 
company to take a car out to their sales person, stranded on the side of the road.  

Tasneem turned her computer on, knew it would take awhile to start and decided to go to the employee 
lounge for a coffee. She chatted for a few minutes to a couple of other employees who were there, flipped 
through the morning paper, glanced at the notices on the bulletin board and returned to her office. 

She opened up her e-mail and watched all of the new e-mails enter her inbox. She shook her head and 
wondered how she could have so many new ones. She had checked her e-mail from home last evening and 
had gotten caught up. Now, she had 60 new e-mails! How was that even possible? She looked more 
closely and realized that half of them were e-mails that she had been copied on, but didn’t necessarily 
need to see. She was tempted to delete a lot of them, but then thought she might miss out on some 
information that she needed to know. She sighed and opened up her calendar to see what was scheduled.  
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She had appointments that day with the company lawyers to go over the papers to buy a small piece of 
land beside their office so that they could build an extension of their building. They needed more 
production capability and they were delighted when this land came up for sale. She got it for a fairly good 
price and the expansion could start at the end of the month.  

In addition, there was an appointment scheduled with the contractors to review the designs for the new 
building. This was the first meeting for them to get together and they needed to really get detailed on their 
requirements and budget for the construction.  

Just as she had returned to look at her e-mail, her Administrative Assistant had come in to her office, 
complaining that she couldn’t get the numbers to reconcile on the sales reports. The Assistant was 
responsible for ensuring all of the sales figures submitted by the sales staff matched the invoices. Usually 
she had no problem with this, but they had just installed a new software program and this month, the 
numbers didn’t work out. Tasneem sat down with her and spent the next thirty minutes trying to figure it 
out. Finally, one of their delivery people, who was good at computers, came along and gave them some 
ideas for trouble-shooting. Fifteen minutes later, they solved it.  

As Tasneem walked back to her office, the sales staff with the car problem phoned back to say his rental 
car still had not arrived and he was getting anxious about his upcoming client visit. They talked for a few 
minutes and as he was talking, the car arrived. Tasneem got off the phone.  

The meeting with the lawyers came next. These were lawyers they had used on a number of occasions 
before for legal issues, so after the legal matters had been taken care of, they visited with one another and 
chatted over more coffee. The meeting lasted an hour.  

After the lawyers left the building, the Production Supervisor waved at Tasneem and asked her to come 
into the production room. There was a problem with the finish surface on four of the kayaks that were 
being completed. The finish on the kayaks looked bumpy, which was unusual and spoiled the look of the 
kayak. This had not happened before and the kayaks could not be shipped to customers in that condition!  

Tasneem asked the Production Supervisor to call the Production Manager, the production operator and the 
buyer, who was also a chemist, for a meeting to figure out this problem. An hour and a half later, the 
bumpiness on the surface was gone and the finish looked perfect.  

Tasneem next drove to the bank. She had an appointment there to discuss the financial arrangements that 
they needed for the expansion. As she drove there, she called the friend she was supposed to have lunch 
with, and cancelled. No time for lunch today. She rummaged around in her briefcase for an energy bar. 
She made a mental note to grab a sandwich later.  

The afternoon just sped by. Tasneem had the meeting with the contractors, got reports from the sales staff 
containing recommendations on pricing structures, had a conversation with the Sales Manager for some 
new product ideas and talked to accounting about some budget projections that she had to present at Calm 
Seas next Executive meeting. She asked her Administrative Assistant to run out and buy her a sandwich.  
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Finally she caught up with the Human Resource Administrator before he left for the day and they 
discussed the problem they were having finding good production assistants. Tasneem wondered if the 
Human Resource Administrator was having trouble doing his job. She had hired him only two months ago 
and thought that she’d have to check in more often to see how he was doing with his responsibilities.  

That brought Tasneem to the end of the day. The building was quiet now. Most people had left for the day. 
She looked at her computer and sighed. Over 100 e-mails! She opened up her sandwich and settled in to 
examine her messages. Another busy day.  



Download free ebooks at bookboon.com

Management Basics

11 

The Manager’s job

2. The Manager’s job 

The job of a manager is extremely difficult to describe. Job descriptions exist, and all will be different. 
One of the major challenges for managers is exactly what is outlined above with Tasneem – the job is 
fragmented and constantly changing, even as the day progresses. Planning can be difficult with so many 
interruptions. As shown with Tasneem’s day, it can be difficult to get done what needs to get done. On top 
of that, if the manager is “fighting fires” and dealing with crises and unforeseen events, then getting tasks 
done becomes even more of a problem. 

The job description for a manager also changes depending on what industry they are in, what type of 
“organizational culture” they are part of and whether they are junior or senior in the organization. It can 
also depend on factors including how the manager gets rewarded, their own personality and whether they 
work in a for-profit or not-for-profit organization.  

The term “manager” can be used in relation to all the various levels of management in the company. Most 
of the time, the term “manager” is used to describe someone who supervises others. Some examples of 
manager job titles are: 

Team or area leader 
Front-line supervisor 
Mid-level manager 
Department head 
Vice-President 
President 
Officer, Chief Officer 
Managing Director 
Deputy Officer 

If we look at the question, “what does a manager do?” the answer is not straightforward! 

2.1 Management functions 

Managers are involved in four main functions that form the basis of this text. These functions are planning, 
organizing, leading and controlling. 1

Planning – managers have to plan what they want to accomplish and develop specific actions in order to 
reach those goals.  

Organizing – managers must figure out how many people are needed to get the jobs and tasks done. They 
also determine how the job flow happens (who does what). Generally, we talk about what kind of structure 
will be put in place to get these tasks done.  



Download free ebooks at bookboon.com

Management Basics

12 

The Manager’s job

Leading – managers must supervise, lead, motivate, train, coach, guide, hire and assess employees. There 
are a lot of ways that these can be done.  

Controlling – managers must monitor what’s going on in their area, to make sure that the goals or 
objectives are going to be met. If the goals are not going to be met, then corrective action can be taken. 
The earlier the corrective action is taken, the easier it is to correct.  

2.2 Management roles 

One of the most important pieces of research into the job of a manager comes from Henry Mintzberg. He 
is a Canadian academic and researcher who has studied management for years. He believes that a 
manager’s work is never really done!  

He was the person who categorized the various roles that a manager plays in the organization. The 
following chart outlines Mintzberg’s categories and roles. It also gives brief examples of the roles. 

When looking at the roles in the chart, you can see that Tasneem, in her one day outlined above, acted in 
almost all of those roles. If we describe the manager as wearing different “hats” representing the different 
roles they are doing, then we can see that Tasneem has indeed worn many hats during the day.  

Different levels of managers will play these roles to a different extent. For instance, a front-line (junior) 
supervisor will likely be a resource allocator and a disturbance handler to a far greater extent than they 
will act as a figurehead. A Chief Executive Officer likely will act as a spokesperson and perhaps an 
entrepreneur more than they will act as a monitor.  

2.3 Management skills 

Management texts talk about different skills needed to be a manager. The skills are conceptual, technical 
and human skills. 2

Conceptual – be able to see the “big picture” of the situation. Ability to arrive at ideas, create a vision and 
plan for the future.  

Technical – possess specific knowledge or have a specialized expertise.  

Human – be able to work well with others both individually and in a group setting.  

According to management writings, all managers need to have all three skills, but they need them in 
different amounts, depending on their position in the organization. So, for instance, a senior level manager 
will need to have and use more conceptual skills, while a lower level manager will likely use more 
technical skills. All levels will use human skills.  
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Mintzberg’s roles of the manager 

Category Role Activity 

Informational Monitor Look for and receive information, review papers and reports, 
maintain interpersonal contacts and networks. 

Disseminator Pass information on to others by phone, in meetings, memos.  

Spokesperson Represent the area or organization to people outside the area or 
organization in speeches and reports. Deal with the media. Make 
presentations at professional or community events.  

Interpersonal Figurehead Perform ceremonial and symbolic duties inside the organization, 
receive visitors. Give presentations/awards to employees.  

Leader Supervise direct subordinates, including recruiting, selecting, 
motivating, training and leading them.  

Liaison Be the conduit (the in-between person) for information flowing in 
and out of the organization.  

Decisional Entrepreneur Initiate change. Plan new projects, spot opportunities, identify 
areas of business development. 

Disturbance 
handler 

Take corrective action during crises or operational breakdowns, 
resolve conflicts amongst staff, adapt to external changes. 

Resource allocator  Decide who gets resources, sets the schedule, budget, set 
priorities 

Negotiator Represent department during negotiations with unions, suppliers, 
and generally defend interests. 

Table 2.1 http://www.provenmodels.com/88/ten-managerial-roles/henry-mintzberg/

It is for this reason that a person who is a good front-line supervisor will not necessarily be a good middle 
manager or be successful as a senior manager. The skills needed for the various positions in management 
will be different. The good organization recognizes this and will offer training and development 
opportunities, perhaps linked to career development programs and excellent performance management and 
appraisal programs. In this way, the individual is supported in their movement from one type of 
management position to another within the organization.  
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2.4 Not-for-profit note 

The roles of a manager or supervisor in the not-for profit organization are in large part very similar to 
those described above. Two additional challenges exist in the not-for-profit organization. One is that they 
deal with volunteers who contribute their work to the organization. This generally is not something that 
occurs in a for-profit organization. It requires different management skills to utilize and recognize 
volunteer contributions of time, energy and task performance.  
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The second challenge is that the funding in a not-for-profit comes from very different sources than a for-
profit. In a for-profit company, revenue comes from sales of a good or a service. In the not-for-profit 
world, revenue comes in as a result of fund-raising and/or it comes from government sources or other 
funding groups. Generating revenue in this way requires unique skills in order to organize events to solicit 
money and requires talent and time to liaise with government or funding groups and write proposals to 
raise both on-going and project funding.  

2.5 Questions for the manager’s job:

1. Review the management functions, roles and skills. Which ones can you apply to Tasneem at 
Calm Seas? 

2. Review the management functions, roles and skills. Relate these to a manager you know.  

3. Review the management functions, roles and skills. Which ones are skills that you have? Which 
ones do you need to work on? 

4. Do you agree that “a manager is responsible for the application and performance of knowledge” 
as Drucker says? Why or why not? 

5. Do you think that management functions, roles and skills are different depending on the industry? 
Give some examples.  

6. When you examine the management functions, roles and skills of a manager in a not-for-profit 
organization, how would they differ from a manager in a for-profit organization? 

When I first began to study management, during and immediately after World 
War II, a manager was defined as ‘someone who is responsible for the work of 
subordinates’. A manager, in other words, was a ‘boss’, and management was 
rank and power … But by the early 1950s, the definition had already changed 
to ‘a manager is responsible for the performance of people’. Now we know that 
this also is too narrow a definition. The right definition is ‘a manager is 
responsible for the application and performance of knowledge’. 

A quote from Peter Drucker 
http://newlearningonline.com/new-learning/chapter-3-learning-for-work/peter-

drucker-on-the-new-knowledge-manager/
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3. Planning – Calm Seas case 

Calm Seas is a small Canadian manufacturer of ocean kayaks. They also sell kayaking accessories 
including paddles, bilge pumps and other essentials. They are located in Nelson, B.C., where they have 
both their plant and their administrative office. They have about 60 employees in total and have been in 
operation for over 20 years.  

They sell their products to retail stores in North America and to distributors in Japan, Germany, Greenland, 
Norway, New Zealand and Australia. They also sell directly to outfitting and tour companies, to groups 
that teach people how to kayak and to educational institutions and sports organizations.  

Calm Seas makes ocean kayaks out of 2 very different materials. One is called "composite". These 
materials are fibreglass, kevlar or graphite laminates. The other type of material is rotationally molded 
polyethylene (plastic). Very different production methods and materials must be used in the making of 
these two different types of kayaks. Calm Seas has different types of models in both materials (for 
example, double or single seating, smaller day kayaks, bigger kayaks for longer, multi-day trips).  

The kayaking industry is competitive. Manufacturers must develop, test and market at least one new 
model every year. Since there are both national and international competitors in the industry, it is also very 
important for Calm Seas to maintain and expand their network of retail stores and distributorships.  

Production is also a very important process at Calm Seas, since they pride themselves on making the best-
quality kayaks possible, through continuous quality improvements. Calm Seas has an excellent reputation 
for quality. Their prices are fairly competitive, although they are a bit higher than their two main 
competitors. Feedback from clients generally indicates that customers will buy the Calm Seas product at a 
higher price because they can be assured of a good quality product that is also shipped out by the agreed-
upon time. Calm Seas ships their products to their various clients around the world. 

There are a few competitors in the world, but two main ones. One is located in Australia and one in the 
United States. These other companies offer very similar products to the products from Calm Seas. A client 
looking to buy a kayak or a number of kayaks, will balance price, quality, company reputation and sales 
representative relationship in their purchase decision.  

Business has been steadily growing over the past 10 years, as more and more people are getting interested 
in kayaking. It is both a sporting and a leisure activity. For a person who wants to get out paddling on the 
water, and who doesn’t have much technical skill, ocean kayaking is the perfect activity.  
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The sport part of the kayaking market mainly centres on river kayaks, which Calm Seas does not 
manufacture. The river kayak market involves a very different clientele, a different material and different 
manufacturing processes. These kayaks are small and very light. It takes a lot of skill to manage a river 
kayak. The river kayak enthusiast is the kind of person who would shoot down steep waterfalls, 
manuoevre through rapids and do “water dancing” with their kayaking. Calm Seas has decided not to go 
after this market.  

The two other types of kayaks available to consumers are the inflatable and the foldable kayak. The 
inflatable is also called a “sit-on-top”. It is made out of plastic and is often the type found at all-inclusive 
resorts or other vacation properties. The foldable kayak is made of lightweight fabric and literally folds 
down to the size of a large suitcase. Both of these kayaks are considered specialty kayaks and are not 
something Calm Seas wants to get into.  

The employees of Calm Seas vary in age and in gender. About 40% of the workers are female and the age 
range is from 22 to 63. The average age of the employees is 28. They are all involved in sports and 
kayaking. They are non-unionized. There are some employees who have been there since the beginning 
and some who have just joined. The average length of service for the staff is about 8 years.  
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Get under the skin of it.
Graduate opportunities
Cheltenham | £24,945 + benefits

One of the UK’s intelligence services, GCHQ’s role is two-fold: 
to gather and analyse intelligence which helps shape Britain’s
response to global events, and, to provide technical advice for the
protection of Government communication and information systems.
In doing so, our specialists – in IT, internet, engineering, languages,
information assurance, mathematics and intelligence – get well
beneath the surface of global affairs. If you thought the world was 
an interesting place, you really ought to explore our world of work.

www.careersinbritishintelligence.co.uk
Applicants must be British citizens. GCHQ values diversity and welcomes applicants from
all sections of the community. We want our workforce to reflect the diversity of our work.

TOP
GOVERNMENT

EMPLOYER

P
le

as
e 

cl
ic

k 
th

e 
ad

ve
rt

http://bookboon.com/count/advert/2f9ffd82-96d7-e011-adca-22a08ed629e5


Download free ebooks at bookboon.com

Management Basics

18 

Planning in the organization

4. Planning in the organization 

The successful organization is one that has a clear plan. The plan clarifies to both employees working in 
the organization and to those dealing with the organization, what it is that the company is doing and where 
they are headed.  

What this illustrates is that the plan can also help the employees make decisions in the company. If we 
look at the example of Calm Seas, above, we see that they have decided to not pursue making river, 
foldable or inflatable kayaks. This is not based on a whim nor is it simply a reflection of the preferences of 
senior management. This is based on a variety of factors that include an analysis of the market, predicting 
what the consumer will want and figuring out the strengths of Calm Seas, among other factors. These 
decisions reflect careful planning on the part of Calm Seas.  

So if, for instance, a salesperson at Calm Seas were to receive a request from a distributor that wanted to 
order river kayaks, that salesperson would be able to tell the distributor that Calm Seas does not make 
river kayaks and has no immediate plans to do so. Calm Seas has carved out a market for themselves in 
the ocean kayak area and that is the area in which they will specialize. They will leave the manufacturing 
of those other kayaks to other manufacturers.  

4.1 Competitive advantage 

Every company needs to figure out their own unique competitive advantage. What is it that makes the 
organization “better” than the others in the same industry or category? If the answer is “nothing”, then 
why does the organization exist? Should the organization exist if what it is producing or doing is not in 
some way “better” than the competition? Generally, in our capitalist and market-driven economies, the 
organizations that are successful are those that have figured out their competitive advantage.  

“Better” can be defined in a number of different ways. Better could be: 

faster 
bigger 
cheaper
stronger 
more luxurious 
locally produced or locally sourced suppliers 
sustainable 
customer-oriented 
providing unique employment (the organization perhaps employs recently-released jail inmates or 
people with developmental challenges in order to give them employment and job skills). 
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4.2 Strategic planning process 

Let’s take an example from a non-organization setting. Let’s say you and your family want to go away for 
a holiday. First you have to figure out what everyone wants to do on the holidays and where you want to 
go. Members of the family will examine a number of factors including investigating accessibility of the 
location, time available, family budget, possibly sales for destinations that are of interest and features of 
different locations. Once they have done that, they will decide where they want to go. Once they know 
where they want to go, they have to decide how they are going to make it happen.  

The first decision is the “big”, overall decision – the destination or end goal. The second set of decisions is 
more technical, or detailed. How are those goals going to be met? Exactly how is the family going to get 
to that destination? Are they going to drive, take the train or bus? When are they going to leave and return? 
How many bags can they take with them? What will they take with them? There are a lot of detailed 
decisions to be made!  

The second set of decisions can ONLY be made once the “big” decision is made. The family can’t decide 
what method of transportation they will use if they don’t know where they are going. The end goal has to 
be decided and agreed on before the family can make any further decisions. There is no point bringing 
snorkeling equipment if the family ends up going hiking in the Alps.  

The process for the organization is very similar. The “big” decision is the organization’s strategic decision. 
What are they doing? Who are they? The second set of decisions involve operational or tactical decisions. 
Once they decide what it is that they want to do, they then decide how they are going to get there.  

Usually, this involves the senior managers of the organization, although the employees could all be 
involved in the discussions.  

4.3 SWOT analysis 3

The particular process that is commonly used at the beginning of strategic planning is an analysis of the 
company’s  

 Strengths 
 Weaknesses 
 Opportunities 
 Threats 

also known as a SWOT analysis.  

This analysis on the part of the organization can take months for very large organizations – in fact, 
sometimes it may feel as though one round of planning has just finished when the next one begins! For 
smaller organizations, it can take only a few hours.  



Download free ebooks at bookboon.com

Management Basics

20 

Planning in the organization

It is sometimes useful to have an outside consultant or facilitator help with the SWOT analysis because the 
analysis requires the participants to be truly objective as they complete the factors that will go into each 
category. This can sometimes be difficult for people inside the organization to do.  

4.4 Stakeholders

An important concept in conducting strategic planning is to determine what the stakeholder groups are that 
have an impact on the organization. Once those stakeholder groups are determined, then the organization 
can figure out how the stakeholder group might exert it’s influence and how important this influence is on 
the organization.  

There may be a lot of stakeholders to consider. For strategic planning purposes, we have to figure out 
whether the stakeholder exists inside or outside the organization.  

By 2020, wind could provide one-tenth of our planet’s 
electricity needs. Already today, SKF’s innovative know-
how is crucial to running a large proportion of the 
world’s wind turbines. 

Up to 25 % of the generating costs relate to mainte-
nance. These can be reduced dramatically thanks to our 
systems for on-line condition monitoring and automatic 
lubrication. We help make it more economical to create 
cleaner, cheaper energy out of thin air. 

By sharing our experience, expertise, and creativity, 
industries can boost performance beyond expectations. 

Therefore we need the best employees who can 
meet this challenge!

The Power of Knowledge Engineering

Brain power

Plug into The Power of Knowledge Engineering. 

Visit us at www.skf.com/knowledge
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Figure 4.1 Stakeholder diagram  

4.5 Factors inside the organization 

4.5.1 Strengths and Weaknesses 

These points are factors that exist within the organization. So, for instance, if the organization is really 
good at research, that would be listed as a strength. If they aren’t very good at product design, that would 
be listed as a weakness.  

The strengths tend to be easier to list than the weaknesses. Everyone wants to claim they contribute to the 
strengths of the organization.  

However, the head of a department is not likely going to want something that is the responsibility of that 
department to be listed as a weakness. Using our example here, the department head of product design will 
not want “product design” listed as one of the organization’s weaknesses. Neither will the employees in 
that department. It doesn’t look good for the design department! However, in order to deal with that 
weakness, it must be identified. In this way, the organization can tackle that weakness. This could provoke 
a number of responses ranging from investing more money into technology and/or salaries in the design 
area, to contracting out the design function to another company.  
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4.6 Factors outside the organization 

4.6.1 Threats and Opportunities 

In this section, the factors that exist outside of the organization are examined.  

Factors that should be considered exist in the external environment (think of all external stakeholders). 
Refer back to the stakeholder diagram above.  

The confusing term here is the word “opportunity”. In every-day language, this is usually interpreted as 
“what could/should the organization do?” However, in strategic planning, the term refers to those factors 
that exist outside the organization that are favourable to the organization. So for instance, we might say 
that there is a research report that forecasts an increase in interest in the general population to be involved 
in ocean kayaking. If you are an ocean kayaking company, this would definitely be listed as an 
opportunity. That company may be able to do something with that specific piece of information.  

The threats are those factors outside the organization that are not good news for the company. For instance, 
if the government is going to introduce legislation that will increase the need for pollution control devices 
that the organization does not presently have, this will likely be a threat. This will increase the operating 
costs for the company.  

What the company chooses to do with that information depends on what gets stated in the other categories.  
What is important to realize is that potential future directions for the organization are not identified at this 
stage – that comes a bit later.  

Now, we want to marry the strengths with the opportunities. We also want to either minimize or somehow 
face and deal with the weaknesses and the threats.  

Inside the organization Outside the organization 

Strengths Opportunities 

Weaknesses Threats 

Table 4.2 

4.7 Grand Strategy 

This is where the “grand strategy” comes in. And here, we look to the work of Michael Porter to guide 
some of the discussion.  
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Once the SWOT is concluded, there are four strategies to choose from in order to guide future directions: 

1) Growth 
2) Stability 
3) Retrenchment 
4) Combination 

The names are pretty representative of the strategy.  

Growth means exactly that – the organization is going to grow in some way. This includes decisions such 
as adding a product line, expanding to another country, buying another company or increasing investment 
in green energy.  

A stability strategy means that the company is going to maintain the status quo. They are going to 
continue what they have been doing up until now. Nothing is going to change. No increase in production, 
no new markets, no growth in number of employees.  

Retrenchment means that somehow the company will be cutting back. That could include selling off some 
assets, reducing the number of products that they sell or getting out of some countries in which they now 
operate.  

Get “Bookboon’s Free Media Advice” 
Email kbm@bookboon.com

See the light! 
The sooner you realize we are right, 
the sooner your life will get better!

A bit over the top? Yes we know! 

We are just that sure that we can make your  
media activities more effective.
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A combination strategy is more common with a large, multi-divisional company. With a combination 
strategy, one division of the company will pursue one strategy while another division follows another 
strategy. So for example, one division may withdraw from a geographic area where they are operating in 
order for another division to expand production to meet increased demand for the product.  

The strategies outlined at this point flow directly out of the SWOT analysis. Done correctly, the strategies 
and the SWOT analysis form a great package. Everything becomes linked and the strategies come out of 
the factors in the SWOT. For instance, if a strategy is to develop a communications plan, then the lack of a 
communications plan should have been mentioned in the SWOT. 

Example  

Let’s say a company has a strength in developing new products (strength). They also identify that there is 
an increase in demand forecasted for their product (opportunity). Their competition also does not have the 
capability to meet this demand (another opportunity). The company though does not have a strong 
advertising ability (weakness). And there may be a lack of skilled workers in their area (threat).  

Given this example, the company would probably adopt a growth strategy. They might develop some new 
products (combine their strength and opportunities), cross-train their present employees (deal with the 
external threat) and hire some advertising people to increase their advertising of the new products 
(overcoming their weakness).  

4.8 Mission statements 

The organization creates a descriptor for their company which is their mission statement. The best written 
mission statements are only one to two sentences long. This allows the organization to outline what it is 
and what it does – literally what defines them. By definition, this also allows them to describe what they 
do not do. It becomes a communication tool for people both inside and outside of the organization.  

Language in the mission statement should be clear, simple and jargon-free. Here is one way to examine a 
mission statement. If a person who did not know what the company did were to read the organization’s 
mission statement, would they understand what it does?  
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4.8.1 Mission statement examples 

http://www.jeremiahprogram.org/?page_id=7 

http://www.nexeninc.com/en/AboutUs/IntegrityAndCompliance/OurCulture.aspx 

http://www.google.com/corporate/

A for-profit example – Nexen Inc. (Oil and Gas) 

Our mission 
Nexen’s mission is to grow value responsibly.  

Our vision 
In pursuing this mission, our vision is to be the pre-eminent, global, independent 
energy producer in North America.  

We grow our business to be successful and sustainable by engaging resourceful 
people, capitalizing on superior assets and innovation, and operating in a socially 
responsible manner.  

A not-for-profit example – The Jeremiah Program 

Jeremiah Program assists single mothers and their children to break the cycle of 
poverty by providing a campus community where they can prosper in all senses of 
the word. 

Our services are designed to help mothers change their lives so that they can 
provide a better future for their children. Jeremiah Program provides safe affordable 
housing, developmental childcare, Life Skills programming, individual coaching and 
Empowerment training. This solid foundation upon which the program is built allows 
mothers to complete their education and secure employment at a livable wage and 
within their chosen career path. 

Another for-profit example – Google (a simple one!) 

Google’s mission: to organize the world’s information and make it universally 
accessible and useful. 
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4.9 Action/implementation plan  

The questions that get asked here are “how are we going to get there?”, “what do we have to do to get 
there?” and “who is going to do what?” In other words, we start to develop the specific action plan to 
reach the strategic goals established. Issues such as structure, staffing, monetary needs, funding, timetable, 
specific responsibilities and measurement tools can be addressed.  

4.9.1 Example of action plan 

Using the example from the previous section, here is a sample of their action plan 

What? Who? How?/When? 

Develop new products. 
Specific goal - develop one new 
product by the end of six 
months.  

Representatives from design, 
manufacturing and sales 
department form a team to 
determine market needs and 
manufacturing capability.  

Prototype presented to 
management by the end of 
four months for approval. 
Production in place at the end 
of six months.  

Cross-train present employees. HR Administrator Training plan presented to 
management by the end of 
one month. Training started in 
six weeks and completed by 
the end of three months.  

Table 4.3 

That’s the strategic planning process. The organization has figured out what’s going on in their 
environment and can now move forward with specific action plans that should give them a competitive 
advantage in the market. As long as they also fulfill the other management functions well, they will be 
much better positioned to succeed.  

4.10 Not-for-profit note 

Again, strategic planning for the not-for-profit sector follows exactly the same steps. This sector clearly 
has additional and different factors that they will consider that are not present in the for-profit organization 
– searching for and managing volunteers and dealing with multiple and often-changing funding sources 
come to mind.  

An issue that is discussed more commonly today in the not-for-profit sector as it relates to strategic 
planning centres on the topic of “competitive advantage”. Competitive advantage is a term that has arisen 
from the for-profit sector and can sometimes be a concept that may not fit the outlook of those in the not-
for-profit area.  
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However, with government funding changing and in many cases decreasing, the not-for-profit sector is 
now looking at creating strategic alliances with the for-profit sector. This has given rise to many ethical 
debates that we won’t deal with here. The reality is that the not-for-profit sector is adopting more of the 
for-profit language and sensibilities.  

Many in the not-for-profit sector do not perceive themselves to be in competition with other organizations 
in the sector that are doing similar work. Specifying what their competitive advantage is, describing how 
they are “better” than others in the sector, is sometimes a concept that does not come easily. If they are 
going to partner or create an alliance with the for-profit sector, these are both concepts and language that 
the not-for-profit sector must adopt. This may be a challenge that the not-for-profit sector must address in 
their strategic planning process.  

NNE and Pharmaplan have joined forces to create 
NNE Pharmaplan, the world’s leading engineering 
and consultancy company focused entirely on the 
pharma and biotech industries.

Inés Aréizaga Esteva (Spain), 25 years old
Education: Chemical Engineer

NNE Pharmaplan is the world’s leading engineering and consultancy company 
focused entirely on the pharma and biotech industries. We employ more than 
1500 people worldwide and offer global reach and local knowledge along with 
our all-encompassing list of services.                                    nnepharmaplan.com

– You have to be proactive and open-minded as a 
newcomer and make it clear to your colleagues what 
you are able to cope. The pharmaceutical fi eld is new 
to me. But busy as they are, most of my colleagues 
fi nd the time to teach me, and they also trust me. 
Even though it was a bit hard at fi rst, I can feel over 
time that I am beginning to be taken seriously and 
that my contribution is appreciated.

Trust and responsibility  
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4.11 Strategic planning diagram 

Figure 4.4

Then the organization specifies how it should follow through on the chosen strategy and develop action 
plans to get there.  

4.12 Questions for organizational planning section: 

1. One of the important factors to examine in planning is demographics. Go to this other on-line 
resource to look at demographic factors. How do you see these demographic changes impacting 
your work environment?  

 http://bookboon.com/int/business/hrm/generational-challenges-in-the-workplace 



Download free ebooks at bookboon.com

Management Basics

29 

Planning in the organization

2. Using the demographic information from the previous question, conduct a strategic planning 
analysis for Calm Seas. Figure out the SWOT, grand strategy, mission statement and possible 
action plans. What is their competitive advantage? Who are their stakeholders? 

3. Find other examples of mission statements. Are they clear? Do you understand what the company 
does as a result of reading the mission statement? Would these statements provide guidance to 
decision-making in the organization? 

4. There is a lot of writing and research about the topic of “competitive advantage.” Look up current 
business articles that deal with this subject. How does it relate to organizational planning? 

5. Popular topics today relate to the concepts of “corporate social responsibility” and “business 
ethics”. Research what these concepts refer to, why they are being discussed and what companies 
are doing about them.  

6. Find a local not-for-profit organization. Conduct a strategic planning analysis for this 
organization. How is this process different from the analysis of the for-profit organization? 
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5. Organizing – Calm Seas case 

Calm Seas could be organized a number of different ways.  

As described in previous sections, Calm Seas manufactures and sells ocean kayaks. They produce both 
composite and plastic ocean kayaks that they sell to retail stores in North America and to distributors 
around the world. They also sell directly to outfitting and tour companies, to groups that teach people how 
to kayak and to educational institutions and sports organizations.  

Calm Seas must look back to their mission statement and then figure out which structure might allow them 
to accomplish this best.  

How are they going to get done what needs to be done? How can they group similar functions together? 
How can they maintain their competitive advantage? 
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6. Organizing the organization 

6.1 Structure follows strategy 

Decision-makers in the organization have to ask themselves a number of questions: 

What kind of structure should be put in place? 
How do they want to get the work done? 
What about the idea of centralization vs. decentralization? 
How do we handle authority and responsibility? 

Most organizations today in North America are structured using a “bureaucracy”. This is an ancient 
structure, dating as far back as Julius Caesar. It has a military background. The organization does not have 
to be structured using bureaucratic principles. There are a number of inherent drawbacks to bureaucracies 
that good organizations have learned how to minimize in order to function effectively.  

There are other options. However, the next section will talk about bureaucracies, how they work and what 
they mean. Many companies are structured along bureaucratic lines, so it is important to know what they 
are all about.  

6.2 Bureaucracy 

It is the bureaucratic organization that looks like a pyramid – one person at the top, a lot at the bottom and 
layers of middle management. This sounds as though it exists only in large organizations. However, a 
bureaucracy can exist in an organization that has, for example, 10 people. When we use the word 
bureaucracy, we are referring to the structure used.  
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Figure 6.1 Basic bureaucratic structure

6.3 Authority – staff and line 

There are two concepts related to “authority” within a bureaucracy. There is both line authority and staff 
authority in a bureaucracy.  

It is easier to talk about some departments as line departments and some as staff departments. The people 
in a line department are called line employees and the people in the staff departments are staff employees. 
They have different roles and authority.  

6.3.1 Line departments/line authority 

To take a manufacturing company as an example, there are 3 absolutely essential functions that must exist 
in this company. These three are manufacturing, sales and finance. The company cannot exist without 
these functions. These departments are the ones that directly make money for the organization. These are 
the line departments.  

In using the example in the preceding paragraph, we need to define some terms. “Manufacturing” refers to 
the area that makes the product. This area could also be labeled operations or production.  

Top  
Executive

Middle management 

First line supervisors 
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“Sales” refers to the area that directly sells the product to the end customer. In this way, this is the area 
that brings money into the company. If sales and marketing are separate areas, then sales is a line function 
and marketing is not. Marketing is the area that comes up with ideas (like new packaging or advertising) 
that help the sales area to sell the product. They are auxiliary to the sales function.  

“Finance” is also distinct from accounting. Finance is the function that manages the money in the 
organization. They would be involved in activities such as raising money through going onto the stock 
market or acquiring debt or examining and approving capital expenditures (buying a new plant or 
expanding into another country). Accounting is the function that keeps track of the revenue and 
expenditures.  

6.3.2 Staff departments/staff authority 

The other departments in this company are nice to have, and they presumably support the activities of 
these line functions. However, they are not absolutely essential. These are staff departments. The role of 
these staff departments is to advise, counsel and assist the line departments to do their jobs. If there is a 
budget cutback, it is likely that these staff departments would get cut first.  

Boost your legal career

Find out more

INSPIRING LEARNING

...and some of them are pretty good judges

Raise the bar with top legal courses

Developed in partnership with
The College of Law

             Top legal
             people rate
The Open University
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Staff departments work by influencing the people in the line departments – as such then, the staff 
employees should have no power, except for activities in their own departments. Who are these staff 
departments? These would be anything other than the 3 line departments listed above. So, for instance, 
Human Resources, Accounting, Marketing, Public Relations, Engineering, Event Planning, would all be 
examples of staff departments. There are lots of others.  

Let’s take an example of the Human Resource (HR) department. Their role is to help the managers and 
employees in the line departments in Human Resource activities. So let’s say that the manager of 
Manufacturing has a vacant position that needs to be filled. The Human Resource department will help to 
create the job description, advertise the position, receive all of the resumes and phone calls and do the 
preliminary interviews to screen the applicants. They will then refer perhaps the 3 “best” applicants to the 
Manager of Manufacturing, who then interviews these three. The final hiring decision should be made by 
the Manager of Manufacturing, since the Manager of Manufacturing has to, in essence, “live” with this 
person. The HR department helps the Manager of Manufacturing to fill the vacancy. However, the HR 
department should not make the final hiring decision. If they do, then the HR department has assumed line 
authority, which they should not have. If the HR department makes the final hiring decision and assumes 
line authority, then the organization will have a whole pile of problems.  

So the HR department has staff authority. They do not have the same type of power that a line department 
has. The line departments do not have to accept the advice offered by a staff department. The staff 
employees must use influence, created by their expertise and personal credibility, to help the line 
employees. If there was a budget cut, the company could fire the entire HR department. To use the above 
example, the Manager of Manufacturing would simply do all of the activities connected with filling their 
vacancy. It simply would not make sense for the company to keep the HR employees (because they are 
doing an important job) and fire manufacturing employees in a budget cut decision.  

The basic message is that the line departments are the essential departments, without which the company 
could not survive.  

The example above has only described a manufacturing company. The same principles apply to all 
organizations. In order to determine the equivalent of the manufacturing department in any organization, 
we must ask ourselves what the core or basis of the organization is. For instance, the core of a call centre 
is the area that answers the calls (not surprisingly). The core of a university is the academic group that 
teaches and researches.  

6.4 Bureaucratic structures  

There are 4 bureaucratic structures we could put in place. Each of these structures has their pros and cons. 
The organization must choose which one of these structures would best suit their purpose or best 
accomplish their strategic plan. What we will show in the following examples is just the top level of the 
organization. There will be many positions (people) that report to these Vice-Presidents, but for 
simplicity’s sake, only that top level will be shown.  



Download free ebooks at bookboon.com

Management Basics

35 

Organizing the organization

Example 

Let’s assume we are dealing with a manufacturing company that makes toys, baby furniture and children’s 
clothes. They make high-end products that they sell through their own retail outlets and they make 
discount brands that they sell to mass-market distributors around the world.  

What we will see in the following pages is that this company could be structured in a variety of ways.  

6.4.1 Functional structure 

Figure 6.2 

In this structure, we have the three line functions of manufacturing, sales and finance represented. They 
are all shown to be at the same level because the positions are all Vice-Presidents.  

If the company wanted to have a Vice-President of Human Resources for instance, they could choose to 
do that because Human Resources would represent another function in the organization. If they do, then 
that position would show up as a fourth box on the same level as the other boxes.  

In this structure, we would read into it that the manufacturing process all happens under one roof, in one 
location. The company looks like they make all of the products in one location. For our manufacturing 
company example, this would be quite unusual.  

President or CEO 

Vice-President, 
Manufacturing 

Vice-President, Sales Vice-President, Finance 
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Advantages of the functional structure 

Easy to understand 
Can be used in any sized organization 
Responsibilities are clearly defined 
Can be expanded to include other functional areas (legal, HR, PR, etc) 

Disadvantages of the functional structure 

Won’t be able to figure out which products are profitable, since they are all lumped together.  
If the manufacturing is in one location, transportation and distribution costs could be high to get 
the product to the customer.  

Dedicated Analytical Solutions
FOSS
Slangerupgade 69
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new inventions to make dedicated solutions for our customers. With sharp minds and 
cross functional teamwork, we constantly strive to develop new unique products - 
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FOSS works diligently with innovation and development as basis for its growth. It is 
reflected in the fact that more than 200 of the 1200 employees in FOSS work with Re-
search & Development in Scandinavia and USA. Engineers at FOSS work in production, 
development and marketing, within a wide range of different fields, i.e. Chemistry, 
Electronics, Mechanics, Software, Optics, Microbiology, Chemometrics.
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We offer
A challenging job in an international and innovative company that is leading in its field. You will get the 
opportunity to work with the most advanced technology together with highly skilled colleagues. 

Read more about FOSS at www.foss.dk - or go directly to our student site www.foss.dk/sharpminds where 
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6.4.2 Product Structure 

Figure 6.3 

In the product structure, each area then specializes in their particular product. Everyone who reported to 
the Vice-President of Toys, for instance would be involved in some aspect of toys – their manufacture, 
quality control, sales, marketing, etc.  

This would be a good option for our fictional manufacturing company of toys and other goods.  

Advantages of the product structure 

Employees in each division are specialists – they know their product from manufacturing to sales 
to accounting for it.  
Easy to see which product is profitable since each area will likely be set up as a profit centre.  
Can set up the different products in different geographic areas.  

Disadvantages of the product structure 

Can only work in a large organization. Using this example, there will be a manufacturing 
department for the toy department, another one for the furniture department and yet another for 
the clothes department. Must have a large organization to sustain this.  
Employees cannot easily move from one department to another since those departments are 
specialized and operate almost as completely separate divisions.  

President or CEO 

Vice-President, Toys Vice-President, Baby 
Furniture 

Vice-President, Clothes 
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6.4.3 Customer Structure 

Figure 6.4 

This structure allows the organization to specialize their operations in a different way. In our example, 
they do make different products – the high end and the mass market products and they also sell them to 
different customers (retail outlet and distributor).  

Advantages of the customer structure 

Customer-oriented structure. Most customer-focused structure to choose.  
Can change the product to suit the customer. 
Again, can see which line is profitable since they are set up as profit centres.  
Can set up divisions in different geographic areas.  

Disadvantages of the customer structure  

Need to have more than one product line, usually quite different products.  

President or CEO 

Vice-President,  
Retail outlet 

Vice-President,  
Mass market distributor 
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6.4.4 Geographic Structure 

Figure 6.5 

With this structure, the organization specializes by setting up operations in the different geographic areas 
in which it does business.  

President or CEO

Vice-President, 
Europe 

Vice-President, 
Americas 

Vice-President, 
Asia

Vice-President,  
Africa
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Advantages of a geographic structure 

Also a customer focused structure.  
Custom tailor the product to different requirements of the customer in various countries.  
Closer geographically to your customer 

Disadvantage of a geographic structure 

Can only work in a fairly large organization – need a “critical mass” in order for it to work.  
Need for superb communication and co-ordination on the part of the President or CEO, since the 
operations are literally spread out.  

6.5 “Rules” of a bureaucracy 4

There are “rules” that employees must follow in the strict bureaucracy and are inherent in the structure of 
a bureaucracy: 

1. Chain of command – this indicates who reports to who. In a strict bureaucracy, there is a rule that 
“you don’t go over your bosses head.” This has a profound impact on communication and decision-
making.  

2. Unity of command – an employee should have one and only one boss.  

3. Span of control – refers to the number of employees a manager supervises. At the top of the 
organization, this number is small – around 3 – 8. As you go down in the organization, this number 
gets higher. A first-line supervisor could have a span of control of say, 50 in an assembly-line 
operation.  

6.5.1 Centralized vs. decentralized 

Bureaucracies have tended to be very centralized as opposed to decentralized, although this is not always 
the case. We would define an organization as being centralized if the decision-making is done by the 
person at the top and power and information is generally held by the person at the top. In a decentralized 
structure, the authority to make decisions and to act is delegated down to lower levels in the organization.  

6.6 Disadvantages of a bureaucracy 

While the bureaucracy has existed for years, is common and fairly easily understood, there are factors that 
exist within a bureaucracy that can make it cumbersome, unwieldy and sometimes downright 
dysfunctional.  

When you look at the “rules” above, you can see the disadvantages popping out.  
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If there are lots of levels of management, there is a centralized decision-making style and an attitude that 
you don’t go over your bosses head, then that is an organization where communication and decision-
making are slow. Not only are they slow, but since both the communication and the decisions have to go 
through many layers, there is a good chance that the message and the decision will either be lost or 
garbled.  

Not only are these processes slow, but the organization will lack the ability to change quickly or to adapt 
to changes. There are too many layers to go through to get anything approved! 

These problems exist not just from the viewpoint of communication and decision-making but also from 
the viewpoint of the new generation of employees coming up through the ranks. Older generations may 
have been more content to stay in their places and do their jobs, but the upcoming generations hold 
different values. This newer generation wants to contribute and tends to thrive on change and multi-
tasking. They do not want to be told they need to get many layers of signatures in order to do something. 
And if they see something that needs to be fixed, they want to talk to talk to the person who can fix it. 
They don’t tend to react well to the “don’t go over your bosses head” advice.  
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6.7 Changing the bureaucratic structure 

Because of drawbacks to the bureaucratic structure, some of which are noted above, managers, leaders, 
consultants, academics and researchers have devised other ways of structuring the organization.  

One of the first responses was to reduce many layers of middle management. If the organization could be 
“flattened”, so that there were not so many levels in between the top and the bottom of the organization, 
then the communication and decision-making problems outlined in the previous section here would be 
reduced. That seemed on the surface to be intuitively sensible.  

If we can change from this: 

Figure 6.6 
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to this: 

Figure 6.7 

We can see that with a “flattened” structure, communication and therefore decision-making will be 
improved. However, we can’t just get rid of middle management so simply. Middle managers did 
contribute to the organization by fulfilling such roles as co-coordinating, scheduling and planning. Those 
roles still have to be done.  

The answer to this situation was to delegate those roles to employees at the lower levels. Done properly, 
lower level employees were given training and support to be able to take on those roles and do them 
properly. Employees would have far more scope and variety to their jobs, more responsibility and 
generally more job satisfaction. This was usually accompanied with a salary increase in recognition of 
increased job responsibilities.  

6.8 The rise of the “group” structure 

In addition to eliminating layers of middle management and delegating middle management roles to 
employees at lower levels, the idea of forming those lower levels into groups arose. What happens with 
this idea is that the groups become teams that “manage” sections of the work. If we look at our 
manufacturing example, the teams would not only manufacture the product, but would also confirm that 
there was enough raw material for their manufacturing, certify the quality of the end product, ensure that 
the members were doing their share of the work and check that enough product is made on schedule. 
These are the types of roles that middle managers used to do in the organization with many layers. The 
organization would look like this: 

Figure 6.8 
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The remaining middle managers would act as co-coordinators between the groups. This would require 
more facilitation skills on the part of middle managers.  

The organization in this case also must train group members on group skills. A checklist of group 
effectiveness is found at the end of this chapter.  

6.9 Not-for-profit note 

Creating an organization structure is the same type of challenge for the not-for-profit sector.  

Many not-for-profits are small, and the jobs in those organizations are ones where the incumbent must 
take on a variety of tasks. In this case, the jobs may not be able to be clearly defined. This organization 
would likely have a functional structure.  

Many not-for-profits are large, which allows them more flexibility in terms of choosing a structure that 
suits them. They may choose from any of the structures outlined above.  

www.job.oticon.dk
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Both small and large not-for-profits have the additional dynamic of their volunteer workers. Who should 
these folks report to? How should the volunteers be held accountable? Who would be responsible for them? 
These are all questions that the not-for-profits must deal with when they develop their structures.  

6.10 Checklist for Team or Group Effectiveness 5

Goals and Directions 
No clear idea of direction, 

confusion on goals 
 Purpose and direction well 

understood 
0 5 10

Lack of agreement on goals, 
different directions in group 

 Strong agreement on goals, 
common direction accepted 

0 5 10

Climate of Group Atmosphere 
Oppressive, doesn’t want to be 
part of group negative 
atmosphere 

 Exciting, congenial, people 
looking forward to group 

0 5 10

Trust Factors 
Very low trust, highly suspicious  High trust, acceptance of each 

other 
0 5 10

Communications 
Very closed, secretive, guarded 
and cautious 

 Open, sharing, valid information 
shared 

0 5 10

No one listens, can’t hear anyone 
but self 

 Active listening and high interests 
in what others are saying 

0 5 10

There is a great deal of talk today about ‘entitlement’ and ‘empowerment’. 
These terms express the demise of the command and control-based 
organization. But they are as much terms of power and terms of rank as the old 
terms were. We should instead be talking about responsibility and contribution. 

http://newlearningonline.com/new-learning/chapter-3-learning-for-work/peter-
drucker-on-the-new-knowledge-manager/
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Conflict 
Not dealt with openly, repressed, 
under-the-table 

 Open discussion, managed in 
order to use to help the group 

0 5 10

Resources 
Time and material resources not 
used well, wasted and not 
managed 

 Managed time and other 
resources well in order to get job 
done 

0 5 10

Members’ Contribution 
No one felt they worked well or 
contributed 

 Individuals felt like they “gave it 
their all” 

0 5 10

Control and Structure 
No controls- just chaos, there is 
no agreed upon or accepted 
structure 

 Internal controls work well, 
structure is very appropriate 

0 5 10

Goal Accomplishments 
We don’t accomplish anything we 
want to get done 

 All of our goals were met 

0 5 10
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6.11 Questions for organizing section: 

1. Examine all the bureaucratic structures. Which one would be best for Calm Seas? 

2. Could Calm Seas use some type of group structure? If so, what would that look like? How would 
it be organized? 

3. What structure exists in the company that you work for? Or study in? 

4. There is a lot of material written about groups and teams in organizations. Do some research and 
find out what makes for successful groups in organizations.  

5. If an organization wants to change from a structure with lots of layers to one that is more “flat”, 
they have to do more than just get rid of lots of middle managers. What other things would have 
to change? 

6. When you look at the different generations that were described in the generations article 
mentioned earlier, what preference might each generation have for a centralized as opposed to a 
decentralized structure? Explain your answer.  

7. The following link takes you to a site where there is an on-line assessment of team effectiveness. 
Do the assessment and see whether you think it is valid for groups that you’ve been involved in. Is 
it helpful? http://www.mindtools.com/pages/article/newTMM_84.htm 

8. Look at some not-for-profit organization websites. Given the information you find there, how do 
you think they might be structured? Draw them out. Do the same for a hospital. How about a 
university?  



Download free ebooks at bookboon.com

Management Basics

48 

Leading – Calm Seas case

7. Leading – Calm Seas case 

Tasneem Khan is the General Manager at Calm Seas, the ocean kayak manufacturer. She reports to the 
founder of the company. Calm Seas has a strong emphasis on quality in the products they make – indeed 
they have made it part of their competitive advantage.  

The organization has a curious mixture of a bureaucratic structure and a team structure. In the production 
area, they have implemented a team structure, as outlined in the previous section. There are teams 
involved in production, and those teams report to co-coordinators/supervisors who ensure that everything 
is being done properly. They put this structure into place about 10 years ago and have enjoyed the benefits 
of that structure since then.  

Each employee was trained to take on tasks that used to be done by some middle managers, and those 
employees saw an increase in their salary. This team structure has allowed Calm Seas to improve their 
quality emphasis in their finished products. It has also reduced their turnover rate – employees are staying 
with Calm Seas longer now. They know that if they go to another manufacturing facility, they will likely 
experience a functional structure, a more narrowly defined job and a reduction in salary. All of these 
factors are compelling reasons for an employee to stay!  

Tasneem describes the working environment this way. "We've cultivated a strong quality ethic through 
this structure. They know that they are accountable for the quality of the work done by their team. 
Everyone must have clear expectations and responsibilities and these must be communicated to everyone 
in the team. This becomes the cultural norm. Everyone then becomes accountable, responsible and in 
charge of quality assurance." 

Communication among the employees in the plant is also illustrated in the company policy manual. 
Section 8.1 states "The company practices an "open door" policy with regard to the accessibility of 
supervisors by employees. Supervisors make themselves available to employees as much as possible 
within operational requirements. If a supervisor will be unavailable for an extended period, she/he will 
specify an alternate. Employees respect the supervisor/supervisee relationship and do not go "over the 
head" of their immediate supervisor without discussing their intent to do so with the supervisor." 

She continued, "I am not the boss, in that I can't just do anything I want, when I want. Issues must always 
be discussed with the employees." 

The employees set up performance goals with their team and with their supervisor. The attainment of 
these goals helps the employee to get their raise earlier. In addition, there is also profit-sharing for 
everyone in the company, except for the General Manager and the founder.  

Tasneem says, "I can't claim to be a success but then say everyone else is a screw-up. My own success is 
the result of the successes of the people for whom I am responsible. Others' success will then be my 
success. In this way, I am a supplier to the employees."  
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8. Leading in the organization 

In this section, some brief concepts surrounding leadership will be introduced. Since an important aspect 
of leadership is motivation, that topic will also be touched on.  

8.1 Leader vs. manager 

The first thing we have to do is to separate a “leader” from a “manager”. According to the Encarta 
Dictionary, a: 

Manager is somebody who is responsible for directing and controlling the work and staff of a business, or 
of a department within it. 

Leader is somebody whom people follow. 

This is quite a difference. We have talked about managers up until now in this text. However, managers 
and leaders are different. We need managers but we are seeing an increasing need to have leaders. They 
are not the same thing, they operate differently and they need different skills.  

Sie sehen hier mehr als Nullen und 
Einsen? 

Wir sehen Ihre Karriere im IT-Trainee-
programm. Als spätere Fach- oder 
Führungskraft.

www.perspektiven.allianz.de

Allianz Karriere

01001001 01010100 
00100000 01010100 
01110010 01100001 
01101001 01101110 
01100101 01100101
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8.2 Leadership theories 

The chart and the accompanying description will combine a number of popular leadership theories.  

Autocratic     Democratic    Participative 
Manager          Leader 6

Figure 8.1 

If we look at the autocratic manager, that person will basically tell their employees what to do. As the 
chart indicates, the manager makes the decision and announces it. Input by employees is not sought and is 
not given. Power and authority rest with the manager. In this situation, the manager may also retain most 
of the information.  

If we move to the right, part-way through the graph, we come to the democratic leader. As the chart 
indicates, the manager presents the problem, gets suggestions and then makes the decision. In this way, 
the manager is still retaining power and authority, especially because they see it as their role to make the 
final decision. However, this manager/leader will be far more likely to share information and actively 
solicit input.  

On the far right of the diagram, we have the participative leader. This leader may let the individual or 
group make the decision and then simply inform the leader what that decision is. Another example would 
be the leader who participates with the group in arriving at a decision. In this case, the leader’s opinion has 
no more weight than anyone else in the group. 

One question that is often asked at this point is “what about the manager who asks for our opinions but 
doesn’t really listen to what we have to say? What kind of manager are they?” My answer always is that 

Management is doing things right; leadership is doing the right things.  

Peter Drucker
http://www.brainyquote.com/quotes/quotes/p/peterdruck131069.html

Boss Centered  
Leadership 

Subordinate Centered 
Leadership 

use of authority  
by the manager 

area of freedom 
for subordinates 
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this is a lousy manager who does not have any integrity. If the manager does not want to listen to the 
employees, then s/he shouldn’t ask for employee input. Employees know when the manager doesn’t really 
care for employees’ opinions. This is one of the prime ways to destroy the relationship and trust between 
managers and employees.  

This is different from soliciting input and then the manager choosing to do something else. As long as the 
employees are listened to and their opinions truly considered, if the manager then chooses another option, 
the manager can still be described as democratic. The big difference comes down to listening.  

The key to successful leadership today is influence, not authority.  

Kenneth Blanchard 
http://www.betterworld.net/quotes/leadership-quotes.htm
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Another interesting dynamic is the manager/leader who thinks they use one style but actually act another 
way. This generally happens with an autocratic manager who doesn’t believe that they are autocratic. 
After all, in today’s business world, the description of the autocratic manager doesn’t “sound” as good as 
the other styles. “Autocratic” itself is a term that does not sound positive. A manager can say that they 
have a democratic style and may believe that they are democratic managers but it’s the actions that count. 
If they still behave in an autocratic manner, then they are autocratic.  

8.3 Knowing what kind of manager/leader to be 

This continuum chart above is also useful because it shows the variety of options for behaviour for the 
manager/leader. The smart manager/leader chooses which behaviour is best, given the variables of the 
situation. There is no one “right” style to use all the time.  

A manager/leader will generally operate and behave in a consistent manner. However, under different 
conditions or when something in the environment changes, it may be wise for the manager to use a 
different leadership style. 7

For example, an autocratic style would often be wise to use: 

In a crisis or emergency 
When there is a legitimate, unforeseen rush needed for production 
Sometimes with untrained, unskilled employees 

By contrast, a participative style would often be wise to use: 

When the outcome is more important to the employees than the leader 
When the employees know more about the issue than the leader 
When the employees can improve and develop their skills 
When lots of creativity is needed 

Therefore, a good manager knows what the situation requires and will use the most appropriate style, 
given the particular situation. S/he may use one style in certain situations and another style in other 
situations.  

8.4 Motivation Theories and Concepts 

The Encarta dictionary says that motivate means “give somebody incentive” or “make somebody willing”. 
This is a tall order for the leader/manager. The good leader/manager is one who can marshal the energies 
and enthusiasm of the employees so that they work in the desired direction and towards the goals of the 
leader and the organization. What the leader/manager wants is a group of employees who are productive 
and interested in contributing to the work.  



Download free ebooks at bookboon.com

Management Basics

53 

Leading in the organization

8.4.1 Intrinsic and extrinsic motivation 

One of the first distinctions to be made, which is a concept which also arises in some of the following 
motivation theories, is the distinction between intrinsic and extrinsic motivation. 

As the terms intrinsic and extrinsic suggest, intrinsic motivation is that motivation that comes from a 
source inside the individual, while extrinsic motivation is that motivation that comes from a source outside 
the individual.  

We would describe someone as being intrinsically motivated if they derive their satisfaction from the 
knowledge of a job well done. Or they could derive a satisfaction from the challenge of the job. An 
extrinsically motivated person is one who wants something given to them as a reward. This reward for 
instance could be a cash reward, a prize of some sort or a medal.  

This is not to say that the person who is intrinsically motivated does not also want or search for rewards. 
It’s just that the externally granted reward will not motivate them if that is the only reward they get. The 
main source of their motivation comes from the internal source.  

What is important to understand here is that the good leader/manager must understand what it is that 
motivates the employee and motivate them by keeping the employees’ needs in mind. 

Join the Vestas 
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and kick-start your career
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8.5 Content Theories of motivation 

Maslow’s Hierarchy of Needs  5 levels, physiological, security, social, esteem, self-actualization 
 each level must be substantially satisfied before moving to the 

next 
 refinements of Maslow’s theory today include a recognition that 

individuals could be on more than one level at a time and that 
individuals could move up and down the hierarchy overnight.  

McGregor’s Theory X and Theory 
Y

 actually defines how managers view employee motivation 
 Theory X manager believes that employees need to be 

controlled, coerced and bribed. 
 Theory Y manager believes that people are willing to work, are 

creative and independent and self directed when motivated 
properly. 

 Concept of “self-fulfilling prophecy” may enter in here. If manager 
follows Theory Y beliefs, does that create Theory Y employees? 

Herzberg’s Motivation – Hygiene 
Theory 

 hygiene factors are extrinsic to the work (work environment, 
relationship with peers, supervisor, and salary). If absent, result 
is dissatisfaction; if present, result is neutrality. 

 job satisfiers are intrinsic to the work itself (achievement, 
recognition, nature of the work, responsibility). If absent , effect is 
neutral; if present, result is motivation  

 both hygiene and motivators must be present for motivation to 
occur. Can’t have motivation if hygiene issues are not dealt with. 

Job Design Theory 8 Could choose: 
 job specialization 
 job enlargement 
 job enrichment 

Job Characteristics Model 9 Building in more of these factors into each job may increase job 
satisfaction.  

 skill variety, task identity, task significance, autonomy, feedback. 

Table 8.2 
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8.6 Process Theories of motivation 

Equity Theory 10 people compare their own input to their own perceived reward, then 
people compare their input and perceived rewards to one another 
perceived inequity negatively affects motivation  

Expectancy Theory 11 the amount of motivation depends on the answers to the three 
questions: 
Will increased effort improve performance? 
Will increased performance be rewarded? 
Does the reward have value? 

Table 8.3 

Howard Schultz, CEO of Starbucks, said that: 

“You can’t expect your employees to exceed the expectations of your 
customers if you don’t exceed the employees’ expectations of management.  
That’s the contract.” 

http://www.evancarmichael.com/Famous-Entrepreneurs/643/Howard-Schultz-
Quotes.html
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8.7 Maslow 

Figure 8.4 
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8.8 Expectancy Theory of Motivation explained in simple terms 

The employee will ask themselves 3 sets of questions when asked to perform a task: 

Do I know what I am expected to do? Do I have the skills/resources necessary to do the job? 
Do I clearly know what I will get if I do the job? 
Do I value the reward? 

This theory indicates that the employee must answer yes to all three sets of questions if the employee is to 
be positively motivated. Answering yes to two out of three isn’t good enough and will not result in 
positive motivation. By contrast, answering no to one or more of these questions will bring motivation 
back to zero.  

8.9 Equity Theory explained in simple terms 

This theory says that the employee asks themselves these questions.  

 Internal Equity 

Does my reward (outcome) seem to make sense to me, given the effort (input) that I am required 
to make? 
(If I get $50 for doing a job that will take me all weekend to do, personally my answer to this 
question would be “no”) 

External Equity 

Given the reward I’m being offered for doing a certain job, does that make sense with the rewards 
other people are being given for the tasks they are being asked to do? 
(I may think that being allowed to go to a local conference would be an OK reward for doing a 
certain task, until I find out that a colleague is being allowed to take an extra week’s paid vacation 
for doing a “lesser” job). 

The employee must feel there is equity in both of these dimensions in order to be positively motivated.  

There are numerous challenges for the manager with this theory. First, we are dealing here with 
“perception”. What does the employee perceive to be a “fair” situation? It is difficult for the manager to 
know this. What would be OK for one employee would not be OK for another.  

The second challenge is to determine exactly who the employee is going to compare themselves to in 
external equity. Someone else in the same department? The same company? Someone they know in 
another company? Another industry?  



Download free ebooks at bookboon.com

Management Basics

58 

Leading in the organization

8.10 What do employees want? 

Employees clearly want different things from their work experiences. Motivating employees is a challenge 
for every manager/leader.  

The prevalent thinking about rewarding employees up until about 25 years ago was to motivate them 
using the tools at the bottom levels of Maslow’s hierarchy. The thinking was that as long as the employee 
was paid adequately, had decent benefits and reasonable job security, then that would be enough.  

That mode of motivating is no longer suitable. Today’s employees want far more out of their work and 
from their leaders.  

A McKinsey Quarterly survey in June 2009, found the following results. “The respondents view three 
noncash motivators—praise from immediate managers, leadership attention (for example, one-on-one 
conversations), and a chance to lead projects or task forces—as no less or even more effective motivators 
than the three highest-rated financial incentives: cash bonuses, increased base pay, and stock or stock 
options.” 12

This may come as a surprise to some managers, but not to the leaders. Leaders already know this and have 
been using these tools as motivators for years.  

This type of leadership style requires excellent communication and interpersonal skills. The smart and 
effective leader is honing those skills constantly.  

8.10.1 Trust  

One major area where “good” leaders shine is in the ability to create an environment of trust.  

A leader takes people where they want to go. A great leader takes people 
where they don't necessarily want to go but ought to be.  

Rosalynn Carter  

http://www.betterworld.net/quotes/leadership-quotes.htm
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Trust is an important component of leadership and the workplace environment. More is being written 
about establishing relationships of trust in the workplace. Here are some ideas based on the work of Cloke 
& Goldsmith (2005):  

Recognize that when others engage in self-reflection and dialogue, they are making themselves 
vulnerable to those around them—honour their vulnerability with care  
Show respect 
Follow through on your commitments to others, including commitments to confidentiality 
Be consistent and reliable in your actions generally, and how you treat others 
Recognize that trust requires time and patience 
Show concern for the well-being of others  
Focus on the thing you can affect - your own actions  
Acknowledge your mistakes  
Be honest about current challenges  
Try to be flexible and creative when problem solving 

Remember that once trust is broken in a relationship, it can be extremely difficult to fix. Be proactive 
about acting to maintain trust.13

By 2020, wind could provide one-tenth of our planet’s 
electricity needs. Already today, SKF’s innovative know-
how is crucial to running a large proportion of the 
world’s wind turbines. 

Up to 25 % of the generating costs relate to mainte-
nance. These can be reduced dramatically thanks to our 
systems for on-line condition monitoring and automatic 
lubrication. We help make it more economical to create 
cleaner, cheaper energy out of thin air. 

By sharing our experience, expertise, and creativity, 
industries can boost performance beyond expectations. 

Therefore we need the best employees who can 
meet this challenge!

The Power of Knowledge Engineering

Brain power

Plug into The Power of Knowledge Engineering. 

Visit us at www.skf.com/knowledge
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8.10.2 Good vs. bad bosses 

Another article summarizes how employees view their bosses. In it, the employees described a good  
boss as: 

accessible 
supportive 
in tune with employees 
responsive 

While a bad boss was: 

elitist 
condescending 
inconsistent 
dismissive 14

What’s interesting is that these characteristics have been mentioned by all of the demographic groups. 
Every age group wants to see these good factors in their leaders and supervisors. These then are 
descriptors which form the template for action for the good manager.  

8.11 Motivation summary 

1. Know what your employees want and motivate them according to their needs. 

2. Everyone is different. 

3. Keep up-to-date on their needs. 

4. Don’t motivate them according to your needs. 
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8.12 Not-for-profit note 

Not-for-profit organizations have two additional challenges regarding the topic of motivation on their 
workplaces. One is that they are often operating with tight budgets and perhaps not as much money to use 
for motivating the employees. Profit-sharing, which is a technique increasingly used to increase 
motivation and satisfaction in the for-profit area, is not a possibility in the not-for-profit area. Bonuses 
given to individuals are unheard of. Salary increases are often small and judiciously given. Job security 
may be linked only to the next funding period and benefits are often minimal.  

Leaders and managers in the not-for-profit area must be creative and excellent in motivating their 
employees. Since a lot of the monetary motivation tools are not available to them, other motivation 
techniques must be used. Keeping employees charged up, without being able to resort to most perks 
related to money, is a huge challenge in the not-for-profit area.  

The second challenge in the not-for-profit area centres on their use of volunteers. Not only are monetary 
motivators not an option for their volunteers, but other incentives are also not available. The 
leader/manager cannot use promotions as incentives with volunteers, nor can they offer bigger budgets. 
Almost the only category of motivator is the intrinsic motivator for the volunteers, so the leader/manager 
must be excellent at offering this type of feedback and incentive. 

The nine essential capabilities of an effective leader in Royal Dutch Shell: 

 Builds shared vision 
 Champions customer and stakeholder focus 
 Maximizes business opportunities 
 Demonstrates self-mastery 
 Displays interpersonal effectiveness 
 Demonstrates courage 
 Motivates, coaches and develops 
 Values difference 
 Delivers results through others 

Kate Cowie’s work reported in 
Ivey Business Journal, May/June 2008 

The HR Challenge: Leadership development for ordinary heroes 
http://www.iveybusinessjournal.com/article.asp?intArticle_id=757
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8.13 Motivation exercise 

Listed below are different characteristics a job might have.  

Rank-order the characteristics from 1 (most important) to 12 (least important) in terms of how important 
they are to you. In other words, what do you want to get out of your job? 

Compare your answers to others who have filled this out. How do your answers compare? What might 
account for the differences? 

Get “Bookboon’s Free Media Advice” 
Email kbm@bookboon.com

See the light! 
The sooner you realize we are right, 
the sooner your life will get better!

A bit over the top? Yes we know! 

We are just that sure that we can make your  
media activities more effective.
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Rank Job Characteristic Hygiene or Motivator 

 The pay is good  

 The boss provides lots of direction  

 The job provides a chance to do things your way  

 The benefits are really appealing   

 The company is an “equal opportunity employer”  

 The job has well-defined responsibilities  

 “Voluntary overtime” is NOT expected  

 Your professional development is supported and paid for  

 You find the work itself to be very interesting  

 The position provides job security  

 You can design and achieve your career path and goals  

 Individual achievement is formally recognized  

 Employees participate in decisions regarding work  

 Your co-workers are friendly  

  The job title reflects its importance  

Table 8.5 
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8.14 Questions on leadership/motivation section: 

1. What kind of leadership and motivation does Tasneem seem to be using now at Calm Seas? Is this 
appropriate? Why or why not? Should she change the leadership and motivation techniques? If so, 
how? Explain your answer.  

2. Motivating the different generations on the workplace is one of the biggest challenges for 
managers. Review this resource for information on the different generations. 
http://bookboon.com/int/business/hrm/generational-challenges-in-the-workplace 
How can managers and leaders know how to motivate these generations? Do they have to 
motivate these groups differently? Why or why not? 

3. Go to the following link for an excellent 10-minute video on motivation. 
http://comment.rsablogs.org.uk/2010/04/08/rsa-animate-drive/ 
What other insights about motivation do you get out of this video? How can you use this 
information? 

4. Research the job design theory and the job characteristics model. Why are they placed in the 
motivation section? How can a leader put these concepts to use in the workplace? 

5. The topic of “organizational culture” is often tied to the topics of leadership and motivation. 
Research this topic and explain how it ties in.  

6. What motivators can the leader in the not-for-profit organization use? Be specific.  
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9. Control – Calm Seas case  

Tasneem Khan, as the General Manager at Calm Seas, has a lot to keep track of. She has the overall 
responsibility for the profitability and the continued growth of Calm Seas. This didn’t happen by accident. 
She and other people in the organization had to figure out how to make sure everything was going 
according to plan.  

She thought that if she had to keep a list of everything she had to monitor, it would take too long. She and 
the others just had to do it. As long as she looked at the different functions, plans for the company and the 
separate operations, she would be OK. Tasneem also recognized that the only way they could make sure 
everything was going in the right direction was to have everyone working together. This way, they could 
all get to the place they wanted to be.  

Tasneem was glad that they had worked together to form the plan for the company. They knew that they 
wanted to continue to emphasize quality in all of their products and they knew they had to design and 
develop new models. These were their top priorities. In addition, they also knew that the way to achieve 
this was to ensure that they had a large number of factors in place, including: the right employees in place, 
motivated, skilled and trained employees, efficient work processes in place, reliable suppliers for their raw 
material, good relationships with their distributors, a reasonable increase in sales, as well as many others.  

NNE and Pharmaplan have joined forces to create 
NNE Pharmaplan, the world’s leading engineering 
and consultancy company focused entirely on the 
pharma and biotech industries.

Inés Aréizaga Esteva (Spain), 25 years old
Education: Chemical Engineer

NNE Pharmaplan is the world’s leading engineering and consultancy company 
focused entirely on the pharma and biotech industries. We employ more than 
1500 people worldwide and offer global reach and local knowledge along with 
our all-encompassing list of services.                                    nnepharmaplan.com

– You have to be proactive and open-minded as a 
newcomer and make it clear to your colleagues what 
you are able to cope. The pharmaceutical fi eld is new 
to me. But busy as they are, most of my colleagues 
fi nd the time to teach me, and they also trust me. 
Even though it was a bit hard at fi rst, I can feel over 
time that I am beginning to be taken seriously and 
that my contribution is appreciated.

Trust and responsibility  

P
le

as
e 

cl
ic

k 
th

e 
ad

ve
rt

http://bookboon.com/count/advert/9a9dfd82-96d7-e011-adca-22a08ed629e5


Download free ebooks at bookboon.com

Management Basics

66 

Control in the organization

10. Control in the organization 

10.1 What does “control” mean? 

One area of potential confusion about the purpose of the controlling function is the use of the word 
“control”. Control today often refers to the practice of closely supervising, being in charge or command of 
and having power over. As we saw in the previous section on leading, “being in command” and closely 
supervising are not as popular today for a number of reasons. And that isn’t what we mean when we talk 
about control in the organization.  

We should instead think of the term “monitor” when we think of controlling in the organization. The 
question becomes, “what do we want to monitor?” Or, “what do we want and need to keep track of?” 

10.2 What kinds of controls? 

Most organizations know that they must have financial controls in place. These are widely accepted as 
being tools to decide on an organization’s financial health. Traditional financial control measures are 
ratios such as liquidity, leverage, activity and profitability – all of these are indicators of financial 
performance.  

However, the organization must have more control mechanisms in place than just financial controls. We 
can see that the control function ties directly back to the planning function. It is only with a good, detailed 
and well-thought out plan that the organization can have a valid control function. The plan will guide the 
activities that need to be monitored.  

So let’s go back to the action plan that we developed for our fictional manufacturing example in the 
planning section. The example we had in that section looked like this: 
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What? Who? How?/When? 

Develop new products. 
Specific goal - develop one new 
product by the end of six 
months.  

Representatives from design, 
manufacturing and sales 
department form a team to 
determine market needs and 
manufacturing capability.  

Prototype presented to 
management by the end of 
four months for approval. 
Production in place at the end 
of six months.  

Cross-train present employees. HR Administrator Training plan presented to 
management by the end of 
one month. Training started in 
six weeks and completed by 
the end of three months.  

Table 10.1 

What we see is that the activities that will need to be monitored are those that are in the “how?/when?” 
column or the third column. We will be checking to see if the prototype is presented to management by 
the end of four months for approval and if production is in place at the end of six months. We will also be 
keeping track to see if the training plan was presented to management by the end of one month and the 
training program was started at the end of six weeks and completed by the end of three months.  

In order to be proactive, the monitoring should be done constantly. If we use the above example, we 
should be communicating with the designers at the end of every month to see how much progress is being 
made in the design of the new models. For example, if the designers seem to be behind schedule at the end 
of one month, perhaps some corrective action can be put in place right away. Perhaps they need more 
people involved, more time during the workweek devoted to design or better technology to help with 
designing. Intervening at an early stage could keep the project on track so they accomplish what they want 
at the end of four months.  

10.3 Measure what matters 

The expression of “measure what matters” applies to the control function. The thinking here is that if 
some factor is important to the organization, then there must be a way of measuring that factor. In this way, 
the activity will be measured, monitored and put on the right track to achieving it.  

For instance, if the organization says that they need to increase sales by 5% to sustain growth, then that is 
pretty simple to measure. However, if the organization says that their employees are important to them 
(which a lot of companies do), then the questions become “are you actually measuring this?” and “how are 
you going to measure it?” This measurement becomes trickier to figure out because it is not as 
straightforward as measuring sales increases.  
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In this case, there would probably have to be a couple of different measurement tools put in place. The 
organization could specify a retention or turnover rate that they want to achieve, in the thoughts that 
retention is an indicator of employee satisfaction. Or they could set a target for satisfaction as indicated on 
an employee attitude survey.  

10.4 What will we monitor? 

The organization must look to their plan, their goals, their priorities, their values and culture to figure out 
what activities they will monitor. Here is a small sampling of possible goals and monitoring that could 
exist in an organization: 

Decreasing waste by-products in production 
Decreasing energy consumption in the plant 
Setting performance appraisal goals for each employee 
Shortening time between customer order placement and delivery of product 
Reducing time between interviewing and making hiring decision for employees.  
Reducing response time between customer enquiry and sales staff filling orders 
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10.5 Flowcharting 

Another method to make sure that production is going as planned is to create a flow chart. Also referred to 
as a flow sheet or a flow diagram, this is described as “a detailed diagram or chart of the operations and 
equipment through which material passes, as in a manufacturing process” or “a graphic representation, 
using symbols interconnected with lines, of the successive steps in a procedure or system.” 15

A flowcharting system can be useful to literally “map out” how a process is going to work. This ensures 
that the process is done efficiently and if there is a problem in the process, it becomes easier to see where 
that problem is. Once that problem or bottleneck is determined, it becomes relatively easy to fix.  

Let’s look at the following example: 

Sample Flowchart: Process for Shipping a Package 

Figure 10.2 

10.6 Critical path planning 

Critical path planning is another tool that outlines the specific tasks that comprise a project, lists them 
sequentially, puts a completion date for each task and assigns a person to the task. This ensures that 
everything is done so that the task is complete and responsibility is clearly outlined.  
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Here is an example for a fundraising breakfast event. 16

Fundraising Breakfast  
Tuesday, November 23, 2010 

Activity Who Deadline Status 

Budget 

Operating account Stefanie & Veronique N/A   

Sponsorship / Donors 

List of sponsors/donors to target. List to be 
reviewed prior to being distributed to the 
group. List to be sent out and divided 
amongst sub-committee members. 

Marie & All 3-Sep-10 Complete 

Donor brochure and Sponsorship brochure 
to be updated and distributed to all sub-
committee members. 

Stefanie 30-Jul-10 Complete 

Coordinate revisions of content and printing 
of brochures 

Marie 3-Sep-10 Complete 

Planning  

Determine date Veronique N/A Complete 

Sub-committee members selected Stefanie 27-Jul-10 Complete 

Meet to initialize steps and get organized All 27-Jul-10 Complete 

Update website and e-vite design and 
content 

Marie 8-Oct-10 Complete 

Coordinate Program Brochure content and 
printing 

Andrea & Stefanie 1-Nov-10 Complete 

Coordinate thank you gifts for speakers  Marie 5-Nov-10 Complete 

Logistics 

Develop a streamlined process for future 
years 

Marie & Haddah 1-Dec-09 Complete 

Signage Marie & Haddah 1-Nov-10 Being printed 

Name tags, registration, tent cards Marie & Haddah 19-Nov-10 Being printed 

Finalize registration set-up and volunteer 
roles 

Haddah, Stefanie, 
Chelsey & Kristyn 

9-Nov-10 Complete 

Marketing/Branding 

Website Marie  8-Oct-10 Complete 

Email Invites Marie  19-Oct-10 Complete 

Communicating with students & passing 
names of volunteers to Chelsey and Kristyn. 

Haddah 29-Oct-10 Complete 

Speakers / Program 

PowerPoint Presentation Andrea 5-Nov-10 Complete 



Download free ebooks at bookboon.com

Management Basics

71 

Control in the organization

Determine make up of panel All 27-Jul-10 Complete 

Recruit three panel members 3-Sep-10 Complete 

Lawyer Raj Denman 6-Aug-10 Confirmed by 
Veronique 

HR Practitioner Kim Sykes 6-Aug-10 Confirmed by Wayne 

Line Manager Beverley Gonzales 6-Aug-10 Confirmed by Alia 

Co-hosts (Gord & Jim) Veronique 3-Sep-10 Jim and Gord 
confirmed 

Review event logistics with hosts and panel 
speakers two weeks in advance. 

Alia 9-Nov-10 Complete 

Review event logistics with hosts and panel 
speakers the morning of the event. 

Jim 23-Nov-10   

Timing of program All 5-Nov-10 Complete 

Finalize draft program Andrea & Stefanie 1-Nov-10 Complete 

Event location 

Event confirmation Veronique N/A Complete 

Breakfast details Lindsay 1-Nov-10 Complete 

Room set-up Lindsay 1-Nov-10 Complete 

Final headcount communicated Lindsay 15-Nov-10 Complete 

Audio/Visual 

3-5 microphones, screen and media 
projector 

Lindsay 1-Nov-10 Complete 

Laptop Stefanie or Andrea 1-Nov-10 Stefanie to provide 
laptop 

Remote to advance slides Marie 23-Nov-10 Marie to provide 

Post-Event 

Post-event evaluation Stefanie 3-Dec-10   

Thank you notes  Haddah 3-Dec-10   

Figure 10.3 

10.7 Not-for-profit note  

Controlling and monitoring in the not-for-profit area is equally important. Since many not-for-profits run 
on extremely tight budgets, being aware of potential deviations from the budget and taking immediate 
remedial action is crucial.  
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In the for-profit area, many organizations are using sophisticated (and costly) computerized management 
information systems (MIS) to monitor and control costs. These can help enormously to keep track of costs 
and highlight deviations yet these systems can be beyond the budget of many not-for-profits. Therefore, 
the not-for-profit area may have to devote time, energy and resources to controlling of the important 
activities in their organizations.  

10.8 Questions on the controlling function: 

1. What control measures should Tasneem put in place at Calm Seas? 

2. Issues on the workplace today include monitoring of employee use of the internet at work and use 
of surveillance cameras to monitor employee behaviour at work. Employers can argue that these 
control methods are necessary. Employees can argue that these control methods are intrusive. Do 
you think these control measures are necessary? Why or why not? Are there any conditions under 
which they could be required? 

3. Employee theft and white collar crime are obviously of concern to the organization. They are also 
issues that are increasingly being discussed as problems. Research this issue and relate it to the 
issue of control.  

4. Do you agree with the saying that we “measure what matters”? Is that possible? Desirable? Why 
or why not? 

5. Research a not-for-profit and determine what control mechanisms they might have in place.  

6. If we “measure what matters” in a not-for-profit, what activities could they be measuring that are 
different than the for-profit organization? 
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you can learn more about your possibilities of working together with us on projects, your thesis etc.
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12. Definition of terms 

The following are terms that are often used in business articles.  

Manufacturing Co. A company that makes a tangible product (you can grab and hold onto the 
product). 

Retail Co. This company will sell products to the customer (or end-user). They do not 
make the product themselves, but they buy the product from the 
manufacturer.  

Distributor This company exists only in certain industries and falls between the 
manufacturer and the retailer. The manufacturer sells the product to the 
distributor, who then sells the product to the retailer.  

Service Co This company sells a service, not a tangible good, to the customer.  

Co-op This is an organization that is jointly owned, often by the workers, to produce 
and distribute goods and services. The co-op exists for the benefits of the 
owners. Look up the Mondragon Co-op in Spain for an example.  

Monopoly The company is the only company in the area to sell that particular good or 
service. The customer has no choice but to buy the product or service from 
this company.  

Competitive At least one other company, perhaps more, offers the same or a similar good 
or service in that geographic area.  

Public Sector If a company is described a “being in the public sector”, then it is part of the 
government. It could be either federal, provincial or municipal governments. 
“Public sector” also applies to what are called Crown Corporations – those 
organizations that are not run by the government but are at an “arm’s length”.  

Private Sector Any company that is not in the public sector.  

Privatization An organization is said to be “privatized” when it used to be in the public 
sector and is turned over to the private sector. The government can make a 
whole lot of money all at once, selling off an asset like gas. Once it is sold, 
the government does not make any more money from that product or service.  
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Profit-oriented  A company whose purpose (or mandate) is to make money for the 
shareholders. If the company’s purpose is to make money but it doesn’t, it is 
still a profit-oriented company.  

Non-profit (not-for-profit) A company whose stated purpose is to end the year with no surplus money 
(profit). This company does take in money during the year (usually through 
government funding and/or their own fund-raising) but then they are 
supposed to spend that same amount by year-end.  

Proactive An attitude of looking ahead and forecasting what may happen, with a view 
of preparing now to be able to cope better with upcoming changes.  

Reactive  An attitude of waiting for things to happen and then scrambling to fix things. 
This manager (or organization) is always being taken by surprise by events 
and ends up “fighting fires” and generally running around tearing their hair 
out. They are not prepared and often complain that they are a victim of 
circumstance.  

Other terms:

CEO – Chief Executive Officer 
COO – Chief Operating Officer 
CFO – Chief Financial Officer 
CIO – Chief Information Officer 

The CEO is the head person in the organization. If there is another person in the company who is called 
the President, the CEO will be the senior person to the President (meaning the President’s boss is the 
CEO). Sometimes the CEO and the President are the same person. COOs, CIOs and CFOs usually report 
to the CEO. 
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Endnotes 

                                                     
1 See the work of Henri Fayol, Mary Parker Follett, Elton Mayo, Chester Barnard, Max Weber, Rensis 
Likert, Chris Argyris and many others. 
2 Taken from the work of Robert Katz 
3 Technique credited to Albert Humphrey 
4 Again, from the work of Weber and Fayol. 
5 From the work of J. Richard Hackman 
6 This represents a couple of different theories.  One is the Tannenbaum and Schmidt Continuum, while 
another is from the work of Kurt Lewin.   
7 Taken from the work of Paul Hersey and Ken Blanchard 
8 Derives from Hertzberg and Hackman and Oldham 
9 Hackman and Oldham’s theory 
10 John S. Adams’ theory 
11 Victor Vroom’s theory 
12 November 2009, Motivating people: Getting beyond money, McKinsey Quarterly, page 2.  
13 Cloke, K & Goldsmith, J 2003, The art of waking people up: Cultivating awareness and authenticity at 
work. Jossey-Bass, San Francisco. 
14 Galt, Virginia 2006, Top-ranked bosses know how to “walk the talk”.  The Globe and Mail, Oct. 28, 
Page B13. 
15 http://dictionary.reference.com/browse/Flow+Chart 
16 Thanks to Alia Azim Garcia, Manager, Labour Relations, CPRail for this template idea.


