Discussion questions

--------------------------------------------------------------------

Chapter 1

Introduction to management

Discussion questions

1.
Explain the important role that business organisations and managers play in modern 
society.

2.
“Managers have to manage the resources of the organisation to achieve 
organisational goals.”  Discuss the statement.

3.
During the course of their daily work, managers perform several roles. Explain what 
these roles entail.

4.
Discuss the four functions of management. 

5.
Differentiate between the different levels of management.

Guidelines to answers

1.
 SEQ CHAPTER \h \r 1The modern organisation developed because an organisation can satisfy the needs 
of society better than individuals can. If organisations satisfy needs, why do they 
need managers? All organisations are put together and kept together by a group of 
people striving towards a common purpose or goal. All organisations have people 
who are responsible for executing plans to achieve the goals. These people are the 
managers of modern organisations and they influence the success of their 
organisations.

2.
 SEQ CHAPTER \h \r 1The resources of the organisation include human resources (people), financial 
resources, representing the funds necessary to operate the organisation, physical 
resources such as land, buildings or equipment and informational resources such as 
office files, computer data and other information. The work of the manager is to 
combine, allocate, coordinate and deploy the resources of the organisation in 
such a way that the organisation can attain its goals. Goals can include the 
provision of products and services to fulfil society's needs, job opportunities and 
the creation of wealth. Thus modern organisations need managers to manage the 
resources of the organisation to achieve its goals.

3.
Managers typically perform the following roles: SEQ CHAPTER \h \r 1 
· Interpersonal roles include the role of figurehead performing activities such as greeting visitors or signing legal documents. The role of leader includes virtually all activities that involve subordinates. The role of public relations officer may include activities such as acknowledging mail and representing the organisation at official functions. 
· Informational roles include the role of monitor which can involve reading periodicals and reports and maintaining personal contacts. The role of spokesperson includes activities such as chairing board meetings and making phone calls to relay information. 
· Decision-making roles include the role of entrepreneur who organises strategy and review sessions to develop new plans, resource allocator who performs any activity that involves budgeting and the programming of subordinates' work and negotiator who participates in, for example, trade union negotiations.
4.
Managers perform the following functions:

·  SEQ CHAPTER \h \r 1Planning includes the formulation of the organisation's mission, goals and the determination of the future position of the organisation. Planning is the starting point of the management process.
· Organising is the function of allocating people and materials to departments or individuals. It is the creation of a structure to define duties and establish procedures in the organisation.
· Leading refers to directing the human resources of the organisation and motivating them to work productively.
· Control means that managers should constantly ensure that the organisation is on the right track for the attainment of its goals.
5.
 SEQ CHAPTER \h \r 1Managers are present at every level of the organisation and also in all the various 
functional areas. Management theory distinguishes between the following three levels   
of management in the organisation:

· Top management includes people with titles such as the board of directors, or the 
partners in a firm, or the managing director, or the chief executive officer. Top management are responsible for managing the entire organisation or major parts of it. They develop the mission of the organisation, long-term goals and strategic plans. They look at the organisation as a whole (holistically) and the scope of their view is usually long-term.

· Middle management includes heads of departments, such as the marketing manager or the operations manager of an organisation. They are the managers who implement the policies, plans and strategies of top management in their functional areas. The outlook of middle management is medium term.

· Lower management consists of first-line managers, such as section heads, supervisors or foremen. They are responsible for managing the daily activities of their departments or sections, short-term planning and implementing the functional plans from middle management. 
Chapter 2

The evolution of management theory

Discussion questions

1.
Explain how environmental forces cause management theory to evolve.

2.
Four significant developments that have an effect on managers and organisations 
are: advances in information technology, globalisation, the increasing predominance 
of entrepreneurial firms and the growing importance of intellectual capital. Give one 
reason why you think management theory will be affected by the changes brought 
about by these developments. 

3.
Discuss the three earliest classical approaches to management.

4.
Describe three contemporary management theories

5.
Complete the following time line in Figure 1 by filling in the correct 
management approach for each time period. Make sure that you 
number the 
approaches in the correct order from 1 – 10 as indicated on the diagram.

The evolution of management approaches

Classic approaches





Contemporary approaches




Guidelines to answers

1.
 SEQ CHAPTER \h \r 1Management, like any other science, is shaped by environmental influences. As 
these forces change, so the theories on management adjust to changing 
circumstances. The environmental forces impacting on management practice are 
social, political, economic, technological, international and ecological forces.

2.
 SEQ CHAPTER \h \r 1Advances in information technology have a strong impact on the classical perspective (see 
next paragraphs) on management. For example, classical theories might suggest how many 
workers should report to a single supervisor (span of control) and how many hierarchical levels 
of authority are needed in a particular organisation. But these can be altered when each 
employee has at his or her disposal devices that relay critical decision-making information. In 
addition, the critical centralisation principle of Fayol (see process approach) may not be 
desirable in these new situations. When lower-level workers are empowered to make decisions 
and have the information they need readily available, it is not necessary for all decisions to be 
made at upper levels of management. 


When technological advances of the scope and magnitude of the Internet occur, it is 
imperative that management theory adapts to the changes. We have already seen this 
happening after the industrial revolution and later on with the advent of computers. One of the 
first changes that have already occurred is the more widespread use of virtual offices. (People 
can have "an office" anywhere with a computer, fax and Internet and do not need to be at the 
physical premises of the organisation they work for.) This is already influencing management 
and management theory. Major changes in one environmental sphere usually spill over to 
another and again trigger changes. The other forces of change such as globalisation, the 
increasing predominance of entrepreneurial firms and the growing importance of 
intellectual capital will also have an influence on management theory because they have an 
influence on the way organisations operate and the way managers do their jobs. 

3.
The three Classical theories are:

·  SEQ CHAPTER \h \r 1The scientific management approach was initiated by Frederick Taylor. He adopted a scientific approach to analyse specific tasks of workers and thereby addressed the problem of how to judge whether or not employees are working productively. He believed that money motivates workers and developed the individual piecework system as the basis of pay. Workers producing more than a specified production standard were paid a higher rate for their work than workers producing only the specified production standard. Other researchers who helped establish these principles of efficiency were Frank and Lillian Gilbreth who focused on work simplification and Henry L Gantt, whose main concern was productivity on shop floor level.

· The process (administrative) approach grew out of the need to find guidelines for managing complex organisations such as factories. Henri Fayol, the pioneer of this approach, was interested in the administrative side of operations. He concluded that there were five basic functions of administration and he formulated 14 principles to guide the administrative process. Fayol's work is as relevant today as it was when he did his research, except for the fact that he advocated that formal authority should be maintained by managers, which is not possible or advisable in some contemporary organisations.
· The bureaucratic approach focused on the more fundamental issue of how organisations are structured. Max Weber developed a theory of bureaucratic management that stressed the need for a strictly defined hierarchy, which should be governed by clearly defined regulations and authority. 

4.
Three contemporary approaches include: 

·  SEQ CHAPTER \h \r 1The systems approach views an organisation as a whole rather than focusing on the performance of individual departments. The action of one department influences the others; and managers cannot deal separately with individual parts.
T

· The contingency approach is based on the systems approach to management and refers to using the right management approach for the situation managers find themselves in.

· The objective of total quality management (TQM) is to create an organisation committed to continuous improvement. TQM entails focusing intensively on the customer, concern for continual improvement, improvement in the quality of everything the organisation does, accurate measurement of critical variables and the empowerment of employees.

5.
The answers are as follow:

1. Scientific management
2. Bureaucracy
3. Administrative management
4. Human relations
5. Quantitative management
6. Systems theory
7. Contingency theory
8. Total quality management
9. Learning organisation
10. Re-engineering  
Chapter 3
Managing in a changing environment

Discussion questions

1.
Identify the major forces of change that are impacting on the South African business 
environment.


2.
Explain the differences between open and closed systems and how systems theory is 
applicable to organisations.

3.
Define the management concept.

4.
Discuss the composition of the management environment.

5.
What are the interfaces between the organisation and its environment? SEQ CHAPTER \h \r 1
Guidelines to answers

1.
 SEQ CHAPTER \h \r 1Specific variables, which impact on the South African business environment at the 
beginning of the new millennium include:

· Not enough direct foreign investment - or indeed, domestic - investment that can create jobs.

· A particularly severe problem with youth unemployment, a problem related to both the low levels of direct investment and the extremely poor skills level in our economy;

· Crime and;

· The terrible epidemic of HIV/AIDS and its effect on the social, political and economic sub-environments.

· The changing nature of our workforce brought about by political changes and changed in labour legislation.

· A strong rand and low interest rates

· Globalisation, which brought about increased competition, but also inceased opportunities

· Low productivity.

· Healthy growth rate of the economy

· Structural constraints such as deteriorating infrastructure, shortage of power stations. 

2.
 SEQ CHAPTER \h \r 1A closed system can exist independently. An open system is dependent on the 
environment in which it operates, the environment is dependent on the system and 
there is specific interaction between the system and environment. A subsystem is a 
system within a system. Synergy means that the whole is greater than the sum of its 
parts, while entropy is the opposite, indicating the process of systems disintegration.


The effect of the interrelationship between environmental variables is that a 
change in one variable may cause a change in other variables.


Organisations are open systems because there is a specific interaction between the 
organisation and its environment. The organisation influences the environment and 
the environment influences the organisation.

3.
 SEQ CHAPTER \h \r 1The environmental concept is the sum total of the factors or variables that may 
influence the continued existence of the organisation, that is, factors both inside and 
outside the organisation. The numerous environmental variables that influence the 
environment can be classified into subenvironments. 
4.
The microenvironment consists of the organisation itself. Management have almost 
complete control over this environment which consists of the following variables: (1) 
the mission, goals and objectives and strategies of the organisation; (2) the 
organisation and its management; (3) the resources of the organisation; and (4) the 
organisational culture.

The market environment surrounds the organisation and comprises (1) consumers, 

their needs, purchasing power and behaviour; (2) suppliers of materials, capital and 

labour; (3) intermediaries such as wholesalers and retailers, commercial agents and 

brokers, and financial intermediaries such as banks; (4) competitors including new 

entrants, existing competitors, availability of substitute products or services, and the 

bargaining power of clients, consumers and suppliers.


The macroenvironment exists outside the organisation and comprises six 
subenvironments: (1) a technological environment, responsible for accelerating 
change and innovation and creating opportunities and threats in the environment; (2) 
the economic environment, which is also responsible for change in the environment 
because of changes in the economic growth rate, levels of employment, consumer 
 comprises people such as employees and consumers who are influenced by 
economic and technological variables and culture; (4) the ecological/physical 
environment which involves the natural resources from which the organisation obtains 
its raw materials and the environment into which the organisation discharges its 
waste; (5) the politico/governmental environment which consists of the government 
and its influence on the organisation such as political risk, laws and government 
expenditure; and lastly (6) the international environment comprising the unique 
environmental factors of the countries with which the organisation has business 
relations.

5.
 SEQ CHAPTER \h \r 1Because the organisation is an open system, the environment influences the 
organisation; and the organisation reacts to the environment. The environment 
influences the organisation as follows:

· Environmental change influences the organisation because the organisation's strategies, structure and systems are in equilibrium with the environment - hence the organisation yields a good rate of return. Change disrupts the equilibrium and management must make changes in the organisation's structure, systems or strategy to adjust to change.

· Uncertainty in the environment is determined by (1) the extent of change and (2) the level of complexity. The extent of change refers to the degree of stability or instability in the environment while the level of complexity refers to the relative number of variables in the environment.

· Crises in the environment can happen at any time and can influence organisations. Political upheavals, the plunging of a country’s currency or an environmental disaster are examples of this.

Chapter 4

Strategic Planning

Discussion questions

1. Explain what strategic planning encompasses. (2)

2. Depict and explain the strategic management process. (48)
3. Differentiate between strategic, tactical and operational planning. (9)

Guidelines to answers

1. Strategic planning can be defined as the process of reconciling the organisation’s resources (internal environment) with threats and opportunities caused by changes in the external environment

2. This is as follows:

Step 1: The vision (2)

Step 2: The mission statement (2)

Step 3: The internal environment (1)

Identify strategic internal factors (6)

Evaluate strategic internal factors (2)

Develop input for the strategic planning process (2)

Step 4: The external environment (6)

Step 5:  Choosing a grand strategy (2)


Growth strategies (internal and external growth) (8)


Decline strategies (5)


Corporate combinations (5)

Step 6:  The selection of grand strategies (3)


BCG matrix (4)

3. Strategic plans are designed to ensure that the organisation is aligned with the changing external environment.  It is formulated by top management and focus on the entire organisation.(3)

Tactical plans deals primarily with people and action to implement the strategic plans.  The focus could be on the functional areas in the organisation. (3)

Operational plans are developed by middle-level or lower-level managers and focus on carrying out tactical plans to achieve operational goals. (3)

CHAPTER 5
PLANNING

Discussion questions

1. Identify and discuss barriers to effective planning. (10)

2. Recommend ways of overcoming planning barriers. (6)

3. Discuss the use of planning tools when formulating plans. (9)

4. Discuss the steps in the planning process. (16)

Guidelines to answers

1. This Includes: 
· Changing environment. (2)

· Management has no insight into the technology affecting the organisation, competition, changes in customer preferences, new legislation. (2)

· Management does not know what resources are available in order to attain purpose, mission and goals. (2)

· Reluctance of managers to establish goals and resistance to change. (2)

· Planning is time-consuming and expensive. (2)
2. This is as follows:
· Effective planning should start at the top of an organisation. (1)

· Management should realise the limitations of planning. (1)

· The role that line and functional managers play in the planning process cannot be overemphasized. (1)

· Communication plays a vital role. (1)

· Plans should constantly be revised and updated. (1)

· Contingency planning may be useful in a turbulent environment. (1)

3. These inlcude 

· Forecasting (3)

· Budgeting (3)

· Scheduling and monitoring (3)
4. Step 1: Identify changes that necessitate planning (2)

Step 2: Establish purpose, mission and goals (2)

Step 3: Draw up premises (2)

Step 4: Identify alternatives (2)

Step 5: Compare alternatives in the light of the goals sought (2)

Step 6: Choose an alternative (2)

Step 7: Formulate supporting plans (2)

Step 8: Develop budgets (2)

CHAPTER 6
Managerial Decision Making
Discussion questions

1. Compare the different types of managerial decisions and decision-making conditions. (10)

2. Explain the decision making process that a manager should follow when making non-programmed, high risk decisions in conditions of uncertainty.  (21)

3. Group decision making has certain advantages as well as disadvantages attached to it.  Explain the techniques that have been suggested to make group decision making more effective. (8)

4. Recommend tools for decision making under the various decision-making conditions. (11)

Guidelines to answers

1. Types of managerial decisions: Decisions are programmed to the extend that they are repetitive and routine.  Decisions and Non-programmed to the extend that they are novel and ill-structured, they have never occurred before, they are complex an elusive and there are no established method of dealing with them. (4)

Decision-making conditions: A decision is made under conditions of certainty when the available options and the benefits and costs associated with it are known in advance.  When making a decision under conditions of risk, the manager does not know the outcome of each alternative in advance, but he/she can assign a probability to each outcome.  A decision is made under conditions of uncertainty when there is a lack of information – the outcome of each alternative is unpredictable and managers cannot determine probabilities. (6)

2. These include:

Stage 1: Recognise, classify and define the problem or opportunity (3)

Stage 2: Set goals and criteria (3)

Stage 3: Generate creative alternative courses of action (3)

Stage 4: Evaluate alternative courses of action (3)

Stage 5: Select the best option (3)

Stage 6: Implement the chosen option (3)

Stage 7: Conduct follow-up evaluation (3)

3. Four of the most used techniques are:

· Brainstorming (2)

· Nominal Group technique (2)

· Delphi technique (2)

· Group Decision Support Systems (2)

4. Tools under conditions of certainty are:

· Queuing theory

· Linear programming (3)

Tools under conditions of risk are:

· Break-even analysis

· Decision tree

· Pay-off matrix

· Probability analysis (5)

Tools under conditions of uncertainty are:

· Simulation

· Capital budgeting (3)

CHAPTER 7

Information Management
Discussion questions

1. Distinguish between the terms “data”, “information” and “management information”. (3)

2. Discuss the characteristics that information should have in order to be useful and of value to the organisation. (8)

3. Classify information systems according to their use in operational and managerial support. (27)

4. Discuss the systems development life cycle. (12)

Guidelines to answers

1. Data refers to raw, unanalysed numbers and facts about events or conditions from which information is drawn. (1)

Information is processed data that is relevant to a manager. (1)

Management information is information that is timely, accurate and relevant to a particular situation.  (1)

2. Information should be:

· Accurate (2)

· Relevant (2)

· Sufficient (2)

· Current (2)

3. Information systems can be classified in three categories:

Operations information systems:  The purpose of operations information systems is to support business operations.  These systems process data generated by and used in business operations.  The major categories of these are: transaction processing systems; process control systems and office automation systems. (7)

Management information systems: The goal of management information systems is to provide information on and support for decision making by managers.  The major categories of these are:  information-reporting systems; decision support systems; and executive information systems. (7)

Other classifications of information systems:  There are several major categories of information systems that provide more unique or broader classifications.  These are information systems that can support broader classifications, such as expert systems; business function information systems; the Internet; extranet; intranet; and electronic commerce. (13)

4. An information system is usually conceived, designed and implemented through a systematic development process.  The steps to be followed are:

Step 1:  Systems investigation (3)

Step 2:  Systems analysis (3)

Step 3:  Systems design (3)

Step 4:  Systems implementation, maintenance and security (3)

CHAPTER 8

ORGANISING AND DELEGATING
Discussion questions

1. Differentiate between the terms “organising”, “organisation” and” organisation structure”. (5)

2. Expound on the importance of organising in attaining organisational goals. (18)

3. Describe the steps to follow in designing an organisational structure. (12)

4. Distinguish between the various types of departmentalisation. (15)

Guidelines to answers

1. Organising refers to the process of creating a structure for the organisation that will enable its people to work effectively towards its vision, mission and goals. (2)

Organisation refers to the end result of the organising process. (2)

Organisation structure refers to the basic framework of formal relationships among responsibilities, tasks and people in the organisation. (2)

2. Some of the reasons why organising is necessary include:

· Allocation of responsibilities (2)

· Accountability (2)

· Establishing clear channels of communication (2)

· Resource deployment (2)

· Synergy (2)

· Division of work (2)

· Systematically group a variety of tasks, procedures and resources (2)

· Departmentalisation (2)

· Coordination (2)

3. The following steps should be followed:

Step 1:  Vision, mission, goals and strategies (2)

Step 2:  Outline tasks and activities (2)

Step 3:  Design jobs and assign to employees (2)

Step 4:  Define worker relationships (2)

Step 5:  Develop organisational design (2)

Step 6: Control mechanism (2)

4. The following types can be distinguished:

Functional departmentalisation groups activities belonging to each management function together.

In product departmentalisation, departments are designed in such a way that all activities concerned with the manufacturing of a specific product, or group of products, are grouped together in product sections.

Location departmentalisation is a logical structure for a business that manufactures and sells its goods in different geographical regions.

Customer departmentalisation is appropriate when an organisation concentrates on a particular segment of the market or group of customers.

Multiple departmentalisation is often used by large and complex organisations, when they use several of the above structures to create a hybrid organisation.  For example:

· matrix departmentalisation

· divisional departmentalisation

· network structure

· new venture units

· high involvement

· the virtual organisation

CHAPTER 9

Managing change; culture, innovation and technology
Discussion questions

1.
Describe the reasons why people resist change in an organisation.

2.
Differentiate between first-order and second-order change.

3.
Explain the importance of aligning the organisation’s culture with the chosen 
strategy and structure.

4.
Discuss the elements of corporate culture.

5.
Complete the following steps in the change process. Make sure that you number the 
steps and so forth in the correct order from 1 – 10 as indicated on the diagram.


Guidelines to answers

1.
Change triggers an emotional reaction because of the uncertainty involved. 
Subsequently organisational change efforts often run into some form of employee 
resistance. There are various reasons for this employee resistance. First of all 
people’s self-interest is threatened. People will resist change as soon as they believe 
that they will lose something. Examples of personal interests or goals are power over 
organisational resources; money in the form of current or future income; prestige and 
respect from other employees, friends and family; convenience; security in personal 
power, prestige or income; and professional competence, including respect from 
peers for knowledge and technical proficiency.


Another reason for the resistance to change is uncertainty. People have an inherent 
aversion to change due to uncertainty. A lack of trust and misunderstanding is 
another reason why people resist change. Even when everybody will benefit by the 
change, people will resist if they do not understand the purpose completely. This 
usually occurs when there is a lack of trust between the parties concerned. 
Perceptions also play a role in change. The perceptions of the costs and benefits of 
proposed change depend on what the individuals; think change will mean for 
themselves and their organisation. Differing perceptions occurs when information is 
not properly shared and management is often better informed than employees are.


A low tolerance for change is also a barrier to organisational change. People may 
fear that will not be able to develop new competencies required by the proposed 
change and therefore resist change. Other general reasons for resistance to change 
include inertia where people do not want to change the status quo, poor timing, and 
unexpected, extreme or sudden change and peer pressure.

2.
First-order change is often referred to as evolutionary or gradual change. This type of 
change is usually localised – it impacts on one part of a system without major 
repercussions to other parts of the system. The organisation as a whole remains 
intact and no overall change of its former state occurs in spite of incremental change  
to one part of it. Second order change is often referred to as radical or revolutionary 
change because it impacts on the organisation as a whole.

3.
A change in strategy will result in a change of functional strategies and often a 
change in the organisation’s structure. These changes are often so fundamental that 
they involve transforming the organisation’s corporate culture. As culture has to do 
with a set of shared assumptions, values and beliefs, it is very important that the 
organisation’s culture should be aligned with changes in 
strategy and structure 
otherwise these changes will not be accepted by the people working in the 
organisation.

4.
Elements of corporate culture include:

· Symbols: it may include the architecture of the buildings; arrangement of offices; extent to which parking bays are reserved for senior management; name of organisation; use of its logo; way outsiders are treated

· Rituals: practices and reactions that occur repeatedly and have certain significance inside the organisation; sets certain boundaries and relationships between employees, managers, customers, unions etc

· Ideologies: the beliefs, moral principles; values underlying decision making within an organisation; may be explicit or may be embedded; values should be expressed in behavioural terms

· Language: language and language usage are important manifestations of corporate culture

· Tales or stories: stories often circulate in an organisation depicting certain qualities and characteristics considered unique to the organisation; can be divided into 3 themes: equality; security and control

· Assumptions: different groups in an organisation may have different assumptions about the way that certain task should be performed, which may result in misunderstandings and conflicts; organisations must recognise various groupings and their assumptions.

· Relationships: refers to specific types of relationships; i.e. between managers and employees etc

· Humour: can convey certain messages about corporate culture; can help employees identify with the assumptions

5.
1.
The trigger for change


2.  
Determine the desired outcome of the change intervention


3.  
Diagnose the causes


4.  
Select an appropriate change technique


5. 
Plan for implementation


6. 
Implement


7.
Evaluate and follow up


8.
Unfreeze


9.
Change


10.
Refreeze

Chapter 10

Managing diversity

Discussion questions

1.
Define diversity.

2.
Identify the primary and secondary dimensions of diversity.

3.
Explain the different approaches to managing diversity.  

4.
 SEQ CHAPTER \h \r 1Explain by means of examples from everyday life how perceptions, prejudice and 
stereotyping influence our attitudes to people who are different to us.  
5.
Which aspects are important to focus on in diversity training?

Guidelines to answers

1.
Diversity can be defined as the mosaic of people who bring a variety of backgrounds, 
styles, perspectives, values, and beliefs as assets to the groups and organisation with 
which they interact.

2.


	Primary
	Secondary

	Age

Gender

Physical ability

Race

Sexual orientation

Ethnicity
	Education

Religious beliefs

Military experience

Geographic location

Income

Work background

Parental status

Marital status


3.
Different approaches to managing diversity:

· The golden rule approach: “Treat others as you want to be treated.”

· The “right the wrongs” approach: This approach takes the form of affirmative action.

· The “value the differences approach”: This approach value differences and acknowledges that they exist, but does not require people to be assimilated into the dominated culture. It allows for the individual mosaic of people to create the aggregate picture of an organisation.

4.
 SEQ CHAPTER \h \r 1Perception is the process in which individuals arrange and interpret sensory 
impressions in order to make sense of their environment.  A stereotype is a fixed and 
distorted generalisation made about all members of a particular group - a rigid 
judgement which does not take into account the here and now.  Prejudice is the 
tendency to see differences as weaknesses.  Perceptions, stereotyping and 
prejudice influence the way we think about other people and the way we treat them. 
My perception about people or situations is my reality, but it may be far removed 
from actual reality. My perceptions about people can lead me to make rigid 
judgements about them (stereotyping) because they are different, and therefore, in 
my opinion, inferior (prejudice).  A typical example is the way men and women 
stereotype one another in the workplace: “Male managers are aggressive” or  
“Female managers are not assertive” are examples of this.  
5.
Diversity training should focus on:

· Programmes designed to raise participants’ consciousness and awareness about differences in values, attitudes, patterns of behaviour, and communication that may exists across cultures.

· Programmes designed to develop new skills and competencies, including communication competence.

Chapter 11

Leadership
Discussion questions

1.
What are the components of leadership?






2.
Distinguish between leaders and managers.





3.
 SEQ CHAPTER \h \r 1 SEQ CHAPTER \h \r 1The first organised research into leadership involved the identification and 
analysis of the leadership characteristics that strong leaders were supposed to 
display. Discuss this research and comment about the success of this line of research  
to pinpoint the most important modes of behaviour that good leaders manifest.

4.
Discuss the behavioural approach to leadership.

5.
Differentiate between the various contemporary approaches to leadership.

Guidelines to answers

1.
 SEQ CHAPTER \h \r 1Managers lead by giving orders, handling conflicts, supervising, disciplining 
and taking steps to improve employee performance. In this process they use 
influence, power, authority, delegation, responsibility and they must be 
accountable for their actions. You should be able to define each of these 
components of leadership and explain the types of power that managers have to 
direct the actions of subordinates.

2.
 SEQ CHAPTER \h \r 1The fundamental difference between a manager and a leader is that the former 
focuses on the implementation of company policy, while the latter tries to lead and 
inspire people to do their best for the company. A leader tries to cultivate a sense of 
commitment to the vision and mission of the company, inspiring the subordinate to 
willingly strive for the achievement of organisational objectives. A manager, on the 
other hand, manages employees by the authority and power delegated to him by 
his superiors. To increase the performance of any organisation, all managers 
should also be good leaders, which is why organisations seek out and train people 
who are good managers and strong leaders. Turning managers into leaders so 
that they can become better managers is the underlying principle behind the 
study of leadership.

3.
 SEQ CHAPTER \h \r 1The first organised research into leadership involved the identification and analysis of 
the leadership characteristics that strong leaders were supposed to display. The 
underlying idea was that strong leaders have certain basic traits that distinguish them 
from people who are not leaders. Researchers followed two approaches:

· They tried to compare the characteristics of those who came forward as leaders with those who were not leaders.

· They compared the characteristics of effective leaders with those regarded as ineffective leaders.



Research into leadership traits proved to be unsuccessful. The lack of any progress 

to construct a leadership model based on trait research did, however, serve as an 

incentive to researchers to study other variables concerned with leadership.

4.
 SEQ CHAPTER \h \r 1The behavioural approach to leadership was based on the premise that the 
behaviour or actions of successful leaders differs from those of unsuccessful 
leaders. Researchers tried to determine what successful leaders do --- how they 
delegate, communicate and motivate their subordinates. The opinion was that the 
"right" behaviour can be learnt. The research also showed that leadership behaviour 
should be different in different situations. The researchers established that to function 
effectively, groups need someone to perform job-related functions that concern 
problem solving and social functions to maintain the group. Researchers at the 
University of Michigan identified two basic forms of leadership behaviour, namely 
task-oriented leader behaviour and employee-oriented leader behaviour. The 
leadership grid was developed as an instrument to identify a suitable leadership 
style so that managers can be trained towards the "ideal" leadership style. 
Tannenbaum and Schmidt identified various leadership styles between the 
extremes of task-oriented and employee-oriented leadership styles.

5.
 SEQ CHAPTER \h \r 1Contemporary perspectives on leadership include the following:

· Transactional leadership is characteristic of stable, ongoing situations and involves clarifying the role of subordinates, initiating structures and providing appropriate rewards.

· In charismatic leadership an individual leader has an exceptional impact on his or her organisation. A charismatic leader has the ability to motivate people to do more than what is expected of them.

· Transformational leaders are distinguished for their ability to bring about innovation and change. They emerge to take organisations through periods of major strategic changes.

· Female leaders tend to engage in interactive leadership behaviour, which is concerned with consensus building, is open and inclusive, encourages participation by others and is perceived to be more caring than the leadership style of some men.

Dynamic engagement is a term used by researchers for the process of singling out the five fundamental practices and 10 behaviours that leaders use to get "extraordinary" things done. According to researchers, these practices and behaviours can be learnt by most leaders. 

Chapter 12

Individuals in the organisation

Discussion questions

1.
Describe the Myers-Briggs Type Indicator (MBTI).

2.
Define perception and describe the factors that perceptual differences can be 
attributed to.

3.
It is extremely difficult to change attitudes. However, management can try to change 
an employee’s negative attitude by changing certain factors. Which factors are these?

4.
Briefly define emotional intelligence and discuss the emotional competencies that 
differentiate superior from average performers.

5.
South African managers, particularly in these times of rapid change, should 
understand the influence of their decisions on their subordinates. What are the 
variables that determine the behaviour of employees with which managers should be 
familiar?

Guidelines to answers

1.
The MBTI uses four dimensions of personality to identify 16 different personality 
types based on the responses to a questionnaire. The 16 types are based on the 
following four dimensions: extroversion versus introversion, sensing versus intuitive, 
thinking versus feeling, and judging versus perceiving.

2.
Perception is the process by which individuals select, organise, and interpret sensory 
impressions in order to make sense of their environment. Perceptual differences can 
be attributed to the perceiver, the object, or the context in which an object is 
perceived.

3.
The following factors can lead to a change in attitude:

· Organisational factors (remuneration, promotion, the job itself)

· Group factors (co-workers, supervisors)

· Personal factors (needs, aspirations)

4.
Definition of emotional intelligence (EI): The ability to access, manage and make use 
of one’s feelings in the workplace


Emotional competencies that form EI:


Self-awareness: entailing knowing what one feels; means that one can sense, 
articulate, and reflect on one’s emotional states and the way they affect one’s 
performance. Helps individuals realise their own strengths and weaknesses


Self-management: ability to regulate distressing affects like anxiety and anger and to 
inhibit emotional impulsivity; still being effective in stressful situations or being able to 
deal with hostility without reacting. Also produces trustworthiness: letting others 
knows ones values and principles, intentions and feelings and acting in ways that are 
consistent with them. Fosters conscientiousness, adaptability, an achievement drive, 
and initiative


Social awareness: manifest in 3 competencies: empathy (gives people an astute 
awareness of other’s emotions, concerns needs); service orientation (ability to identify 
a client’s often unstated needs and concerns), organisational awareness (ability to 
read the currents of emotions and political dynamics in groups).


Relationship management (social skills): ability to attune ourselves to, or 
influence, the emotions of another person. This component refers to essential social, 
skills such as developing others, managing emotions effectively in other people, 
creating an atmosphere of openness, creating clear lines of communication etc.

5.
Values and attitudes, personality, ability, motivation, perception, and learning are the 
key variables that determine the behaviour of people.
Chapter 13

Groups and teams in the organisation

Discussion questions

1.
Diagrammatically depict the Group Behavioural Model. 

2.
Explain what all the variables in the model entail.

3.
Distinguish between work groups and work teams.




4.
Discuss the stages in group and team development.




5.
Briefly describe the characteristics of work teams.





Guidelines to answers

1.
Use diagram on p327 as a guideline. Students should allocate the following variables:

· Organisational context

· Group member resources

· Group structure

· Group processes

· Group tasks

2.
The Group Behavioural Model helps managers to deal with groups and teams in an 
organisation. It predicts how factor such as organisational context, group member 
resources, group structure, and group processes influence the development and 
effectiveness of groups.

· Organisational context is important to understand the organisational context in which a group operates. There are various organisational context factors that influence the behaviour of groups. The organisation’s goals and strategies determine a group’s 
goals and also the means of attaining them. The authority structures 
determine a group’s placement in the organisation’s hierarchy, as well as the formal leader in the group and the formal relationships between various groups in the organisation. Group performance is also affected by the policies, procedures, rules and regulations that group members are expected to follow. 

· Another organisational context factor is organisational resources. The way in which resources are allocated or lack thereof is important in group performance as groups depend on resources to complete their tasks successfully. The personnel selection process and the selection criteria used by the organisation to determine the group members, also pays a role in group development and effectiveness. Closely related to this variable is the performance management system that could either encourage or discourage group performance because of the behaviour enforced by the system. The corporate or organisational culture defines the acceptable values and behaviour for the individuals and groups and thus also has an influence. Lastly the physical work setting can either create barriers to interaction within groups, or it can create opportunities, depending on the nature of the group and its task.

· Group structure. Each group has a structure that determines how individual group members and the group as a whole function. There are seven factors that influence a group’s structure. Leadership is a critical factor as it can either enhance or obstruct high performance. Each member in the group fulfils a role, and each role carries a role expectation. In addition, each group member has his/her own view and perception of how she/he is supposed to act. As group members interact over time, norms develop. The strongest norms relate to behaviour that is considered by the group members as being the most significant. Status is also important as the members of a group evaluate the position of each person in the group in terms of status and importance, among other things, and so a group hierarchy develops. Group cohesiveness develops as a result of the attraction the group holds for the individual, and this attraction is related to the individual’s needs. Size is significant as smaller groups are usually more productive than groups with more members, although the latter are better at problem solving. Lastly diversity is important, as groups with a variety of skills and knowledge tend to be more effective than homogeneous groups.

· Group processes entail various group processes that should be analysed. The first process is group decision-making. Group decision-making should consider the two by-products of group decision-making that can strongly influence group processes, namely “groupthink” and “groupshift”. Communication also has a strong influence on group behaviour and it plays an important part in their motivation to achieve the group’s goals. Power and politics are significant as some group members have more power than others do and political behaviour exists in all organisations. Conflict could impact either positively or negatively on group performance and the achievement of group goals.
· Group tasks can range from simple to complex. Tasks also vary in terms of the required degree of interdependence between members and various groups. Task interdependence is the most powerful basis of interaction between groups in the organisation, and can be subdivide into three kinds of interaction: pooled interdependence, sequential interdependence and reciprocal interdependence.  

3.
The differences between work groups and work teams are:


· A work group is a unit of two or more people who interact primarily to share information and 
to make decision that will help each group member perform within his/her own area of responsibility. 
· A work team consist of a small number of employees with complimentary competencies who work together on a project, are committed to a common purpose, and are accountable for performing tasks that contribute to achieving organisations’ goals.
· Teams are a special kind of group; although all teams are groups, not all groups are teams
· Groups can be developed into teams, but their characteristics will change.
4.
The stages of group development:

· Forming stage: group is not yet a group; set of individuals. 1st  stage is marked by uncertainty regarding purpose, leadership and so on.

· Storming stage: period of high emotion and tension among group members; members accept existence of group but there is resistance to the constraints imposed on the individuality by the group.

· Norming stage: point at which group really begins to come together as a coordinated work unit; stage is characterised by close relationships and cohesiveness

· Performing stage: sometimes referred to as ‘total integration stage’; marks the emergence of a mature, organised, and well-functioning group.

· Adjourning stage: focus is on wrapping activities; work has been accomplished. High task performance is no longer a top priority.

5.
The characteristics of work teams:

· Complimentary competencies: should have complimentary knowledge, skills, and value orientation; should be selected on both technical and interpersonal skills and other skills required for effective functioning of team

· Commitment to common purpose: should be committed to common purpose, set of performance goals and expectations

· Shared mission and collective responsibility: team concept implies that mission of organisation and team is know and shared by all members

· Individual and mutual accountability and rewards: team members are both mutually and individual accountable and rewarded for the teams’ performance. 

· Synergy: level of performance of team together is greater than sum of individual performances

· Shared leadership: even though specific person may be identified, responsibility is shared between team members

· Equality: teams are characterised by equality.

Chapter 14

Motivation

Discussion questions

1.
Define motivation.

2.
Motivation theories can be classified in terms of three categories. Explain.

3.
Explain what Herzberg’s two-factor theory entails. 

4.
Discuss the process and reinforcement theories of motivation.

5.
Present arguments for and against the use of money as a motivator.

Guidelines to answers

1.
 SEQ CHAPTER \h \r 1A motive is an inner state that energises or moves and that directs or channels 
behaviour toward goals. We may regard this inner state of mind as a process which 
comprises the following interdependent elements: need, motive, behaviour, 
consequence, satisfaction or dissatisfaction and feedback.

2.
 SEQ CHAPTER \h \r 1Motivational theories can be classified in three categories: content theories (the 
"what" of motivation), process theories (the "how" of motivation) and reinforcement 
theories (ways in which behaviour can be acquired).

3.
 SEQ CHAPTER \h \r 1Herzberg's two-factor motivation theory states that the factors responsible for job 
dissatisfaction (hygiene factors) are related to the job context and include factors 
such as salary and working conditions. According to Herzberg, the presence of 
adequate hygiene factors will prevent dissatisfaction, but will not lead to 
satisfaction. Hygiene factors cannot motivate. Instead, job content factors are the 
motivators. These include factors such as recognition and achievement.

4.
 SEQ CHAPTER \h \r 1According to the equity theory, an individual must be able to perceive a relationship 
between the reward he or she receives and his or her performance. The 
relationship the individual perceives is based on a comparison of the input-output 
ratio between the individual and someone else whom he or she regards as his or 
her equal.

The expectancy theory is based on the assumptions that people will behave 


according to


(1)
Their perception that their behaviour will lead to a certain outcome


(2)
How much they value the outcome


Employees have the following two key beliefs linking three events:


(1)
Expectancy refers to the probability that a worker's efforts will enable him or 


her to attain personal goals. Expectancy may be high or low. High 



expectancies create higher motivation than low expectancies.


(2)
Instrumentality is the perceived likelihood that performance will be followed 


by a specific outcome. Each outcome has an associated valence, which is 


the value the outcome holds for the employee contemplating it. Outcomes 


may be positive or negative.


(3)
Thus, motivation can be calculated as:



Motivation = expectancy x the sum of (instrumentalities x valences)

5.
 SEQ CHAPTER \h \r 1The motivation theories differ on whether money motivates people to work harder or 
better. Maslow's theory suggests that money does satisfy certain needs, especially 
the physiological needs, and is therefore a motivator of behaviour. Herzberg's theory 
suggests that money is not a motivator, but rather, as a hygiene factor, serves to 
eliminate job dissatisfaction. According to the expectancy theory, money motivates 
behaviour as far as it serves to satisfy the expectation that good performance leads to 
desired remuneration. The reinforcement theory states that money can reinforce 
desired 
behaviour and therefore a motivator. In summary therefore, we may conclude 
that most of the theories suggest that money plays a big part in the motivation of 
behaviour.

Chapter 15

Communication and Interpersonal Relationships

Discussion Questions:
1. Explain why effective communication is crucial to organisational success.
2. Identify and describe barriers to effective communication in the organisation.
3. Suggests ways for managers to become better communicators
4. Identify the steps in the negotiation process.
Guideline to Answers
1. Effective communication can give organisation a competitive edge. Organisations within which communication systems are effective are like to be more successful than in those which are not. 
2. Interpersonal – the relationship between superior and subordinate if often based on the way each treats the other and how this reciprocal behaviour is interpreted. As superior and subordinate interact, the feelings that arise either limit or encourage the content and frequency of their communication, and the method of communication. 
Intra-personal – perception can be defined as the process as the process which individuals arrange and interpret sensory impressions in order to make sense of the environment. Different perceptions are one of the most common barriers to communication. These differences could be a results of different backgrounds, values, experiences and so on. In South Africa managers need to be sensitive to the fact that the same word in different languages may mean different things to different ethnics groups
Structural factors – a person’s status in an organisation largely depends on the prestige of the position he or she holds. Differences in status are signified by job titles, imposing offices, the allocation of parking bays, and so on. People generally prefer to communicate with individuals with higher status. People with higher status generally communicate more with one another than they do with people of lower status. 
Technological factors – technological advancement has changed organisational communication in recent years. Technological factors have an impact on the communication media as well as the amount of information available. It is important to remember the introduction of new technologies does not replace the older ones. 

3. The sender encodes the message and selects the channel.
The sender transmits the message.
The receiver decodes the message and decides if feedback is needed. 

4. Step 1: Setting goals
Step 2: Analyse the situation

Step 3: Identify issues

Step 4: Analyse information on opponents

Step 5: Consider legal and financial implications

Step 6: Decide on tactics

Step 7: Schedule feedback

Chapter 16

Controlling

Discussion Questions:
1. Define control as a management function.
2. Explain the nature of control
3. Depict and describe control as a process that comprises certain steps.
4. Describe the focus area of control in the organisation. 
5. Differentiate between control at top management level and at operational level. 
Guideline to answers
1. Control as a management function is to ensure that the planned results meet the actual results.

2. Control as a management function is to ensure that the planned results meet the actual results. By exercising control, deviations from planned activities and performance can be kept at a minimum so that the mission and goals of the organisation can be achieved with as few problems as possible. Control is therefore the regulatory task of management in that it correlates actions with plans. Control supervisors and measures the progress made to achieving a particular goal. The control function of management is to determine whether or not there have been deviations in the plans so that steps can be taken to prevent and rectify errors. 
3. Step 1: Setting standards against which actual performance can be measured – because of the interrelation between control and planning, it must be remembered that controlling starts as early as the planning phase. A performance standards is a projection of expected or planned performance. The difference between actual and planned performance is monitored and assessed to compare actual performance with projected standards. Performance standards should be realistic, achievable and measurable, so that there is no doubt whether the actual performance meets the projected standards or not. The Balanced Scorecard and Six Sigma is popular tools to help the organisation set clear standards of acceptance. 
Step 2: Measuring actual performance – the assessment of actual performance can be hampered by the nature of what has to be measured. The variables should be quantifiable to make meaningful assessment possible. Reporting should be absolutely reliable and unless the data is absolutely accurate, control will not be effective. Observation and measurement should be in accordance with the control system. An important aspect of reporting, measurement and observation is that of how much information should be fed back, and to whom. Only important and exceptional differences between actual performance and projected standards should be reported to top management. 
Step 3: Evaluating deviations – managers should understand why a standard is merely matched and not exceeded, and why the organisation has done considerably better than the standard. Managers should determine whether the differences are significant enough to merit further investigation. Upper and lower limits should be set for each deviation, and only those differences which fall outside the limits should be investigated. All the variables that could be possible for deviation should be identified and corrective action should be taken if necessary. 

Step 4: Taking corrective action - corrective action should be taken by management to ensure that performance is improved or that deviation does not happen again in the future. If actual performance matches the performance standard, then no corrective action is needed, provided that the standards have been set realistically. If actual performance does not match performance standards, management needs to consider the following factors: Actual performance can be improved to achieve the standards; the strategy can be revised to achieve the performance standards set; the performance standards can be lowered or raised to make them more realistic. 
4. Areas of control – as a rule management should identify the key areas that need to be controlled. These are the aspects responsible for the success of the entire organisation. Control should focus on the effective management of organisational resources to ensure that the organisation achieves its mission and objectives/goals. The key areas of control include: financial resources, human resources, physical resources and information resources. 

5. Control at top management level – top management is ultimately responsible for the overall performance of the organisation. Different standards can be put in place to determine how well management has managed the organisation and how well the organisation has performed. It may be necessary for top management to apply strategic control to find out the reasons for their poor performance. For these reasons, the following questions need to be asked: 
· Is the organisations overall strategy aligned with its vision, mission and strategic goals? Is a review of the strategy necessary?

· Are there any changes in the market or market segments which the organisation targets?

· Are there competitors with new and innovative product offerings that force the organisation to adapt its products and services?

· What are the organisations overall productivity levels? Are competitors producing products or services cheaper or more efficiently? 

· Is the organisations leadership and management capable of steering the organisation through difficult economic times?

·  Has changes occurred in the micro – or market environment which top management was not prepared for? 

A strategic audit will help answer many questions regarding the performance of the organisation. The audit will also point the way to control issues at structural and operational levels. 

Control at operational level – operational control is concerned with the processes which transform resources into products and services. This includes quality control. Operations control is exercised at different points in the transformational process, namely (1) when inputs are made, (2) when transformation takes place and (3) when outputs are produced. 
Chapter 17

Ethics, Corporate Social Responsibility and Corporate Governance

Discussion Questions:
1. Describe what ‘ethics’ means in business terms.
2. Explain what ethical decision making entails.
3. Explain what ‘corporate social responsibility’ means.
4. Identify and discuss primary and secondary stakeholders in corporate social responsibility.
5. Explain what ‘corporate governance’ means and entails. 
Guidelines to Answers
1. Ethics - the code of moral principles and values that directs the behaviour of an individual or group in terms of what is right or wrong based on ethics. A code of ethics sets standards as to what is good or bad in behaviour and decision making. 
2. Step 1: Identifying the problem – 

Step 2: Determine whose interests are involved – 

Step 3: Determine the relevant facts – 

Step 4: Determine the expectations of those who are involved – 

Step 5: Weigh up the various interest - 

Step 6: Determine the range of choices – 

Step 7: Determine the consequences of these choices for those involved – 

Step 8: Make your choice – 

3. Corporate social responsibility -  implies that a manager, in the process of serving his or her own business interests, should take actions which also protects and enhances societies interests. The overall effect of this principle is to improve the quality of life in the broadest possible way, regardless of how the ‘quality of life’ is defined by society. The manager becomes concerned with the social and economical outputs and the total affect of the organisations actions on society.  
4. Primary stakeholders – 

Owners – interested in the pursuit of profits, the achievement of goals, the effectiveness and the efficiency of the organisation, productivity, the promotion of the organisations image and public relations, the quality of services rendered and the environmental and management control. 
Shareholders and the board of directors – considers the promotion of the organisations image, earnings per share and profit sharing. 
Employees - are concerned with training and development opportunities, their conditions of service, working conditions, remuneration, security, self actualisation and job satisfaction, the protection of minority groups and the safety and health of the working environment.  
Suppliers – they supply raw materials, loans and credit to the organisation and the organisations decisions and socially responsible behaviour affects them 
Customers – are concerned with the provision of good quality, safe products, product improvement, a high standard of service and customer protection and marketing actions. 
Secondary Stakeholders – 

Local community – local communities demand social responsibility from organisations in areas such as; environmental protection and ecological control, community development, support or health and medical services, low-cost housing, training and development of the local population, donations to churches and religious institutions, sponsorships to schools and sports bodies, preservation of historical and heritage sites and the creation and promotion of an economic infrastructure. 
Country – benefits from support of countrywide projects and campaigns.

5. Corporate Governance – is the system of reference according to which organisations are managed and controlled, and from which the organisations ethics and values emerge. 

Chapter 18
New challenges for management

Discussion questions

1.
Indicate how systems theory can be used to explain organisational change.

2.
Identify the forces that stimulate change in organisations.

3.
Defend the statement that the traditional model of organisation fails to provide in the 
needs of modern organisations.

4.
“A networked organisation exists only when certain factors operate in support of one 
another”. Explain.

5.
Identify the challenges associated with ‘flexibility” faced by managers of the new 
organisation.

Guidelines to answers

1.
According to systems theory the organisation is an open system because it does not 
function in isolation.  An open system is dependent on the environment in which it 
operates and the environment is dependent on the system. There is specific 
interaction between the system and the environment and therefore changes in the 
environment will affect the organisation. In order to survive, organisations must 
anticipate change and respond to it. The reason why organisations world-wide are 
changing is because the environments in which they operate have changed 
drastically over the past decade or two -- and the pace of change is accelerating. 

2.
There are six specific forces that act as stimulants for change in organisations -- 
changes which in turn gave rise to the emerging new organisation: (1) globalisation 
and the global economy; (2) technological advances; (3) radical transformation of the 
world of work; (4) increased power and demands of the customer; (5) the growing 
importance of intellectual capital and learning; and (6) new roles and expectations of 
workers.

3.
The traditional model of organisation has many strengths, including its predictability 
and reliance, impartiality, expertise obtained by specialisation and its clear lines of 
control. Efficiency and consistency are the expected benefits of a bureaucracy -- 
which functions best when many routine tasks need to be done. Lower level 
employees take care of the bulk of the work by simply following rules and 
procedures.  In the bureaucracy, employment is viewed as a lifelong career 
commitment -- both the employee and the organisation view themselves as being 
committed to each other over the working life of the employee.


Bureaucracies also have many weaknesses, for example, rigid rules and red tape, 
protection of authority, slow decision making, incompatibility with changing 
technology and incompatibility with workers’ values. Despite its weaknesses, the 
bureaucracy is still widely and successfully used in many organisations, especially 
where:

· Large amounts of standardised information have to be processed and an efficient processing method has been found (credit card and insurance companies).

· The needs of the customer are known and are not likely to change.

· The technology is routine and stable.
· The organisation delivers a standardised product or service. 


While the bureaucracy still works well for many organisations, the very strengths of 
the model became weaknesses for organisations operating in dynamic and 
turbulent environments for the following reasons:
· Organisations operating in turbulent environments found themselves having to respond to increased competition in terms of customer service, continuous improvement in manufacturing, greater diversity in terms of products, services and customers. It is in such organisations that the strengths of predictability and stability of the bureaucracy turned into weaknesses.

· The Total Quality Management development in the 1980s contrasted starkly with the quest for specialisation --- a feature of the bureaucracy. The strict division between departments made it difficult to implement quality initiatives, which depend on cooperation between functions and departments.  

· Furthermore, new information technology changed the information channels in organisations, moving away from the traditional chain of command. 

· Finally, international competition and expanding global markets demanded more effective ways of managing the organisation’s international operations than the specialised “international managers” of the bureaucratic model.  

4.
A networked organisation exists only when most of the following factors operate in 
support of one another support of one another:

· Responsibility. The design includes extensive use of cross-functional, special purpose, and self-managed teams, where team members share responsibility and must collaborate to perform their tasks.

· Goal setting. Performance is more dependent on satisfying the needs of customers, suppliers, shareholders, lenders and governments,  than being internally driven.

· Distinctive competence. The organisation maintains superiority through innovation and adaptation by deploying resources in new ways, and often the resources come from different parts of the organisation or from outside organisations.

· Communication. The focus is on lateral rather than vertical communication, information is widely shared and distributed and open communication is the norm.

· Information technology. Is used to assist employees in networking internally, including members of the organisation in different locations around the world, or externally with customers, suppliers, regulatory agencies and others.

· Organisational culture. Culture supports individual initiative and collaboration among individuals in teams, focus on commitment and results.

· Balanced view. Individuals, teams, departments and divisions view themselves in relation to others with common goals and rewards. Over time cooperation and trust evolve based on past performance.

5.
Managers in flexible organisations need to work on more than one project 
simultaneously. They are also members of various teams at any given time. 
Developing manager’s skills in multi-tasking is crucial if organisations want them to 
work productively at several tasks. Flexible organisations must also have flexible 
labour practices to deal with their flexible working practices. The new, flexible 
organisation is a learning organisation and its wealth will be judged on how it uses 
knowledge. Organisations that use information and ideas intelligently are governed 
by consent and participation rather than by command. Authority is legitimised; 
coercion or manipulation is not necessary. People contribute because they identify 
with core values and exciting work opportunities. Policies, systems and process 
design are influenced by organisational culture, which in turn drive behaviour and 
performance. For those wanting to advance in flatter, more agile organisations, 
technical skills and financial acumen are not enough. Leadership, people skills, a 
positive attitude and maturity become critical for personal progress ( Paul, D. 
(eds). 2000. The best companies to work for in South Africa. Cape Town: Zebra, p v.
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