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2.3 | Frontline Managers are the Vital Link to Employees
Frontline managers, or operational managers, are lower-level managers who execute the operations of the organization. These managers often have titles such as supervisor or sales manager. They are directly involved with nonmanagement employees, implementing the specific plans developed with middle managers. This role is critical because operational managers are the link between management and nonmanagement personnel. Your first management position probably will fit into this category.
frontline managers lower-level managers who supervise the operational activities of the organization
Traditionally, frontline managers were directed and controlled from above to make sure that they successfully implemented operations to support the company strategy. But in leading companies, their role has expanded. Operational execution remains vital, but in leading companies, frontline managers are increasingly called on to be innovative and entrepreneurial, managing for growth and new business development.
Managers on the front line—usually newer, younger managers—are crucial to creating and sustaining quality, innovation, and other drivers of financial performance.28 In outstanding organizations, talented frontline managers are not only allowed to initiate new activities but are expected to do so by their top and middle-level managers. And they receive the freedom, incentives, and support to do so.29
2.4 | Team Leaders Facilitate Team Effectiveness
A relatively new type of manager, known as a team leader, engages in a variety of behaviors to achieve team effectiveness.30 The use of teams (discussed in Chapter 12) has increased as organizations shift from hierarchical to flatter structures that require lower-level employees to make more decisions.31 While both team leaders and frontline managers tend to be younger managers with entrepreneurial skills, frontline managers have direct managerial control over their nonmanagerial employees. This means that frontline managers may be responsible for hiring, training, scheduling, compensating, appraising, and if necessary, firing employees in order to achieve their goals and create new growth objectives for the business.
team leaders employees who are responsible for facilitating successful team performance
In comparison, team leaders are more like project facilitators or coaches. Their responsibilities include organizing the team and establishing its purpose, finding resources to help the team get its job done, removing organizational impediments that block the team’s progress, and developing team members’ skills and abilities.32 In addition, a good team leader creates and supports a positive social climate for the team, challenges the team, provides feedback to team members, and encourages the team to be self-sufficient.33 Beyond their internally focused responsibilities, team leaders also need to represent the team’s interests with other teams, departments, and groups within and outside of the organization. In this sense, the team leader serves as the spokesperson and champion for the team when dealing with external stakeholders.
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Team leaders are expected to help their teams achieve important projects and assignments. In some ways, a team leader’s job can be more challenging than frontline and other types of managers’ jobs because team leaders often lack direct control (e.g., hiring and firing) over team members. Without this direct control, team leaders need to be creative in how they inspire, motivate, and guide their teams to achieve success.
Exhibit 1.3 elaborates on the changing roles and activities of managers at different levels within the organization. You will learn about each of these aspects of management throughout the course.
2.5 | Three Roles That All Managers Perform
The trend today is toward less hierarchy and more teamwork. In small firms—and in large companies that have adapted to these highly competitive times—managers have strategic, tactical, operational responsibilities and team responsibilities. They are complete businesspeople; they have knowledge of all business functions, are accountable for results, and focus on serving customers both inside and outside their firms. All of this requires the ability to think strategically, translate strategies into specific objectives, coordinate resources, and do real work with lower-level people.
Today’s best managers can do it all; they are adaptive and agile, and are “working leaders.”34 They focus on relationships with other people and on achieving results. They don’t just make decisions, give orders, wait for others to produce, and then evaluate results. They get their hands dirty, do hard work themselves, solve problems, and create value.
What does all of this mean in practice? How do managers spend their time—what do they actually do? A classic study of top executives found that they spend their time engaging in 10 key activities, falling into three broad categories or roles:35
Interpersonal roles: 
Leader—Staffing, training, and motivating people to achieve organizational goals.
Liaison—Maintaining a network of outside contacts and alliances that provide information and favors.
Figurehead—Performing symbolic duties on behalf of the organization, like greeting important visitors and attending social events.
Informational roles: 
Monitor—Seeking information to develop a thorough understanding of the organization and its environment.
Disseminator—Sharing information between different people like employees and managers; sometimes interpreting and integrating diverse perspectives.
Spokesperson—Communicating on behalf of the organization about plans, policies, actions, and results.
Decisional roles: 
Entrepreneur—Searching for new business opportunities and initiating new projects to create change.
Disturbance handler—Taking corrective action during crises or other conflicts.
Resource allocator—Providing funding and other resources to units or people; includes making major organizational decisions.
Negotiator—Engaging in negotiations with parties inside and outside the organization.
Even though this study was done decades ago and focused on top executives, it remains highly descriptive of what all types of managers do today. As you review the list, you might ask yourself, “Which of these activities do I enjoy most (and least)? Where do I excel (and not excel)? Which would I like to improve?” Whatever your answers, you will be learning more about these activities throughout this course.
EXHIBIT 1.3Transformation of Management Roles and Activities

Sources: Adapted from F. P. Morgeson, D. S. DeRue, and E. P. Karam, “Leadership in Teams: A Functional Approach to Understanding Leadership Structures and Processes,” Journal of Management 36, no. 1 (January 2010), pp. 5–39; J. R. Hackman and R. Wageman, “A Theory of Team Coaching,” Academy of Management Review 30, no. 2 (April 2005), pp. 269–87; and C. Bartlett and S. Goshal, “The Myth of the Generic Manager: New Personal Competencies for New Management Roles,” California Management Review 40, no. 1 (Fall 1997), pp. 92–116.
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LO3
Define the skills needed to be an effective manager
 
MANAGERS NEED THREE BROAD SKILLS
Performing management functions and roles, pursuing effectiveness and efficiency, and competitive advantage (discussed later in this chapter) are the cornerstones of a manager’s job. However, understanding this fact does not ensure success. Managers need a variety of skills to do these things well. Skills are specific abilities that result from knowledge, information, aptitude, and practice. Although managers need many individual skills, which you will learn about throughout this text, three general categories are crucial:36
Technical skills.
Conceptual and decision skills.
Interpersonal and communication skills.
First-time managers tend to underestimate the challenges of the many technical, human, and conceptual skills required.37 However, with training, experience, and practice, managers can learn to apply each of these skills to increase their effectiveness and performance.
3.1 | Technical Skills
A technical skill is the ability to perform a specialized task that involves a certain method or process. Most people develop a set of technical skills to complete the activities that are part of their daily work lives. The technical skills you learn in school will give you the opportunity to get an entry-level position or change careers; they will also help you as a manager. For example, your accounting and finance courses will develop the technical skills you need to understand and manage an organization’s financial resources.
technical skills the ability to perform a specialized task involving a particular method or process
Lower-level managers who possess technical skills earn more credibility from their subordinates than comparable managers without technical know-how.38 Thus newer employees may want to become proficient in their technical area (e.g., human resources management or marketing) before accepting a position as team leader or frontline manager.
3.2 | Conceptual Decision Skills
Conceptual and decision skills involve the ability to identify and resolve problems for the benefit of the organization and everyone concerned. Managers use these skills when they consider the overall objectives and strategy of the firm, the interactions among different parts of the organization, and the role of the business in its external environment. Managers (like Indra Nooyi of PepsiCo) are increasingly required to think out of their comfort zones to make “new connections between social and environmental challenges on the one hand and firm growth and innovation on the other, and to plan far beyond the quarter and into the future.”39
conceptual and decision skills skills pertaining to the ability to identify and resolve problems for the benefit of the organization and its members
As you acquire greater responsibility, you will be asked often to exercise your conceptual and decision skills. You will confront issues that involve all aspects of the organization and must consider a larger and more interrelated set of decision factors. Much of this text is devoted to enhancing your conceptual and decision skills, but experience also plays an important part in their development.
3.3 | Interpersonal and Communication Skills
Interpersonal and communication skills influence the manager’s ability to work well with people. These skills are often called people skills or soft skills. Managers spend the great majority of their time interacting with people,40 and they must develop their abilities to build trust, relate to, and communicate effectively with those around them. Your people skills often make a difference in the level of success you achieve. Management professor Michael Morris explains, “At a certain level in business, you’re living and dying on your social abilities. . . . gets you in the door, but social intelligence gets you to the top.”41 Supporting this view, a survey of senior executives and managers found that more than 6 out of 10 said they base hiring and promotion decisions on a candidate’s “likeability.” Roughly equal numbers (62 versus 63 percent) said they base these decisions on skills, presumably referring to technical skills.42
interpersonal and communication skills people skills; the ability to lead, motivate, and communicate effectively with others
EXHIBIT 1.4Importance of Skills at Different Managerial Levels

Source: Adapted from R. Katz, “Skills of an Effective Administrator,” Harvard Business Review 52, no. 5 (September–October 1974), pp. 90–102.
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Professor Morris emphasizes that it is vital for future managers to realize the importance of these skills in getting a job, keeping it, and performing well, especially in this era when so many managers supervise independent-minded knowledge workers. He explains, “You have to get high performance out of people in your organization who you don’t have any authority over. You need to read other people, know their motivators, know how you affect them.”43
As Exhibit 1.4 illustrates, the importance of these skills vary by managerial level. Technical skills are most important early in your career when you are a team leader and frontline manager. Conceptual and decision skills become more important than technical skills as you rise higher in the company and occupy positions in the middle and top manager ranks. But interpersonal and communication skills are important throughout your career, at every level of management.
Good, successful managers often demonstrate a set of interpersonal skills known collectively as emotional intelligence44 (or EQ). EQ combines three skill sets:
emotional intelligence the skills of understanding yourself, managing yourself, and dealing effectively with others
Understanding yourself—including your strengths and limitations as a manager.
Managing yourself—dealing with emotions, making good decisions, seeking feedback, and exercising self-control.
Working effectively with others mlistening, showing empathy, motivating, and leading.
The basic idea is that before you can be an effective manager of other people, you need to be able to manage your own emotions and reactions to others. Maybe you already have a high EQ, but if you feel that you could use some improvement in this area, observe how others connect with the people around them, handle stressful situations, and exercise self-control. This can help you build your own EQ so that you can be a more effective manager.
LO4
Summarize the major challenges facing managers today
 
MAJOR CHALLENGES FACING MANAGERS
When the economy is soaring, business seems easy. Starting up an Internet company looked easy in the 1990s, and ventures related to the real estate boom looked like a sure thing during the early 2000s. Eventually investors grew wary of dotcom start-ups, and the demand for new homes cooled as the United States experienced a major economic recession. At such times, it becomes evident that management is a challenge that requires constantly adapting to new circumstances.
 
 
TAKE CHARGE OF YOUR CAREER // Find your passion!
M
any people go through life tolerating (or worse, hating) their jobs and careers. Given the amount of time people spend working each day, this can feel like a life sentence. Whether you are just starting out or are thinking about switching careers, take the time to discover what you are passionate about. It takes a lot of research, but with persistence and focus, you can find your passion in life and get paid to follow it. A good starting point is to purchase a copy of What Color Is Your Parachute? by Richard Bolles. It’s filled with exercises and suggestions designed to help readers understand their career and job preferences. The book will not tell you exactly what job or career is a perfect fit, but it will help you understand your preferences regarding the types of skills you want to use in the ideal job, with what types of people you want to work, and so on.
Furthermore, visit your school’s career services office. Ask a career counselor if you could complete some career and occupational interest inventories. Most schools have several available (for free) online for students, including the Campbell Interest and Skill Survey, the Strong Interest Inventory, and Holland’s Occupational Themes (this last one is also available for a fee through the U.S. Department of Labor O*Net Interest Profiler—http://www.onetcenter.org/IP.html).
How do these online inventories work? You answer several questions about yourself, such as whether you like talking to people at a party or working with numbers. After you submit your answers, you receive immediately an interpretive report that describes your preferences in terms of themes, skills, interests, personal style, and occupational preferences. For example, the report from the Strong Interest Inventory gives your highest-rated themes (investigative, social, artistic), your top interest areas (writing and mass communication, law, performing arts), your top occupations (attorney, editor, chef), and your personal style preferences (you are probably comfortable both leading by example and taking charge).
After reading the test results, make an appointment with the career counselor to ask for advice about any internships and full-time jobs that would fit well with your results and interests.
Parents, mentors, motivational speakers, and others often tell students to find their passions. But finding your passion is not easy. Do not get discouraged if your first couple of jobs or internships teach you what you do not want to do for the rest of your life. That is good information, too. It takes a lot of persistence to find the “right” internship or job that begins to feel like it is something you could do (and enjoy) for the rest of your career. If you keep asking yourself, “What am I really passionate about?” and pursue jobs and careers that fit better and better with that ideal, you will eventually find your passion.
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What defines the competitive landscape of today’s businesses? You will be reading about many relevant issues in the coming chapters, but we begin here by highlighting five key elements that make the current business landscape different from those of the past:
Globalization.
Technological change.
The importance of knowledge and ideas.
Collaboration across organizational boundaries.
Increasingly diverse labor force.
4.1 | Business Operates on a Global Scale
Far more than in the past, today’s enterprises are global, with offices and production facilities all over the world. Corporations such as Coca-Cola and Unilever transcend national borders. A key reason for this change is the strong demand coming from consumers and businesses overseas. Companies that want to grow often need to tap international markets where incomes are rising and demand is increasing. GE, which became a massive and profitable corporation by selling appliances, lightbulbs, and machinery to U.S. customers, recently announced that it expected its foreign sales to equal its sales within the United States. GE’s biggest foreign customers are in Europe, but sales volume in China and India is rising fast.45
Globalization also means that a company’s talent can come from anywhere. As with its sales, half of GE’s employees work outside the United States.46 Cisco, a San Jose, California–based leader in equipment for computer networking, considers staffing its ever-expanding operations in India to be an essential tactic for staying competitive. Wim Elfrink, the company’s chief globalization officer, recently returned from a four and a half year assignment in Bangalore, India. His job was to create and staff a second headquarters in Bangalore so Cisco could “establish key resources closer to the world’s fastest growing markets.”47 He accomplished his goal. As of June 2011, the Indian-based operation had approximately 7,500 employees, and over 20 percent of Cisco’s global leadership was based there.48 Many of these senior executives are from the United States and are helping Cisco take advantage of the fast-growing Indian Internet market.49 Elfrink also reports that Cisco has transformed its focus for the Bangalore operation from cost savings and outsourcing to quality and innovation. Its talent has earned 420 patents and leads worldwide initiatives for creating new markets for the company’s products and services.50
Another factor that is making globalization both more possible and more prevalent is the Internet. In 2011 it was estimated that an astounding 5 billion devices and 1 billion mobile workers worldwide were connected to the Internet.51 Many of these new users are from the emerging BRIC economies: Brazil, Russia, India, and China.52 Global companies like Dell Computer and Johnson & Johnson are taking advantage of this trend in that a growing percentage of their international sales are to customers in the BRIC countries.53 As people in developing nations turn to the power of the web, they develop content in their own languages and create their own means of access, like Baidu, the search engine market leader in China.54

Anand Mahindra of Mahindra Group and Wim Elfrink of Cisco announce at a press conference in Mumbai that their firms will form a global strategic alliance to provide a range of IT-linked services.
The Internet is a powerful force for connecting people without regard to time and space. The Internet enables people to connect and work from anywhere in the world on a 24/7 basis. Laura Asiala, a manager for Dow Corning, based in Midland, Michigan, supervises employees in Tokyo, Seoul, Hong Kong, Shanghai, and Brussels. To keep in touch with them, she starts working at 5:00 a.m. some days and ends as late as midnight. She takes a break from 3:30 to 9:30 each day, and technology lets her communicate from home.55

The global reach of the Internet pushed Mitch Free to expand his business, MFG.com, into China. MFG.com runs a website where manufacturers that need parts post their specifications online, and suppliers bid to provide those parts. The suppliers pay an annual fee for the right to submit bids. Free, who grew up in a small town in Georgia and had barely traveled outside the United States, had never planned to be an international manager, but Chinese suppliers soon began submitting requests to participate. At the same time, manufacturers were pressing MFG.com to include Asian suppliers, which often could offer the best prices.
So Free traveled to Shanghai, China, to meet some of the interested suppliers. He learned about the business culture, such as the importance of cultivating business relationships and networks. After a difficult search, he made a key hiring decision: general manager James Jin, who speaks fluent English, studied global management, and has experience in manufacturing both in the United States and in China. The effort was well rewarded. Jin has helped Free navigate the fast-growing business landscape of his native China. Sales in China accounted for more than 10 percent of MFG.com’s total annual sales and are growing faster than the company’s overall sales.56
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Smaller firms are also engaged in globalization. Many small companies export their goods. Many domestic firms assemble their products in other countries, using facilities such as Mexico’s maquiladora plants. And companies are under pressure to improve their products in the face of intense competition from foreign manufacturers. Firms today must ask themselves, “How can we be the best in the world?”
For students, it’s not too early to think about the personal ramifications. In the words of chief executive officer Jim Goodnight of SAS, the largest privately held software company in the world, “The best thing business schools can do to prepare their students is to encourage them to look beyond their own backyards. Globalization has opened the world for many opportunities, and schools should encourage their students to take advantage of them.”57
4.2 | Technology is Continuously Advancing
The Internet’s impact on globalization is only one of the ways that technology is vitally important in the ever-changing business world. Technology both complicates things and creates new opportunities. The challenges come from the rapid rate at which communication, transportation, information, and other technologies change.58 Until recently, for example, desktop computers were a reliable source of income, not only for computer makers but also for the companies that make keyboards and a whole host of accessories like wrist rests and computer desks. But after just a couple of decades of widespread PC use, customers switched to laptops, tablets, and even smartphones for their computing needs, requiring different accessories and using them in different ways.59 Any company that still makes desktops has to rethink its customers’ wants and needs, not to mention the possibility that these customers may be doing their work at the airport or a local coffee shop rather than in an office.
