           Management


An Introduction



             PEARSON EDUCATION LIMITED


KAO Two 


KAO Park 


Harlow CM17 9NA 


United Kingdom 


Tel: +44 (0)1279 623623 


Web: www.pearson.com 


First published 1998 under the Prentice Hall Europe imprint (print)


Second edition published 2002 (print)


Third edition published 2005 (print)


Fourth edition published 2008 (print)


Fifth edition published 2011 (print)


Sixth edition published 2014 (print and electronic)


Seventh edition published 2017 (print and electronic)


Eighth edition published 2020 (print and electronic)


Ninth edition published 2024 (print and electronic)


© Prentice Hall Europe 1998


© Pearson Education Limited 2002, 2005, 2008, 2011 (print) 


© Pearson Education Limited 2014, 2017, 2020, 2024 (print and electronic)


The right of David Boddy to be identified as author of this work has been asserted by him in accordance with the Copyright, Designs and Patents Act 1988.  


The print publication is protected by copyright. Prior to any prohibited reproduction, storage in a retrieval system, distribution or transmission in any form or by any means, electronic, mechanical, recording or otherwise, permission should be obtained from the publisher or, where applicable, a licence permitting restricted copying in the United Kingdom should be obtained from the Copyright Licensing Agency Ltd, Barnard’s Inn, 86 Fetter Lane, London EC4A 1EN. 


The ePublication is protected by copyright and must not be copied, reproduced, transferred, distributed, leased, licensed or publicly performed or used in any way except as specifically permitted in writing by the publishers, as allowed under the terms and conditions under which it was purchased, or as strictly permitted by applicable copyright law. Any unauthorised distribution or use of this text may be a direct infringement of the author David Boddy and the publisher’s rights and those responsible may be liable in law accordingly. 


All trademarks used herein are the property of their respective owners. The use of any trademark  in this text does not vest in the author or publisher any trademark ownership rights in such trademarks, nor does the use of such trademarks imply any affiliation with or endorsement of this book by such owners. 


Contains public sector information licensed under the Open Government Licence (OGL) v3.0. http://www.nationalarchives.gov.uk/doc/open-government-licence/version/3/


Contains Parliamentary information licensed under the Open Parliament Licence (OPL) v3.0. http://www.parliament.uk/site-information/copyright/open-parliament-licence/ 


Pearson Education is not responsible for the content of third-party internet sites. 


 


The Financial Times. With a worldwide network of highly respected journalists, The Financial Times provides global business news, insightful opinion and expert analysis of business, finance and politics. With over 500 journalists reporting from 50 countries worldwide, our in-depth coverage of international news is objectively reported and analysed from an independent, global perspective. To find out more, visit www.ft.com/pearsonoffer.

  


Print ISBN: 978-1-292-245974-5


ePub ISBN: 978-1-292-72797-4


eTextbook ISBN: 978-1-292-73526-9


REVEL ISBN: 978-1-292-45975-2


British Library Cataloguing-in-Publication Data 


 A catalogue record for the print edition is available from the British Library.


Library of Congress Cataloging-in-Publication Data


Names: Boddy, David, author.


Title: Management: An Introduction / David Boddy, University of Glasgow.


Description: Ninth edition. | Harlow, England ; New York : Pearson, 2024.| Revised edition of the author’s Management: An Introduction, 2020. | Includes bibliographical references and index. | Summary: “Develop key skills and enhance understanding of management practice and theory. For more than 20 years, Boddy's Management has provided a comprehensive and accessible introduction to the practice and theory of management. Designed to support those new to the field throughout their studies, the ninth edition of this market-leading textbook will help you to develop your clear thinking, data gathering, self-reflection, communication, and problem-solving skills. Key features include: - An integrated perspective (tasks, processes and contexts) encourages you to develop a coherent view of management as an activity which aims to create value in many types of organisation, including small, not-for-profit and social enterprises. - Case studies from across sectors help you to connect current management challenges with academic theory. - New chapter sections include coverage of the twin biodiversity and climate change crises, and of diversity and inclusion - all examples of grand societal challenges where change depends on securing agreement between diverse stakeholders. - New and updated 'Management in Practice' illustrations from many countries illustrate these and other pressing management issues. - The latest empirical evidence and academic research underpins chapter content. - More opportunities for group discussion and debate help you to explore contrasting ideas and evidence. As a result, this text is an ideal guide for your management studies and an essential resource for those looking to develop their understanding and enhance their professional skillsets as future managers and business leaders”— Provided by publisher.


Identifiers: LCCN 2024930041 | ISBN 97812922459745 (print) | ISBN 9781292459752 (REVEL) | ISBN 9781292459752 (ePub) | ISBN 9781292459752 (eTextbook) 


Subjects: LCSH: Management. 


Classification: LCC HD31 .B583 2020 | DDC 658—dc23 LC record available at https://lccn.loc.gov/2024930041


 10 9 8 7 6 5 4 3 2 1


 28 27 26 25 24 


Cover design by Two Associates Ltd


Front cover image © Elena Chelysheva/iStock/Getty Images; msan10/iStock/Getty Images Plus/Getty Images; edge69/DigitalVision Vectors/Getty Images; majivecka/iStock/Getty Images Plus/Getty Images; 4x6/DigitalVision Vectors/Getty Images; 4x6/DigitalVision Vectors/Getty Images; zhudifeng/iStock/Getty Images Plus/Getty Images; grynold/iStock/Getty Images Plus/Getty Images; majivecka/iStock/Getty Images Plus/Getty Images; FilippoBacci/E+/Getty Images.


Print edition typeset by Integra Software Services Pvt. Inc.


NOTE THAT ANY PAGE CROSS REFERENCES REFER TO THE PRINT EDITION  



             Acknowledgements


The author thanks the team at Pearson for their work in creating this text, especially Victoria Tubb who commissioned several editions, including this one. Thank you also to her successor, Kirsten Bruns, Product Manager, Rajrupa Das, Content Developer, Jodie Mardell-Lines, Manager, Content Production and Elizabeth Leight, Revel Production. Thanks also to Antonia Maxwell for her meticulous copy-editing and David Hemsley for proofreading.


This book has benefited from the comments, criticisms and suggestions of many colleagues and reviewers of the eighth edition. It also reflects the reactions and comments of students who have used the material and earlier versions of some of the cases. Their advice and feedback have been of immense help.


Most of the chapters were written by the author, who also edited the text throughout. Chapter 11 (Human resource management) was created by Professor Phil Beaumont and then developed by Dr Judy Pate and Sandra Stewart; in this edition it was revised by the author. Chapter 19 (Managing operations and quality) was created by Professor Douglas Macbeth and developed in the fourth edition by Dr Geoff Southern and in the fifth edition by Dr Steve Paton; in the sixth and in this edition it was revised by the author. In the fifth edition Dr Steve Paton contributed new material to Chapters 13 and 20. In the sixth and subsequent editions both chapters were revised by the author. I also thank Dickon Copsey, Employability Officer in the College of Social Sciences, University of Glasgow, for his advice on the employability material at the end of each Part. Errors and omissions are my responsibility.


In preparing this edition I benefited from the help provided by staff at Hampshire County Council Library Service and University of Southampton Library, and by Jonathan Clark, Jessica Hay and Daisy Hamblin: I am very grateful for their support. Gilly Barnard checked all references, so that I could add new ones and remove those no longer cited – thank you.


David Boddy, Alresford, 2023



             Supporting resources


For students


Visit the Management: An Introduction, Ninth edition, Companion Website at go.pearson.com/uk/he/resources to find valuable student learning material including:

  
	Supporting chapter content created by the author, with additional sources, activities, glossary terms and references.

	Online glossary to explain key terms.

	Flashcards to test your understanding of key topics.




 For instructors

  
	Complete, downloadable Instructor’s Manual.

	PowerPoint slides that can be downloaded and used as OHTs.




For more information please contact your local Pearson Education sales representative or visit the pearson.com website.



              Preface to the ninth edition


This ninth edition takes account of helpful comments from staff and students who used the eighth edition, and from reviewers. The book retains the established structure of six parts, and 20 chapters. Within that structure each chapter has been updated where necessary, with many new and current examples both in the narrative and in the Management in practice (Mip) features. New empirical research maintains the academic quality.


Responding to concerns about ‘textbook fatigue’, the eighth edition was shorter than previous ones, though the same amount of material is available to students: this edition continues that form. Each chapter contains what the author sees as the ‘core’ theories and approaches which will be most useful to students at an introductory level. Other material, updated where necessary, is on the Companion Website, with a clear link from the text.


Examples of updating and revisions across the chapters include:


Chapters


Chapter 1 (Managing in organisations) – presents the role of management as creating value (in place of adding it) when revenue exceeds the full cost of resources including externalities, which a Key idea explains. This is an important theme relevant to biodiversity and climate change. The chapter also asks how the value created is shared between stakeholders, and who decides. Two new Mip's are included – a social enterprise in Bangladesh and a Wildlife Trust.


Chapter 2 (Theories of management) – a new concluding section asks the familiar question ‘are Western theories relevant elsewhere’? A recent Journal of Management Studies article affirms the universal value of the Competing Values framework. The tensions it demonstrates are universal, and practitioners will have developed local practices and theories to meet them. These may, or may not, correspond to Western models.


Chapter 3 (Organisation cultures and contexts) – a recent authoritative book shows how the corporation’s self-made difficulties have been exacerbated by commercial media interests and regulatory decisions. There is a substantial new section on biodiversity and climate change and on grand societal challenges (which Chapter 18 develops). Two new Mip's are included – a not-for-profit provider of mental health services and a young peoples’ fashion chain.


Chapter 4 (Managing internationally) – in 2010, Chinese billionaire Li Shufu, founder and chairman of Zhejiang Geely, acquired Swedish car maker Volvo from Ford. A new Mip traces how this provided Volvo with the resources to develop a range of electric vehicles: it plans to sell only EVs by 2030, possibly the most ambitious target in the industry.


Chapter 5 (Corporate responsibility) – substantial revision. Two sections set CR in context, and others introduce ESG reporting, and how companies are responding to the biodiversity and climate change crises. It also cites evidence that much (but not all) corporate and government activity here is symbolic, not substantive – while the problems get worse.


Chapter 6 (Making decisions) – new material on IKEA, including insights from the franchisee running their store in Kuwait, its substantive sustainability commitments and its aim to become a circular business. There are two new not-for-profit Mip's about a community foodbank and social supermarket in London and how major companies choose which NFPs to work with.


Chapter 7 (Planning) – the Elizabeth Line has at last arrived, though at an inauspicious time, as weekday travel in London is two-thirds of that expected when the line was planned. The chapter includes a recent empirical study on planning how to integrate an acquisition (AirFrance of KLM). Combining hard/controlling practices with soft/avoiding ones helped to secure staff commitment.


Chapter 8 (Managing strategy) – more on GKN, with Melrose claiming to have delivered on its promise to turn the business round and fully fund the pension scheme, despite negative comments by some observers at the time of the takeover. Two established social enterprises feature – Big Issue and Emmaus, a homeless charity with an unusual strategy which seems to work well for the people who need it.


Chapter 9 (Managing marketing) – contains a new Mip on Hero Motocorp – a thriving Indian business founded (as Hero Cycles) in 1945 by B.L. Munjal and his brothers. It is the world’s largest manufacturer of bicycles and motor scooters with six domestic and two overseas factories. Mr Munjal attributes their success to paying close attention to understanding, and meeting, customers’ needs.


Chapter 10 (Structure) – the section on designing a structure includes a piece on incentives, an overlooked aspect of structure. There is also a Key ideas feature showing how ‘platforms’ like Facebook and Uber differ from conventional organisations, and the management implications. An Activity asks students to analyse an aspect of how Parkrun works.


Chapter 11 (Human resource management) – the BMW case has been updated to reflect its considered move to EV manufacture and its plans for NetZero. The main change is a larger section on diversity and inclusion (the ‘S’ in ESG –  Chapter 5).


Chapter 13 (Entrepreneurship, creativity and innovation) – the Chapter Case shows Dyson continuing to innovate rapidly, having moved its HQ to Singapore. New Mip features include Frozen Light, an innovative theatre company, Cemex, a Mexicam construction materials business with detailed plans to be net zero by 2050, and an account of how Robert Iger transformed Disney.


Chapter 14 (Influencing) – two recent empirical studies illustrate effective influence attempts. The first, from the gig economy, shows how food delivery riders were able to create an online network in a city to challenge changes in their employer’s policy. The second shows how LGBTQ+ activists were able to influence an organisation to accept their demands by providing managers with ready-made materials and event designs to make the practical implementation easier.


Chapter 15 (Motivating) – the Eden case has been refreshed with new comments from staff about working there. A recent study of two government graduate recruitment programmes illustrates the interaction between the graduates’ experience and their perceptions of their psychological contract, and another the effect of flexible working practices on the attitudes of potential recruits.


Chapter 16 (Communicating) – the Chapter Case on Facebook has more about the astonishing amount it knows about users and on the darker side of how some people use it. This includes posting inaccurate information about other groups in Myanmar, which led to violence and death, and how teachers in the UK struggle to prevent young children viewing pornography. The Companion Website includes material about the low-paid work of the thousands of moderators who monitor whether content is legal and/or acceptable.


Chapter 18 (Managing change through projects) – the Chapter Case includes new material on ever-changing Amazon, and on The Guardian’s successful transition to being largely supported by readers’ subscriptions. A new Mip shows how an entrepreneur in Senegal, West Africa is enabling small farmers to make a radical change to their financial context. There is a new section on grand societal challenges, where change depends on securing agreement between many diverse global stakeholders.


Chapter 20 (Control and performance measurement) – a new Mip feature shows how a senior partner at PwC Australia unwisely leaked confidential information, with dire consequences for the partnership. The worldwide PwC network responded by putting an experienced senior partner into the top job, to ensure tighter control of the business.   


Academic content: This has been extended and updated where appropriate, with over sixty new references, mostly reporting empirical research to help students develop the habit of seeking the empirical evidence behind management ideas. Several new themes are introduced on topical themes. Examples include a substantial new section in Chapter 3 on the biodiversity and climate change crises, which continues in Chapter 5 with examples of how organisations are responding, or not. Chapter 11 shows how BMW is repositioning itself as an electric vehicle business and includes an extended section on diversity and inclusion. Chapter 8 updates the GKN case, showing how Melrose appears to be delivering on its promise to turn round this ailing business.  


Cases: These have been revised and updated where appropriate, and there is a new Part 5 Case – Hampshire and Isle of Wight Wildlife Trust.


Features: Most of the Management in practice features have been updated and many are new, as are some Key ideas. There are over 60 new references and additional suggestions for Further Reading. Several of the Case Questions and Activities have been revised to connect more closely with the theories being presented. The Learning Objectives are reflected in the Summary at the end of each chapter, and in the ‘Test your understanding’ feature.


Test your understanding: As before, there is a set of questions at the end of each chapter to help students assess their progress towards the learning objectives.


Think clearly to connect practice, theory and skill: Section 1.8 in Chapter 1 presents the components of clear (formerly ‘critical’) thinking – assumptions, context, alternatives and limitations. Section 1.9 presents the view that these thinking skills are equally useful as students evaluate management practice, a theory about management, and as they reflect on how they develop their management skills. The last numbered section in each chapter puts this idea into practice. The table provides a structure for them to consider systematically an aspect of management practice from the Chapter Case, and to use the same structure to plan how they would organise their answer to a typical assessment question about the chapter. The ‘develop a skill section’ follows, with the suggestion that they can also think clearly as they reflect on how they approached that.


This arrangement reflects a belief that students and employers are seeking more connections between academic work and employment. I hope this new section provides a coherent way to integrate practice, theory and skills throughout the text, as a firm foundation for students’ careers. For teachers, the section offers many opportunities to build assignments, projects and tutorial work.


Develop a skill: As before, this feature is consistently based on two theoretical structures: (1) a theoretical model in the chapter showing the underlying rationale for developing this skill; and (2) an established model of skill development, which informs the structure of each ‘Develop a skill’ feature. The skills are listed here by chapter.


Chapter 1 – networking


Chapter 2 – self-awareness


Chapter 3 – present a reasoned case


Chapter 4 – mindfulness


Chapter 5 – clarifying values


Chapter 6 – setting success criteria


Chapter 7 – planning to use your time effectively


Chapter 8 – setting clear goals


Chapter 9 – identifying customer needs


Chapter 10 – Coordinating work


Chapter 11 – preparing for an interview


Chapter 12 – setting a project agenda


Chapter 13 – practicing everyday creativity


Chapter 14 – setting ‘end-of-event’ goals when influencing


Chapter 15 – design a motivating job


Chapter 16 – present ideas to an audience


Chapter 17 – observing team processes


Chapter 18 – identifying stakeholders and their interests


Chapter 19 – understanding what customers mean by quality


Chapter 20 – monitoring progress on a task 


I do not envisage that many will work on the skills in every chapter – it is a resource to be used as teachers think best. The Instructors Manual includes a suggestion on how it could complement the academic content of a course.


Group or class debate: Several reviewers said it would be helpful to have a resource which could focus students’ attention on an aspect of the chapter to debate contrasting ideas or evidence. Each chapter includes one such feature in a standard format which builds on work they have been asked to do in one of the Activities.


Read more: For students who want to read more about the topic. The format varies, but usually includes a mix of classic texts, one or two contemporary ones, and a couple of academic papers which represent good examples of the empirical research that underlies study of the topic.


Go online: Each chapter concludes with a list of the websites of companies that have appeared in it, and a suggestion that students visit these sites (or others in which they have an interest) to find more information related to the chapter. This should add interest and help retain topicality.


Part Cases: The Part Cases are intended to help students engage with text material throughout the Part. The common principle is to encourage students to develop their ‘contextual awareness’ by seeing how organisations act and react in relation to, amongst other things, their environment. The common structure therefore is:

  
	The company – material on the company and major recent developments

	Managing to create value – some ways in which managers appear to have added value

	The company’s context – identifying between three and five contextual factors

	Current management dilemmas – drawing on the previous sections to identify pressing issues

	Part Case questions – now in two groups – the first looking back to the material in the text, the second more focused on the company, and so perhaps offering a link to ‘employability skills’ (see below).




As well as supporting individual learning, these extended cases could be suitable for group assignments and other forms of assessment.


Employability skills (now on the Companion Website): each Part continues to conclude with a section on ‘Employability skills – preparing for the world of work’. This is a response to the growing expectations that universities and colleges do more to improve the employability of their students. The organising principle is to provide a structured opportunity for the student to develop and record evidence about six commonly cited employability skills:

  
	business awareness;

	solving problems;

	thinking clearly;

	team working;

	communicating;

	self-management.




To help do this, students are asked to work through tasks which link the themes covered in the Part to the six skills (sometimes called capabilities and attributes) which many employers value. The layout should help students to record their progress in developing these skills and articulate them to employers during the selection processes.


The basis of these tasks is the Part Case. The Employability section builds on this by setting alternative tasks relating to the Part Case (to be chosen by the student or the instructor as preferred). That task in itself relates to the business awareness theme – and concludes by asking the student to write a short paragraph giving examples of the skills (such as information gathering, analysis and presentation) they have developed from this task, and how to build this into a learning record.


The other skills are developed by successive tasks which ask them to reflect on how they worked on the ‘Business awareness’ task – solving problems, thinking critically and so on.


I do not envisage that many will work through all of these tasks in every Part – it is a resource to be used as teachers and their students think best. I hope that teachers and students find this feature valuable. 


 Reviewers


We would like to express thanks to the original reviewers and review panel members who have been involved in the development of this book. We are extremely grateful for their insight and helpful recommendations.



              Preface to the first edition


This book is intended for readers who are undertaking their first systematic exposure to the study of management. Most will be first-year undergraduates following courses leading to a qualification in management or business. Some will also be taking an introductory course in management as part of other qualifications (these may be in engineering, accountancy, law, information technology, science, nursing or social work) and others will be following a course in management as an element in their respective examination schemes. The book should also be useful to readers with a first degree or equivalent qualification in a non-management subject who are taking further studies leading to Certificate, Diploma or MBA qualifications.


The book has the following three main objectives:

  
	to provide newcomers to the formal study of management with an introduction to the topic;

	to show that ideas on management apply to most areas of human activity, not just to commercial enterprises; and

	to make the topic attractive to students from many backgrounds and with diverse career intentions.




Most research and reflection on management has focused on commercial organisations. However, there are now many people working in the public sector and in not-for-profit organisations (charities, pressure groups, voluntary organisations and so on) who have begun to adapt management ideas to their own areas of work. The text reflects this wider interest in the topic. It should be as useful to those who plan to enter public or not-for-profit work as to those entering the commercial sector.


European perspective


The book presents the ideas from a European perspective. While many management concepts have developed in the United States, the text encourages readers to consider how their particular context shapes management practice. There are significant cultural differences that influence this practice, and the text alerts the reader to these – not only as part of an increasingly integrated Europe but as part of a wider international management community. So the text recognises European experience and research in management. The case studies and other material build an awareness of cultural diversity and the implications of this for working in organisations with different managerial styles and backgrounds.


Integrated perspective


To help the reader see management as a coherent whole, the material is presented within an integrative model of management and demonstrates the relationships between the many academic perspectives. The intention is to help the reader to see management as an integrating activity relating to the organisation as a whole, rather than as something confined to any one disciplinary or functional perspective.


While the text aims to introduce readers to the traditional mainstream perspectives on management which form the basis of each chapter, it also recognises that there is a newer body of ideas which looks at developments such as the weakening of national boundaries and the spread of information technology. Since they will affect the organisations in which readers will spend their working lives, these newer perspectives are introduced where appropriate. The text also recognises the more critical perspectives that some writers now take towards management and organisational activities. These are part of the intellectual world in which management takes place and have important practical implications for the way people interpret their role within organisations. The text introduces these perspectives at several points.


Relating to personal experience


The text assumes that many readers will have little if any experience of managing in conventional organisations, and equally little prior knowledge of relevant evidence and theory. However, all will have experience of being managed and all will have managed activities in their domestic and social lives. Wherever possible the book encourages readers to use and share such experiences from everyday life in order to explore the ideas presented. In this way the book tries to show that management is not a remote activity performed by others, but a process in which all are engaged in some way.


Most readers’ careers are likely to be more fragmented and uncertain than was once the case and many will be working for medium-sized and smaller enterprises. They will probably be working close to customers and in organisations that incorporate diverse cultures, values and interests. The text therefore provides many opportunities for readers to develop skills of gathering data, comparing evidence, reflecting and generally enhancing self-awareness. It not only transmits knowledge but also aims to support the development of transferable skills through individual activities in the text and through linked tutorial work. The many cases and data collection activities are designed to develop generic skills such as communication, teamwork, problem solving and organising – while at the same time acquiring relevant knowledge.



             To Gilly,


with deep and everlasting love



             
Part 1 AN INTRODUCTION TO MANAGEMENT


Introduction


This part considers why management exists and what it contributes to human wealth and well-being. Management is both a universal human activity and a distinct occupation. We all manage in the first sense, as we organise our lives and deal with family and other relationships. As employees and customers we experience the activities of those who manage in the second sense, as members of an organisation with which we deal. This part offers some ways of making sense of the complex and contradictory activity of managing.


Chapter 1 clarifies the nature and emergence of management and the different ways in which people describe the role. It explains how management is both a universal human activity and a specialist occupation. Its purpose is to create wealth by adding value to resources, which managers do by influencing others – the chapter shows how they do this. It contains ideas about using the material throughout the book to begin developing practical management skills, which should help you approach graduate recruiters with confidence. 


Chapter 2 sets out the main theoretical perspectives on management and shows how these complement each other despite the apparently competing values about the nature of the management task. Be active in relating these theoretical perspectives to real events as this will help you to understand and test the theories.


The Part Case is Apple Inc., one of the world’s most valuable and innovative companies, which illustrates how those managing it have been able to create value, though also in some respects destroying it, over many years – and the challenges it faces.



             
Chapter 1 MANAGING IN ORGANISATIONS


Aim  


To introduce the tasks, processes and contexts of managing.


Objectives


By the end of your work on this chapter and Companion Website you should be able to outline the key terms below in your words and:

  
	Explain that the role of management is to create and share value

	Give examples of management as a universal human activity and as a distinct role

	Compare functional roles, and distinguish levels of responsibility within a hierarchy (Companion Website)

	Distinguish alternative ways to measure value, including the ‘triple bottom line’

	Distinguish between ‘task’, ‘process’ and ‘context’

	Give examples of how managers create value by influencing others through:
	the tasks of managing

	the processes of managing and

	the contexts within which they work





	 Think clearly to evaluate management practice and theory, and as you develop your skill of networking 




Key terms


This chapter introduces these terms:







	entrepreneur
	social entrepreneur
	management as a universal human activity



	manager
	management
	management as a distinct role



	role
	organisation
	competences



	creating value
	externalities
	charities



	not-for-profit organisations
	social enterprise
	public value



	sustainability
	triple bottom line
	task (sometimes called content)



	process
	context
	stakeholders



	management tasks
	networking
	clear (or critical) thinking



	management skills
	
	










Each is defined within the text, and in the Glossary at the end of the book.


 


 Companion Website 


The Companion Website includes additional material on:

  
	Specialisation within management

	Informational, interpersonal and decisional roles

	Managers and their context

	Clear thinking skills



  




              


Case study


Ryanair


www.ryanair.com

 
[image: Ryanair airplanes at Bologna airport, Italy.]
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In 2023, Ryanair (based in Dublin) reported that it had carried over 168 million passengers in the year ending 31 March 2023 (FY 22–23), 74 per cent more than last year. Revenue had more than doubled (up 124 per cent) and profit after tax was 1,430 million euros, against a loss of 355 million euros in FY 21–22. It expects to carry 185 million passengers in FY 23–24. Costs, excluding fuel, of 31 euros per passenger, were now back to the pre-Covid level and lower than all competitors. Its load factor – the proportion of seats filled on its flights – rose to 93 per cent from 82 per cent the year before. 


In FY 22–23, they opened five new bases and 300 new routes. Management plans to continue gaining market share from rivals in Western Europe, as well as stimulating demand in Central and Eastern Europe. 


Aviation is a major source of carbon emissions, so Ryanair management invests heavily in fuel-efficient aircraft. During FY 21–22, they introduced 73 B737 ‘Gamechanger’ aircraft, which deliver ‘4% more seats per flight yet burn 16% less fuel’.1 They are also investing in the production of sustainable aviation fuel (SAF) and hope to power 12.5 per cent of flights using SAF by 2030. 


Tony Ryan (1936–2007), the son of a train driver, left school at 14 to work in a sugar factory and in 1954 joined Aer Lingus, the state-owned Irish airline, to work as a baggage handler. By 1970, he oversaw the aircraft leasing division, lending Aer Lingus aircraft and crews to other airlines. This gave him the idea of creating his own aircraft leasing company, which he did without delay.


In 1985, he founded Ryanair, with a single aircraft flying between Ireland and the UK, to compete with his former employer. The Gulf War in 1990 discouraged air travel and caused financial problems for Ryanair. Rather than close it, Ryan and his senior managers (including Michael O’Leary, now Chief Executive) decided it would be a ‘no-frills’ operator, discarding the conventional features of air travel such as free food, drink, newspapers and allocated seats. Staff (including pilots, ground staff and cabin crews) would serve customers who wanted a functional and efficient service, not luxury.


In 1997, changes in European Union regulations enabled new airlines to enter markets previously dominated by national carriers such as Air France and British Airways. Ryanair quickly opened new routes between Dublin and continental Europe, and between European cities: although based in Ireland, 80 per cent of routes are between airports in other countries. Tony Ryan also turned Ryanair into a public company by selling shares to investors.


In May the company issued a statement of the results for 2022–23. 


 
Measures of financial performance in recent financial years (ending 31 March) 





	

	2023
	2022



	Passengers (millions)
	169.0
	97.0



	Revenue (millions of Euros)
	10,780
	4,800



	Profit/(loss) after tax (millions of Euros)
	1,430
	(355)



	Earnings per share (Euros)
	1.16
	0.21













Case questions 1.1

  
	List examples of the resources Ryanair uses.

	Give three examples of external forces affecting the company’s performance. 

	Visit the company website (go to ‘Corporate Website’ and ‘Investor Relations’) for recent developments.



  




             1.1 Introduction


The Ryanair case shows how an experienced entrepreneur, Tony Ryan, saw an opportunity to add value to the resources he had or could obtain, and how he created an organisation to build a profitable business. He persuaded investors to provide resources – especially money to lease and operate the aircraft – and organised these into a service which he sold to customers. The business changed frequently in the early years, and under the current chief executive, Michael O’Leary, it has continued to do so – while also aiming to shape the world outside. This book is about the knowledge and skills required to balance internal and external expectations, and so build a satisfying and rewarding career.


Entrepreneurs thrive on innovation as they try to make the most of opportunities. Some focus on financial gain, while social entrepreneurs identify opportunities, secure resources and establish ventures to provide goods or services to disadvantaged groups.


All organisations – new ones like Uber and established ones like Royal Dutch Shell or Marks & Spencer – depend on people at all levels who can run the current business efficiently, and also innovate. Figure 1.1 shows that they draw resources from the external world and transform them into outputs which they return to the world outside. The value they obtain in return (money, reputation, goodwill) enables them to attract new resources and continue in business (shown by the feedback arrow from output to input). If the outputs do not attract sufficient resources, the enterprise will fail.

  
Figure 1.1 Managing organisation and environment

[image: A circular chart illustrates the managing transformation process in an organisation.]

 The chart shows two concentric circles. The inner circle is labelled 'Managing transformation processes' and the outer circle is labelled 'Organisation'. 'Input' on the left of the concentric circles leads to 'Managing transformation processes'. 'Managing transformation processes' leads to 'Output' on the right of the concentric circles. The attributes of 'Input' are people, finance, materials, et cetera. The attributes of 'Output' are goods, services, reputation, waste, et cetera. 'Output' leads to 'Input' through the 'External environment'. 'Output' through a 'Feedback' loop also leads back to the 'Input'.



 


Activity 1.1 What is ‘management’?


Make notes summarising what you think ‘management’ means. 

  
	Think of instances in which you have encountered ‘management’ – such as when you have been managed in your school, university or job.

	Alternatively, reflect on an occasion when you have managed something, such as a study project.

	What were you, or those managing you, expected to achieve? By doing what?



  




             1.2 Meanings of management


Management as a universal human activity


As individuals we run our lives and careers: in this respect we are managing. Family members manage children, elderly dependents and households. Management as a universal human activity occurs whenever people take responsibility for an activity and consciously try to shape its progress and outcome. In the first sense, people manage an infinite range of activities:



 When human beings ‘manage’ their work, they take responsibility for its purpose, progress and outcome by exercising the quintessentially human capacity to stand back from experience and to regard it prospectively, in terms of what will happen; reflectively, in terms of what is happening; and retrospectively, in terms of what has happened. Thus management is an expression of human agency, the capacity actively to shape and direct the world, rather than simply react to it.2
 
 

This, and the need to add value to resources, leads to the view that a manager is someone who is expected to create value with the aid of people and other resources, and that management is the activity of intending to create value with the aid of people and other resources. This positions management as a universal human activity in domestic, social and political settings, as well as in organisations.


In agricultural societies, people typically work alone or in family units, controlling their time and resources. They decide what to make, how to make it and where to sell it, combining work and management to create value. Self-employed craftworkers, professionals in small practices, and those in a one-person business do this every day. We all do it in household tasks or voluntary activities in which we do the work (planting trees or selling raffle tickets) and the management activities (planning the winter programme).


 


Activity 1.2 Think about the definition and Hales’ observation


Choose a domestic, community or business activity you have undertaken.

  
	What, specifically, did you do to ‘create value with the aid of people and other resources’?

	Decide if the definition accurately describes ‘management’.

	If not, how would you change it?



  




             Management as a distinct role


Human action can separate the ‘management’ element of a task from the ‘work’ element, thus creating ‘managers’ who are in some degree apart from those doing the work. Management as a distinct role emerges when external parties, such as a private owner of capital, or the state, gain control of a work process that people used to do. These parties may then decide what to make, how to make it and where to sell it. Workers become employees selling their labour, not the products of their labour.


The same evolution occurs when someone starts an enterprise, initially performing the technical tasks – writing software, designing clothes – and conceptual tasks – deciding their markets, how to raise money. If the business grows and the entrepreneur engages staff, they need to work on interpersonal tasks such as training and supervision. The founder gradually takes on more management roles – a role being the expectations that others have about the responsibilities of someone holding a job – what they should do (or not do). If growth continues the founder begins to share the management role with others – they begin to build a management team. Levy (2011) shows that this proved controversial as Google grew. Founders Larry Page and Sergey Brin were not convinced that the hundreds of engineers they were recruiting needed managers – they could report to the head of engineering. The engineers disagreed: 



 Page wanted to know why. They told him they wanted someone to learn from. When they disagreed with colleagues and discussions reached an impasse, they needed someone who could break the tie.3
 
 

Google has since developed a robust system to measure managers’ effectiveness and improve their skills.4


This separation of management and non-management work is not inevitable or permanent. People deliberately separate the roles and can bring them together. As Henri Fayol (1949) (of whom you will read more in Chapter 2) observed:



 Management … is neither an exclusive privilege nor a particular responsibility of the head or senior members of a business; it is an activity spread, like all other activities, between head and members of the body corporate.5
 
 

Someone in charge of a production department will usually be treated as a manager and referred to as one. Those operating the machines will be called something else. In Ryanair the boundary between ‘managers’ and ‘non-managers’ will be fluid, with all being expected to perform many tasks, irrespective of their title. 


 


Companion Website

  	More on specialisation within management


  




             1.3 Managing to create value


We live in a world of managed organisations. We experience many every day – domestic arrangements (family or flat mates), large public organisations (your local authority), small businesses (an independent retailer), large businesses (a streaming service) or a voluntary group (a club you attend). They affect us and we judge their performance. Did the transaction work smoothly or was it chaotic? Was the service good, reasonable or poor? Will you go there again? The answer is likely to depend on how well they are managing their resources.



             Creating or destroying value


Good managers make things work – aid is delivered, roads are safe, shops have stock, trains run, hospitals function. Managers don’t do the work themselves: they build an organisation with the resources and competences to deliver goods and services. To transform resources into something with value people work together on countless activities – to understand customers, deal with enquiries and generally move things forward. They seek to improve, innovate and learn from experience. Good managers bring out the best in others so that they willingly ‘go the extra mile’: together they develop effective ways of working that become second nature. These ‘ways of working’ are competences – skills, procedures or systems which enable people to use resources productively.


A manager’s role is to obtain the resources, and develop the competences to use them, so that they create value. They do this if the outputs are sufficiently useful at meeting human needs that people are willing to pay more for them than the full cost, including ‘externalities’ (see 'Key ideas'), of the resources they have used. That enables staff to obtain further resources: if they cannot, work will cease and, sooner or later, the organisation will not exist.


 


                                 Key ideas


  
 
  Externalities


‘Full cost’ has two elements. One is the cost of producing and delivering the product or service, and the background costs (‘overheads’) of running the enterprise. These internal costs are generally easy to measure, and show how much value an activity has added in financial terms – has it made a profit or a loss? Full cost should also include externalities  – consequences of an activity which affect other parties without the originator being held financially responsible – a farmer protects their crop by using a pesticide which kills pollinating insects. Much environmental destruction is the cumulative result of activities which in financial terms created value. If an assessment includes externalities, it is likely to show that those responsible did not create value – they destroyed it. Section 3.4 has more.

  


Some activities destroy value. If people use more time and resources to deliver a service or product than customers will pay, value is lost. In early 2023, Tufan Erginbilgiç, the new chief executive of engineering group Rolls-Royce Holdings (aircraft engines, not cars) told employees it must transform how it works or it would not survive:



 Every investment we make, we destroy value – financially we underperform every key competitor.6
 
 

He became CEO in January with a brief to improve company performance: it has often had lower profit margins than competitors.


Pollution and waste also destroy value. Motorways create value for drivers, residents of by-passed villages, and for the staff and shareholders in construction companies – but destroy value for the wider public if the route destroys ancient woodland rich in history and wildlife. Deciding whether managers have created or destroyed value is not an objective matter: it is often subjective and controversial.



             Sharing value


Having created value, how do people share it? innocent drinks (Chapter 2 Case) is clear: from the start it has given 10 per cent of profits to charity – and it is not alone. Most high-tech start-ups reinvest any profits in the business to improve the product or enter new markets. Some businesses invest in environmental and social projects, while others pay more to shareholders. Some criticise water companies who have paid generous dividends to shareholders, rather than fixing more leaks or building more sewage works. 



             Alternative measures of value


Commercial organisations, like the entrepreneurs who create them instinctively, and legally, measure value in financial terms. Shareholders invested money in the hope that what the business makes and sells will bring in enough money to repay their investment, and an acceptable profit. They expect a financial return. 


Cooperatives do the same: there are about 7,000 independent cooperatives in the UK according to their trade body Co-operatives UK (www.uk.coop). Some (like the Co-operative Group – Chapter 5 Case) are owned by customers, who receive a share of the profits as a dividend. HF Holidays (www.hfholidays.org.uk) provides walking and activity holidays for 60,000 people a year and is owned by its members. Others – John Lewis Partnership (www.johnlewispartnership.co.uk) is the most prominent – are owned by their staff. Arla Foods (www.arlafoods.co.uk) is a cooperative owned by the farmers who supply the milk it processes for supermarkets.


Human welfare and happiness also have value. Charities and voluntary groups add value by educating people, counselling the troubled or caring for the sick. ParkRun (www.parkrun.org.uk) arranges hundreds of free runs in parks each weekend: volunteers do most of the organising (more in Chapter 13). The British Heart Foundation (www.bhf.org) raised £142m from legacies, fundraising and retailing in 2021–22. Raising the income and ensuring it gives value for money is a formidable management task – with almost 700 shops, it is the largest charity retailer in the UK.


Not-for-profit organisations (NfPs) work for their chosen purpose, often addressing acute social problems – Housing 21 in Birmingham provides housing and extra care for elderly people of modest means. As the name implies, NfPs must put money they raise (after expenses) towards their purpose. They include local providers like Housing 21 to global outfits like The Red Cross or Greenpeace. All raise income from donations, grants and trading – significant tasks to manage.


Social enterprises are similar but can take a profit. According to Social Enterprise UK (www.socialenterprise.org.uk), which represents them, they should have a clear social or environmental mission, be independent of government control and earn half their income through trading. They should also re-invest half of any surplus towards their mission. Change Please (www.changeplease.org) runs coffee shops in London and uses all the profits to train homeless people in the trade and help them to a better life. Navigo (www.navigocare.co.uk) looks after the mental health and well-being of people in north-east Lincolnshire. Both of these (and thousands more) create value by working with vulnerable people to improve their well-being.7


 


Management in practice


Sophie Pattinson Designs (1) – social enterprise in Bangladesh


www.sophiepattinson.com


Sophie is a textile designer who for 15 years ran a business designing and making large hand-woven tapestries for offices and public buildings. She won a Winston Churchill Travelling Scholarship to visit Bangladesh to research the craftwork of disabled and marginalised people. The EU then asked her to set up textile workshops for women in eight very poor rural areas of Bangladesh, to raise their family incomes.


After two years there and training about 50 women, Sophie had to leave. She brought samples of their work back to the UK to test the market. With a positive response she began taking orders. At her expense she went back to Bangladesh, passed the orders to the women, bought the materials and worked on new designs. She returned to the UK and soon received the finished goods, sent them to customers, took their money and sent it to the village. A social enterprise for needy women in rural Bangladesh had begun.


Source: Private correspondence; company website, www.sophiepattinson.com.

  


Like all entrepreneurs, their survival depends on accumulating sufficient resources, with the added challenge that most work in communities with limited resources. They must continually convince supporters that they are making a positive difference.8


Citizens expect those providing education, health, social and other services to create public value  – what they give to society – similar to shareholder value in a commercial business. Osborne et al. (2021) identify five forms – Table 1.1. Some are easier to measure than others and all require distinct management practices and skills.9


 
Table 1.1 Forms of public value






	Forms
	Description



	Short-term satisfaction and user well-being
	Value as experienced by the user, reflecting their view of service quality. Shapes expectations.



	Medium/long-term service outcomes
	Longer-term impacts on user, such as sustained fitness and confidence. 



	Whole-life experience of service users
	Especially relevant in education and health care.



	Capacity for the future
	Independence, not relying on continual support.



	Societal value
	Outcomes that represent society positively and/or bring social cohesion.










Performance and costs matter, but so do other criteria. Page et al. (2015) show (in the context of public–private collaboration in transport projects) that democratic responsiveness and fair, transparent processes are equally important values in public work.10



              Sustainability 


Hawken et al. (1999) drew on years of advisory experience to show that companies who achieve sustainability in their performance – who make productive use not just of financial and physical resources, but also of human and natural ones – do well.11 They turn waste into profit by radical approaches to energy efficiency in buildings, processes and vehicles; by designing products to avoid waste; and by designing working practices which are satisfying for employees.


A term that sums up this approach is the triple bottom line – the idea that performance has social and environmental dimensions as well as financial ones. Figure 1.2 expresses this as ‘planet, people and profit’. The text develops this theme at many points, especially Chapter 5. 

  
Figure 1.2 The triple bottom line

[image: A figure shows the triple bottom line framework of sustainability depicted using three overlapping circles.]

 The triple bottom line framework shows three overlapping circles. The region of overlap between the three circles reads 'Sustainability'. The text in the circle on the top reads 'Planet – the environmental account, measured by the environmental impact of the organisation'. The text in the circle on the bottom left reads 'People – the social account, measured by the impact of the organisation on the quality of people's lives'. The text in the circle on the bottom right reads 'Profit – the economic account, measured by profitability, return on assets, et cetera of the organisation'.




             Challenges vary with setting


Some management issues (setting targets, motivating, monitoring) arise in all organisations, while others are unique to their setting (charities retaining donors). Table 1.2 illustrates this diversity, and their (relatively) unique challenges.


 
Table 1.2 Where people manage






	Setting – industry or type
	Examples in this book
	‘Unique’ challenges



	Entrepreneurs starting a business 
	innocent drinks in the early days – Chapter 2 Case
	Securing funding to launch, and enough sales to cover costs. Building credibility



	Small and medium-sized enterprises (SMEs)
	Child Base Nurseries – Mip feature in Chapter 15
	Generating funds to innovate and enter new markets



	Social enterprises 
	Sophie Pattinson Designs (this chapter)
Navigo Care (Chapter 3) 


	Raising funds to build the business, usually in low-income areas



	Large private businesses, often working internationally
	Virgin Group – Part 3 Case
	Controlling diverse activities, satisfying shareholders



	Charities and not-for-profit organisations
	Eden Project – Chapter 15 Case; and a Wildlife Trust – Part 5 Case
	Providing quality services on small budgets. Articulating a compelling story to supporters



	Cooperatives – customer or employee-owned
	The Co-operative Group – Chapter 5 Case
	Balancing democratic and commercial interests; raising capital for investment



	Public sector
	BBC – Chapter 3 Case
	Managing high-profile political and commercial interests










Whatever their challenges, however varied their missions, all organisations need to create value in some form. If they do not the customers, supporters, trusts, funding bodies, partners, local or national governments on whom they depend will, in time, withdraw. They will run out of resources and cease to exist. The next section outlines the tasks and processes which any enterprise needs to perform, in a way that suits their context, if they wish to create value.



             1.4 Creating value by managing task, process and contexts


Scur et al. (2021) provide quantitative evidence that organisations which consistently use a set of management practices (targets, incentives and monitoring) performed better (on criteria of productivity, growth in sales, return on capital, and company survival) than those which did not.12 McKenzie and Woodruff (2017) reached similar conclusions from a study of small and medium enterprises in seven countries in the Global South.13 A note of caution: these studies did not take account of the individual enterprises’ contexts: performance in any one of them would depend on how well management adjusted the practice to suit their context.


Managers aim to create value by transforming resources into outputs through identifiable pieces of work – ‘tasks’ and ‘processes’, within a context. The 'Key ideas' feature explains this.


 


                                 Key ideas


  
 
  Task, process and context 


As we do something we (often unconsciously) perform ‘tasks’ and ‘processes’, within a unique context. Understanding the relationship between these concepts affects how much value we add. This principle applies at all hierarchical levels and in all areas of work. 


Task (sometimes called ‘content’) refers to the specific substantive piece of work they have to complete – a ‘deliverable’. At Ryanair an individual could be preparing a duty-schedule for cabin crew, maintaining an engine or preparing for take-off. A software development team may be working on a project to improve the website, while a team in marketing may be assessing the viability of a possible new route. At senior levels individuals and teams may be working out aircraft requirements three years ahead, while others may be preparing the Annual Financial Report. These and countless other examples require relevant professional skills and those of planning, organising, acting/leading and controlling, to complete the task – what is to be done.


Process refers to how people work – what they say or do to help them complete the task to standard. At an interpersonal level this includes how people communicate, how they resolve disagreements, how they manage time, and many more. An example at Ryanair could be how members of the cabin crew pass information to each other to serve customers efficiently and quickly in a confined space. At an organisational level it refers to such matters as how people make major decisions, how they resolve conflicts. At Ryanair senior management regularly decide whether to add or remove a route – do they do that as a team, or by leaving it to the chief executive? Processes that create value use identifiable process skills – how to decide, how to communicate, how to work as a team – and many more. 


Context (sometimes called environment, or situation) refers to the setting in which people work. Section 1.7 distinguishes between the ‘internal’ or ‘organisational’ context and the ‘external’ context – the world outside. Elements of the internal context include its culture and structure, while the external context includes variables like competitors or the state of the economy. The relevance of this to developing management knowledge and skill is that how much value a task or process skill adds depends on the context. Methods that work well (add value) in one context do not necessarily do the same elsewhere. Good managers recognise this, and adapt what they do, and how they do it, to their setting.

  


  
Figure 1.3 Managing tasks, process and context

[image: A circular chart shows a cycle presenting different organisational elements between input and output variables.]

 The flow of the main cycle is as follows: Input on the left leads to Deliverable in the centre, which then leads to Output on the right. Output leads back to Input either via the External environment at the top or Feedback at the bottom. The attributes of input are as follows: People, Finance, Materials, et cetera. The attributes of output are as follows: Goods, Services, Reputation, Waste, et cetera. Deliverable is surrounded by a sub-cycle whose flow is as follows: Controlling on the top left leads to Planning on the top right, which further leads to Organising at the bottom right. Organising leads to Leading at the bottom left, which leads back to Controlling. Each component of the sub-cycle is connected to the deliverable via a double-headed arrow. This sub-cycle is surrounded by two dashed concentric circles. The components in the inner circle are as follows in a clockwise sense starting from the top left: Managing Change, Deciding, Influencing, Motivating and Working in teams. The space between the inner circle and the sub-cycle has the component 'Transforming Tasks' at the top. The space between the inner and outer circle has the component 'Organisation Processes' at the top and 'Communicating' at the bottom. The component above the outer circle is 'Contexts'.



Figure 1.3 develops the ‘Managing transformation’ at the centre of Figure 1.1 to show that managers perform:

  
	
tasks to transform inputs into outputs (deliverables) – planning, organising, acting/leading and controlling – see Section 1.5; by using:

	
processes – deciding, influencing, motivating, communicating – see Section 1.6; within

	
contexts – other parts of their organisation (internal), and the world outside – Section 1.7.




In preparing for these areas of work, people can draw on the accumulated knowledge of managing, and of the skills that enhance performance. Sections 1.8 and 1.9 will show you how.



             1.5 Influencing through the tasks of managing


Whatever their role, people add value to resources by influencing others, including internal and external stakeholders – those parties who affect, or who are affected by, an organisation’s actions. The challenge is that stakeholders will have different priorities, so managers need to influence them to act in ways they believe will add value. One approach to this is by shaping the generic management tasks. Figure 1.4 repeats the central circle of Figure 1.3 – planning, organising, leading and controlling resources to add value. Although presented as a sequence, we typically perform them simultaneously, switching emphasis as required.


People draw inputs (resources) from the environment and transform them – through these tasks – into goods and services that they pass as output into the environment (context). The feedback loop indicates that this output is the source of future resources.

  
Figure 1.4 The tasks of managing

[image: A circular chart shows the tasks in managing transformation in an organisation.]

 The flow of the main cycle is as follows: Input on the left leads to Deliverable in the centre, which then leads to Output on the right. Output leads back to Input either via the External environment at the top or Feedback at the bottom. The attributes of input are as follows: People, Finance, Materials, et cetera. The attributes of output are as follows: Goods, Services, Reputation, Waste, et cetera. Deliverable is surrounded by a sub-cycle whose flow is as follows: Controlling on the top left leads to Planning on the top right, which further leads to Organising at the bottom right. Organising leads to Leading at the bottom left, which leads back to Controlling. Each component of the sub-cycle is connected to the deliverable via a double-headed arrow. This sub-cycle is surrounded by two dashed concentric circles. The inner circle is labelled 'Tasks in managing transformation'. The outer circle is labelled 'Organisation'.




             External environment (or context)


Organisations depend on the external environment for the inputs they need to do their work, and on people in that environment being willing to buy or otherwise value their outputs. They also face the challenge of using natural resources efficiently and sustainably. Part 2 of the book deals with the environment of management.



             Planning


Planning sets out the direction of work. Managers invest time and effort in developing a vision for the organisation, or their part of it, and specify goals that will help achieve the vision. It includes forecasting future trends, assessing resources and how to allocate them between activities. It is also useful to be clear about what will count as success: the ‘Management in practice’ is an example. Part 3 deals with planning.


 


Management in practice


Wildlife Trust plans for nature’s recovery


www.hiwwt.org.uk


In 2022, the Hampshire and Isle of Wight Wildlife Trust refreshed its strategy to champion nature’s recovery as a way of tackling the nature and climate emergencies. The vision is for a wilder Hampshire and Isle of Wight where nature is recovering, wildlife is returning, damaged ecosystems are being restored, and everyone benefits from a healthier, more resilient natural environment.


Delivering three strategic goals will help this:

  
	Nature in recovery – 30 per cent of land and sea is managed positively for nature by 2030. The numbers of four key species are improving by 2030.

	People taking action – one in four people are inspired and empowered to act in support of nature’s recovery by 2030. Support for the Trust grows year on year.

	Nature as a solution – [wider recognition that] restoring nature helps tackle issues like climate change, pollution and flooding. Nature-based solutions are financially viable and practical to deliver, creating increased opportunities for nature’s recovery on land and at sea.




These goals help staff decide where best to deploy limited time, energy and money.


Source: www.hiwwt.org.uk

  




             Organising


Organising moves abstract plans closer to reality by deciding how to allocate time and effort between specific pieces of work. It includes creating a structure for the enterprise, developing policies for managing staff, deciding what technology people need, and how to encourage entrepreneurship and innovation. Part 4 deals with organising.



             Acting and leading


If someone is working on their own, we say that they ‘act’ or ‘move into action’ to get the job done. If they depend on the work of others, as is generally the case in managing, the term ‘leading’ describes the bundle of practices they use to influence others. 


People perform physical and mental actions to transform resources into things of greater value – a ‘deliverable’. An individual shapes a piece of metal, sends a text, serves a customer; their immediate manager schedules next week’s work, meets a supplier or fixes a delivery delay; a senior manager presents a report on current performance to the chief executive, or appoints a new member of staff. As they do these things, managers are, often at the same time, engaging in the other tasks – planning, organising and controlling. Leading includes influencing and motivating, communicating and working in teams – Part 5 deals with leading. 


 


Management in practice


Sophie Pattinson Designs (2)


www.sophiepattinson.com


As output increased Sophie showed the work at trade fairs, which increased sales. While continuing her design business she visited the group two or three times a year (self-financed) to take new designs, train the women to make them, and pay for finished orders – which she brought back to the UK. The expenses of these trips are now included in the prices.


COVID-19 disrupted the business as Sophie has not been able to enter Bangladesh since. She could not introduce new designs, but the women were now sufficiently confident to work unsupervised on familiar designs and send them to the UK. They go to the town and find someone to help them address the parcels.


The women work from home, often gathering in threes and fours to work on mats outside. They embroider when they can: at some times of the year – harvesting, Ramadan and other festivals – production decreases or stops. Being illiterate and innumerate, the women struggle to keep deadlines or understand quantities – so language is a challenge.


They have come to rely on the money, mostly using it for their children’s education or saving it. Sophie encouraged them to buy hens and goats and invest the money from sales – some now have a cow. The women have earned prestige in the village and are more confident. They give any surplus to other women in the village, where the standard of living is clearly rising – Sophie finds that hugely rewarding. She continues: 



 The ‘head woman’ has a mobile phone and we can communicate through WhatsApp as well as phone. It hangs from a tree in the village and is taken regularly into the town to be recharged.
 
 


 I hope to continue the enterprise at the present level, with two trips a year to introduce new designs, selling them through craft and trade fairs, and online. The main difficulty is securing enough regular demand. If there is no work the women become discouraged, and disagreements arise if they think work has been unfairly distributed. If I were to sell more, there would need to be more embroiderers, and someone to oversee quality, deadlines, materials … This would go against the ethos of helping needy women in remote villages.
 
 

Source: Private correspondence; company website, www.sophiepattinson.com 

  




             Controlling


Control is the task of monitoring progress, comparing it with the intended deliverable, and taking corrective action. Managers set a budget for a housing department, an outpatients’ clinic, or for business travel. They ensure there are systems to collect information regularly on expenditure and performance – to check they are ‘within budget’. If not, they decide how to bring actual costs into line with budget. Are the outcomes consistent with the objectives? If so, they can leave things alone. But if by Wednesday it is clear staff will not meet the week’s target, the manager needs to act – perhaps by authorising overtime.


Monitoring also helps to learn from experience. Good managers encourage reflection, which can create more value (or destroy less). Part 6 deals with control.



             The tasks in practice


Managers typically switch between tasks many times a day. They deal with them intermittently and in parallel, as this manager in a not-for-profit housing association explains:



 My role involves each of these functions. Planning is essential as I am part of a team with a budget of £8 million to spend on several forms of housing. Planning where to spend it is very important. Organising is important too, as staff must be clear on which projects to take forward, clear on objectives and deadlines. Controlling is also there – I compare actual money spent with the planned budget and take corrective action as necessary.
 
 

And a manager in a professional services firm:



 As a manager in a professional firm, each assignment involves all the elements to ensure we carry it out properly. I must set clear objectives for the assignment, organise the necessary staff and information to perform the work, supervise staff and counsel them if necessary, and evaluate the results. All the roles interrelate and there are no clear stages for each.
 
 

 


Activity 1.3 Gather evidence about the tasks of managing


Reflect on a time when you have been responsible for managing an activity. Alternatively, draw on your experience of being managed and recall your manager at the time as the focus of the activity.

  
	Do the tasks of managing in Figure 1.4 cover all your work, or did you do things that it misses?

	Give an example of how you worked.

	Compare your results with others on your course – trying to identify alternatives or limitations in how your tasks were set up. Could you learn from the experience?



  


 


Case study


Ryanair – the case continues


www.ryanair.com


Top management is organised by function. In 2023, under Michael O’Leary as chief executive were two deputy chief executives, who are chief operating officer and chief financial officer, respectively. There are executives in charge of pilots, customer service, engineering, technology, legal affairs, ground operations and personnel/in-flight. The board of directors consists of the chief executive and 10 non-executive directors – people with significant experience in other businesses.


Managers are responsible for delivering the strategy – to bring the benefits of flying to as many people as possible. They control costs rigorously by:

  
	using a single aircraft type (Boeing 737), which simplifies maintenance, training and crew scheduling;

	using secondary airports (away from major cities) with low landing charges and less congestion;

	staff prepare an aircraft for its next flight in 25 minutes (many airlines take an hour), which allows aircraft to spend more time earning (11 hours a day compared to 7 at others);

	not assigning seats simplifies administration, and passengers arrive in time to board early;

	flying directly between cities avoids transferring passengers and baggage between flights;

	cabin staff collect rubbish from the cabin, saving costs.




The company traditionally refused to recognise trade unions but after sustained pressure and a world-wide shortage of pilots changed its policy, and in 2018 reached a five-year pay deal. Similar changes were discussed at bases in other countries, with the company on occasion threatening closure if they could not agree.


When it was clear that COVID-19 would cut air travel, Ryanair negotiated agreements with its trade unions to protect crew jobs, and flying licences, by temporarily cutting pay. It would then gradually return to the previous level between 2022 and 2025 as business recovered.


It did so very quickly after the pandemic, and many airlines were short of crew and had to cancel flights. Ryanair, having retained crews during the pandemic, avoided this disruption and was able to restore pay fully for all crews by the end of 2022. The union agreements would also deliver annual pay increases from 2024 until 2026.


The proportion of flights that arrive on time (93 per cent in FY 22–23) is an important measure of performance, so the company holds a daily conference call between central operating staff and local staff at each base airport. These record the reasons for any delays, as understanding root causes may reduce them.


Sources: Financial Times, 19 January 2018, p.18; Guardian, 31 July 2018; Ryanair Annual Report 2022; Press release of results for FY 22–23.


Case question 1.2 

  
	Give examples of management tasks and processes mentioned in the Case study.

	What assumptions may have guided management’s traditional policy towards trade unions, and what led them to change those assumptions?

	How did Ryanair manage its pilots during the COVID-19 pandemic? What assumptions may have guided that policy?



  




             1.6 Influencing through the processes of managing


The processes of managing are the ways in which people work, rather than to the work itself. Chapters 6 and 7 consider theories about how people decide and plan, while Part 5 presents theories about influencing and motivating others, communicating, working in teams and managing change. Another perspective on the management process is how managers interpret their roles – which Henry Mintzberg investigated.



             Mintzberg – ten management roles


Mintzberg (1973) observed how (five) chief executives spent their time and used this data to create a model of management roles.14 He saw that managers’ work was varied and fragmented, and contained ten roles in three categories – informational, interpersonal and decisional. Managers use these to influence others. Table 1.3 describes and illustrates each with an example – provided by the manager of a school nutrition project.


 
Table 1.3 Mintzberg’s ten management roles






	Category
	Role
	Activity
	Examples from a school nutrition project 



	Informational
	Monitor
	Seek and receive information, scan reports, maintain interpersonal contacts
	Collect and review funding applications; set up database to monitor application process 



	

	Disseminator
	Forward information to others, send memos, make phone calls
	Share content of applications with team members by email



	

	Spokesperson
	Represent the unit to outsiders in speeches and reports
	Present application process at internal and external events



	Interpersonal
	Figurehead
	Perform ceremonial and symbolic duties, receive visitors
	Sign letters of award to successful applicants



	

	Leader
	Direct and motivate subordinates, train, advise and influence
	Design and coordinate process with team and other managers



	

	Liaison
	Maintain information links in and beyond the organisation
	Become link person for government bodies to contact for progress reports



	Decisional
	Entrepreneur
	Initiate new projects, spot opportunities, identify areas of business development
	Use initiative to revise application process and to introduce electronic communication



	

	Disturbance handler
	Take corrective action during crises, resolve conflicts amongst staff, adapt to changes
	Holding face-to-face meetings with applicants when the outcome was negative; handling staff grievances 



	

	Resource allocator
	Decide who gets resources, schedule, budget, set priorities
	Ensure fair distribution of grants nationally



	

	Negotiator
	Represent unit during negotiations with unions, suppliers, and generally defend interests
	Working with sponsors and government to ensure consensus during decision making







Source: Based on Mintzberg, H. (1973) The Nature of Managerial Work, Harper & Row, New York.



 


Companion Website

  	More on informational, interpersonal and decisional roles


  


Mintzberg observed that every manager’s job combines these roles, with their relative importance depending on the manager’s personal preferences, position in the hierarchy and type of business. Managers usually recognise that they use many of the roles as they influence others.


 


                                 Key ideas


  
 
  Managerial work in small businesses


O’Gorman et al. (2005) studied the work of 10 owner-managers of small growing businesses to see if the nature of their work differed from those in the large businesses studied by Mintzberg. They found it was similar in respect of brevity, fragmentation and variety; mainly verbal communication; and an unrelenting pace.15


Managers switched roles frequently from, say, reviewing financial results to negotiating prices with a customer. They were constantly receiving, reviewing and giving information, most exchanged informally as they walked around the premises. They typically reacted immediately by redirecting their attention to the most pressing issue: their days were largely unplanned, with frequent interruptions.


Ahmadi et al. (2021) built on this work in their study of top managers (owners) in 133 small, growing businesses in Sweden. The participants also practiced active leadership by walking about the workshop, engaging with employees in much the same way as O’Gorman’s participants, which the authors claim probably enhanced employees’ and managers’ health.16


Source: O’Gorman, C., Bourke, S. and Murray, J.A. (2005) ‘The nature of managerial work in small growth-oriented businesses’, Small Business Economics, vol. 25, no. 1, pp.1–16; Ahmadi, E., Macassa, G. and Larsson, J. (2021) ‘Managers’ work and behavior patterns in profitable growth SMEs’, Small Business Economics, vol. 57, no 4, pp.849–63.

  




             Managers as networkers


Does the focus of a manager’s influencing activities affect their performance? 


Mintzberg’s study gave no evidence but work by Luthans (1988) did.17 The team observed 292 managers in four organisations for two weeks, recording their behaviours in four categories – communicating, ‘traditional management’, networking and human resource management. They also distinguished between levels of ‘success’ (relatively rapid promotion) and ‘effectiveness’ (work-unit performance and subordinates’ satisfaction). They concluded that successful managers spent much more time networking (socialising, politicking, interacting with outsiders) than less successful. Effective managers spent most time on communication and human resource management.


Wolff and Moser (2009) confirmed the link between networking and career success, showing building, maintaining and using internal and external contacts was positively associated with current salary, and with salary growth.18 Davis et al. (2020) found that those who were both good at networking and frequent users of LinkedIn secured career-related benefits – including job search and business assistance.19 Good networks help entrepreneurs to secure resources, information and status – which then extends their network. Anyone who wants to understand society and markets will benefit from meeting socially with people from widely different backgrounds. 
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                                 Key ideas


  
 
  Networking skills 


Trought (2017) develops ideas on the practical values of networking, including being a way to find job opportunities, through being active in professional associations or joining websites such as LinkedIn.20  How you manage your network is unique to you – reflecting your personality and circumstances, including the networks of those who are in your network. She suggests how you can build a more valuable network:


Face-to-face networks

  
	Find ways to attend formal networking events – perhaps through your Careers Service.

	Use casual conversations to seek out additional people with whom to network.

	Create events that others want to attend – it may widen your network.

	Maintain your network – keep in touch and try to ensure people benefit from it.




Social media networks

  
	Vital to build an active online network on professional sites such as LinkedIn.

	Ensure the image you present is right for the goals you have in mind.




Source: Trought, F. (2017) Brilliant Employability Skills, Prentice Hall, Harlow, pp.88–91.

  


 


Activity 1.4 Gather evidence about Mintzberg’s model


Recall a time when you were responsible for managing an activity. Alternatively, draw on your experience of being managed and recall your manager at the time.

  
	Do the 10 roles cover all your/their work, or did you do things not on Mintzberg’s list? What were they?

	Give examples of what you/they did under (three) of the roles.

	On reflection, were there any of these roles to which you/they should have given more time? Or less?

	Try to compare your results with other members of your course.

	Decide if the evidence you have collected supports or contradicts Mintzberg's theory.



  




             1.7 Influencing by changing the context


A third way to influence others is by observing the contexts that are relevant to a situation, as this is likely to influence what people do, and what they might be willing to do. People have created these contexts – accepted practices, the layout of an office, who has most power and influence. Events or features of the context influence managers and they in turn try to shape features to their advantage. 



             Dimensions of context


Internal context


Figures 1.3 and 1.4 showed the links between managers, their organisation and the external context. Figure 1.5 builds on Figure 1.4 by enlarging the ‘organisation’ circle to show the elements that make up the internal, most immediate context of managers’ work. As Apple grew into a major business, Steve Jobs and his team made decisions about structure, people, technology, business processes … all the elements in the figure, which later chapters examine:

  
	
Culture (Chapter 3) – norms, beliefs and underlying values.

	
Objectives (Chapters 7 and 8) – a desired future state.

	
Structure (Chapter 10) – how tasks are divided and coordinated to meet objectives.

	
Technology (Chapter 12) – facilities and equipment to turn inputs into outputs.

	
Power (Chapter 14) – the amount and distribution of power to influence others.

	
People (Chapter 15) – their knowledge, skills, attitudes and goals.

	
Business processes (Chapter 19) – activities to transform materials and information.

	
Control (Chapter 20) – how the design of control systems can create or destroy value.



  
Figure 1.5 The internal and external context of management

[image: A circular chart illustrates the operations management process in an organisation's past, present and future.]

 From left to right, the chart illustrates a flow of information. In the past, 'Input' is displayed, featuring attributes such as people, finance, materials, et cetera. In the present, the chart shows the 'Managing transformation processes' in an organisation featuring attributes in a clockwise direction, such as business processes, structure, objectives, culture, power, technology, finance and people. In the future, 'Output' is displayed, featuring attributes such as goods, services, reputation, waste, et cetera. 'Input' leads to 'Output' through the 'Managing transformation processes'. 'Output' leads to 'Input' through the 'External environment'. 'Output' through a feedback loop also leads back to the 'Input'.



Effective managers do not accept these as constraints or limitations – all represent opportunity as well as threat. They also try to change these contexts to support their goals (Chapter 18).


Historical context


We all work in the flow of history, as past events and future uncertainties shape beliefs and assumptions. Practitioners typically focus on current issues, ensuring things run properly. At the same time, history influences them, being the source of the structure and culture within which they work. People at all levels welcome the familiar and may resist attempts to change it.


Effective managers also look to the future, questioning systems and observing external changes. Are we wasting resources? What are others doing? The arrow at the foot of the figure represents the historical context.


External context


Chapter 3 shows that the external context includes an immediate competitive (micro) context and a general (or macro) one. These affect performance and part of the manager’s work is identifying, and adapting to, change. Managers in the public sector are expected to deliver better services with fewer resources, so they seek to change part of the internal context (changing a process) to meet external expectations. They also seek to influence the external context to secure more resources and/or lower their expectations.


 


Case study


Ryanair – the case continues


www.ryanair.com


Michael O’Leary joined the company in 1988 (he was previously financial adviser to Tony Ryan) and became chief executive in 1994. He depends on securing agreements with airport operators, and on persuading authorities to allow Ryanair to open a route. This often leads him into public disputes with airport operators or with the European Commission. O’Leary takes a deliberately aggressive stance to these controversies, believing that:



 as long as it’s not safety-related, there’s no such thing as bad publicity.
 
 

He is outspokenly dismissive of high-cost airlines, the European Commission, European Air Traffic Control, airport operators, and governments that subsidise failing airlines.


Management plans continued growth and is recruiting and training substantial numbers of pilots, cabin crew and engineers – and securing long-term deals with airports across Europe. Since 2020 numerous airlines have ceased trading while others have significantly cut their fleets. These capacity reductions create opportunities for Ryanair to deploy their new, fuel-efficient, B737 Gamechangers. They help to grow passenger numbers rapidly towards the aim of carrying 225 million passengers a year by 2026.


Airline seats have no value if they are not filled, so companies aim to maximise the proportion sold by ‘dynamic pricing’. Fares rise towards departure date but fall if bookings are below capacity.


It earns revenue by charging for services such as checking baggage into the hold, priority boarding and refreshments. It also earns commission if passengers rent a car, book a hotel room or buy tickets for attractions at their destination on the Ryanair website. The company expects revenue from these ‘ancillary’ activities will grow more rapidly than ticket sales: in 2022 they brought in 44 per cent of total revenue (25 per cent in 2015).


Sources: Financial Times, 5 October 2015, p.14, 15 October 2018, p.15; Ryanair Annual Report 2022, p.65.


Case question 1.3 

  
	Ryanair seeks to earn as much revenue as it can from each flight. How has it tried to increase this (what variables has it changed)?

	How has it taken advantage of the recovery in demand after COVID-19?

	What specific examples of Mintzberg’s management roles can you identify in the case (all instalments)?



  


Table 1.4 summarises ideas from Sections 1.6 and 1.7 on how managers can influence others as they perform tasks affecting internal, micro and macro contexts.


 
Table 1.4 Examples of influencing others by managing tasks in each context






	

	Internal (organisational)
	Micro (competitive)
	Macro (general)Planning



	Planning
	Clarifying the objectives of a business unit, and communicating them clearly to all staff.
	Reducing prices in the hope of discouraging a potential competitor from entering the market.
	Lobbying for a change in a trade agreement to make it easier to enter an overseas market.



	Organising
	Changing the role of a business unit and ensuring staff understand and accept it.
	Creating a new division to meet a competitive challenge more robustly.
	Lobbying government to simplify planning laws to enable more rapid business development.



	Acting
	Redesigning tasks and training staff to higher levels to improve motivation .
	Arranging for staff to visit customers so that they understand more fully what they need.
	Sending staff to work in an overseas subsidiary to raise awareness of cultural differences. 



	Controlling
	Ensuring the information system keeps an accurate output record.
	Implementing an information system directly linked to customers and suppliers.
	Lobbying for tighter procedures to ensure all countries abide by trade agreements.
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OEBPS/js/highlightjs-line-numbers.js
// jshint multistr:true

(function (w, d) {
    'use strict';

    var TABLE_NAME = 'hljs-ln',
        LINE_NAME = 'hljs-ln-line',
        CODE_BLOCK_NAME = 'hljs-ln-code',
        NUMBERS_BLOCK_NAME = 'hljs-ln-numbers',
        NUMBER_LINE_NAME = 'hljs-ln-n',
        DATA_ATTR_NAME = 'data-line-number',
        BREAK_LINE_REGEXP = /\r\n|\r|\n/g;

    if (w.hljs) {
        w.hljs.initLineNumbersOnLoad = initLineNumbersOnLoad;
        w.hljs.lineNumbersBlock = lineNumbersBlock;
        w.hljs.lineNumbersValue = lineNumbersValue;

        addStyles();
    } else {
        w.console.error('highlight.js not detected!');
    }

    function isHljsLnCodeDescendant(domElt) {
        var curElt = domElt;
        while (curElt) {
            if (curElt.className && curElt.className.indexOf('hljs-ln-code') !== -1) {
                return true;
            }
            curElt = curElt.parentNode;
        }
        return false;
    }

    function getHljsLnTable(hljsLnDomElt) {
        var curElt = hljsLnDomElt;
        while (curElt.nodeName !== 'TABLE') {
            curElt = curElt.parentNode;
        }
        return curElt;
    }

    // Function to workaround a copy issue with Microsoft Edge.
    // Due to hljs-ln wrapping the lines of code inside a <table> element,
    // itself wrapped inside a <pre> element, window.getSelection().toString()
    // does not contain any line breaks. So we need to get them back using the
    // rendered code in the DOM as reference.
    function edgeGetSelectedCodeLines(selection) {
        // current selected text without line breaks
        var selectionText = selection.toString();

        // get the <td> element wrapping the first line of selected code
        var tdAnchor = selection.anchorNode;
        while (tdAnchor.nodeName !== 'TD') {
            tdAnchor = tdAnchor.parentNode;
        }

        // get the <td> element wrapping the last line of selected code
        var tdFocus = selection.focusNode;
        while (tdFocus.nodeName !== 'TD') {
            tdFocus = tdFocus.parentNode;
        }

        // extract line numbers
        var firstLineNumber = parseInt(tdAnchor.dataset.lineNumber);
        var lastLineNumber = parseInt(tdFocus.dataset.lineNumber);

        // multi-lines copied case
        if (firstLineNumber != lastLineNumber) {

            var firstLineText = tdAnchor.textContent;
            var lastLineText = tdFocus.textContent;

            // if the selection was made backward, swap values
            if (firstLineNumber > lastLineNumber) {
                var tmp = firstLineNumber;
                firstLineNumber = lastLineNumber;
                lastLineNumber = tmp;
                tmp = firstLineText;
                firstLineText = lastLineText;
                lastLineText = tmp;
            }

            // discard not copied characters in first line
            while (selectionText.indexOf(firstLineText) !== 0) {
                firstLineText = firstLineText.slice(1);
            }

            // discard not copied characters in last line
            while (selectionText.lastIndexOf(lastLineText) === -1) {
                lastLineText = lastLineText.slice(0, -1);
            }

            // reconstruct and return the real copied text
            var selectedText = firstLineText;
            var hljsLnTable = getHljsLnTable(tdAnchor);
            for (var i = firstLineNumber + 1 ; i < lastLineNumber ; ++i) {
                var codeLineSel = format('.{0}[{1}="{2}"]', [CODE_BLOCK_NAME, DATA_ATTR_NAME, i]);
                var codeLineElt = hljsLnTable.querySelector(codeLineSel);
                selectedText += '\n' + codeLineElt.textContent;
            }
            selectedText += '\n' + lastLineText;
            return selectedText;
        // single copied line case
        } else {
            return selectionText;
        }
    }

    // ensure consistent code copy/paste behavior across all browsers
    // (see https://github.com/wcoder/highlightjs-line-numbers.js/issues/51)
    document.addEventListener('copy', function(e) {
        // get current selection
        var selection = window.getSelection();
        // override behavior when one wants to copy line of codes
        if (isHljsLnCodeDescendant(selection.anchorNode)) {
            var selectionText;
            // workaround an issue with Microsoft Edge as copied line breaks
            // are removed otherwise from the selection string
            if (window.navigator.userAgent.indexOf('Edge') !== -1) {
                selectionText = edgeGetSelectedCodeLines(selection);
            } else {
                // other browsers can directly use the selection string
                selectionText = selection.toString();
            }
            e.clipboardData.setData('text/plain', selectionText);
            e.preventDefault();
        }
    });

    function addStyles () {
        var css = d.createElement('style');
        css.type = 'text/css';
        css.innerHTML = format(
            '.{0}{border-collapse:collapse}' +
            '.{0} td{padding:0}' +
            '.{1}:before{content:attr({2})}',
        [
            TABLE_NAME,
            NUMBER_LINE_NAME,
            DATA_ATTR_NAME
        ]);
        d.getElementsByTagName('head')[0].appendChild(css);
    }

    function initLineNumbersOnLoad (options) {
        if (d.readyState === 'interactive' || d.readyState === 'complete') {
            documentReady(options);
        } else {
            w.addEventListener('DOMContentLoaded', function () {
                documentReady(options);
            });
        }
    }

    function documentReady (options) {
        try {
            var blocks = d.querySelectorAll('code.hljs,code.nohighlight');

            for (var i in blocks) {
                if (blocks.hasOwnProperty(i)) {
                    if (!isPluginDisabledForBlock(blocks[i])) {
                        lineNumbersBlock(blocks[i], options);
                    }
                }
            }
        } catch (e) {
            w.console.error('LineNumbers error: ', e);
        }
    }

    function isPluginDisabledForBlock(element) {
        return element.classList.contains('nohljsln');
    }

    function lineNumbersBlock (element, options) {
        if (typeof element !== 'object') return;

        async(function () {
            element.innerHTML = lineNumbersInternal(element, options);
        });
    }

    function lineNumbersValue (value, options) {
        if (typeof value !== 'string') return;

        var element = document.createElement('code')
        element.innerHTML = value

        return lineNumbersInternal(element, options);
    }

    function lineNumbersInternal (element, options) {

        var internalOptions = mapOptions(element, options);

        duplicateMultilineNodes(element);

        return addLineNumbersBlockFor(element.innerHTML, internalOptions);
    }

    function addLineNumbersBlockFor (inputHtml, options) {
        var lines = getLines(inputHtml);

        // if last line contains only carriage return remove it
        if (lines[lines.length-1].trim() === '') {
            lines.pop();
        }

        if (lines.length > 1 || options.singleLine) {
            var html = '';

            for (var i = 0, l = lines.length; i < l; i++) {
                html += format(
                    '<tr>' +
                        '<td class="{0} {1}" {3}="{5}">' +
                            '<div class="{2}" {3}="{5}"></div>' +
                        '</td>' +
                        '<td class="{0} {4}" {3}="{5}">' +
                            '{6}' +
                        '</td>' +
                    '</tr>',
                [
                    LINE_NAME,
                    NUMBERS_BLOCK_NAME,
                    NUMBER_LINE_NAME,
                    DATA_ATTR_NAME,
                    CODE_BLOCK_NAME,
                    i + options.startFrom,
                    lines[i].length > 0 ? lines[i] : ' '
                ]);
            }

            return format('<table class="{0}">{1}</table>', [ TABLE_NAME, html ]);
        }

        return inputHtml;
    }

    /**
     * @param {HTMLElement} element Code block.
     * @param {Object} options External API options.
     * @returns {Object} Internal API options.
     */
    function mapOptions (element, options) {
        options = options || {};
        return {
            singleLine: getSingleLineOption(options),
            startFrom: getStartFromOption(element, options)
        };
    }

    function getSingleLineOption (options) {
        var defaultValue = false;
        if (!!options.singleLine) {
            return options.singleLine;
        }
        return defaultValue;
    }

    function getStartFromOption (element, options) {
        var defaultValue = 1;
        var startFrom = defaultValue;

        if (isFinite(options.startFrom)) {
            startFrom = options.startFrom;
        }

        // can be overridden because local option is priority
        var value = getAttribute(element, 'data-ln-start-from');
        if (value !== null) {
            startFrom = toNumber(value, defaultValue);
        }

        return startFrom;
    }

    /**
     * Recursive method for fix multi-line elements implementation in highlight.js
     * Doing deep passage on child nodes.
     * @param {HTMLElement} element
     */
    function duplicateMultilineNodes (element) {
        var nodes = element.childNodes;
        for (var node in nodes) {
            if (nodes.hasOwnProperty(node)) {
                var child = nodes[node];
                if (getLinesCount(child.textContent) > 0) {
                    if (child.childNodes.length > 0) {
                        duplicateMultilineNodes(child);
                    } else {
                        duplicateMultilineNode(child.parentNode);
                    }
                }
            }
        }
    }

    /**
     * Method for fix multi-line elements implementation in highlight.js
     * @param {HTMLElement} element
     */
    function duplicateMultilineNode (element) {
        var className = element.className;

        if ( ! /hljs-/.test(className)) return;

        var lines = getLines(element.innerHTML);

        for (var i = 0, result = ''; i < lines.length; i++) {
            var lineText = lines[i].length > 0 ? lines[i] : ' ';
            result += format('<span class="{0}">{1}</span>\n', [ className,  lineText ]);
        }

        element.innerHTML = result.trim();
    }

    function getLines (text) {
        if (text.length === 0) return [];
        return text.split(BREAK_LINE_REGEXP);
    }

    function getLinesCount (text) {
        return (text.trim().match(BREAK_LINE_REGEXP) || []).length;
    }

    ///
    /// HELPERS
    ///

    function async (func) {
        w.setTimeout(func, 0);
    }

    /**
     * {@link https://wcoder.github.io/notes/string-format-for-string-formating-in-javascript}
     * @param {string} format
     * @param {array} args
     */
    function format (format, args) {
        return format.replace(/\{(\d+)\}/g, function(m, n){
            return args[n] !== undefined ? args[n] : m;
        });
    }

    /**
     * @param {HTMLElement} element Code block.
     * @param {String} attrName Attribute name.
     * @returns {String} Attribute value or empty.
     */
    function getAttribute (element, attrName) {
        return element.hasAttribute(attrName) ? element.getAttribute(attrName) : null;
    }

    /**
     * @param {String} str Source string.
     * @param {Number} fallback Fallback value.
     * @returns Parsed number or fallback value.
     */
    function toNumber (str, fallback) {
        if (!str) return fallback;
        var number = Number(str);
        return isFinite(number) ? number : fallback;
    }

}(window, document));





OEBPS/images/26ba0050-4c6b-4c00-a78e-76ae06e30a46_ASSET_BOD_MAN_9UK_CH01_F003.jpg
External environment

Contexts

g Organlsatlon —
Processes

.
v
’

Transforming Decldlng

/" Managing U N \

! change /\ ) % 5
Input 5 i Controlling Planning Y \  Output
L / / \ " Goods
* People ! 0 ! | Seryi

; ' ; : * Services
e Finance —+————+—> Deliverable —_— .
; \ \ ! 1= Reputation

* Materials, | \ . ] !
etc. : . Leading

Organising Influencing ; * V:IaSte’
i ! etc.

3 .

. Working
N
\ inteams

Feedback







OEBPS/images/f522c506-c651-4b16-8938-1252cc4905cb_ASSET_BOD_MAN_9UK_CH01_F004.jpg
External environment

Organisation
_--7 Tasksin "~
managing
transformation
I t Controlling Planning 5 \  Output
n;la)u | \ v Goods
F'eop : Deliverable I' , ° Services
. —_— . >
Nl\n.:nc.el \ \ i i Reputation
e Materials, \ ! i
etc. v \\\ Leading Organising 2 ! ploste,

etc.

Feedback





OEBPS/images/f94a480f-4e9a-4300-89f5-fb021720dcfa_ASSET_BOD_MAN_9UK_CH01_F001.jpg
External environment

\. Output
Input , ; . "+ Goods
* People ! ; Managing |« Services
* Finance  =—> transformation T , Reputation
* Materials, * \  processes / « Waste
etc. } o ! etc.

Feedback









OEBPS/images/3767c1c6-cf6a-4f27-ac49-7d6c932325c6_ASSET_BOD_MAN_9UK_CH01_F005.jpg
External environment

.-\ Organisation /™ >-_
Business
i processes %
People Structure

Input ’ / Output
npy ! g ; : " e Goods
* People ! Finance i Managmg. \ Objectives ' e Services
e Finance : transformation :

e Materials, ! !

O EEeeeE +* Reputation
i \ A ;* Waste,
: A by . \',' etc.
\ - ’

< ~

. Technology B
Power

Feedback

Organisation's past ———> present

» and future





OEBPS/images/04b69c7f-bb0c-48a7-85b2-48c46c4ba842_ASSET_BOD_MAN_9UK_CH01_UP001.jpg





