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[0 THE STUDENT

Unlike most college textbooks, this book takes a how-to approach to management, because
research has shown that knowledge is more likely to be implemented when it is acquired
from learning by doing rather than simply from learning by reading, listening, or think-
ing. Sport management and business management leaders and researchers are calling for studies
that can be applied by sport managers on the job and are asking for management develop-
ment of skills to actually put those principles into action. To that end, we have written a
textbook that focuses on applying sport management principles and fostering practical skills.

Objectives of the Book

This book uses a three-pronged approach, with these objectives:
¢ To teach you the important principles, concepts, research, and theories of manage-
ment
e To develop your ability to apply the management principles to sport organizations

¢ To develop your management skills in your personal and professional lives

The book offers some unique features to further each of these three objectives, as sum-
marized in the following table.

e Management principles: Throughout this book, you will learn management prin-
ciples and concepts used in sport organizations and will read about the difficulties and

Features of This Book’s Three-Pronged Approach

Principles  Text discussion of concepts and theories, based on business and sport
(learning about research
management) « Figures

* Learning Outcomes
* Key Terms
* Chapter Summary

* Review and Discussion Questions

Application * Opening cases with applications throughout the chapter

(applying the * Sport examples
concepts)

» Time-Outs—applications of concepts to your sport or work experience
* Applying the Concept

* Cases

* Sports and Social Media Exercises

* Game Plan for Starting a Sport Business

* Internet exercises—on companion web study guide
IS Gl © Developing Your Skills

(job and personal) 8 Pop-up questions related to practicing managers

* Self-Assessments

» Step-by-step behavior models for handling management functions
* Skill-Builder Exercises

Vil
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TO THE STUDENT

challenges managers face. Your knowledge of management concepts is vital to your success
as a manager.

e Application of management principles: Understanding theory and concepts is
essential before moving to the next level: applying the concepts. If you don't understand
the concepts, how can you develop the critical thinking skills you need to apply them? As
shown in the table, this book offers eight features to help you develop the critical thinking
skills you will need to apply the concepts.

¢ Development of management skills: The third and highest-level objective is to
develop the management skills that you can use in your personal and professional lives,
as both a leader and a follower. You can develop your management skills, and this book
offers five features to help you do so.

Web Study Guide

A web study guide has been created specifically to supplement the text. This study guide
includes internet resources and exercises and matching activities for the Key Terms. Also,
features in the textbook can be completed online at the web study guide and may be sent
to the professor if he or she wishes. All of the Time-Outs, Review and Discussion Ques-
tions, Applying the Concepts, Self-Assessments, Sports and Social Media Exercises, Game
Plan for Starting a Sport Business exercises, and Cases may be completed online. The major
advantage to completing the Self-Assessments online is that the program will automati-
cally compute and report the score for you. Additionally, the Applying the Concepts, Self-
Assessments, and Key Terms are interactive exercises. Finally, the Time-Outs, Review and
Discussion Questions, Sports and Social Media Exercises, Game Plan for Starting a Sport
Business exercises, and Cases are PDFs that can be downloaded and filled out.

Practice and Flexibility

As with sport and just about everything in life, you cannot become skilled by simply reading
about or trying something once. You need discipline, you have to practice, and you have to
keep repeating it. The great football coach Vince Lombardi said that leaders are made by
effort and hard work.! If you want to develop your management skills, you must not only
learn the concepts in this book but also practice with the applications and Skill-Builder
exercises. But most important, to be successful, you need to practice using your skills in
your personal and professional lives. We hope the variety of sport industries covered in the
textbook motivates you to find internships, part-time jobs, full-time jobs, and long and
successful careers in sport.

This book has so many features that it is unlikely that all of them can be covered in the
course during a semester. Your instructor will select the features that best meet the course
objectives and the amount of time available, but you may want to cover some or all of the
other features on your own or with the assistance of others outside class.



[0 THE INSTRUGTOR

Sport management is a growing field, and this growth has created the need for a book that
teaches people how to be sport managers. Most people using this book will not be profes-
sional athletes; they will be managers in sport industries. Thus, our purpose is to provide a
fully integrated textbook with a companion web study guide (www.HumanKinetics.com/
AppliedSportManagementSkills) that constructively applies the principles of business
management to the sport industry. We provide a meticulous and comprehensive overview
of management topics with an in-depth focus on how to manage sport organizations. We
provide thorough coverage of the principles of management combined with robust sport
applications and exercises to develop sport management skills that students can use in their
personal and professional lives. Adopters of Applied Sport Management Skills, First Edition
and reviewers clearly agree that the book is the best on the market for developing sport
management skills.

Organization and the North American Society
for Sport Management (NASSM)

The book is organized based on the traditional four management functions—planning,
organizing, leading, and controlling—but it is well grounded in sport contexts. We also
rely on the principles of the North American Society for Sport Management (NASSM). The
book covers all of the topics of interest to NASSM members, which are listed in its mis-
sion statement (sport marketing, chapter 13; future directions in management, chapters
1-14; employment perspectives, chapter 1 and the appendix; management competencies,
chapters 1-14; leadership, chapters 8-12; sport and the law, chapter 7; personnel manage-
ment, chapter 7; fund-raising, chapter 13; facility management, chapter 14; organizational
structures, chapters 5-7; finance, chapter 13; and conflict resolution, chapter 8).

Three-Pronged Approach

As indicated in the title of the book, Applied Sport Management Skills, the book presents the
principles of management, sport applications of the principles, and skill development.
Following is a list of features for each prong. Examples of these features as they appear in
the text are also shown on pages x-xi.

Principles of Management
The text uses several features to present the principles of management:

e Research—The references at the end of the book are primarily from two subjects:
from business, the Academy of Management's four journals; and from sport management,
NASSM'’s Journal of Sport Management.

e Learning Outcomes—Each chapter begins with a list of Learning Outcomes stat-
ing what students will be able to do through studying the chapter. The outcomes are also
highlighted throughout the chapter.

e Key Terms—Important terms are listed in the opening of the chapter and defined
within the chapter (terms appear in boldface). Students can also complete an interactive
Key Terms matching exercise at the book’s companion web study guide.
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be able to do after reading the
material.
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TO THE INSTRUCTOR

e Chapter Summary—Each chapter ends with a summary, which lists the Learning
Outcomes with their answers.

e Review and Discussion Questions—Approximately 15 questions appear after the
Chapter Summary. Students can also complete these questions online at the book’s com-
panion web study guide.

Applications to Sport

Each chapter includes eight types of applications that provide students an opportunity to
apply the management principle to actual sports and sport organizations to develop critical
thinking skills through the following features:

e Reviewing Their Game Plan—Each chapter begins with an opening case featuring
real-world sport organizations and their managers. Throughout the chapter, examples
illustrate how the organization uses the text concepts.

e Sport examples—As the concepts are presented, we provide many examples of how
real-world sport organizations use the principles of management. We discuss a variety of
organizations, including professional, college, and high school teams, and provide examples
from sport businesses, such as Nike, and nonprofit organizations, such as the YMCA and
Jewish Community Center. Review any chapter for examples.

¢ Time-Outs—Open-ended questions require students to explain how the text concepts
apply to their own sport and work experiences. Students can draw from sport experience at
any level as well as present, past, summer, full-time, or part-time employment. The ques-
tions help students bridge the gap between theory and their real world. The Time-Outs can
be completed online at the book’s companion web study guide.

e Applying the Concept—Each chapter contains a series of two to five Applying the
Concept boxes that require the student to determine the management concept being
illustrated in a specific sport example. The Applying the Concept boxes offer an interactive
experience for the student at the book’s companion web study guide.

e (Cases—Following the Review and Discussion Questions, an actual manager and sport
organization are described. The student learns how the manager or organization applies
the concepts from the chapter. Each Case is followed by approximately 10 multiple-choice
questions and some open-ended questions to aid students in applying the concepts to the
sport organization. See any chapter for an example. The Case Questions can be answered
online at the book’s companion web study guide.

e Sports and Social Media Exercises—These Internet-based exercises are new to the
second edition. Each chapter contains activities that expose students to the role of social
media in managing a sport organization. Students are required to use popular social media
sites such as Facebook, Twitter, and LinkedIn. Many chapters also require students to learn
about social media from less well-known sport-related sites. These exercises can also be
completed at the book’s companion web study guide.

e Game Plan for Starting a Sport Business—Each chapter requires sport students to
perform a managerial activity associated with owning their own sport business. Students
are required to plan a sport business, develop an organizational structure, formulate ideas
on how they will lead their employees, and control the quality and financial aspects of
their sport business. These exercises can also be completed at the book’s companion web
study guide.

e Internet Exercises—Included in the web study guide are Internet Exercises. Several
of the exercises require students to visit a sport organization and answer questions to gain
a better understanding of sport management. For examples, visit www.Human Kinetics.
com/AppliedSportManagementSkills.



TO THE INSTRUCTOR

Skill Development

The difference between learning about management and learning to be a sport manager is
the acquisition of skills. Each chapter includes five features that provide students with the
opportunity to apply management principles to develop sport management skills they can
use in their personal and professional lives.

e Developing Your Skills—In the chapter opener, students are given an overview of
the skills they can develop through the chapter.

e Situation-based questions—Usually related to the opening case, these questions build
managerial competencies by asking what the sport manager should do in a given situation.

e Self-Assessment exercises—Each chapter includes at least one Self-Assessment.
Students complete the Self-Assessments to gain personal knowledge. Many of the assess-
ments are tied to exercises within the book, thus enhancing the impact of the activities.
All information for completing and scoring the assessments is contained within the text,
but the book’s companion web study guide also offers students an interactive format for
completing these exercises.

e Behavior models—Some of the tables and figures are behavior models that include
step-by-step guidelines for handling situations. Models include how to set objectives and
set priorities, how to prepare for and conduct a job interview and train employees, how to
negotiate and handle a conflict, how to give motivational praise and delegate, and how to
coach an employee to increase performance and to discipline when needed. Almost all of
the behavior models are used in exercises to develop the skill.

e Skill-Builder Exercises—Each chapter contains at least two exercises to develop skills
that can be used in students’ personal and professional sport management lives. There are
three primary types of exercises: individually-focused, group-focused, and role-playing
exercises. For some examples of exercise topics, see the preceding list of behavior models,
which are part of the exercises, and the end of any chapter for actual exercises.

Ancillary Support

To ensure fully integrated support for every faculty member, the following ancillaries are
available to adopters of Applied Sport Management Skills, Second Edition at www.Human
Kinetics.com/AppliedSportManagementSkills.

¢ Instructor guide—FEach chapter includes a chapter outline, a lecture outline for class
lecture enhancement, definitions of key terms, Learning Outcome answers, Time-Out sample
answers, answers to Review and Discussion Questions, Applying the Concept answers,
answers to Case Questions, and suggestions for using the Skill-Builders, Sports and Social
Media Exercises, and Game Plan for Starting a Sport Business exercises, as well as tips for
grading students’ answers to these exercises.

e Test package—Each chapter includes two sets of questions. In the first set, there are
approximately 25 true or false questions, 25 multiple-choice questions, and several essay
questions that were all written specifically for the test package. They do not appear in the
textbook activities. The second set of questions includes items taken verbatim from the text:
Applying the Concept questions, Review and Discussion Questions, Learning Outcomes,
and Time-Outs.

e Presentation package—More than 360 PowerPoint slides
are provided that can be used to enhance class lectures. They

include text, figures, and tables. eBOO]{

° ide_ 3 available at
Web study guide—Created specifically to supplement the Tour sampus bookstore

text, this includes Internet resources and exercises and matching or HumanKinetics.com

X1l
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TO THE INSTRUCTOR

activities for the Key Terms. Also, features in the textbook can be completed online at the
web study guide and may be sent to the professor if he or she wishes. All of the Time-Outs,
Review and Discussion Questions, Applying the Concepts, Self-Assessments, Sports and
Social Media Exercises, Game Plan for Starting a Sport Business exercises, and Cases may
be completed online. The major advantage to completing the Self-Assessments online is
that the program will automatically compute and report the score for the student. These
resources are especially helpful for teaching the course online. The Applying the Concepts,
Self-Assessments, and Key Terms are interactive exercises. The Time-Outs, Review and Discus-
sion Questions, Sports and Social Media Exercises, Game Plan for Starting a Sport Business
exercises, and Cases are PDFs that can be downloaded and filled out.

Changes in This New Edition

¢ The text has been thoroughly updated. More than 80% of the references are new
to this edition. The references continue to use a strong balance of sport research
(NASSM's Journal of Sport Management) and business research (Academy of Manage-
ment'’s four journals).

e New Sports and Social Media Exercises have been added to each chapter.

e New Game Plan for Starting a Sport Business exercises have been added to each
chapter.

e The Developing Your Skills sections have all been revised to more clearly focus on
the skills that can be developed through the chapter.

e The opening cases and end-of-chapter cases have been either updated or replaced
with new cases.

e New, current sport examples of how the principles in the text are used in the real
world of sports have been added to each chapter.

Contact Us With Feedback

We wrote this book for you. Let us know what you think of it. Specifically, how can it be
improved? We will respond to your feedback. If we use your suggestion for improvement,
your name and college or university will be listed in the acknowledgments section of the
next edition.

Dr. David Kimball
Director of Sport Management
Elms College
291 Springfield Street
Chicopee, MA 01013
413-265-2572
kimballd@elms.edu
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Introduction to Sport Management

The first chapter introduces you to the management functions and skills that
you need to understand in order to be an effective sport manager. The North
American Society for Sport Management (NASSM), a key organization guiding
the growth of the field of sport management, is also described. In chapter 2,
internal environment factors (management, mission, resources, the systems
process, and structure) are analyzed in the context of how they are changing
within sport organizations. At the same time, the rapidly changing features
of the external environment (customers, competition, suppliers, the work-
force, shareholders, society, technology, the economy, and governments) are
analyzed in light of how they change sport organizations—with specific regard
to organizations’ goals of reaching their fans or customers. The chapter also
includes many examples of the ethical situations that sport organizations and
their players are facing (such as steroids in Major League Baseball).
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Managing Sports

LEARNING OUTCOMES

After studying this chapter, you should be able to

—

0 D @ Ol CRag GRS

KEY TERMS

sport management
sport manager
manager’s resources
performance
management skills
technical skills

describe career opportunities in sport management;
describe a sport manager's responsibilities;
define the five management skills;

define the four management functions;

diagram the hierarchy of management levels;
describe general, functional, and project managers; and

explain how skills and functions differ by management level.

people skills
communication skills
conceptual skills
decision-making skills
management functions
planning

explain the interpersonal, informational, and decisional roles of management;

organizing

leading

controlling
management roles
levels of management
types of managers



DEVELOPING YOUR SKILLS

The first step in developing your sport management skills is to understand what managers are
responsible for, what it takes to be a successful leader, what sport managers do, and how
managers differ. To develop your skills, observe effective leaders and copy their behavior,
and complete the Skill-Builder exercises at the ends of the chapters. You can also apply the
principles of management by taking on leadership roles in your classes, in your job, and on
your team—practice does make perfect.

REVIEWING THEIR GAME PLAN

Sports Authority is headquartered in Englewood, Colorado. Sports Authority (SA) is the
number-one U.S. sporting goods chain with more than 460 stores in 45 states. SA sells a
full line of sport and fitness equipment, bikes, and athletic shoes and apparel, with a focus
on premium brands. Sports Authority knows that its customers are passionate about sports.

Instead of resting on its nearly 100-year history, SA has continued to expand its retail
model. For example, SA also rents skis and snowboards. Although these rental products are
not offered at every store, their availability shows that SA tailors store offerings based on the
geographical location. Successful retail operations depend on merchandising and marketing
skills. The company successfully uses a marketing strategy of inserting weekly fliers into the
local Sunday newspapers around the country.

Sports Authority's 2003 merger with Gart Sports changed the retail sporting goods
marketplace. Gart Sports is the owner of the Sportmart and Oshman's chains. This merger
led to SA's assuming the number-one position in the U.S. sporting goods industry. Sports
Authority is owned by Leonard Green & Partners.

The company's website, sportsauthority.com, is operated by GSI Commerce, Inc. Although
not all that well known to consumers, GSI provides Internet service for e-commerce and
interactive marketing solutions to more than 200 well-known brands and retailers across 15
merchandise categories.

Sports Authority has locations in Japan through a partnership with AEON Co. In 1995,
AEON (formerly JUSCO) acquired a stake in SA. AEON is a large Japanese retailer (for
example, it also acquired Talbots retail fashion stores) that provided SA with access to the
large Japanese market.

It is safe to say SA is applying good sport management skills. Remember to consider the
positive management skills exhibited at SA while you read future chapters.

References: www.sportsauthority.com, www.hoovers.com, www.gsicommerce.com, and www.aeon.info.

The Sport Industry

Sports are a big part of the U.S. and world economies and have strong links to other
economic sectors,' and the number of sport managers has increased over the years.? Even
fantasy sports have grown to more than 20 million participants.?> What does this mean in
terms of jobs? For one thing, it means lots of them—coaches for children’s swimming and
soccer teams, accountants at retail chains, athletic directors at schools and universities, and
managers at whitewater rafting companies. And jobs mean opportunities in management,
because good managers are crucial if sport organizations are to retain and motivate the
kinds of employees who will make their programs thrive.*

Think about jobs that made you love going to work and jobs that made you dread the
end of the weekend. Did management figure in your answer? Very likely it did, because
managers set the tone at work, create the culture of the organization, and literally have the
power to make or break it. You are taking this course because you are interested in a career
in sport management. This means you already have energy, ambition, a desire to make a
difference, people skills, and some leadership skills. Now it’s time to put your energy and
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ambition to work. Being involved in sport, you most likely realize the importance of work-
ing well with people as a team. Teachers, coaches, and exercise leaders work with groups,
so it is critical to understand team dynamics.” Management skills can be developed,® and
this book will help you hone the skills you have and develop new ones. The skills that you
develop through this course will serve you well in both your personal life and your profes-
sional life. So let’s get going.

What Is Sport Management?

Let’s begin this section by talking about jobs in sport management, then read an interview
with a sport manager, and end with a discussion of the sport manager’s resources.

Sport management is relatively young as an academic discipline.” The number of sport
management programs in North America and Canada grew from only 20 in 1980 to over
200 by 2011.% A major reason for the growth in academic programs is the understanding
that the value of sport depends on the ways in which sport is managed.’ In sport, as in
other businesses, managers determine organizational performance both on and off the
playing field.! Sport management programs train people for management positions in
such areas as college athletics, professional teams, fitness centers, recreational centers,
coaching, officiating, marketing, youth organizations, and sporting goods manufacturing
and retailing. There are many different careers in the sport industry. The following are
some examples:

Athletic directors (ADs) and their assistants hold excellent administrative jobs in college
sport management. Every college needs an athletic director. Another collegiate position is
sport information director. These professionals are responsible for managing and distribut-
ing information about their college teams. This textbook frequently refers to the position
of an athletic director as an example of managing sports.

Stadiums and arenas need general managers, business managers, operations managers,
box office managers, and event managers to run their organizations. These jobs are exciting
if you like to help produce live sporting events.

Sport marketing agencies manage corporate-sponsored events. Sports like golfing and
NASCAR rely heavily on sport sponsorships and need managers to make sure their products
gain attention at sponsored events.

Sport marketing agencies and independent agents represent athletes, handling the busi-
ness side of affairs for the athlete.

Sport broadcasting includes careers in daily sport news programs, all-sports radio, and
live game broadcasts. All-sports radio stations have become very popular and are an excel-
lent place to find an internship. The Internet has opened up positions managing websites
and providing statistical data for sport teams.

Recreation management is a broad term for careers such as athletic directors at YMCAs
and Jewish Community Centers, directors of public parks and recreation, workers in leisure
fields such as in fitness centers, and directors of activities at resorts.

Sporting goods manufacturers such as AND1 and Wilson need employees in sales,
operations, human resources, and finance. Sporting goods stores such as Sports Authority
need purchasing agents and accountants and employees to staff the human resources (HR)
department at their headquarters. Managers are also needed to operate each store.

The most obvious career path is working in professional leagues. Major League Baseball
(MLB), the National Football League (NFL), the National Basketball Association (NBA),
and the National Hockey League (NHL) are professional leagues in the United States that
sport management students often dream about when planning their careers. An internship
with these professional teams is a good way to get started. However, in almost all situations
you will be required to start at the bottom of the organization and work your way up the
ladder. Newer professional leagues such as MLS (Major League Soccer), MLL (Major League
Lacrosse), and AFL and AFL2 (arena football) offer additional opportunities to work for
professional teams.

< LEARNING OUTCOME 1

Describe career
opportunities in
sport management.
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Management study in sport is composed of subdisciplinary aspects of management sci-
ence and business administration and subprofessional aspects with application to theory
and practice.

Thus, sport management is a multidisciplinary field that integrates the sport industry and
management. Therefore, if you go to the back of the book and look at the references, you
will find that most of the references are from the top-tier Journal of Sport Management and
the Academy of Management’s four journals. As you can see by the number of references
throughout each chapter, this book is based on research.

Interview With a Sport Manager

Cheryl Condon, athletic director for Elms College (Chicopee, Massachusetts), started as
an admissions counselor at Elms. She has always loved and lived sports, and she pursued
her passion by coaching Elms’ women'’s softball team. Her successes as coach and her
management skills did not go unnoticed, and she was eventually promoted to athletic
director.

Question: Although opportunities to play sports have never been greater for women,
opportunities in management are still few and far between. How did you
prepare for the job of athletic director (AD) of a small college?

Answer:  With my background in coaching and being around sports for so many years, I
have the experience to do my job professionally and properly. I've been around
sports all my life.

Question: Before you were an AD, you were an admissions counselor. How did your
career path evolve?

Answer:  The previous AD left for a similar position at another college. I interviewed for
the position and was fortunate enough to be selected by the search committee.
I was very fortunate to be able to move from a career in recruiting student-
athletes into an administrative sport position. I believe that the key reason I
was able to get the position was the extra effort [ put into coaching the women's
softball team. Coaching was not one of my required job responsibilities, and
the college realized my commitment to sports by my extra efforts to make the
team a success.

Question: What responsibilities do you have as an AD?

Answer: Many, many responsibilities. Hiring coaches, scheduling gymnasiums and
fields for teams to practice and play regular-season games, arranging for van
and bus transportation to away games, printing tickets and game programs,
acquiring advertisers for the game programs, fund-raising, and watching many
games. When [ watch the games, [ appreciate all the work that my staff and the
students have put into making the event a success.

Question: Now you are about to take on different responsibilities as director of intramural
sports. Why make the change?

Answer:  The number of teams at my college is increasing, and the new AD will be
responsible for managing even more budgets, teams, coaches, and game logis-
tics. However, my college has never had any intramural sports. I want to get
the whole student body more involved in sports on a daily basis, and I think
an intramural program is the way to bring this about.

Question: What do you think is the most important issue for sport managers?

Answer: Ethics. Sport managers need to live by a high moral code. They need to make
sure the physical environment is safe for all athletes and fans. They need to
conduct themselves in a professional managerial role whether they are on or
off the athletic field.
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Sport Manager’s Responsibilities

Without resources, you don't have an organization, and the resource-based view says that <@ LEARNING OUTCOME 2

the better the resources, the more successful the organization.! A sport manager is respon-
sible for achieving the sport organization’s objectives through efficient and effective use of
resources. So that we start with a good perspective on what sport managers are all about,
let’s take a closer look at a couple of these terms. Efficient means getting the maximum
out of your available resources. Effective means doing the right thing (following the proper
strategy) to attain your objective; it also describes how well you achieve the objectives. The
manager’s resources include human, financial, physical, and informational resources.

Human Resources

People are a manager’s most valuable resource. If you don't take care of your people, your
organization will not be successful. As a manager, you will endeavor to recruit and hire
the best people available. These athletes and employees must then be trained to use the
organization’s other resources to maximize productivity. Whether you are managing a team
of players or a team of employees, they will not be productive if they cannot work well
together. Throughout this book we focus on how you can work with others to accomplish
your organization’s objectives. It is people who come up with the creative ideas and tech-
nologies to improve the use of the other three resources.'

Financial Resources

Most managers have budgets. Their budgets state how much it should cost to operate their
department, store, or team for a set period of time. In other words, a budget tells you what
financial resources you have available to achieve your objectives. As a manager, you will be
responsible for seeing that your department does not waste resources. You may see flush
financial times and lean ones. When times are flush, budgets expand, but you must still
watch them carefully to make sure resources are not squandered. When times are lean, you
may need to find new avenues to finance your team or department, and you may have to
cut budgets.’® Cheryl Condon disperses her budget very creatively to make sure that each
sport at Elms has a chance to have a successful season.

Physical Resources

Getting the job done requires effective and efficient use of physical resources. For a retailer
like Sports Authority, physical resources include store buildings (more than 100 of them),
the merchandise it sells, the fixtures that display the merchandise, and the computers used
to record sales and inventory. Sports Authority’s physical resources also include supplies
such as price tags, hangers, and charge slips.

Managers are responsible for keeping equipment in working condition and for making
sure that materials and supplies are readily available. Current sales and future business can
be lost if Sports Authority’s physical resources are not available when needed or are not
used and maintained properly.

Infoermational Resources

Managers need all kinds of information. Sports Authority’s managers need to know how
sales in Fairfax, Virginia, and in Nashua, New Hampshire, compare. These managers need
to know which suppliers will get them golf balls fastest and most cheaply. They need to
track health care insurance costs for all their employees. Computers store and retrieve infor-
mation like this for all of Sports Authority’s stores and for the home office in Englewood,
Colorado. When managers at Sports Authority check their voice mail, give employees
directions on setting up displays, and attend the district meeting with store walk-through,
they are using informational resources.

Describe a sport
manager’s responsi-
bilities.



What kinds of
resources would
a Little League
baseball team be
able to tap into?
What kinds of
resources would
Cheryl Condon
have at her dis-
posal?

Name some
informational
resources that
your team or
organization uses.
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Increasing the speed at which information is disseminated through organizations is
crucial as a means of getting products to consumers faster (and ahead of the competi-
tion) and as a way to compete in the global
economy. This means taking advantage of
new technologies, and thus you as a man-
ager must stay abreast of new information
technologies.™

IZllj§ Categorize the resources used
1 by one of your present or past
coaches or managers.

What Does It Take to Be a Successful Manager?

We don’t have a short, simple answer for you. Over the years, numerous researchers have
devoted their careers to answering this question. However, we can tell you that perfor-
mance is a measure of how well managers achieve organizational objectives. Managers are
responsible for meeting these objectives and are evaluated on how well they meet them.
This means that managers must marshal their available resources effectively, efficiently,
and creatively. Next we discuss qualities of good and poor managers, the five skills that all
managers need, a list of topics of interest to North American Society for Sport Management
(NASSM) members, and the findings of the Ghiselli study.

Traits of Good Managers and Poor Ones

In a Gallup survey conducted for the Wall Street Journal, 782 top executives in 282 large
corporations were asked, “What are the most important traits for success as a supervisor?”'®
Before you read their answers, complete the Self-Assessment on page 10 to find out if you
have what they think it takes.

The executives in the Gallup poll listed integrity, industriousness, and the ability to
get along with people as the three most important traits of successful managers. A more
recent study also reported integrity as the most important trait.’® Other traits of successful
managers included business knowledge,

intelligence, leadership ability, education,  JiIfE|ll}ll Think about a coach and a man-

sound judgment, ability to communicate, ager you know and explain what
ﬂexibility, and ablhty to plan and set objec- makes them good managers or
tives. According to these executives, manag- poor ones. In what ways are they
ers who fail have a limited viewpoint, are alike? In what ways do they differ?
unable to understand others, do not work Give examples to support your
well with others, are indecisive, lack initia- conclusions.

tive, do not assume responsibility, and lack

integrity. They also lack the ability to change, are reluctant to think independently, cannot
solve problems, and have too strong a desire to be popular (which prevents them from
making tough decisions).

Management Skills

People with strong management skills are in demand (hence this book’s focus on skill
building). Gaining experience in the workplace and completing programs and courses
similar to this one will help you develop these skills.!”As with all endeavors worth pursu-
ing, the key to success is perseverance. If you persevere, you can develop and hone strong
management skills. So don't leave your newly acquired skills at the classroom door—use
them in your daily life.

More than 30 years ago, Robert Katz conducted a study that is still widely used today.
Katz found that effective administrators have strong technical skills, strong people skills,
and strong conceptual skills. Over the years other researchers have added administrative,
communication, political, and problem-solving and decision-making skills. For our pur-
poses, we paraphrase Katz and define management skills to include (1) technical skills, (2)
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people skills, (3) communication skills, (4) conceptual
skills, and (5) decision-making skills (see figure 1.1).
Technical skills are primarily concerned with things;
people and communication skills are concerned with
people; and conceptual and decision-making skills are
primarily concerned with ideas.

Technical skills are the ability to use methods and
techniques to perform a task. When managers work on
budgets, they use spreadsheet software, so they need
computer skills; they also need some knowledge of
accounting (a great deal of accounting has to do with
budgets and finances). Sports Authority’s managers need
computer skills just to open the store, and of course they
also need these skills when they record transfers and sales.

Most people get promoted to their first management
position primarily because of their technical skills.
Because technical skills vary widely from job to job,
developing these skills is not the primary focus of this
book. However, in our discussion of controlling skills
(chapters 13 and 14), we give you a brief overview of the  FIGURE1.1 Management skills.
financial and budgetary tools you will use as a manager.

People skills are the ability to work well with people. Today, people want a partnership
relationship rather than the outdated superior-subordinate relationship.!® Not only do
employees want to participate in management; management encourages group decision
making (see chapter 3). Your people skills are what will make athletes, parents, employ-
ees, and other coaches want to work with you and for you. Communication skills are the
ability to get your ideas across clearly and effectively. Without communication skills, you
cannot be an effective team member or manager. With the increased use of teams comes
the need for good people skills to help groups stay on task and stay motivated. Another
key area of people skills is political savvy—“street smarts” help you manage teams, develop
a power base and political skills, manage conflict, and improve employee performance.
The combination of people skills and communication skills is referred to as interpersonal
skills. Our interpersonal relationships lead to gaining influence.'” Students have been found
to have weak interpersonal skills.?> However, our interpersonal skills can be developed.?
Throughout this book, in the Skill-Builders and other exercises, you will learn to work with
diverse people, hone your people skills, improve your communication skills, and motivate
and lead others. As director of the athletic department at Elms, Cheryl Condon has many
stakeholders (see chapter 2) to satisfy—she wouldn't last a minute if she didn’t have great
people skills and great communication skills.

Conceptual skills are the ability to understand abstract ideas. Another term for con-
ceptual skills is systems thinking, or the ability to understand an organization or depart-
ment as a whole and the relationships among its parts. Sport managers regularly run
projects and special events that require project management conceptual skills to pull it all
together.”? Decision-making skills are the ability to select alternatives to solve problems.
The success of CEOs and coaches at all levels is based on the decisions they make, especially
about the employees and players that they recruit and play; and when CEOs and coaches don't
win, they sometimes get fired.?> The success of any organization is based on its ability to solve
problems and make decisions.** Decisions
determine the success or failure of people and
organizations,” so organizations are including
employees in decision making,* and they
are training their people to improve their
decision-making skills.?” An important part
of Cheryl's job is to decide what facilities

2R Think about a coach and a manager
you know and list the manage-
ment skills they use on the job. Be
specific and try to identify each
of the five skills discussed here.

< LEARNING OUTCOME 3

Define the five man-
agement skills.

What sort of
technical skills do
you currently pos-
sess?
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Management Traits

Objective: To practice assessing yourself objectively
Preparation: The following questions relate to key qualities that successful managers have. Rate yourself on each
item by writing the number (1-4) that best describes your behavior for that item.

Not very descriptive of me Very descriptive of me
4 3 2 1

—_

| enjoy working with people. | prefer to work with others rather than work alone.
| can motivate others. | can get people to do things they may not want to do.

| am well liked. People enjoy working with me.

| am cooperative. | strive to help the team do well rather than to be the star.

| am a leader. | enjoy teaching, coaching, and instructing people.

| want to be successful. | do things to the best of my ability to be successful.

| am a self-starter. | get things done without having to be told to do them.

©® N 2 O > ® N

| am a problem solver. If things aren’t going the way | want them to, | take corrective action to meet
my objectives.

9. | am self-reliant. | don't need the help of others.
10. | am hardworking. | enjoy working and getting the job done.
11. | am trustworthy. If | say | will do something by a set time, | do it.
12. | am loyal. | do not do or say things to intentionally hurt my friends, relatives, or coworkers.

13. | can take criticism. If people tell me negative things about myself, | give them serious thought and
change when appropriate.

14. | am honest. | do not lie, steal, or cheat.

15. | am fair. | treat people equally. | don't take advantage of others.

(Add up your total score.)

The lower your score, the better your chances of succeeding in management. If you are interested in being
a manager someday, look closely at your scores on integrity (items 11-15), industriousness (items 6-10), and
ability to get along with people (items 1-5) both in this course and in your personal life. As a start, review the
traits listed in the text, and work to improve them. Which are your strongest and weakest traits? Think about
how you can improve in the weaker areas or, preferably, write a plan.

to use, which marketing strategies will work, which coaches fit with Elms’ objectives, and
which student-athletes she should recruit.

North American Society for Sport Management (NASSM) Topics

The North American Society for Sport Management (NASSM) is the major professional asso-
ciation for sport management college and university academics. NASSM’s website (www.nassm.
com) lists sport management programs worldwide. The programs that have been reviewed
by the Sport Management Program Review Council and have met the required approval
standards are indicated. Some schools elect to go through the review and others don't.
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APPLYING THE CONCEPT 1.1

Management Skills

Identify the skill used in each situation:

technical skills
people skills
communication skills
conceptual skills

® o 0 T o

decision-making skills

—_

. The ability to see the game as a whole and the interrelationship of the players
The ability to motivate athletes to do a good job
The ability to perform departmental jobs such as ticket taker

The ability to correct a problem

@ = @ 9

The ability to write effective memos and letters

NASSM is actively involved in supporting and assisting professionals working in the
fields of sport, leisure, and recreation. The purpose of NASSM is to promote, stimulate,
and encourage study, research, scholarly writing, and professional development in sport
management—both theoretical and applied aspects. There are also regional affiliates.
Sport management scholarly research is published in NASSM'’s Journal of Sport Management
through Human Kinetics. Topics of interest to NASSM members include the following?®:

e Sport marketing (we briefly discuss marketing in chapter 13)

e Future directions in management (current and future trends are discussed through-
out the book)

e Employment perspectives (we have already listed jobs, and we discuss careers in
sport management in the appendix)

e Management competencies (the focus of every chapter is on developing your man-
agement skills)

e Leadership (we discuss leading in five chapters, 8-12)

e Sport and the law (we discuss employment law in chapter 7)

e DPersonnel management (we discuss human resource management in chapter 7)

e Facility management (we discuss facility management in chapter 14)

e Organizational structures (we discuss organizing in chapters 5-7)

e Fund-raising (we briefly discuss fund-raising in chapter 13)

e Conflict resolution (you will learn how to resolve conflicts in chapter 8)

The focus of the book is on management, with a heavy dose of leadership. Reading the

list of topics, you may realize that your school offers entire courses in some of these areas

because NASSM influences sport management curriculum. You may be required to complete
multiple courses to gain knowledge and skills in these areas.

Management Ability

In his classic 1971 study, Professor Edwin Ghiselli identified six traits as important for man-
agers, although not all are necessary to succeed as a manager.? They are, in reverse order of

11
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Define the four
management
functions.

What planning
functions does
your team or
organization
perform? Which
managers are
responsible for
different aspects
of planning?
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importance, (6) initiative, (5) self-assurance, (4) decisiveness, (3) intelligence, (2) need for
occupational achievement, and (1) supervisory ability. The number-one trait, supervisory
ability, requires skills in planning, organizing, leading, and controlling. Ghiselli’s four areas
of supervisory ability are more commonly referred to today as the management functions;
we discuss them in the next section and throughout the book.

What Do Sport Managers Do?

Sport managers do lots of things, as you can well imagine, but the things they do can be
classified into the four functions of management and 10 management roles.

Management Functions

Managers get the job done through others. They also plan, organize, lead, and control to
achieve organizational objectives—these are the four management functions.

This book is organized around the four management functions. Each function serves as
a title for a part of the book, and two to five chapters are devoted to developing skills in
each function. Here, and in later chapters, we examine each function separately. However,
keep in mind that the four functions together compose a system; they are interrelated and
are often performed simultaneously.

Planning

Planning is typically the starting point in the management process. To succeed, organiza-
tions need to plan.** The people who work for organizations, from the CEO to the summer
intern, need goals and objectives as well as plans by which they will achieve their goals and
objectives. Planning is the process of setting objectives and determining in advance exactly
how the objectives will be met. Managers schedule the work that employees perform and
also develop budgets. At Sports Authority, managers schedule employees’ work rotations
so that high-volume times in stores are well covered, and these managers also select the
merchandise that Sports Authority will sell. Performing the planning function well requires
strong conceptual and decision-making skills.

Organizing

Successful managers also design and develop systems to implement plans. Organizing
is the process of delegating and coordinating tasks and resources to achieve objectives.
Managers allocate and arrange resources. An important part of allocating human resources
is assigning people to various jobs and tasks. At Elms, Cheryl Condon plans for regular-
season games, holiday tournaments, and postseason games. To do this, she has to organize
the athletic department employees (including janitors, coaches, assistants, team doctors,
equipment people, and ticket takers) so that they cover every game. An important part
of organizing, sometimes listed as a separate function, is staffing, which is the process of
selecting, training, and evaluating employees; Cheryl is responsible for staffing her teams.
Effective organizing requires both conceptual and decision-making skills as well as people
skills and communication skills.

Leading

Managers work with employees daily as they perform their tasks. Leading is the process
of influencing employees to work toward achieving objectives. Managers not only must
communicate their objectives to employees but also must motivate employees to achieve
the objectives. An important part of Cheryl’s job at Elms is to communicate objectives
and then motivate and lead individuals and teams. Cheryl coaches her employees as they
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perform their jobs. Effective leaders have strong people skills and strong communication
skills.

Controlling

The way we know if we are achieving our objective is to monitor our progress through
controlling.?' Controlling is the process of establishing and implementing mechanisms
to ensure that objectives are achieved. An important part of controlling is measuring
progress and taking corrective action when necessary. Cheryl controls throughout each
sporting season. She and the coaches moni-

tor the progress of each team and make IS Using the coach and manager

adjustm.ents in the team rosters. .Effective 4 you've analyzed in previous Time-
controlling requires technical skills (you Outs, give examples of how they
have to use appropriate measures) as well perform each of the four manage-
as conceptual and decision-making skills. ment functions.

Nonmanagement Functions

All managers perform the four functions of management as they and their team get the
work done. However, many managers also perform nonmanagement, or employee, func-
tions. If Cheryl makes a photocopy of the athletic department budget she is working on,
she is performing a nonmanagement function. Many managers are called working manag-
ers because they perform both management and employee functions. If you walk into a
Sports Authority store during its busy hours, it is not uncommon to see managers waiting
on customers and running the cash registers. They also may filling in for employees out
sick, at lunch, or on break.

Management Functions |
as a System ———{ Plaming | «———

Management functions do not
work in a linear fashion. Manag-
ers do not plan, then organize,
then lead, and then control. The
functions are both separate and
interrelated, calling for conceptual
skills. Managers often perform
these functions simultaneously. In
addition, each function depends on
the others. For example, if you start
with a poor plan, your objective — ~
will not be met even though things

are well organized, well led, and FIGURE 12 Management skills and functions.

well controlled. Also, if you start

with a great plan but are poorly organized or poorly led, you will probably not meet your
objective. Plans without controls are rarely implemented effectively. Figure 1.2 illustrates this
process. Remember, management functions are based on setting (planning) and achieving
(organizing, leading, and controlling) objectives.

Conceptual and
decision-making
skills

4

N

People and
communication
skills

Management Roles

Henry Mintzberg identified 10 roles that managers undertake to accomplish their planning,
organizing, leading, and controlling functions. A role is a set of expectations of how one will
behave in a given situation. How well managers implement the management roles affects

13
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APPLYING THE CONCEPT 1.2

Management Functions

Identify which function fits the situation described.

planning
organizing
leading
controlling

© o 6 U o

nonmanagement
6. Coach Sally shows Kelly how to kick a ball.
7. Coach Tom determines how many players were hurt during the first half of the game.

8. Ace forward Jason has missed practice several times. Coach Dave is discussing the situation with
Jason to get him to understand that he cannot continue to miss practice.

9. Coach Sheryl is interviewing applicants for the position of physical therapist.

10. Coach Terry is fixing a broken weight training machine.

their performance.’> Mintzberg categorized the 10 management roles as shown in figure
1.3.3 Management roles are the roles managers undertake to accomplish the management
functions, including interpersonal, informational, and decisional.

LEARNING OUTCOME 5> Interpersonal Roles

Explain the interper-
sonal, informational,
and decisional roles
of management.

Interpersonal roles include figurehead, leader, and liaison. When managers play inter-
personal roles, they use their people skills and their communication skills. Managers are
figureheads when they represent the organization or department in ceremonial and sym-
bolic activities. Cheryl Condon played the figurehead role at the Elms when she granted an
interview to one of the authors. Managers are leaders when they motivate, train, communi-
cate with, and influence others. Throughout the day, Cheryl functions as a leader when she
directs players to prepare for the upcoming game. Managers are liaisons when they interact

Setting Achieving
organizational — organizational
objectives™ objectives™™

Decisional
roles

Informational

Interpersonal roles

roles

Entrepreneur

Monitor Disturbance handler

Figurehead

Disseminator Resource allocator

Leader
Spokesperson

Liaison Negotiator

FIGURE 1.3 Ten roles managers play. *Note that the starting point is with setting objectives. **Man-
agers play the necessary role while performing management functions to achieve objectives.

14
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with people outside their unit to gain information and favors. Cheryl plays liaison when
she solicits local businesses to place advertisements in game programs.

Informational Roles

Informational roles include monitor, disseminator, and spokesperson. When managers
play informational roles, they use their people skills and communication skills. Managers
are monitors when they read and talk to others to gather information. Cheryl continually
monitors her situation by following the performance of other local colleges and other
Division III teams in her league. Managers are disseminators when they send information
to others. They are spokespersons when they provide information to people outside the
organization. Cheryl is both disseminator and spokesperson when she gives interviews to
the local newspaper.

Decisional Roles

Decisional roles include entrepreneur, disturbance handler, resource allocator, and negotia-
tor. When managers play decisional roles, they use their conceptual and decision-making
skills. Decision-making skills are important and are needed for success in the decisional
roles.** Deciding who gets the organization's limited resources is an important role and
one of its biggest challenges that affects success.’> Managers are entrepreneurs when they
innovate and when they improve products, systems, or services. Cheryl demonstrates an
entrepreneurial spirit in her desire to start an intramural sport program. Managers are dis-
turbance handlers when they take corrective action to diffuse disputes or crises. Cheryl is
a disturbance handler when she negotiates a settlement between a coach and the coach’s
players. Managers are resource allocators when they schedule, request authorization, and
perform budgeting and programming activities. Cheryl is a resource allocator when she
authorizes departmental budgets and the purchases made against these budgets. Managers
are negotiators when they represent their department or organization during nonroutine
transactions to gain agreement and com-

mitment. After Elms went coeducational TIME-OUT Using the coach and manager

in 1999, Cheryl played a major role as a 5 you've analyzed in previous Time-
negotiator when she helped the college add Outs, give examples of how they
teams for male students. perform their management roles.

How Do Managers Differ?

Atvarious levels of management, different management skills are needed, different manage-
ment functions are performed, and different roles are played. Managers who work for large
organizations typically have very different jobs than those who work for small organizations;
this also holds true for managers who work for for-profit and nonprofit organizations.

Three Levels of Management

The three levels of management are top, middle, and first-line management (see figure 1.4).

Top Managers

These executives have titles such as chairman of the board, chief executive officer (CEO),
president, or vice president. Top managers manage the entire organization or major parts
of it. They develop and fine-tune the organization’s mission, objectives, strategies, and
long-term plans. They report to other executives or the board of directors and supervise
the activities of middle managers. The president of Elms College is a top manager. Most
organizations have relatively few top management positions.

< LEARNING OUTCOME 6

Diagram the
hierarchy of manage-
ment levels.

15
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APPLYING THE CONCEPT 1.9

Management Roles

Identify the role played by management in each situation.

a. interpersonal
informational
decisional

11. Baseball Commissioner Bud Selig discusses the players’ contract with union representatives.
12. An Adidas HR manager shows a new hire how to fill out a form.

18. The Cincinnati Reds’ Walt Jocketty reads Street & Smith’s with his cup of coffee first thing in the
morning.

14. Cheryl Condon develops new total quality management techniques.

15. The Oakland Raiders’ sales and ticket managers discuss a complaint with a customer.

Top management

s

/) j\/\/)\ President
J Middle management /
I P
Marketing < Operations Finance Human resources
manager manager manager manager
First-line management—Supervisors
— —1 = )
Advertising Ticket sales P;Zglrfkor P;ZgumctBor Accounting Finance Benefits Training
supervisor supervisor . ) supervisor supervisor supervisor supervisor
supervisor supervisor
Nonmanagers—Operative employees
I
Operatives Operatives Operatives Operatives Operatives Operatives Operatives Operatives

FIGURE 14 Management levels and functional areas.

Middle Managers

People holding these positions have titles such as general manager, athletic director,
sales manager, branch manager, and department head. Middle managers implement top
management’s strategies by developing short-term operating plans. They generally report
to executives and supervise the work of first-line managers. Cheryl Condon is a middle
manager at Elms College.

First-Line Managers

Examples of the titles at this level include coach, assistant coach, academic advising coor-
dinator, ticket manager, event manager, supervisor, and office manager. These managers
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implement middle managers’ operational plans. They generally report to middle manag-
ers. Unlike managers at the other two levels of management, first-line managers do not
supervise other managers; they supervise operative employees.

Operatives

The workers who compose the teams that
managers lead do not hold management
positions. Operatives, as we use the term
here, are the people who report to first-line
managers. Operatives work in the conces-
sions, take tickets, make the products, wait
on customers, and perform repairs.

I=1HE Think about a sport organization
you are familiar with and identify
the levels of management in the
organization by level and title.
Does this organization use all
three levels? Why or why not?

Types of Managers

The three types of managers are general, functional, and project managers. Top-level and <@ LEARNING OUTCOME 7
some middle managers are general managers because they supervise the activities of several Describe general,
departments. Middle and first-line managers are often functional managers who supervise functional, and

the activities of related tasks. The four most common functional management areas are  project managers.
marketing, operations and production, finance and accounting, and human resources.

Marketing managers are responsible for selling and advertising products and services. Pro-

duction managers are responsible for making products such as basketballs, whereas opera-

tions managers are responsible for providing a service. However, both product and service

organizations now use the broader term operations. Accounting managers are responsible

for tracking sales and expenses (accounts receivable and payable) and for determining

profitability, whereas financial managers are responsible for obtaining funding and for

investing. The term finance, as commonly used, includes both accounting and financing

activities. Human resources managers are
responsible for forecasting future employee
needs and recruiting, selecting, evaluating,
and compensating employees. They also
ensure that employees follow legal guide-
lines and regulations.

WUZINIE Which type of manager have you

7 worked for? Write a job descrip-

tion for this person and categorize

the tasks he or she performs by
function.

Management Skills

All managers need technical skills, people and communication skills, and conceptual and < [EARNING OUTGOME 8
decision-making skills. However, the need for these skills varies by level of management.  g,1ain how skills
Various studies have determined the skill needs at each level of management, and it is  4nd functions differ
generally agreed that the need for people skills and communication skills is fairly constant by management
across all three levels. Top-level managers have a greater need for conceptual and decision-  level.

making skills; first-line managers need better technical skills. This is logical—as managers

move up the corporate ladder, they are less concerned with the daily details of conduct-

ing business and more concerned with the big picture, and big-picture thinking requires

conceptualizing and strategizing. First-line managers focus on the detail—the day-to-day

creation of the product or service. Middle managers typically need a balance of all three

skills, but this varies from organization to organization.

Management Functions

As noted earlier, every manager plans, organizes, leads, and controls. However, the time
spent on each function varies by level of management. Studies of the amount of time man-
agers spend on each function are inconclusive. However, it is generally agreed that first-line
managers spend more time leading and controlling, middle-level managers spend equal

17
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time on all four functions, and top managers spend more time planning and organizing.
Table 1.1 summarizes the differences by management levels.

Managing Large Businesses and Small Businesses

Table 1.2 lists the major differences between large and small businesses. These are general
statements, and many large and small businesses share certain characteristics. Small busi-
ness can be defined in numerous ways. The Small Business Administration (SBA) definition
will suffice for our purposes: A small business is independently owned and operated, is not
dominant in its field, and has fewer than 500 employees. Elms College is a small business.

Managing For-Profits and Not-For-Profits

Are managers’ jobs the same in for-profit and not-for-profit organizations? Yes—whether
you work for your local Little League team (nonprofit) or for the Brazilian World Cup
champions (for-profit), you need the same management skills, perform the same manage-
ment functions, and play the same roles.

That said, the two types of organizations do exhibit key differences. These are mainly
seen in how they measure performance, how they staff their organizations, and how they
get funds. The primary measure of performance in for-profit organizations is, well, profit.
In addition, organizations that are in business to make money must pay their workers.
Nonprofit organizations measure performance differently—for example, by whether they

TABLE 1.1 Skills and Functions Performed by Management Level
Management Primary management Primary management
level skills needed functions performed
Top Conceptual and decision-making skills Planning and organizing
Middle Balance of all skills Balance of all four
First line Technical and people skills Leading and controlling

TABLE 1.2  Functions and Roles in Large and Small Businesses

Functions and roles

Large businesses

Small businesses

Planning Commonly have formal written = Commonly have informal objec-
objectives and plans with a tives and plans that are not
global business focus. written with a global focus.

Organizing Tend to have formal organi- Tend to have informal struc-
zation structures with clear tures without clear policies and
policies and procedures, with  procedures, with fewer than
three levels of management. three levels of management.
Jobs tend to be specialized. Jobs tend to be general.

Leading Managers tend to be participa- = Entrepreneurs tend to be auto-
tive, giving employees a say cratic and want things done
in how they do their work and  their way, often wanting to
allowing them to make more make decisions.
decisions.

Controlling Tend to have more sophisti- Tend to use less sophisticated

Important management roles

cated computerized control
systems.

Resource allocator.

control systems and to rely on
direct observation.

Entrepreneur and spokesper-
son.
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can pay for the team’s swimming pool rental fees, whether team membership is increas-
ing, and whether they are reaching their stakeholders (such as inner-city kids). Typically,
many of the staff of nonprofits are unpaid volunteers. Nonprofits also commonly conduct
fund-raisers and get money from the government, whereas for-profits don’t. When funds
are cut back, many school and college athletic programs depend on fund-raising.** Many
athletic associations, such as the National Collegiate Athletic Association (NCAA) and the
YMCA, are organized as nonprofits. However, you can also be a sport manager in a govern-
ment organization, such as the University of California at Los Angeles (UCLA), or in the
recreation department of your hometown.

In the past, it was common to classify both nongovernment and government organi-
zations together in one group called not-for-profits. However, the trend is to distinguish
not-for-profits into nongovernment organizations (NGOs) and government organizations.
Three primary areas of difference among for-profit, NGOs, and government organizations
relate to ownership and profits, revenues, and staffing. See table 1.3 for a list of differences
among them.

TABLE 1.3 Differences Among For-Profit, Not-For-Profit, and Government Organizations

Function For-Profit Not-For-Profit (NGO) Government
Ownership and profits ' The primary universal measure | Organizations are mission Organizations are mission
of performance is bottom-line | driven; as in all businesses, driven; profits are not the goal.
profit. Owners are entitled to profits are the objective. Ownership is an entity of a
take profits out of the firm. However, any excess revenue | function of government.

remains in the organization.
There are no individual owners.

Revenues Money comes into the busi- Money often is raised through = Money is raised through taxes,
ness primarily through sales. donations, grants, member- fees, and sales.
ships, and investments, as well
as sales or fees.

Staffing Employees are primarily all Many NGOs rely on both Employees are primarily all
paid employees. volunteer workers and paid paid employees; however,
employees to accomplish their ' some entities rely on volun-
mission. teers.

Source: Dr. Kathryn Carlson Heler, Professor Springfield College, 2010. Used with permission.

APPLYING THE concerT 1.4

Differences Between Management Levels

Identify the level of management in each situation.

a. top
b. middle
c. firstline

16. Coaches the professional players

17. Owns the team

18. Spends time motivating and developing skills
19. Is the athletic director reporting to the president

20. Has a more balanced need for the management skills and functions

19
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Objectives of the Book

This book takes a “how-to” approach to sport management, as research has shown that knowledge
is more likely to be implemented when it is acquired from learning by doing, rather than from learning
by reading, listening, or thinking.®” This book uses a three-pronged approach, with these objectives:

* To teach you the important concepts of sport management

* To develop your ability to apply the sport management concepts through critical thinking

* To develop your sport management skills in your personal and professional lives

The book offers some unique features to further each of these three objectives, as summarized in
table 1.4.

TABLE 1.4  Features of This Book’s Three-Pronged Approach

Features that present sport = ¢ Chapter text
management concepts + Key Terms

* Learning Outcomes
* Chapter Summaries
* Review and Discussion Questions

Features that help you apply = ¢ Reviewing Their Game Plan cases

what you learn * Sport organizational examples
e Time-Outs
* Applying the Concepts
* Cases
Features that foster skill » Self-Assessments
development * Step-by-step models for handling sport management functions

* Sports and Social Media Exercises
* Game Plan for Starting a Sport Business

e Skill-Builder exercises

Practice

When it comes to sport, we don't have to tell you about the need for practice. The great football
coach Vince Lombardi said that leaders are made by effort and hard work. If you want to develop your
sport management skills, you must not only learn the concepts in this book but also practice with the
applications and Skill-Builder exercises.® But most important, to be successful, you need to practice
using your sport management skills in your personal and professional lives just as you do in sports.
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@ DTAKE IT T0 THE NET

Please visit www.HumanKinetics.com/AppliedSportManagementSkills and go to this
book’s companion web study guide, where you will find the following:

A list of websites associated with the concepts in this chapter
Exercises that you will need Internet access to complete

Online versions of chapter exercises and end-of-chapter learning aids
An exercise that helps you define the Key Terms

LEARNING AIDS

CHAPTER SUMMARY

1. Describe career opportunities in sport management.

Sport management is a multidisciplinary field that integrates sport and manage-
ment. Sport management programs train interested people for management posi-
tions in such areas as college athletics, professional teams, fitness centers, recreation
centers, coaching, officiating, marketing, youth organizations, and sporting goods
manufacturing and retailing.

2. Describe a sport manager’s responsibilities.
Sport managers are responsible for achieving organizational objectives through
efficient and effective use of resources. Sport managers use their organization'’s
human, financial, physical, and informational resources to achieve the objectives.

3. Define the five management skills.

The five management skills are technical skills, people and communication skills,
and conceptual and decision-making skills. Technical skills are the ability to use
methods and techniques to perform a task. People skills are the ability to work well
with people. Communication skills are the ability to get your ideas across clearly
and effectively. Conceptual skills are the ability to understand abstract ideas, and
decision-making skills are the ability to select alternatives to solve problems.

4. Define the four management functions.

The four management functions are planning, organizing, leading, and control-
ling. Planning is the process of setting objectives and determining in advance exactly
how the objectives will be met. Organizing is the process of delegating and coordinat-
ing tasks and resources to achieve objectives. Leading is about influencing employees
to work toward achieving objectives. Controlling is the process of establishing and
implementing mechanisms to ensure that the organization achieves its objectives.

5. Explain the interpersonal, informational, and decisional roles of management.
Managers play the interpersonal role when they act as figureheads, leaders, and
liaisons. Managers play the informational role when they act as monitors, dis-
seminators, and spokespersons. Managers play the decisional role when they act as
entrepreneurs, disturbance handlers, resource allocators, and negotiators.

6. Diagram the hierarchy of management levels.
The three levels are top, middle, and first-line management.

7. Describe general, functional, and project managers.
General managers supervise the activities of several departments or units. Func-
tional managers supervise related activities such as marketing, operations, finance,
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and human resources management. Project managers coordinate employees and
other resources across several functional departments to accomplish a specific task.

8. Explain how skills and functions differ by management level.
Top managers have a greater need for conceptual and decision-making skills.
Middle managers need a balance of all skills. First-line managers need better tech-
nical skills.

REVIEW AND DISCUSSION QUESTIONS

1. What is sport management? Name some possible career opportunities available to
sport management majors.

2. What are the five management skills? Do all sport managers need these skills?

bt

What are the four functions of management? Do all sport managers perform all
four functions?

What are the three management roles? Do all sport managers perform all three roles?
What are the three types of managers? How do they differ?

Is it more important for a sport manager to be efficient or effective? Can you be both?

N ok

Should a sport management course focus on teaching students about sports or about
management? Explain your answer.

8. Can college students develop their management skills through a college course?
Why or why not?

9. Do you believe that sport management theory is or should be as precise as physics
or chemistry? Explain your answer.

10. What are three career paths in sport management that you find interesting?
11. Why is it important to take this management course?
12. Are you interested in being a manager?

13. Some people say that hard skills (technical, finance, quantitative analysis) are more
important for managers than soft skills (people and communication skills), and
some say the opposite is true. What is your view?

14. Is your college professor a manager? Why or why not?

CASE

Special Teams to Special Leader at Under Armour

Under Armour is one pretty dry company! Under Armour’s mission is to provide technically
advanced products engineered with superior fabric construction, exclusive moisture man-
agement, and proven innovation. Under Armour produces highly technical gear marketed
to provide climate control for athletes.

Founded in 1996 by former University of Maryland football player Kevin Plank, Under
Armour is the originator of performance apparel—gear engineered to keep athletes cool,
dry, and light throughout the course of a game, practice, or workout. Amazingly, Under
Armour pretty much created the entire high-end performance apparel market on its own.

While Plank was a special teams captain of the University of Maryland football team, he
grew tired of his sweaty T-shirt. He wanted to create the ultimate T-shirt, one that wouldn’t
absorb moisture. Nearly 10 years later, Plank developed his unique synthetic fiber concept to
create one of the most unusual lines of sporting goods products since the founding of Nike.
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Where did Under Armour find the nerve to compete against a giant like Nike? Kevin Plank.

It seemed as if overnight, Under Armour was available in all the major sporting goods
stores, such as Modell's, Dick’s Sporting Goods, and Sports Authority. In addition, profes-
sional leagues and their players became avid users of the unique clothes.

Plank oversees all operations and strategic planning, including sales and marketing,
production management, forecasting, and general management functions. Today, Under
Armour has more than 800 employees. The company has successfully added athletic cleats
to diversify its product line. Under Armour even added an a new athletic sneaker to compete
directly against Nike and Adidas.

Under Amour signed a five-year, $17.5 million contract with the University of Maryland
in 2008 to outfit every varsity team. The company created a marketing stir with its uniforms
for the Maryland Terrapins football team. The uniforms are designed to look like the state
flag. Some felt that the decision to make a uniform with such an unusual design was a
response to the creative Nike uniforms worn by the Oregon Ducks.

Lisa Delpy Neirotti, director of George Washington University’s sports management MBA
program, thought it was a brilliant move. “It’s like anything in business . . . being a little
bit different . . . gets attention and people talk about it.”*

For current information on Under Armour, use the Internet to conduct a name search
for Under Armour and visit its website at www.underarmour.com.

Case Questions

1. As CEO, Kevin Plank needs technical skills more than he needs conceptual skills.
a. true
b. false

2. Kevin Plank is a general manager.
a. true
b. false

3. Which resources play the most important role in Under Armour’s success?
a. human
b. physical
c. financial
d. informational
4. Which management skills did Kevin Plank call into play for the various situations
discussed in the case?
a. technical skills
b. people and communication skills
c. conceptual and decision-making skills
5. Which management functions are Under Armour’s managers performing in the
preceding situations?
a. planning
b. organizing
c. leading
d. controlling
e. all of the above

23



24

10.

APPLIED SPORT MANAGEMENT SKILLS

Which management role did Kevin Plank primarily play in Under Armour’s journey
to success?

a. interpersonal—leader
b. informational—monitor

c. decisional—negotiator

. As CEQO, Kevin Plank spends most of his time

a. planning and organizing
b. leading and controlling

c. balancing the above

Which area of sport management is Under Armour’s primary focus?
a. sport broadcasting

b. stadium and arena management

C. recreation management

d. sporting goods manufacturing
Use the Internet to list new Under Armour products.

Is Kevin Plank the type of manager who would be successful in other sport organi-
zations? Explain.

SKILL-BUILDER EXERCISES

Skill-Builder 1.1: Getting to Know You

Objectives

e To get acquainted with your classmates and instructor

e To get a feel for what this course is all about

Activities

1.

Break into groups of five or six, preferably with people you don’t know. State your
name and tell two or three significant things about yourself. After everyone has
finished, ask other students questions about themselves (5-8 minutes).

a. Can anyone in your group call the others by name? If so, they should do so. If
not, have every member repeat his or her name. Take turns calling each other by
name. Do this until everyone knows each other’s first name (1-2 minutes).

b. Brainstorm ways you can improve your ability to remember names (4-8 minutes).

Elect a spokesperson or recorder for your group. Look over the following categories
and develop several statements or questions you would like to ask the instructor;
then hand in your list (5-10 minutes).

a. Expectations: What do you hope to learn from this course?

b. Doubts or concerns: Is there anything about the course that you don't under-
stand? Express any doubts or concerns that you may have or ask questions for
clarification.

¢. Getting to know your instructor: Make a list of questions about your instructor’s
background, experience, or expectations.
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4. The instructor responds to class questions (10-20 minutes).

Apply It (2-4 minutes)

What did I learn from this exercise? How will I use this knowledge?

Skill-Builder 1.2: Comparing Managers

Objective

To better understand the differences between good and poor managers

Activities
Recall the best supervisor or boss you ever worked for and the worst one you ever worked

for. Compare these two people by writing brief notes in the following chart about each
person’s management skills and ability to perform the four management functions.

Best boss Worst boss

Technical

People and
communication

Conceptual and
decision making

Planning
Organizing
Leading
Controlling

Management Skills and Functions

After you consider your experiences with a good boss and a poor one, what do you believe
are the key differences between good and poor managers?

Apply It (2-4 minutes)

What did I learn from this exercise? How will I use this knowledge?

SPORTS AND SOCIAL MEDIA EXERCISES

Did you ever wonder why you elected to take a course in sport management? Have you
selected sport management as your major in college? Everyone who selects a major should
conduct research on the field of study chosen. This exercise starts with some general areas
of social media research and gets more specific as the textbook progresses.

25
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1. Search “sport management” on www.youtube.com. What subjects related to sport
management did you find?

2. Students like to use Facebook for their own personal social media purposes. Review
your Facebook site and see if you have a friend who is connected to a field within
sport. Networking is important in getting a job and career progressions, so work at
developing your sport connections online and in person.

GAME PLAN FOR STARTING A SPORT BUSINESS

Most students think about entering sport management with the idea of working with their
favorite professional team as their goal. But did you ever consider starting your own sport
business? Being an entrepreneur means you are willing to take risks and create your own
business, manage your business, and market your products or services to your customers.
The hardest part is often just reviewing your options and finding the product or service
you would like to sell to create happy customers. Much as a team needs a game plan, you
need one to start your own sport business.

Every great business starts with research on potential ideas for starting one’s own busi-
ness. Use every resource you can find (professors, parents, career services, entrepreneurship
magazines, sport magazines, the Internet, nassm.org, this textbook, the sports section of
your local newspaper, and so on) to locate three possible sport businesses you would like
to research this semester. Remember, this is your project, and you should find a sport busi-
ness that fits your own goals. Your professor may need to agree that your idea is legal, is
ethical, fits well with the course, and has enough supporting research to ensure you can
complete the exercises. But, in the end, the business should reflect your own personality,
goals, and motivation. Try to find three business concepts you would like to consider. In
future chapters, you will be asked to select only one of these options to write your game
plan. Good luck!

1. Sport business idea 1: What research led you to select this business concept?

2. Sport business idea 2: What research led you to select this business concept?

3. Sport business idea 3: What research led you to select this business concept?




The Sport Industry Environment
Globalization, Ethics, and Social Responsibility

LEARNING OUTCOMES

After studying this chapter, you should be able to

stakeholders’ approach to ethics

1. describe the five components of the internal environment;
2. explain the two primary principles of total quality management;
3. explain how factors in the external environment affect the internal business environment;
4. state the differences between domestic, international, and multinational businesses;
5. list the lowest- and highest-risk ways to take a business global;
6. explain the stakeholders’ approach to ethics; and
7. discuss the four levels of social responsibility in business.
KEY TERMS
internal environment customer value joint venture
mission total quality management (TQM) direct investment
stakeholders external environment ethics
systems process international business
structure multinational corporation (MNC) social responsibility
quality global sourcing
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DEVELOPING YOUR SKILLS

Top-level managers routinely analyze their company’s environment and management practices
and those of their competitors. Analyze the company you work for in terms of its internal envi-
ronment (What is its mission? What resources does it use to make and deliver its products
or services?) and external environment (How does it get and treat customers? Who are its
competitors?). Are the employees ethical, and is the firm socially responsible?

REVIEWING THEIR GAME PLAN

German-born Dirk Nowitzki was considered a “soft” player when his NBA Dallas Mavericks
lost in the NBA Finals in 2006. Turns out he was really a superstar when he led the Mavericks
to the NBA Championship in 201 1. In the process, his work ethic also helped to bring NBA
basketball to Germany.

As in most European countries, German sport is dominated by the citizenry's love of
football (called soccer in the United States). But Dirk is a true German hero for having gone
to America over 13 years ago, living up to the German tradition of hard work, and becoming
an athletic champion.

The interesting aspect is that Yao Ming from China was expected to lead the NBA into
global prominence. Ming was paid handsomely to be Adidas—Reebok’s spokesman in China.
Although the 7 footer had a good career, he couldn't quite shake his proneness to injury and
struggled to stay healthy in the middle of his career. Still, China is a country with over a billion
people, and they do like American basketball. It was easy to select Yao as the man to bring
basketball to the Far East.

Dirk, a 7 footer himself, had a different journey. Not quite as tall as Yao or wide as Shaquille
O’Neal, Dirk has the look of a tall, slender forward instead of a monster center. He always had
a smooth jump shot for a tall man. He ran up and down the court like a more agile smaller
player. He scored a lot of points, but it always seemed as though there was someone else
scoring more points—Michael Jordan, Allen Iverson, Dwyane Wade, or LeBron James.

German national basketball team coach Dirk Bauermann says that Nowitzki's success in
winning an NBA championship “crowns a long journey.” He says “there is no one who has
earned the championship more than Dirk."

German soccer coach Joachim Léw also offered his congratulations on “an outstanding
achievement for which | have great respect.’

In 2011, Dirk rose to new heights and led his Mavericks to the championship. He heard
that people in his hometown of Wiirzburg, Germany, followed his every move. Dirk’s father
said “lt is something really special for Dirk because he is finally recognized in America too
as a real sporting great."®

Will Dirk’s newfound fame help to spread NBA basketball in Germany? Will other European
players be recruited in hopes of finding the next Dirk?

LEARNING OUTCOME 1> Internal Environment

Describe the five

components of Profit and not-for-profit organizations are created to produce goods and services that create
the internal value for customers. The term product is commonly used to mean both goods and services,
environment. because many products have an element of both. The organization’s internal environment

includes the factors within its boundaries that affect its performance. They are called internal
factors because the organization has control over them, as opposed to external factors, which
are outside its control. An important responsibility of managers is to match the internal
environment to the external environment.* The five internal environment factors that you
will learn about in this section are management, mission, resources, the systems process,
and structure (see figure 2.1).
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THE SPORT INDUSTRY ENVIRONMENT

Management

Managers are responsible for their organi- Mission
zation's performance. They plan, organize,
lead, and control. The leadership style they
use and the decisions they make affect the
performance of the entire organization.® Systems

A

Effective managers develop their organiza- process Strueture
tion’s internal environment with a culture

of success and constantly scan the external

environment for business opportunities.®

Clearly, the Dallas Mavericks would not be Management Resources

the hot team it is today if team owner Mark \_/

Cuban didn't continually scrutinize both
. Feedback
environments. —

L FIGURE 21 The internal environment.
Mission

The organization’s mission is its purpose or reason for being. The mission provides identity
by answering the question, Who are we as an organization?” Developing the mission is
the responsibility of top management. Shorter mission statements are easier to understand
and carry out. For an example, see the YMCA’s mission statement. What is your college’s
or university’s mission?

Missions should be relevant to all stakeholders.® Stakeholders are people whose interests
are affected by organizational behavior. There are internal (within the organization) and
external (outside the organization) stakeholders. Managers must make trade-offs when
stakeholder interests conflict.” For example, professional athletes want more pay, and fans
want lower cost to attend a game. Wages and prices (tickets, food and drinks, parking)
affect image and attendance.

A mission can also be defined as the outcome that the organization strives to attain.
The other internal environmental factors—management, resources, systems process, and
structure—are the means the organization
uses to achieve its ends (see figure 2.2).
Managers develop the mission statement
and set objectives, but they are also one of 1
the means to the ends. As a sport manager,
you may not write the mission statement,
but you will definitely be responsible for
helping to achieve it.

U2} State the mission of a sport orga-
nization. Does it differ in any way
from the missions of other types
of organizations?

Which environ-
mental factors
are important to a
general manager
of the Dallas Mav-
ericks?

Mission

YMCA stands for Young Men's Christian Association. It is a world-wide Christian, ecumenical, volun-
tary movement for women and men with special emphasis on, and the genuine involvement of, young
people, that seeks to share the Christian ideal of building a human community of justice with love,
peace, and reconciliation for the fullness of life for all creation.

YMCAs work for social justice for all people, irrespective of religion, race, gender or cultural
background.

The World Alliance was established in 1855 with its first World Conference in Paris. The confer-
ence drew up the Paris Basis, the YMCA's mission statement, which made the World Alliance of
YMCAs a pioneer of ecumenism.

Courtesy of World Alliance of YMCAs.
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Ends
Results to attain

Mission

Means
How mission is attained

Management

Resources

Systems process

Structure

FIGURE 22 Internal environmental means and ends.

Resources

Organizations need resources to accomplish their mission. Performance-based differences
among firms can be seen in how they acquire and use their resources.'® For example, the team
that gets and develops the best players wins more games. As stated in chapter 1, organiza-
tional resources include human, financial, physical, and informational resources. Human
resources—the organization’s workforce—are responsible for achieving the organization’s
mission and objectives. The YMCA'’s physical resources include fitness centers, swimming
pools, ggmnasiums, and inexpensive temporary housing. The Y’s financial resources are
used to purchase and maintain its physical resources and to pay employees. Informational
resources include a YMCA directory and local YMCA websites. As a manager, you will use
these four resources to achieve your organization’s mission.

Systems Process

The systems process is the method used to transform inputs into outputs. The final outputs
are organizations’ products. To be successful, firms strive to accelerate the systems process
to increase performance through teamwork."

As shown in figure 2.3, the systems process has four components:

1. Inputs: Inputs provide the organization with operating necessities. They are the
organization’s resources (human, financial, physical, and informational). At the
YMCA, the primary input is the labor of thousands of employees who provide
services to Y members.
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Internal environment

Transformation
Inputs > processes > Outputs

A A

Feedback

N

A
A

FIGURE 2.3 The systems process.

2. Transformation processes: Inputs must be transformed into outputs. At the YMCA,
employees work (input) to provide services (transformation) such as fitness instruc-
tion, after-school sport programs,
and database management to mem-
bers.

3. Outputs: Outputs are the different 2
levels of satisfaction experienced by
each member. At the Y, the desired
output is that members experience improvements in spirit, mind, and body.

WY Describe the systems process for
an organization you have worked
for or a team you have played on.

4. Feedback: Feedback ensures that the inputs and transformation process produce
the desired results (outputs), and it can lead to innovation.'? Y members are asked
to complete satisfaction surveys on the services they receive.

Structure

An organization’s structure is the way in which it groups its resources to accomplish its
mission. The structure may be organized as departments—finance, marketing, production,
and personnel. Each department affects the organization as a whole, and each department
affects every other department. Organizations strive mightily to structure their resources
effectively so that they can achieve their main objective—to transform inputs into outstand-
ing outputs.’* As a manager you will be responsible for some part of the organization’s
structure—perhaps a department or a team within the department. You will learn more
about organizational structure in chapters 5 through 7.

Quality in Sport

Quality is a crucial issue for every organization, as quality resources can lead to breakthrough
innovation.' Quality is an internal factor because organizations can control the quality
of their products. Proponents of total quality management (TQM) believe that custom-
ers (fans in the case of many sport organizations) assess the quality of the organization’s
outputs by comparing what they require (or want) from the product or service with their
actual use of, or experience with, the product or service.'> Accordingly, customer value is
the benefits that customers obtain if they buy a product or service. From the viewpoint
of TQM, customers aren’t buying only the product or service itself. They are also buying
the benefit (value) they expect to derive from it.'® Value therefore motivates us to buy
or not to buy products or services. When fans buy tickets to a New York Yankees versus
Anaheim Angels game, they expect to watch a high-quality game because star players such
as Alex Rodriguez and Derek Jeter will be playing for their teams. Sport organizations
pay close attention to quality and value because these are what attract—and retain—fans
and customers.

< LEARNING OUTCOME 2

Explain the two
primary principles
of total quality man-
agement.

31



APPLIED SPORT MANAGEMENT SKILLS

APPLYING THE CONCEPT 2. 1

Internal Environment

Match each statement with the internal environmental factor it pertains to.

a.
b.
C.
d.
e.

management
mission
resources
systems process
structure

1. We take these chemicals and make them into a liquid, which then goes into these molds. When it's
hard, we've got golf balls.

We deliver pizza and buffalo wings to the basketball tournament.
The people here make this team what it is.

As we grew, we added a new department for human resources services.

o RGN

Management does not trust us. All the major decisions around here are made by top-level managers.

Total quality management is a management philosophy that stresses quality within the
organization. Total quality management (TQM) is the process through which everyone in
the organization focuses on the customer in order to continually improve product value.
TQM uses a systems perspective because it views quality as the responsibility of everyone
in the organization—not simply that of a single, self-contained department (the quality
control department). The two primary principles of TQM are (1) to deliver customer value
and (2) to continually improve the system and its processes. (We discuss quality and TQM
in more detail in chapters 6 and 13.)

LEARNING OUTCOME 3 >

Explain how factors

External Environment

in the external envi- - The organization’s external environment includes factors outside its boundaries that affect

ronment affect the j¢g performance. Although managers can control the organization'’s internal environment,

|ntelrnal business their influence over what happens outside the organization is limited, so they need to

environment. monitor the environment to continuously improve.'” The external environment includes
nine factors.

Customers

Customers purchase products and tickets, and without them, organizations cannot exist.
Here’s an example of a company outside the sport industry that capitalized on professional
sport, specifically the star athlete, to get customers. When changing tastes dented Campbell’s
canned-soup sales, Campbell’s changed its tune. For the past 10 years, the company has
aired a very successful ad campaign using star athletes—and their mothers. The most recent
lineup of athletes (and their moms) includes Maurice Jones-Drew (Jacksonville Jaguars)
and Devin Hester (Chicago Bears). Former NFL legends Jerome Bettis (Pittsburg Steelers)
and Tony Dungy (Indianapolis Colts) participated in a program encouraging dads to get
off the couch and be more active on the field.®
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Competition

Organizations must vie with their competitors for customers and fans. To beat the com-
petition, competitor analysis is needed." In professional sport, a competitive imbalance
between teams can affect their leagues and spectator interest.”® Free agency, introduced in
the 1970s, changed the competitive balance

of professional teams.”’ Teams with more W2 Give an example of how one sport
financial resources, such as the New York 3 firm's competitors have affected
Yankees, benefited. the firm’s performance.

Suppliers

The resources of organizations often come from outside the firm. Organizations buy
resources from suppliers. Many sport teams’ merchandise sales are important sources of
revenue. Most teams have suppliers make the merchandise, and poor-quality and out-of-
stock items can result in lost sales revenue. Starting in 2012, Nike was scheduled to be the
official on-field apparel company for the NFL. Reebok previously had the NFL on-field
apparel contract. The NFL felt that using Nike would allow the league to select from the
larger breadth of global apparel products offered by Nike.?? Effective managers recognize
that suppliers are a key factor in their success and develop close working relationships
with them.?

Workforce

An organization’s employees have a direct impact on its performance. How can teams win
without star athletes? The better the employee or player, the higher the pay, and free agency
has increased salaries.? The Texas Rangers agreed to pay shortstop Alex Rodriguez approxi-
mately U.S.$22 million a year for 10 years.”® Management recruits its workforce from the
available labor pool, which of course is outside its boundaries and is therefore an external
factor. The capability of an organization’s employees is determined partially by the quality
of the available labor pool (how many Dirk Nowitzkis are there?).

Unions are a key source of employees for many organizations. Unions are also con-
sidered an external factor because they become a third party when they negotiate with
organizations for wages and benefit packages. Dallas Maverick players are members of the
National Basketball Players Association, whereas YMCA employees don’t belong to a major
union. Unions have the power to strike, and strikes mean lost revenues, lost wages, and lost
goodwill. Fortunately, MLB has negotiated labor contracts, and the 2000s so far have been
a time of relative peace between owners, players, and their unions. However, the 2012 NBA
basketball season was in serious jeopardy after the owners locked out the players. The two
sides remained firmly divided over what percentage of revenue the players should receive,
whether teams should have a hard cap (a specific dollar amount) on payrolls, and how
owners should share their money.?*

Shareholders

Shareholders are the owners of corporations because they have purchased a share (stock)
in the corporation. Although shareholders do vote for the corporation’s board of directors,
they must hold vast quantities of stock to influence the choice of directors.

The Disney Corporation owns ESPN. Consequently, the shareholders of Disney receive
reports on the rising and falling fortunes of ESPN, ESPN2, ESPNEWS, ESPN Classic, ESPN
Magazine, and the ESPN Zone, which is a chain of sport-themed restaurants that use the
ESPN name. Although Disney shareholders certainly don’t run the various ESPN media
broadcasts on a daily basis, they will most assuredly take an interest if the stations are not
profitable.

How are the skills
needed by Mav-
erick employees
similar to those
needed by YMCA
employees, and
how are they dif-
ferent?
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Society

We exert pressure on organizations. Individuals and groups lobby businesses for change,
and they often get it. People who live near factories don’t want them to pollute the envi-
ronment and have forced tougher pollution requirements. Society expects business to be
socially responsible and ethical and in that context has become increasingly concerned
with player salaries. The Texas Rangers’ paying Alex Rodriguez (A-Rod) U.S.$22 million
a year led to questions. Will fans continue to pay higher and higher ticket prices to foot
the bill for player salaries that have shot into the stratosphere? Will American families be
priced out of the all-American pastime? Are athletes proper role models for our children?

Technology

The rate of technological change will continue to increase. Few organizations operate today
as they did even a decade ago. Products not envisioned a few years ago are now fixtures
in our lives. The computer has changed the way sport organizations conduct and transact
business, and computers are a major part of every firm’s systems process. Sports by their
very nature are interactive, and fans (by their very nature) want to be part of the action. The
web feeds this desire with message boards

and fantasy leagues.?” Professional athletes

use Twitter to communicate directly with UL} Give an example of how technol-
their fans. Although using Twitter allows fans 4 ogy has affected several different
to learn more about their favorite payers, it sport organizations.

also creates an environment in which the

athlete can say and do things that are not

professional. Nevertheless, athletes such as Chad “Ochocinco” can have a million fans
following their every movement.?

Economy

Organizations have no control over economic growth, inflation, interest rates, or interna-
tional exchange rates, yet these factors have a direct impact on performance. Sports are an
important part of the economy of many countries,? and economic development has pro-
vided larger sections of the public with access to sport facilities.>° In general, as measured
by gross domestic product (GDP), U.S. businesses do better when the economy is growing
than during times of decreased GDP, or recession. When business activity is slow, fewer fans
attend games at the stadium. When interest rates are high, it costs more to borrow money;
and with inflation, prices of tickets and other products go up.

Governments

U.S. federal, state, and local governments all set laws and regulations that businesses must obey.
For example, the U.S. government previously allowed MLB teams to require players to sign
renewal clauses (the reserve system) prohibiting them from negotiating contracts with other
teams; however, the government later removed the exemption, and today many MLB players
are free agents.” The governmental environment is sometimes referred to as the political
and legal environment, and the United States has national-level governmental sport policy.

Chaos in the External Environment and Interactive Management

Managers need to be aware of environmental influences.?®* In many industries, the external
environment changes at an incredibly fast pace and is often chaotic. Chaos theory (as used
in business) refers to the need for managers to adapt quickly to a constantly changing
environment. A firm’s mission or overall priorities and goals may need to change for the
firm to align itself with its external environment. Today’s managers must be able to thrive
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APPLYING THE CONCEPT 2.2

External Environment

Identify each statement by its external environmental factor.

customers
competition
suppliers
workforce
shareholders
society
technology

Q@ -~ 9o 2 0 T o

governments

economy
6. Some critics blame the media for the escalating salaries of Major League Baseball players.

7. At one time Nike was the coolest sneaker company, but then others came along and took some of
its market share.

8. | applied for a loan to start my own dance company, but | might not get it because money is tight
these days, and the bank may not provide a loan.

9. Team owners have threatened to fire the general manager if the team doesn't improve this year.

10. Management was going to sell our team to Disney, but the feds said that would be in violation of
antitrust laws.

on chaos and uncertainty in their environment. They should also be interactive in their It's your turn
management style. to think out-
According to Russell Ackoff,* unlike reactive managers (who make changes only when side the box.

Dream up a
future you think
you can make
come true,

forced to by external factors) and responsive managers (who prepare for change that they
predict will come about), interactive managers design a desirable future and then invent
ways of bringing it about. These managers believe they can create a significant part of their
future and thereby control how it will affect their organization. They try to prevent (not and then draw
merely prepare for) threats and to create (not merely exploit) opportunities. Interactive up a plan that
managers thus make things happen for their own benefit and for that of their stakeholders. will help you

get there.

Conducting Sport Business in a Global Environment

In this section, we discuss how to classify businesses in the global economy, the importance
of understanding cultural differences, ways to take a business global, and some of the risk
in sport management.

As businesses grow, the complexity of their internal and external environments increases,
especially when a business competes globally.** (For a review of the organizational environ-
ment including globalization, see figure 2.4.) So you're thinking, “Well, this sure doesn't
affect the YMCA!” Think again. The YMCA movement stretches far beyond the United
States. YMCAs are at work in more than 120 countries around the world, serving more
than 45 million people. About 230 U.S. YMCAs maintain relationships with Ys in other
countries. This means finding out about (not a small task in itself) and then complying
with the rules and regulations of countries with vastly different economies, workforces, and
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LEARNING OUTCOME 4 >

State the differ-
ences between
domestic, interna-
tional, and multina-
tional businesses.
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Global
Multiple sets of factors for various countries

External
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Mission

Systems
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Management Resources
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>

FIGURE 24 The business environment.

cultures—an immense undertaking even for a business that’s been around as long as the
Y. The globalization of sport allows sport management programs to have an international
focus through teaching, research, service, and directly working in other countries.>* College
curriculums are fostering a global perspective, because business wants to hire students with
international knowledge and experience.*”

Internationalization is not new to sport, because the Olympic Games were held centu-
ries ago in Greece,*® and the Games are now run by the International Olympic Committee
(I0C).* The NHL has had U.S. and Canadian teams, and tennis and golf tournaments have
been global for many years. Although many of the same sports are played around the world,
how they are regulated and managed varies greatly.*® Organizations that help coordinate
global sport include the International Sport Management Alliance, which in turn includes
the North American Society for Sport Management (NASSM) (discussed in chapter 1),
the European Association for Sport Management, the Sport Management Association of
Australia and New Zealand, the Fédération Internationale de Football Association (FIFA),
and the IOC, to name a few."

Classifying Business in a Global Environment

There are three classifications of businesses in a global environment. A domestic firm con-
ducts business in only one country, although it may have to compete against global firms
at home. The local gym competes for members with the global YMCA. An international
business is primarily based in one country but transacts business in other countries. The
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common international business model is importing and exporting from the home country.
Ferrari sport cars are made in Italy and imported for sale by car dealers in other countries.
A multinational corporation (MNC) has significant operations in more than one country.

Understanding International Cultural Differences and GLOBE

To be successful in the global village, it is important to understand and be able to work
with people from different cultures.*? Local and regional cultural patterns greatly affect
the popularity of certain sports. Organizational leaders must be aware of cultural issues to
avoid expensive errors like the time Nike used a design on the soles of its shoes that meant
Allah in Arabic, which caused an embarrassing and expensive recall.

GLOBE stands for Global Leadership and Organizational Behavior Effectiveness, which
is an ongoing cross-cultural investigation of leadership and national culture. The GLOBE
research team used data from 825 organizations, with 18,000 managers, in 62 countries
to identify nine dimensions in which national cultures are diverse. (See table 2.1 for a list

TABLE 2.1 GLOBE Dimensions

Dimension Low Moderate High
Assertiveness Switzerland Ireland Spain
People are tough, con- New Zealand Philippines United States
frontational, and com-
petitive.

Future orientation Russia Slovenia Netherlands
People plan, delaying Argentina India Canada
spending today to invest

in the future.

Gender differences Sweden Brazil Egypt
People have great Denmark Italy China
gender role differences.

Uncertainty avoidance Bolivia Mexico Austria
People are uncomfort- Hungary United States Germany
able with ambiguity or

the unknown.

Power distance South Africa England Spain
People accept power Netherlands France Thailand
inequality differences.

Societal collectivism  Greece Hong Kong Japan
Teamwork is encouraged = Germany United States Singapore
(vs. individualism).

In-group collectivism  Denmark Israel China
People take pride in New Zealand Japan Morocco
membership (family,

team, organization).

Performance orienta- Russia England Taiwan
tion Venezuela Sweden United States
People strive for

improvement and excel-

lence.

Humane orientation Singapore United States Indonesia
People are fair, caring, Spain Hong Kong Iceland

and kind to others.

Adapted from M. Javidan and R.J. House, 2001, “Cultural acumen for the global manager: Lessons from Project GLOBE," Organi-

zational Dynamics, Spring: 289-305.
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LEARNING OUTCOME 5

List the lowest- and
highest-risk ways
to take a business
global.
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of the dimensions with examples of country S : :
- elect a sport-oriented business
ratings.) The GLOBE dimensions illustrate TIMEUUT i

that managers need to lead in a manner that
is based on the culture.

and identify as many of its global
practices as you can.

Taking a Sport Business Global

Since the 1990s, the question is no longer whether our businesses should go global. Rather,
the question is how we go global and how fast.** Some would argue that the globalization
of the sport industry should be termed the “Americanization of sports.” Why? Because as
industries go global, they typically follow the dominant market player, and for the time being
in sport, that is America. Indeed, U.S. corporate sports currently appear to have a dominant
position. In 2007, the NFL played a regular-season game in London between the Miami
Dolphins and New York Giants.* In 2011, the NFL expanded to offering two regular-season
games in England. Likewise, the NHL draws a large percentage of its players from Europe.

Sport businesses go global in six ways—by global sourcing, importing and exporting,
licensing, contracting, engaging in joint ventures, and making direct investment. In figure
2.5, these six approaches are mapped by cost and risk and by whether they tend to be the
strategy of international businesses or that of MNCs.

Global Sourcing

Global sourcing is the use of worldwide resources for inputs and transformation. It is also
called outsourcing. The difference between domestic managers and global managers lies
in where they look for the best deal on inputs and where they think inputs can be most
advantageously transformed into outputs. Some U.S. colleges and most professional teams
don't just search for talent in the United States; they have scouts all over the world looking
for the best athletes. Some U.S. college grads who can’t make it to the pros in the United
States go to Europe to play. Both international corporations and MNCs use global sourc-
ing. The Dallas Mavericks used global sources to determine that it was worthwhile to select
Dirk Nowitzki in the first round of the 2008 NBA draft.

Importing and Exporting

With importing, domestic firms buy
products from foreign firms and
sell them at home. U.S. retailers
must thus import Adidas (based in
Germany) sneakers in order to sell
them. With exporting, domestic
firms sell their products to foreign
buyers. Companies like Spalding
export their products to almost
every country in the world, and
professional sport teams sell their
team products globally as well.
China is now the world’s number-
one exporter.*

Cost/risk —>»

International
businesses

l-lb‘eﬂsmy Importing/ Licensing Contracting  Joint Direct
exporting ventures investment

Under a licensing agreement, one
company allows another to use its  FIGURE 25 Taking your business global. Note: Global

intellectual assets, such as brand sourcing can be used alone (at low cost and risk), but is
name, trademarks, technology, pat-  commonly used with the other approaches.
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ents, or copyrights. For a fee, Disney allows companies around the world to make all kinds
of products using the ESPN brand, and so do professional sport teams.

Contracting

With global contract manufacturing, a company hires a foreign firm to manufacture the
goods but the company retains the marketing process. Nike uses this approach because
it doesn't own any manufacturing facilities. Contract manufacturers make products for
Nike, and Nike sells them in retail stores globally. On the other hand, Nike is criticized
for allowing sweatshops to manufacture its products while making large profits. Virtually
every professional sport team contracts its merchandise.

Joint Venture

A joint venture is created when firms share ownership (partnership) of a new enterprise.
Dentsu of Japan announced the launch of Football Media Services (soccer). The service is a
joint venture with Infront Sports & Media. Infront was to handle the distribution of Asian
broadcast rights to all FIFA events between 2007 and 2014. The companies expected to be
stronger together than when they had competed against each other in the past.*®

Direct Investment

Direct investment occurs when a company builds or purchases operating facilities (sub-
sidiaries) in another country. This is a common strategy for large MNCs.*” Contracting and
direct investment are also called offshoring. In 1991, to globalize American football, the
NFL developed the NFL Europe subsidiary. However, on June 29, 2007, the NFL owners
decided that it was not worthwhile to invest more money in NFL Europa (the last name
the league was known by) just to gain the few advantages of keeping the league afloat.*®
A major factor in the failed venture was culture, because Europeans prefer soccer, which
resulted in low ticket and merchandise sales. Again, you need to understand global culture.

Risks in Global Sport Management

Even as the number of globally watched sporting events grew by leaps and bounds in
the 1990s, the threat of injury to athletes at international competitions was not a major
concern during that time. However, the September 11, 2001, terrorist attacks in the United
States sharply and forever changed this thinking. Preventing and dealing with violence and
fan control around and in the facility are an important part of sport management.*’ It is
impossible to ensure a risk-free environment at sporting venues. Incidents will happen and
emergencies will arise. What matters is how managers prepare for, respond to, and recover
from emergencies at a sporting venue.

Four issues have been highlighted as areas in which sport management students could
conduct further research regarding the impact of global sport management. First, large
global corporations are using developing countries' workforce to manufacture sportswear
and sport equipment. Second, we are seeing an increase in the number of athletes whose
country of birth and origin are no longer a limitation to where the athlete plays and com-
petes. A third area is the role of extremely large global organizations such as FIFA, the IOC,
and the NBA in organizing sports worldwide. And fourth, students of sport management
should understand how globalization will affect their careers.*

Ethics in Sport Management

Ethics refers to the standards of right and wrong that influence behavior. Today, ethics is a
major concern in businesses themselves and among the public®; thus ethical understanding

What sorts of
inputs and trans-
formations do you
think are good
candidates for
global sourcing?
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more than the
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is an important competency.”? In this section, we discuss ethics in sports, explain why
ethical behavior pays, discuss why good people do unethical things, provide some simple
guidelines for ethical behavior, and discuss how you can manage employee ethics.

An organization’s ethics are the collective behavior of its employees. If each employee acts
ethically, the actions of the organization will be ethical too. The starting place for ethics, therefore,
is you. Are you an ethical person? It's an important question, and one that you should devote
some thought to. To help answer this question, complete the ethics Self-Assessment next.

Unfortunately, there is no shortage of unethical behavior in sports. Some unethical
behavior can be attributed to the players themselves and a lack of judgment. For instance,
a charge against Floyd Landis of doping during the Tour de France stripped Landis of his
victory. Lance Armstrong had his seven titles taken away and admitted to doping. Are ath-
letes singled out because of their fame? Whether this is so or not, the player’s reputation
can be ruined and the accusation may not even be true. Barry Bonds and Roger Clemens
(baseball) were accused of doping but not proved guilty. Some people believe they will not
get into the Hall of Fame because of the scandal.

The list of athletes who have had trouble with the law is lengthy. Athletes need to realize
that young people look up to them as role models. Because of a number of scandals, ethics
have received much attention in business and sport journals,”®* and colleges are being held
responsible for developing ethical leaders.”* Many academics believe that teaching ethics
can help improve ethical behavior decisions,* although this view is controversial.

Another ethical issue is ticket scalping.”® The tremendous success of ticket resellers such
as StubHub has made scalping tickets seem like a normal aspect of buying tickets. The New
England Patriots are one team strongly against the practice of reselling tickets. The Pats
contend that reselling tickets at greater than U.S.$2 above face value plus various service
fees is illegal. However, scalping tickets is now legal in most states.

Yes, Ethical Behavior Does Pay

Recent years have seen an increased awareness of ethics, or the lack of it, in the sport
industry. Not many days go by without the media reporting on some scandal involving
unethical behavior. Laws and regulations exist to govern business behavior, but ethics go
beyond legal requirements. Although unethical behavior may result in short-term gains,
in the long run people often get caught and pay the price. Unethical behavior is often very
costly to business.>” Ethics scandals hurt the company’s performance, access to important
resources, and reputation.”® Thus, recruiters are seeking ethical job candidates, and graduates
are applying to organizations that have ethical products, ethical practices, and reputations
for being ethical.> So yes, ethical behavior does pay.*°

Why Good People Use Unethical Behavior

Unfortunately, it is not always easy to distinguish between ethical and unethical behavior.
A gift in one country is a bribe in another, and in some countries bribes are standard busi-
ness practice. So when in doubt, ask. On the other side, people sometimes act in their own
interest and do whatever it takes to get what they want.® Four important factors contribute
to a person’s electing to use ethical or unethical behavior: personality, moral development,
the situation, and justification.

Personality

In chapter 8, you will learn more about personality and attitudes. For now, you probably
already realize that because of their personalities, some people have a higher level of ethics
than others, because integrity is considered a personality trait. Unfortunately, a culture of
lying and dishonesty has infected American business and society as these behaviors have
become more acceptable. Pragmatism is on the increase, which asserts that there are no
absolute principles or standards, no objective truth, and no objective reality. Truth simply
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Ethics of Whistle-Blowing

Objective
To practice thinking ethically

Preparation
Respond to the same set of statements twice. In your first responses, focus on your own behavior and the fre-
quency with which you use it. In the first column, place the number (1-5) that represents how often you did, do,
or would do the behavior if you had the chance. These numbers will allow you to determine your level of ethics.
Be honest—students will not share their ethics scores.

In your second responses, focus on current or past coworkers. Place an O on the line after the number if you
observed someone doing this behavior. Also place a W on the line if you blew the whistle on this behavior within
the organization or externally.

Column 1:  Frequently Never
1 2 3 4 5
Column 2: 0 (observed) W (reported)
College
____ 1. __ Cheating on homework assignments
__ 2. Trying to pass off someone else’'s work as your own work
3. __ Cheating on exams

Team (or replace with work terms)

______ 4. _____ Coming to practice late

______ 5. Leaving practice early

______ 6. _____ Taking longer breaks than allowed

______ 7. ____ Callingin sick to skip practice when not sick

______ 8. _____ Socializing or goofing off during practice rather than working diligently

_____ 9. _____ Socializing or goofing off during games

___10. ____ Using the team phone to make personal calls

___11. ____ Using the team copier for a personal purpose

___12. ____ Mailing personal things through the team mail

__18. ____ Taking home team supplies and keeping them

___14. _____ Taking home team equipment without permission for personal use and returning it
______15. ____ Giving team merchandise to friends or allowing them to take merchandise without saying anything
______16. _____ Falsifying reimbursement paperwork for meals and travel or other expenses
___ 17 ____ Drinking alcohol the night or day before games

____18. _____ Taking spouse or friends out to eat and charging the expense to the team
___19. ___ Taking a spouse or friend on business trips and charging the expense to the team
_____20. _____ Takingillegal drugs to enhance performance (or being high at work)

To determine your ethics score, add up your numbers. Your total will be between 20 and 100.

Place your score here and circle it on the following continuum.
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Discussion Questions

1. For the college items 1 through 3, who is harmed and who benefits from these unethical behaviors?

2. For team items 4 through 20, select the three unethical behaviors (circle their numbers) you consider
the most serious. Who is harmed and who benefits by these unethical behaviors?

3. If you observed unethical behavior but didn't report it, why did you not do so? If you did blow the whis-
tle, why did you do so? What was the result?

4. As a manager it is your responsibility to hold your team to high standards of behavior. If you know
employees are behaving unethically, will you take action to enforce compliance with your organization’s
code of ethics?

As you could becomes saying whatever it takes to get what you want or make you feel good.®? Some
be asked in people lie deliberately, with the attitude that lying is no big deal; some people don’t even
court,doyou  realize that they are liars. In a national U.S. poll, 48% of workers admitted to cutting cor-
tell the truth, the ners on quality control, covering up incidents, abusing or lying about sick days, lying to
whole truth, and  or deceiving customers, cheating on expense accounts, and paying or receiving kickbacks.

nothing but the  But personality alone is not a good predictor of unethical behavior.**
truth?

Moral Development

A second factor affecting ethical behavior is moral development, which refers to distin-
guishing right from wrong and choosing to do the right thing. Moral development affects
people’s ethical decisions.** Lack of moral development is considered one of the many
reasons for unethical behavior.®® There are three levels of personal moral development.

At the first level (preconventional), a person chooses right and wrong behavior based on
self-interest and the likely consequences of the behavior (reward or punishment). Those
whose ethical reasoning has advanced to the second level (conventional) seek to maintain
expected standards and live up to the expectations of others. Perceived peer behavior has
the largest effect on behavior decisions. This involves following the crowd, giving in to peer
pressure, and complying with group norms. Those at the third level (postconventional)
make an effort to do the right thing regardless of what others think or do.

Although most of us have the potential to reach the third level of moral development,
only about 20% of people reach this level. Most people behave at the conventional level,
whereas some do not advance beyond the first level. But sport management scholars call for
moral sensitivity®® and state that we have a moral obligation to do the right thing.®” So we
need to raise moral standards. What level of moral development do you consider yourself
to have reached? What can you do to further your moral development?
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The Situation

A third factor affecting ethical behavior is situational forces. Unsupervised people in highly
competitive situations who are under high pressure regarding bottom-line results are more
likely to engage in unethical behavior.*® Some people cook the books for one period, figuring
they will make it up the next period, only to dig themselves into a hole they can’t get out
of. People also consider the chances of getting caught and the penalty.®® Unethical behavior
occurs more often when there is no formal ethics policy or code of ethics and when unethi-
cal behavior is not punished; unethical behavior is especially prevalent when it is rewarded.
Some people simply make up their own rules. They cheat, lie, waffle, or claim naiveté, not only
because it is to their advantage but also because they create their own rationale for what is
acceptable.” People are also less likely to report unethical behavior (blow the whistle) when
they perceive the violation as not being serious or when they are friends of the offender.

Justification

Most people understand right and wrong behavior and have a conscience. So why do good
people do bad things? When people behave unethically, it usually is not because they have a
character flaw or were born bad. Few people see themselves as unethical, so they justify their
behavior by determining whether the action was rationally or reasonably acceptable.” We
all want to view ourselves in a positive manner. Therefore, when we behave unethically, we
often justify the behavior so that we don’t have a guilty conscience or feel remorse. People
at the preconventional and conventional levels of moral development more commonly
use the following thinking processes to justify their unethical behavior.

e Moral justification is the process of reinterpreting immoral behavior in terms of a
higher purpose. The terrorists who struck the United States on September 11, 2001, killed
innocent people—as do terrorists elsewhere—yet they believe that their killing is for the
good and that they will go to heaven for their actions. People who behave unethically (lie
about a competitor to hurt its reputation, fix prices, steal confidential information, take
performance-enhancing drugs) say that they do so for the good of the organization or its
employees.

e Conventional rationalization is using the excuse that “everyone does it."”> “We all
take bribes and kickbacks; it’'s the way we do business.” “They don't pay me enough, so I
deserve it.” “We all take merchandise home (steal).” Have you said any of these things?

¢ Displacement of responsibility is the process of blaming one’s unethical behavior
on others. “I was only following orders; my boss told me to inflate the figures.” Would you
perform unethical behavior if asked to do so?

¢ Advantageous comparison is the process of comparing oneself to others who are
worse. “I only call in sick when I'm not a few times a year; Tom and Ellen do it all the time.”
“We pollute less than our competitors do.” Do you use this one?

¢ Disregard for or distortion of consequences is the process of minimizing the harm
caused by the unethical behavior. “No one will be hurt if I take the drugs, and I will not
get caught. And if I do, I'll just get a slap on the wrist anyway.” Was this the case at Enron?
Have you ever been caught and punished?

e Attribution of blame is the process of claiming that the unethical behavior was
caused by someone else’s behavior. “It's my coworker’s fault that I repeatedly hit him. He
called me a [blank]—so I had to hit him.” Do you take responsibility for your actions?

e Euphemistic labeling is the process of using words to make the behavior sound
acceptable. Terrorist group sounds bad, but freedom fighter sounds justifiable. Misleading or
covering up sounds better than lying. How is your vocabulary?

Being pragmatic by changing the rules or bending the truth to whatever works for you or
makes you feel good often leads to unethical behavior. Unethical behavior that you justify
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might give you some type of short-term gain. But in the long run, you sabotage your own
consciousness, undermine your own pride, and open yourself up to the risk of harm. Such
harm can include the loss of trust, reputation, and friends; receiving disciplinary action or
being fired; facing lawsuits; and going to jail.”

As a sport manager, you may hear employees justify their unethical behavior using
these methods. How will you handle these employees? Throughout this book you will
learn how to manage people, and in chapter 13 you will learn how to coach and discipline
employees.

Simple Guidelines to Ethical Behavior

Every day in your personal and professional life you face decisions in which you can make
ethical or unethical choices. You make your choices based on your past experiences with
parents, teachers, friends, coaches, managers, and teammates or coworkers. Your life history
shapes your conscience, which helps you choose right and wrong in a given situation. The
following are some guidelines that can help you make the right decisions.

Golden and Platinum Rules

The golden rule is to treat others as you would have them treat you. Treating people the
way you want to be treated can lead to ethical behavior. But in today’s diverse global world,
not everyone wants to be treated the way you do. So the new platinum rule was developed,
which says to treat other people as they want to be treated. These are simple rules to remem-
ber, but they are often broken. Do you follow these rules? Imagine what a great world this
would be if everyone followed these rules.

Four-Way Test

Rotary International developed the four-way test to frame our thinking and business actions
in an ethical manner. When you are faced with an ethical dilemma, ask yourself the fol-
lowing about your choice: (1) Is it the truth? (2) Is it fair to all concerned? (3) Will it build
goodwill and better friendship? (4) Will it be beneficial to all concerned? If you can answer
yes to these questions, you are probably making an ethical choice.

For example, a former coach of the women's basketball team at Howard University was
found to be in violation of rules governing recruitment inducements. The coach knowingly
improperly paid for an airline ticket for a prospective student-athlete to visit the university.
The coach then approached the players on her team, requesting that they provide false
information about the visit.”* The National Collegiate Athletic Association (NCAA) ruled
that the coach did not pass this test. The coach was trying to hide the truth, and her own
team would no longer be able to trust her. The penalty to the university for this infraction
was to limit the coach’s athletic responsibilities, and the coach was fired. Would you ask
others to lie for you? Would you lie for others?

Stakeholders’ Approach to Ethics

Under the stakeholders’ approach to ethics, when making decisions you try to create a
win-win situation for all relevant stakeholders so that everyone benefits from the decision.
(Of course, this is not always possible—we’ll deal with thatin a moment.) The higher up in
management you go, the more stakeholders you have to deal with. So in muddy situations,
ask yourself two simple questions: Am I proud to tell my stakeholders of my decision? Am
I justifying my answer? If you are proud and not justifying, then your decision is probably
ethical. If you are not proud or you keep rationalizing your decision, it may not be ethical.
If you are still unsure whether a decision you are considering is ethical, talk to your boss,
higher-level managers, ethics committee members, or other people whose ethics you trust.
A reluctance to ask others for advice may be a signal that your choice is unethical.
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Sometimes decisions must be made that do not benefit all stakeholders—Iayoffs, for
example. Yet even layoffs can—and should—be done ethically. Companies can, for example,
offer severance pay and outplacement services to help the employees get jobs with other
organizations.

What stakeholders did the Red Sox disappoint when they lost their big stars like Manny
Ramirez, Johnny Damon, and Pedro Martinez? What stakeholders did they satisfy when
they successfully rebuilt their team?

Going Beyond the Stakeholders’ Approach to Ethics

We hope you can be among the few who go beyond the ethical guidelines. Some manag-
ers, called servant leaders, go beyond creating a win-win situation and make self-sacrifices
for others’ benefit. Most likely your parents, a coach or two, and others have made sacrifices
to help you get to where you are today. How often do you look out for number one without
concern for, or at the expense of, others? How often do you do things with your friends that they
want to do but you don't enjoy doing? How often do you go out of your way to help others
without expecting anything in return? If students were volunteering in great numbers, some
schools and college would not have added community service requirements for graduation.
If you were required to perform community service, did you do so regretfully or cheerfully?

Managing Ethics

Managers develop their organization’s guidelines for ethical behavior, set the example, and
enforce the rules they want to play by. But ultimately, individuals are responsible for their
own behavior and must pay the consequences, including being fired and going to jail.

Codes of Ethics

Codes of ethics (also called codes of conduct) state the importance of conducting business
in an ethical manner and provide guidelines for ethical behavior. Most large businesses
and sport organizations have written codes of ethics. Knowing and following the code can
help keep you honest and out of trouble. On page 46 is the code of ethics for the National
Association of Sports Officials (NASO).

Support and Example of Top Management

It is the responsibility of management from the top down to develop codes of ethics, to
ensure that employees are taught what is and is not considered ethical behavior, and to
enforce the company’s code of ethics. However, managers’ primary responsibility is to lead
by example. Managers, especially top managers, set the standard because employees tend
to imitate managers’ behavior.”” During the 2002 scandal involving the IOC, some of the
top IOC members were corrupt and others followed their lead, and still others in the IOC
allowed this unethical behavior to continue by ignoring it. Eventually measures were taken
to stop the unethical behavior.”

Coaches and physical education teachers hold a special responsibility when it comes to
“talking the talk” of ethical behavior in sports. Paul “Bear” Bryant, former football coach
at the University of Alabama, once stated, “We have the opportunity to teach intangible
lessons to our players that will be priceless to them in future years. We are in a position to
teach these young people intrinsic values that cannot be learned at home, school, or any
place outside of the athletic field.”””

Enforcing Ethical Behavior

If employees are not punished for unethical behavior, they will continue to pursue ques-
tionable business practices. To help keep people honest, many organizations create ethics
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NASO’s Code of Conduct for Sport Officials

1. Officials shall bear a great responsibility for engendering public confidence in sports.

2. Officials shall be free of obligation to any interest other than the impartial and fair judging of
sports competitions.

3. Officials shall hold and maintain the basic tenets of officiating, which include history, integrity,
neutrality, respect, sensitivity, professionalism, discretion, and tactfulness.

4. Officials shall master both rules of the game and mechanics necessary to enforce the rules and
shall exercise authority in an impartial, firm, and controlled manner.

5. Officials shall uphold the honor and dignity of the profession in all interactions with student-
athletes, coaches, school administrators, colleagues, and the public.

6. Officials shall display and execute superior communication skills, both verbal and nonverbal.

7. Officials shall recognize that anything that may lead to a conflict of interest, either real or apparent,
must be avoided. Gifts, favors, special treatment, privileges, employment, or a personal relationship
with a school or team that can compromise the perceived impartiality of officiating must be avoided.

8. Officials shall prepare themselves both physically and mentally, shall dress neatly and appropri-
ately, and shall comport themselves in a manner consistent with the high standards of the profession.

9. Officials shall not be party to actions designed to unfairly limit or restrain access to officiating,
officiating assignments, or association membership. This includes selection for positions of leadership
based on economic factors, race, creed, color, age, sex, physical handicap, country, or national origin.

10. Officials shall be punctual and professional in the fulfillment of all contractual obligations.

11. Officials shall work with each other and their governing bodies in a constructive and coopera-
tive manner.

12. Officials shall resist every temptation and outside pressure to use their position as an official
to benefit themselves.

13. Officials shall never participate in any form of illegal gambling on sports contests, may never
gamble on any sporting even in which they have either direct or indirect involvement, and may never
gamble on events involving high school athletics.

14. Officials shall not make false or misleading statements regarding their qualifications, rating,
credentials, experience, training, or competence.

15. Officials shall accept responsibility for all actions taken.
Reprinted, by permission, from NASO.

committees. Such committees act as judge
and jury to determine whether unethical
behavior has occurred and what the pun-
ishment should be for violating company
policy. A recent trend is the establishment
of ethics offices, in which a director or vice
president reports directly to the CEO, estab-
lishes ethics policies, listens to employees’ complaints, conducts training, and investigates
abuses such as sexual harassment. For example, one of the corrective actions that can be
taken when a university is in violation of an NCAA rule is to add an assistant director
position in the compliance office to increase the understanding of NCAA rules on campus.

As a means of enforcing ethical behavior, employees should be encouraged to blow the
whistle on questionable behavior. Whistle-blowing occurs when employees expose what
they believe to be unethical behavior by fellow employees. Historically, this has been a

IS} Examine a recent scandal in the
sport industry, preferably a local
one, and identify which decisions
led to unethical behavior and
why.
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APPLYING THE CONCEPT 2.9

Stakeholders

Identify each statement by its stakeholder.

employees
customers
society
competitors
suppliers

-~ ® 2 0 O o

government
11. We're going to fight this—we do not want a baseball stadium downtown!

12. | bought an ice-level seat for the hockey game. The glass shattered in my face when a player was
checked into the boards, causing me injury.

13. The town board is very political, so you have to play games if you want to get a liquor license for
home games.

14. I'm sorry to hear your retail sales are down at your sporting goods stores, because that means we'll
have to cut back production on team T-shirts.

15. | bid on the job, but another printer got the contract to print the programs for home games.

dicey action to take. Whistle-blowers have ended up being harassed on the job and even
losing their jobs. However, companies are coming around to the idea that listening to
whistle-blowers is in their best interest; it is also illegal to retaliate against whistle-blowers.

How do you feel about reporting unethical behavior to your managers? What if they
are the ones engaging in the behavior—would you go outside the organization to report
them? It's not an easy decision, because we have a deeply embedded cultural reluctance
to “tattle.” It would behoove you to give this some thought, however, because you will
most likely face this dilemma at work. As pointed out in the Self-Assessment, you prob-
ably already have.

Social Responsibility

Corporate social responsibility (CSR) has become important within the sport industry.”®
Sports are a significant social institution to a community. Consequently, sports affect eco-
nomic and social issues in our society.” It is important for sport organizations to act in an
ethical manner. Ethics and social responsibility are often discussed together because they
are so closely related and are both important.®’ Ethical behavior is often socially responsible,
and social responsibility is usually ethical. Social responsibility is the conscious effort to
operate in a manner that creates a win-win situation for all stakeholders. In this section,
we discuss the need to be a good corporate citizen, why it pays to be socially responsible,
the four levels of social responsibility, and sustainability.

Being a Good Corporate Citizen

Socially responsible companies step up to society’s plate and determine ways they can
marshal resources and make a difference. Corporate citizenship involves a commitment to
improve community well-being through discretionary business practices and contributions
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of corporate resources. Organizations invest employee time and money in pro bono work,
philanthropy, support for community education and health, and protection of the environ-
ment.%! For customers and fans, such companies endeavor to provide safe products and
services with customer value and a safe environment at athletic events. There are many ways
that responsible companies can work to improve the quality of life for people in a society.

Boston Red Sox top-level managers and star players work closely with the Dana-Farber
Cancer Institute to help children, and Indianapolis Colts football players work with kids.
The Red Sox often have current and former Dana-Farber patients throw out the first pitch
at their home ballgames. Dana-Farber and the Red Sox also sell a license plate with the Red
Sox logo to raise funds for patient care and cancer research. Socially responsible companies
go to great lengths to provide employees with safe working conditions with adequate pay
and benefits. Some organizations of all sizes focus on the triple bottom line—making a
profit for shareholders, benefiting society, and helping the environment.®

Does It Pay to Be Socially Responsible?

Although research is inconsistent on support for a clear link between social responsibility
and the bottom line, many companies would answer with a resounding yes! The value of
the goodwill engendered by being a good corporate citizen is difficult to quantify in financial
statements, but company stakeholders benefit, and that is a win-win situation for the company.
Virtually all large international corporations engage in socially responsible ways because they
benefit by increased sales and market share; strengthened brand positioning; enhanced
corporate image and clout; increased ability to attract, motivate, and retain employees;
decreased operating costs; and increased appeal to investors and financial analysts.

Levels of Corporate Social Responsibility

Figure 2.6 illustrates the four levels of social responsibility in the continuum from the lowest
level to the highest one; next we discuss these levels and define the social audit.

Social Obstruction

At this level, managers deliberately perform, or request employees to perform, unethical or
illegal business practices. For example, Bruce Pearl, head basketball coach at the University
of Tennessee, was fired in March of 2011 for recruiting violations. Pearl admitted lying to
NCAA investigators when they were looking into possible recruiting violations committed
by the Tennessee coaching staff.%*

LEARNING OUTCOME 7 Social Obligation

Discuss the four
levels of social
responsibility in
business.
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At this level managers meet only the mini-  Highest
mum legal requirements. Compliance is an Sl fnvelvEmem
approach in which firms rely on easy solu-
tions and resist voluntarily initiating socially
responsible programs. The 18th-century
economists Adam Smith and Milton Fried-
man theorized that when a business makes a
profit, it is being socially responsible because
it is providing jobs for employees and goods Social obligation
and services for customers. Thus, a corpora-
tion has no responsibility to society beyond
that of obeying the law and maximizing Social obstruction
profits for shareholders. Although this level
is ethical, most firms today operate at a
higher level. FIGURE 26 Four levels of social responsibility.

Social reaction

Lowest
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Social Reaction

Hefe, managers respond to appropriate WM Select a sport organization and
societal requests. The most common type identify its level of social respon-
of social reaction takes place when civic 7

) ) sibility for a current issue.
groups ask companies for donations for the

arts, college scholarships, or antidrug programs; sponsorship of sport teams; or the use
of company facilities for meetings or sport teams. For example, each year SportsStuff and
other retailers give merchandise to the Holy Cross Athletic Association to raffle off to raise
money for its sport teams.

Social Involvement

At this level, managers voluntarily initiate socially responsible acts. As discussed earlier,
most major international corporations have social-involvement programs. The NFL has
been active with the United Way for the past 35 years to strengthen local communities.
Owners, players, coaches, and staff are currently helping with childhood obesity and cre-
ating healthier lifestyles.®* It would be very difficult to find any professional sport team
that is not involved in some worthwhile cause. For example, England's Liverpool Football
Club (the world’s most famous soccer team, which was acquired by the Boston Red Sox),
worked closely with UNICEF in China to help teach children the real facts about HIV/AIDS.

Social Audit

Although not a level of social responsibility, a social audit measures corporate social
responsibility. Businesses often set social objectives and then measure whether they have

APPLYING THE CONCEPT 2.4

Social Responsibility
Identify each statement by its level of social responsibility.
social obstruction

social obligation
social reaction

o 0o oo

social involvement

16. We agree—a Boys & Girls Club downtown would help develop new sport programs in our city. We'll
give you U.S.$1,000 to get the ball rolling.

17. I'm disappointed with the reading levels of players coming from our local high school. Betty, | want
you to contact the principal and see if you can work together to develop a program to improve read-
ing skills.

18. BiIll, the auditor will be here next week, so we'd better make sure that the hockey equipment we took
from inventory does not show up as missing.

19. We reviewed factory workers’ hourly labor rates in Vietnam because of the bad press we were
receiving. Now we pay higher than the minimum wage in Vietnam, which is more expensive for our
company.

20. As of June 1 the new regulations go into effect. We will have to cut the amount of waste we dump
into the river by half. Get the lowest bidder to pick up the other half and dispose of it.
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met their objectives. Many corporations include a social audit in their annual reports.
Although certain organizations maintain their social responsibilities at a given, consistent
level, others score at different levels for different issues. In place of or in addition to the
social audit, many organizations present information about their social responsibility
activities on their websites. Where to find the social information varies. Some compa-
nies provide links from their home page and others include the information in their
“About Us” link.

Sustainability

Sustainability is meeting the needs of today without sacrificing future generations’ ability
to meet their needs.® Thus, focusing on sustainability is being socially responsible. Society
expects sustainability, or for managers to use resources wisely and responsibly; protect the
environment; minimize the amount of air, water, energy, minerals, and other materials
found in the final goods we consume; recycle and reuse these goods to the extent possible
rather than drawing on nature to replenish them; respect nature’s calm, tranquility, and
beauty; and eliminate toxins that harm people in the workplace and communities.®” Busi-
ness, society, and governments are working to sustain our environment through sustainable
development.® However, getting businesses and governments to cooperate is very difficult.

Professional sport organizations are becoming more active in developing sustainable
management business practices. For example, NASCAR is focused on cutting costs by recy-
cling, conserving, and generating its own energy. NASCAR has also implemented green
initiatives such as collecting used fuel, planting trees to offset carbon emissions, and even
using sheep to cut the infield grass.® Professional sport teams such as the St. Louis Cardi-
nals and the Seattle Mariners recycle and conserve energy. The Portland Trail Blazers, the
Miami Heat, and the Orlando Magic play in energy-efficient arenas certified by the United
States Green Building Council. NASCAR suppliers, such as Coca-Cola, have significantly
increased their efforts to recycle waste at sporting events.”

@ ) TAKE IT TO THE NET

Please visit www.HumanKinetics.com/AppliedSportManagementSkills and go to this
book’s companion web study guide, where you will find the following:

A list of websites associated with the concepts in this chapter
Exercises that you will need Internet access to complete

Online versions of chapter exercises and end-of-chapter learning aids
An exercise that helps you define the Key Terms

LEARNING AIDS

1. Describe the five components of the internal environment.

Management refers to the people responsible for an organization’s performance.
Mission is the organization’s purpose or reason for being. The organization uses
human, physical, financial, and informational resources to accomplish its mission.
The systems process is the organization’s method of transforming inputs into out-
puts. Structure refers to the way in which the organization groups its resources to
accomplish its mission.
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2. Explain the two primary principles of total quality management.

The two primary principles of total quality management are to (1) focus on deliver-
ing customer value and (2) continually improve the system and its processes. To be
successful, businesses must continually offer value to attract and retain customers.
Without customers you don’t have a business.

3. Explain how factors in the external environment affect the internal business envi-
ronment.

Customers should determine what products the business offers, for without
customer value there are no customers or business. Competitors’ business practices,
such as features and prices, often have to be duplicated to maintain customer value.
Poor-quality inputs from suppliers result in poor-quality outputs without customer
value. Without a qualified workforce, products and services will have little or no
customer value. Shareholders, through an elected board of directors, hire top man-
agers and provide directives for the organization. Society pressures the business to
perform or not perform certain activities, such as pollution control. The business
must develop new technologies, or at least keep up with them, to provide customer
value. Economic activity affects the organization’s ability to provide customer value.
For example, inflated prices lead to lower customer value. Governments set the rules
and regulations that business must adhere to.

4. State the differences between domestic, international, and multinational businesses.

Domestic firms do business in only one country. International firms are primar-

ily based in one country but transact business with other countries. Multinational
corporations have significant operations in more than one country.

5. List the lowest- and highest-risk ways to take a business global.
Importing-exporting is the lowest-risk strategy, and direct investment is the
highest-risk strategy. Global sourcing can be part of either method.

6. Explain the stakeholders’ approach to ethics.

In this approach to ethics, organizations create a win-win situation for the rel-
evant parties affected by the decision. If as a manager you are proud to tell relevant
stakeholders of your decision, it is probably ethical. If you are not proud or keep
rationalizing your decision, it may not be ethical.

7. Discuss the four levels of social responsibility in business.
Social responsibility can be divided into four levels, which range from low to
high. At the low end, social obstruction, managers behave unethically and illegally.
At the next level, social obligation, managers meet only the minimum legal require-
ments. With social reaction, managers respond to societal requests. At the highest
level, social involvement, managers voluntarily initiate socially responsible acts.

REVIEW AND DISCUSSION QUESTIONS

1. Do most sport organizations focus on creating customer value? Use specific examples
to defend your position.

2. Do you think that all sport organizations should use TQM? Why or why not?

3. Describe the relationship between management and an organization’s mission,
resources, systems process, and structure. Which of these internal factors are ends
and which are means?

4. What technological breakthrough in sports has had the greatest impact on the qual-
ity of your life, and why?

5. Should government regulation of sport and business be increased, be decreased, or
remain the same? Defend your position.
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6. Categorize a few sport companies you are familiar with as international or multi-
national.

7. For the companies you listed in question 6, identify their methods of going global.
8. Do you believe that ethical behavior pays off in the long run? Why or why not?

9. What guides your behavior now? Will you use one of the ethical guides from the
text? If yes, which one and why?

10. Can ethics be taught and learned? Defend your position.
11. How do companies benefit from being socially responsible? Give some examples.

12. If you were a CEO, what level of social responsibility would you aspire to? How
might you go about attaining it?

13. Has Alex Rodriguez demonstrated that he is worth U.S.$30 million a year? Does his
ethical behavior on and off the field have anything to do with this?

14. Research what socially responsible activities Alex Rodriguez is involved with off the
playing field.

15. If you can't control the external environment, why be concerned about it anyway?

16. Should people in the United States make an effort to buy products made in America?
If yes, how should “made in America” be defined?

CASE

Ethics and the 2012 London Olympics

The scandals associated with the 2002 Salt Lake City Olympics (the bribery involved in
the site location process and the judging practices used to award the figure skating medals,
among others) forced the IOC to reevaluate its practices. The IOC faced two problems that
had been difficult to manage. First, there was the long-standing problem of illegal doping
by athletes. Second, the committee looking to bring the Olympics to Beijing in 2008 had
to address long-standing human rights violations attributed to China’s leaders. Issues of
further concern included a lack of media freedom and free speech and the mistreatment
and torture of human rights activists. The 2008 Olympic torch relay was slightly delayed
by protestors in major cities such as London and San Francisco. Protesters were concerned
about human rights issues in China. Still, the IOC hoped that media attention would be
on sports and not human rights problems.”!

The IOC president, Belgium’s Jacques Rogge, said that the reforms implemented in the
wake of the 1999 Salt Lake City bribes-for-votes scandal strengthened the IOC by widen-
ing its committee base (which originally included only national VIPs) to include heads of
major international sport federations and athletes.

One of the challenges ahead was the fight against doping: Rogge commented, “You can
win many battles but the war is more difficult. You find ways to discover drugs but there are
new drugs coming.” He hailed the collaboration between the World Anti-Doping Agency
and governments, which “have means we don't have like customs and police investiga-
tions.” However, he also noted, “The end of this fight is very far from now. The war is very
difficult. But with the new World Anti-Doping Agency, there is a very good collaboration
now between the world of sport and governments. For the last few years, governments have
become very interested in this fight.”?

The 2008 Beijing Olympics turned out to be a big success. The opening ceremonies
were spectacular; the U.S. men’s basketball team “redeemed” themselves by winning a
gold medal; Chinese and U.S. women gymnasts both won hard-earned gold medals; and
U.S. swimmer Michael Phelps broke many Olympic records by winning eight gold medals.
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With regard to the management of the Games, only one unfortunate incident resulted
in a death; a family member of the U.S. volleyball team. A sole individual, working alone,
attacked the tourist for reasons still unknown.

In summary, concerns with environmental issues, freedom of speech, and the high use
of banned drugs did not materialize.

The 2012 Summer Olympic Games were held in London, England. Rogge has tried to help
the Olympic movement be more transparent and open about their activities. However, the
memories of the 2002 Salt Lake Games still linger. He has also watched the bidding race for
the 2018 FIFA World Cup, which has led to the suspension of two members over allegations
of wrongdoing among committee members.”* Potentially much worse, there were riots in
the streets of London in August of 2011. The riots were started by demonstrators who felt
that police used too much force when they killed a local Englishman. Two important soccer
games were postponed. Although the riots were a blemish on the London Games, it seemed
that the streets of London were back to being an orderly tourist attraction.”

For details on the planning, implementation, and results of the London 2012 Olympic
Games, visit the official website at www.london2012.com/.

Case Questions

1. The Olympics provide a quality product with customer value.
a. true
b. false

2. The Olympics have shareholders.
a. true
b. false

3. Technology has had a major effect on the Olympics.
a. true
b. false

4. Officials connected with the Olympics have been accused of unethical practices.
a. true
b. false
5. Beijing 2008 Olympics managers made themselves ready to strongly enforce ethical
behavior.
a. true
b. false

6. Which of the following external factors is the primary pressure facing the Olympics?
a. customers and competition
b. society and governments
c. suppliers and labor
d. economy and competition
e

. stakeholders and technology

7. What level of social responsibility does the IOC practice?
a. social obstruction
b. social obligation
c. social reaction
d.

social involvement
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8. Arethe Olympics a domestic, an international, or a multinational sport organization?

9. What management procedures could the IOC implement before the 2016 Games
to prevent any scandals?

10. Using the www.rio2016.com website, learn all you can about what type of activities
volunteers can perform at the Rio Olympics.

11. Have the changes in monitoring procedures stopped the doping problems of Olym-
pic athletes? Can you provide any examples of athletes who were removed from the
Games because of doping?

SKILL-BUILDER EXERCISES

Skill-Builder 2.1: Analyzing Organizational Environment and Management Practices
Objective
To develop your ability to analyze an organization’s business and management practices

Preparation

Select a sport organization, preferably one for which you have worked or played, and answer
the following questions. You may need to contact people in the organization to answer
some of the questions.

Internal Environment

1. Identify the organization’s top managers and briefly discuss their leadership style.

2. State the organization’s mission.

3. Identify some of its major resources.

4. Explain its systems process. Discuss how it maintains quality and customer value.

5. Identify the organization’s structure by listing its major departments.

External Environment

As you answer the following questions, state how each external factor affects the organiza-
tion.

1. Identify the organization’s target customers.
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2. Identify its major competitors.

3. Identify its major suppliers.

4. From what labor pool does the organization recruit most of its workforce?

5. Is the organization publicly held? If yes, on which stock exchanges is it listed? If
no, who owns it?

6. Describe the ways in which the organization affects society (at the local, state, and
national levels) and also the ways in which society affects it.

7. Describe some technologies that the organization and its industry niche have used in
the past, use now, and may use in the future. Is the organization a technology leader?

8. Identify which governments affect the organization, and list some major laws and
regulations that it must abide by.

9. Explain how the economy affects the organization.

Globalization

1. Is the organization a domestic, an international, or a multinational company? If
it is international or multinational, list and briefly describe (a) some of its global
activities (e.g., import and export) and (b) some of its business practices (e.g., man-
agement style, strategy).

Ethics

1. Does the organization have a formal code of ethics? If yes, describe the code and how
itis used and disseminated to employees. If no, how does it manage ethical issues?
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2. Does management lead by example? How are ethical behaviors encouraged? How
are the rules enforced?

Social Responsibility

1. Onwhich level of social responsibility does the organization operate? Identify some
of the things it does to be a good corporate citizen.

In-Class Application

Complete the preceding skill-building preparation before class.
Choose one (10-30 minutes):

Break into groups of three to five members and present your answers to the
preceding questions.

Select one student’s example and as a group present it to the entire class.
Conduct informal, whole-class discussion of student findings.

Wrap-Up

Take a few minutes to write your answers to the following questions:
What did I learn from this experience? How will I use this knowledge?

As a class, discuss student responses.

Skill-Builder 2.2: Cultural Diversity Awareness

Procedure 1 (4-6 minutes)

You and your classmates will share your international experience and nationalities. Start with
people who have lived in another country, then move to those who have visited another
country, and follow with discussion of nationality (e.g., I am half French and Irish but have
never been to either country). The instructor or a recorder will write the countries on the
board until several countries and nationalities are listed or the time is up.

Procedure 2 (10-30 minutes)

You and your classmates will share your knowledge of cultural differences between the
country in which the course is being taught and those listed on the board. This is a good
opportunity for international students and those who have visited other countries to share
their experiences. For example, in Spain, most people have a 2-hour lunch break and go
home for a big meal and may take a nap. In Japan, people expect to receive and give gifts.
You may also discuss cultural differences within the country.

Wrap-Up

Take a few minutes to write your answers to the following questions:
What did I learn from this experience? How will I use this knowledge?
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SPORTS AND SOGIAL MEDIA EXERCISES

1. Search “Richard Lapchick” on www.youtube.com. What sport management subjects
does Richard Lapchick study? List three of his achievements.

2. Usethe bloghttp://sportsmanagementdegree.org/2010/top-50-sports-business-blogs
to find information about ethics and global issues related to sport management.

GAME PLAN FOR STARTING A SPORT BUSINESS

Analyze your three business ideas. Which idea do you think has the most global opportu-
nity? Ethical opportunity?

1. Sport business idea 1:

2. Sport business idea 2:

3. Sport business idea 3:
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Planning

Planning is the first of the four management functions that organize this
book. The first area of planning discussed is creative problem solving and
decision making (chapter 3). Using the process of defining the problem or
opportunity, setting objectives and criteria, generating alternatives, selecting
the most feasible alternative, implementing the decision, and then controlling
the results is a time-tested method of improving decision making. Chapter 4
covers the long-term strategic planning process; FIFA and Nike are highlighted
to emphasize the need to analyze an ever-changing external environment for
business opportunities. The competitive advantage a sport organization has
today might be eliminated in the near future due to poor strategic planning
at the corporate level, business level, or functional level of an organization.
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Creative Problem Solving
and Decision Making

LEARNING OUTCOMES

After studying this chapter, you should be able to

—

describe how meeting objectives, solving problems, and making decisions are connected;

2. explain how management functions, decision making, and problem solving relate;
3. list the six steps in decision making;
4. identify programmed and nonprogrammed decisions and recognize certain, risky, and uncertain busi-
ness conditions;
5. know when to use the different decision models and when to make decisions as a group or as an indi-
vidual;
6. state the difference between an objective and “must” and “want” criteria;
7. explain how creativity and innovation differ;
8. describe the three stages in the creative process; and
9. explain how quantitative and cost—benefit analyses facilitate selecting alternatives.
KEY TERMS
problem programmed decisions creative process
problem solving nonprogrammed decisions devil's advocate
decision making decision-making conditions brainstorming
reflexive decision style criteria synectics
reflective decision style creativity nominal grouping
consistent decision style innovation consensus mapping
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DEVELOPING YOUR SKILLS

The decisions you make will affect your sport management career. Problem solving and
decision making are crucial skills of effective managers. By following the six steps in the
decision-making model presented in this chapter, you can improve your ability to solve prob-
lems and make decisions.

REVIEWING THEIR GAME PLAN

Evaluating Adidas’ Decision to Acquire Reebok—Seven Years Later

For the past 80 years, legendary soccer players trotted around playing fields all over the
world, from Seoul to Manchester to Sao Paulo to Kabul, sporting the three-stripe Adidas
logo on their footwear. Yet, caught in the downdraft that swept through the athletic footwear
industry in the 1990s, Adidas—the original sport brand—somehow lost its firm footing on the
bottom line. By 1993 Adidas was losing roughly U.S.$100 million per year. Company man-
agement realized that “the original authentic sport brand” was looking a wee bit tired and,
well, dowdy. Dowdy doesn't make it in the sport brand market, so Adidas set about putting
the buzz back into its products, status and personality back into its advertising (witness its
blanket coverage in the World Cup), and good business practices back into its distribution
systems. It also moved boldly into new industries. Adidas merged with Salomon, purchased
TaylorMade, and strode confidently into the ski, golf, and bike markets. Maybe too boldly—by
1999, with U.S. sales off 7.5%, the company struggled under its heavy debt burden.

Enter CEO Herbert Hainer, whose mandate was to grow Adidas’ sales to a healthier market
share. Hainer defended the company’s 1997 purchase of Salomon, saying, Yes, | would say
we paid too much for Salomon, but it fit with our strategy. There isn’t another sporting goods
company with as wide an assortment of premium brands. Optimism aside, Adidas has some
difficult obstacles to overcome if it is to move within striking distance of Nike, whose market
share is holding steady in the U.S. athletic footwear market.

In 2005, Adidas decided that Salomon no longer fit into its mix of products, and Adidas
sold the Salomon division. Soon after, Adidas made an even bigger acquisition—Reebok.
Adidas would benefit from Reebok’s associations with the NBA and NFL. Plus, Adidas could
use Reebok spokesperson Yao Ming to reach the huge market in China. Yao did represent
Reebok in China until his 2011 retirement from the NBA.

As happens with many large acquisitions, it has taken some time for Adidas to fully inte-
grate Reebok into its corporate culture. In 2011, CEO Hainer reported on the continued
success of the Adidas—Reebok combination. Many new technologically advanced running
shoes (such as adiZero Adios) have helped propel Adidas to higher profits in the running
market. Reebok has seen increased profit in North America with Zig technology footwear.'

The Adidas—Reebok merger still appeared to be a success in 2011. However, some
experts feel that consumers view Reebok only as a women's fitness shoe company. In reality,
Reebok focuses on different market segments such as the men'’s fitness market and classic
footwear for both genders, while also strengthening its women's fitness markets.2

Nike continues to dominate the footwear and sportswear market. Adidas and Reebok
together still do not equal the size of Nike. Adidas is marketed as a lightweight form-fitting
running shoe. Reebok is targeted as footwear with comfort. Some experts continue to worry
that Reebok could actually lower the athletic image of Adidas.®

Another potential problem was Reebok's claim that toning shoes improved overall body
tone. Toning shoes were designed with a rocking chair type of sole with the goal of helping
women customers tone their overall body. Apparently, the research Reebok conducted was
not enough to support the claim with the Federal Trade Commission (FTC). Adidas settled
with the FTC with the goal of improving the toning product in the future.*

For current information on Adidas, visit www.adidas.com.
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An Overview of Problem Solving and Decision Making

Problem solving and decision making are important skills.> In fact, decision making is one
of the five important management skills (chapter 1), and conceptual skills aid in decision
making.® Top management decisions have a direct effect on the success of the organization.”
Sport managers need to make decisions about large-scale mega-events, such as the Olym-
pics. Important decisions require comprehensive knowledge about the economic impact
on the host community and whether it is realistic to expect that objectives can be met.?

We all make decisions in our personal and professional lives. As coaches and managers
we teach and encourage our players and employees to make good decisions because the
success of the individual, team, and organization is based on the decisions we make. Clearly,
team performance is based on the selection decisions of the coaches and athletes and the
decisions they make on and off the field.” The good news is that—as with all management
skills—you can develop your problem-solving and decision-making abilities. The sport
industry does make some poor decisions. The New England Patriots have been known to
be very well managed during the Bill Belichick era. However, there has been a high level of
volatility of the team's decision making in the defensive secondary since 2007. The Patriots
spent a lot of money acquiring defensive secondary players with a low ratio of success. They
had some success with players such as draft pick Patrick Chung, but they made poor deci-
sions in acquiring expensive players such as Shawn Springs and Leigh Bodden.™

We just explained the importance of problem solving and decision making. Now let’s
continue this section and discuss the relationships among objectives, problem solving, and
decision making; the relationships among the management functions, decision making, and
problem solving; and the six steps of the decision-making model that will help you make
better decisions. You will also learn about your own decision-making style and understand
the need to use the ethical guidelines from the previous chapter when making decisions.

Objectives, Problem Solving, and Decision Making

You and your boss will sometimes set objectives together, and your boss will sometimes
assign objectives for you and your team to achieve. When you don’t meet your objectives,
you have a problem. When you have problems, you must make decisions. The better you
can develop plans that prevent problems before they occur, the fewer problems you will
encounter and the more you will be able to take advantage of opportunities.

A problem exists when objectives are not being met. In other words, you have a problem
when a difference exists between what is happening and what you and your team want to
happen. Problem solving is the process of
taking corrective action to meet objectives.
Decision making is the process of selecting
a course of action that will solve a problem.

Your first decision concerns whether
to take corrective action. Some problems
cannot be solved, and others do not deserve
the time and effort it would take to solve
them. Therefore, you will sometimes accept the problem or change the objective. However,
it's your job to achieve organizational objectives, so to be successful, you must figure out how.

SIS Give an example of an objective
from your manager or coach that
was not met. Identify the problem
created and the decision that
prevented the objective from
being met.

Management Functions, Decision Making, and Problem Solving

In chapter 1 you learned that all managers perform the same four functions—they plan,
organize, lead, and control. To perform each of these functions, managers must make
decisions. Keep in mind that every action is preceded by a decision. As planners, managers
decide on the objectives they want to pursue and when, where, and how the objectives
will be met. As organizers, managers decide what to delegate and how to coordinate the

Adidas’ CEO,
Herbert Hainer,
is famous for
trusting his gut.
Do you think
that most CEOs
follow their gut,
or do they go for
facts and figures?
Why? Does time
(the ivory tower,
feet on the desk,
let's ruminate
about this con-
text) produce
better decisions,
or does pressure
(on the front lines
under fire) bring
the clarity that
makes for wiser
decisions? Is
decision making
something that
you can learn?

< LEARNING OUTCOME 1

Describe how meet-
ing objectives, solv-
ing problems, and
making decisions
are connected.

< LEARNING OUTCOME 2

Explain how man-
agement functions,
decision making,
and problem solving
relate.
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LEARNING OUTCOME 3 >

List the six steps in
decision making.

64

APPLIED SPORT MANAGEMENT SKILLS

department’s resources, including whom
to hire and how to train and evaluate them
(staffing). As leaders, managers must decide
how best to influence employees to meet
objectives. As controllers, managers assess
whether—and how well—objectives are
being met and how to take corrective action.

IRl Give an example of a poor deci-

sion made by your manager or
coach. Describe the management
function he or she was performing
at the time and the problem cre-
ated as a result of the decision.

Also, recall that management has the systems effect because the decisions made in each

functional area also affect other areas.

Adidas saw opportunity in new markets. Its objective? Provide a broader selection of
sporting goods than its competitors. Its decision? Enter the skiing, golf, and cycling markets.
However, Adidas’ decision to diversify has not been without problems. Adidas thus faces
important decisions—how best to share skills, abilities, and resources.

Decision-Making Model

To navigate important decisions, managers are
often taught to follow the steps of the classical
decision-making model." The model consists of
six steps (see figure 3.1). Each step is presented in
detail in separate sections after this overview sec-
tion. In the real world you will not always proceed
in the conveniently sequenced manner implied in
figure 3.1. At any step in the process you may find
yourself returning to a prior step to make changes.
Let’s say you have gotten to implementation, but
it isn't going well. Perhaps this time you simply
need to tweak the implementation plan, but other
times you will need to backtrack and select a new
alternative or even change your original objective.
A problematic implementation may reveal that you
haven’t defined the problem precisely enough, and
you may have to return to square one.

The Dallas Cowboys believe they have a shorter
decision-making process within their football
team. The club owner, Jerry Jones, does not hire
a general manager. This means the Cowboys can
eliminate the step in a normal decision-making
process in which a general manager has to get per-
mission to sign or drop a player. Fewer people in the
decision-making process should mean that decisions
are made faster. However, not having an experienced
general manager can prove costly if the owner does
not have the experience to draft or trade for the correct
players the club needs in order to improve.'?

Following the steps laid out in figure 3.1 will
not guarantee that you make good decisions. How-
ever, using these steps increases your chances of
success. Think of it like this: Using the model will
not result in a goal every time, but it will increase
the number of goals you achieve during the season.
Consciously use these six steps for important deci-
sions in your daily life, and you will improve your
ability to make effective decisions.

Y

Step 1
Define the problem or opportunity.

A

>
>

Y

Step 2
Set objectives and criteria.

A

3
>

Y

Step 3
Generate alternatives.

A

3
>

Y

Step 4
Select the most feasible alternative.

A

3
>

Y

Step 5
Implement the decision.

A

3
>

Y

Step 6
Control the results.

FIGURE 3.1

Making a decision.
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APPLYING THE CONCEPT J. |

Making Decisions
Identify which step in the decision process each statement represents.

a. step 1 c. step 3 e. step5

b. step 2 d. step 4 f. step 6
______ 1. We brainstorm to solve problems.
Betty, is the machine that makes baseball caps still jumping out of sequence, or has it stopped?
| don't understand what the new owners are trying to accomplish.

What symptoms have you observed that indicate the team has a problem?

o r ® N

Break-even analysis should help us in this situation.

Decision-Making Styles

Before you learn about the three styles, find out whether your decision-making style is more
reflexive, reflective, or consistent by completing the following Self-Assessment.

Reflexive Decision Style

Decision makers who use the reflexive decision style “shoot from the hip”—that is, they
make snap decisions without taking the time to get all the information they need and
without considering many alternatives. On the positive side, reflexive decision makers are
decisive—they do not procrastinate and sometimes score on short-lived opportunities. On
the negative side, making quick decisions often results in poor decisions. Hasty decisions,
without adequate information, are a dangerous form of “business roulette.” If you use a
reflexive style for important decisions, you may want to slow down and spend more time
gathering information and analyzing more alternatives. Resist your natural tendency to
jump in too quickly.

Reflective Decision Style

Decision makers who use the reflective decision style are slow to decide, gathering con-
siderable information and analyzing numerous alternatives. On the positive side, they
certainly don’t make hasty decisions. On the negative side, they waste valuable time and
other resources and often miss out on short-lived opportunities. Too much information
can lead to paralysis, and being too slow to make decisions with employees can result in
their viewing you as wishy-washy and indecisive. If you use a reflective style, think about
what Andrew Jackson said: Take time to deliberate—absolutely—but when the time for
action comes, stop thinking and get moving.

Consistent Decision Style

Decision makers who use the consistent decision style don’t rush and don't waste time.
They know when they need more information and when it’s time to stop analyzing and
get moving. In this fast-paced global environment, speed is important. Many managers
believe it is better to move fast, using adequate information, and make a few mistakes than
to move too slowly and miss opportunities. Consistent decision makers also boast the best
decision-making record. Not surprisingly, they typically follow the steps outlined in figure
3.1, so maybe you should too.
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Jerry Seeman, former referee and senior director of officiating for the NFL, personified
consistent decision making. According to Seeman, being on the field is like being in a fish-
bowl: Everyone is waiting for your decision. Above all, you have to keep your cool. One of
the biggest errors that officials fall into is making calls too quickly—because when things
happen in a split second, it can be tempting to throw a penalty flag before you know what
happened. That's why officials need to work in cruise control and consult with each other
to get information from different angles. Using the consistent style to make calls may upset
some who want a split-second decision, without consultation or watching the tape, but bad
calls will make everyone angry and result in poor performance reviews.

Decisions in major sporting events are often made under time pressure. As the day of
the event nears, event organizers have to make quick decisions.’* Each decision is more
important than the next as the event is closer to actually taking place.

NFL quarterbacks have to make many quick decisions, since they handle the ball on every
offensive play. New York Giants quarterback Eli Manning has a history of making inconsis-
tent decisions. Eli did lead his team to victory in the 2008 and 2012 Super Bowls. However,
he also led the NFL in interceptions in 2010. His coach, Mike Sullivan, worked on Manning's
leadership, accuracy, and decision-making processes. Eli spent extra time in the off-season
working on improving the mental and physical aspects of his game. Sullivan attributed
Manning's 2011 success to "making great decisions, being smart with the football, and being
accurate."'

Tony Romo is another NFL quarterback whose decision-making skills are questioned.
Romo has frequently made poor decisions during the crucial last quarter of important
games. The response of the Dallas Cowboys’ management is that Romo is involved in many
dramatic plays—some work out, and some end up poorly. As with Manning, it seems as if
more off-season training needs to be about improving decision-making processes.”

Ethies and Social Responsibility in Decision Making

There has been a call for the application of ethics in decision making.!® People make the
decision, in most cases, to use ethical or unethical behavior and to be, or not to be, socially
responsible.!” Recall from the last chapter that one of the touchiest ethical issues in sport
involves the use of illegal drugs, including steroids, to enhance performance as well as just
to get high. A major trap with drugs is that some athletes are looking to get an advantage
over competitors, so they take drugs. Others find out and rationalize that they have to take
the drug too in order to compete. Others take drugs under peer pressure. The final result is
that no one has the advantage, but they are all on drugs and don’t stop while competing
unless they have to, usually because of suspension from the sport, injury, health problems,
or death. Can the vicious cycle ever end?

As an old ad stated, no kid says, “I'm going to grow up to be a drug addict.” But those
who take drugs all justify it by saying, “I can handle it, there is nothing wrong with it, and
nothing will happen to me.” You can probably think of at least one person who took drugs
and did suffer consequences, and that person’s team, school, friends, and family suffered
consequences as well. Many good coaches have helped prevent drug use and helped people
quit, but some coaches have ignored drug use, encouraged it, or even given players drugs.

The decisions we make can affect the rest of our lives, and those of others, and we need
to consciously follow our ethical guidelines (chapter 2) during each step of the decision-
making process. Now let’s learn how to perform each step of the model so that we can use
it in our personal and professional lives to make important decisions.

Step 1: Define the Problem or Opportunity

In the first step in your decision process, you define the problem you want to solve or the
opportunity you want to capitalize on. As suggested by William Shakespeare, we should
actively search for opportunities. This step requires that you classify the problem, select
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Your Decision Style

We all differ in the way we approach decisions. To determine whether your decision-making style is reflexive,
reflective, or consistent, select a number from 1 to 5 on the following continuum that best describes your behavior
in relation to each statement.

A common behavior An uncommon hehavior
1 2 3 4 5

Overall

1. | make decisions quickly.
When Making Decisions

2. lusually don't stop to define the problem clearly.
. lusually don't set specific objectives of what the end result of my decision will be.
. | go with my first thought or hunch.

. | don't bother to recheck my work.

.| consider very few alternatives.

3

4

5

6. | gather little or no information.

7

8. | usually make the decision well before the deadline.
9

. | don't ask others for advice.

Afterward
10. | don't look for other alternatives or wish | had waited longer.
Total score

To determine your style, add up your answers. Your total score will be between 10 and 50. Place an X on the
continuum that represents your score.

Reflexive Consistent Reflective
20 30 40 50

an appropriate level of employee participation, and distinguish the cause of the problem
from its symptoms.

Classify the Problem

Problems can be classified in terms of how the decision is structured, the conditions in
which decisions are made, and the decision model used.

How Decisions Are Structured < LEARNING OUTCOME 4

Identify pro-
grammed and
nonprogrammed

Decisions can be categorized as programmed or nonprogrammed. Programmed decisions
are recurring or routine situations in which the decision maker should use decision rules
or organizational policies and procedures to make the decision. Here is a typical decision ... = °
rule: Order X number of golf balls every time stock reaches level Y. Nonprogrammed deci- | gnize certain, risky,
sions are significant but nonrecurring and nonroutine situations in which the decision 4.4 uncertain busi-
makers should use the decision-making model. To qualify as significant, a decision must ness conditions.

be expensive (e.g., purchasing major assets) or have major consequences (e.g., launching
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Nonprogrammed decisions
Significant, nonrecurring, nonroutine
Require the most time
Combination decisions
Programmed decisions
Nonsignificant, recurring, routine
Require the least time

FIGURE 3.2 The continuum of decision structure.

a new product or laying off employees). Adidas made a nonprogrammed decision when it
purchased Salomon, TaylorMade, and Reebok.
Name a recent Nonprogrammed decisions should take longer to make than programmed decisions.

zfogf?mmej Note also that decisions fall along a continuum from totally programmable to totally non-
ecision and a programmable, with numerous combinations of the two types in between (see figure 3.2).
nonprogrammed

You must be able to differentiate between the two types of decisions, because they alert
you to the time and effort you should be spending. Upper-level managers typically make
more nonprogrammed decisions than do lower-level managers, who tend to make pro-
grammed decisions.

decision made by
your firm or team.

Decision-Making Conditions

Decisions are made in an environment of certainty, risk, or uncertainty; these elements
are called decision-making conditions. When managers make decisions in a certain envi-
ronment, they know the outcome of each alternative in advance. When managers make
decisions in a risky environment, they don’t know each outcome in advance but can
assign probabilities of occurrence to each one. In an uncertain environment, lack of
information or knowledge makes the outcomes unpredictable so that probabilities cannot
be assigned easily.

In the rapidly changing global environment, managers are dealing with more uncertainly
than in the past.'® Adidas’ purchase of Salomon was made in risky conditions; Adidas
entered the skiing market, with which it had little management experience. This moved the
company into building and selling skiing equipment, which was quite different from selling
footwear and apparel. Decisions made in risky conditions are the purview of upper-level
management. When decisions are made in uncertain conditions, it is difficult to determine
which resources will solve the problem or create or capitalize on an opportunity. Although
risk and uncertainty can never be eliminated, they can be reduced. The key is for event
decision makers working in an increasingly fast-paced environment to plan for the event
(come game time) by having risk assessments and contingency plans." In the real world,
conditions can't always be neatly categorized as certain, risky, or uncertain. As shown in
figure 3.3, the conditions are on a continuum.

LEARNING OUTCOME 5 Decision Models I} Analyze a recent decision of your

Know whento use  The two primary decision models are the organization, and decide which

tsr;sndr':s;:]st Ziz" classical rational model and the bounded deCéSITCT n:(; dTL your .managetrsl
. rationality model. The rational model uses used. 'aentily the environmenta
when to make deci- conditions and the type of deci-

. “optimizing”—that is, it endeavors to select )
sions as a group or : ) -
as an individual the best possible alternative. The bounded sion (prdo)grammed or nonpro
: grammed).

rationality model, a subset of the rational
model, uses “satisficing”—it selects the first alternative that meets certain specified minimal
criteria. Figure 3.1 presents the rational model. With satisficing, only parts, or none, of the
model would be used.
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Uncertainty Risk Certainty

& 3
< >

Outcome of alternatives unpredictable Outcome of alternatives predictable

FIGURE 3.3 The continuum of the decision-making environment.

The more unstructured the decision and the higher the risk and uncertainty, the greater
the need to conduct the research required in the rational model. Planning a sporting event
ends with a more rational model as the event gets closer to happening.?°

Thus, you want to optimize when you make nonprogrammed decisions in uncertain or
high-risk conditions (follow the rational six-step model), and you should satisfice when
you make programmed decisions in low-risk or highly certain conditions (use the bounded
rationality model without following all six steps of the model).

Select an Appropriate Level of Employee Participation

When a problem arises, managers must choose the best people to solve it. Usually, only
key people who are directly involved with the problem should participate in the solution
process. Because current trends favor increased employee participation, the question is
not whether managers should encourage employees to problem solve and make decisions
but rather when and how employees should participate in the process. Decision making is
often delegated by sport managers.” To begin, let’s examine individual and group decision
making. Note, however, that even though the trend is toward group decision making, some
people don’t want to participate.

APPLYING THE CONCEPT 9.2

Classify the Problem

Classify the following problems according to the type of decision and the environmental conditions in which
the decision is being made.

programmed, certain
programmed, uncertain
programmed, risky
nonprogrammed, certain

nonprogrammed, uncertain

-~ ® 2 0 T o

nonprogrammed, risky
6. When | graduate from college, | will buy an existing fitness center rather than work for someone else.

7. Sondra, a small business owner of a health center, has experienced a turnaround in her business;
it's now profitable. She wants to be able to keep her excess cash accessible in case she needs it to
cover shortfalls. How should she invest it?

8. Every 6 months, a purchasing agent selects new materials for the soccer balls his company makes.
9. In the early 1970s, investors decided to start the World Football League.

10. A manager in a department with high turnover hires a new employee.
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The key to successful group decisions is to avoid the pitfalls and capitalize on the strengths
of the group process.

Upsides of Group Decision Making

When group members participate in the decision process, six advantages often accrue:

1. Better-quality decisions: The saying “two heads are better than one” can be an
important strength of group decision making. Groups often do a better job of solving
complex problems than would the best individual in the group going solo. Thus, groups
do well with nonprogrammed decisions in risky or uncertain conditions.

2. More information, more alternatives, and heightened creativity and innova-
tion: Groups typically bring more information to the table than do individuals. Group
members bring different points of view to bear on the problem and are thus able to gener-
ate more alternatives. Creative, innovative ideas (and products) emerge from the synergy
of members’ building on each other’s ideas.”

3. Better understanding of the problem and the decision: When people participate
in the decision-making process, they gain a fuller understanding of the alternatives and
why the final selection was made. This makes implementation easier.

4. Greater commitment to the decision: People involved in a decision are more com-
mitted to making the implementation succeed.?

5. Improved morale and motivation: Teams help meet social needs. “Ownership”
of the process, the decision, and the results improves morale and motivates people. Why?
Because participation in the process is rewarding and personally satisfying. Encouraging
group participation says, “We value your input.”

6. Good training: Participation in decision making trains people to work in groups by
developing group-process skills. Group participation helps employees better understand
problems faced by the organization, and this results in greater productivity.

Downsides of Group Decision Making

Careful leadership is required to avoid the following pitfalls of group decision making:

1. Wasted time and slower decision making: It takes longer for groups to reach
consensus, and employees who are solving problems and making decisions are not on
the job producing. Because group involvement costs the organization time and money,
for programmed decisions in certain or low-risk business conditions, individual decision
making is generally more cost-effective.

2. Satisficing: Groups are more likely to satisfice than individuals, especially when
groups are not run effectively. Members may take the attitude, “Let’s be done with this.” Part
of the reason groups satisfice is that members in poorly run groups don't feel responsible
for the outcome. Individuals stand alone—and stand out—when they and they alone must
make the decision. In groups, no one person gets the blame—or the credit—for the decision.

3. Domination by subgroup or individual and goal displacement: Group dynamics
can be destructive if not managed properly. Cliques can develop, and destructive conflict can
be the result. Also, cliques (or an individual member) can dominate the process and nullify
the decision. Goal displacement occurs when an individual or clique tries to get its decision
accepted, or dominates for personal reasons, rather than trying to find the best solution.

4. Conformity and groupthink: Members may feel pressured to go along with the
group’s decision without raising reasonable criticisms because they fear rejection or they
don’t want to cause conflict. Groupthink occurs when members withhold differing views
in order to appear to be in agreement. This nullifies one of the strong points of effective
groups—their diversity. Conformity is especially problematic in highly cohesive groups
because members can put getting along ahead of finding the best solution. Conformity is
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less problematic in groups that value diver-
sity because members seek and embrace
differing viewpoints.

Group decision making generally works
well with nonprogrammed decisions made
in conditions of risk or uncertainty. Indi-
vidual decision making works well with

IRl Give an example of a group

decision and an individual one
from your organization or team.
Describe the strengths and weak-
nesses encountered in each
process.

programmed decisions in low-risk or certain conditions. See figure 3.4 for an illustration.

Distinguish Symptoms From the Cause of the Problem

To distinguish symptoms from causes, first observe the situation, and then describe recent
occurrences in simple terms (do this purposefully—simplicity will clarify your thinking).
This will help you determine the cause of the problem. For example, Sam, your star first
baseman, has been sick or late more times in the last month than in the past 2 years. So
what is the problem? If your answer is absenteeism or tardiness, you are confusing symptoms
with the cause. Symptoms only indicate that there is a problem; they don't tell you what
is causing the problem. Why is Sam late and missing? If the causes of problems are not

1. Categorize the decision.

Nonprogrammed decision
Significant, nonrecurring, and nonroutine

Programmed decision

Nonsignificant, recurring, and routine

2. Check the conditions in the environment.

Uncertainty Risk

Certainty

&
<

Outcome of alternatives unpredictable

3
>

Outcome of alternatives predictable

3. Choose the decision model.

Rational model

Bounded rationality model

<&
<

Optimizing

5
>

Satisficing

4. Choose the level of participation.

Group decisions

Individual decisions

<
<

>
>

FIGURE 3.4  Four continuums in classifying the decision.
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Name some
other possible
causes of lost net
income. Do any
of these causes
fit the situation at
Adidas-Reebok?

LEARNING OUTCOME & »

State the difference
between an objec-
tive and “must” and
“want” criteria.

Go to a recent
Adidas annual
report and find
a company
objective that
addresses an
opportunity in
the marketplace.
Can you write
an objective for
Adidas to achieve
with regard to
successfully
merging Adidas
and Reebok?

72

APPLIED SPORT MANAGEMENT SKILLS

found out and addressed directly, problem
symptoms often reappear.

At Reebok the problem symptom was
lower net income. The causes (notice that
there are several), as defined by Adidas, were
use of smaller low-end retailers, overcapacity
to produce products from Indonesian facto-
ries, and the inability to reach the higher-end
target markets. The price that Adidas paid for Reebok and the timing of that purchase were
not optimal. Remember that defining the problem is the key to successful solutions and
strategies. When making nonprogrammed decisions in high-risk or uncertain conditions,
take your time and clearly distinguish symptoms from causes.

11|I21]1}} Define a problem your organiza-
tion or team is facing or an oppor-
tunity it would like to capitalize on.
Clearly distinguish the problem
symptoms from the problem
causes.

Step 2: Set Objectives and Criteria

Once you have defined the problem, you need to set an objective that states the end result
in solving the problem or capitalizing on the opportunity.?* An objective answers the ques-
tion, “Why am I doing this?”?* so that the objective states what the individual, group, or
organization intends to accomplish. In the next chapter, you will learn how to set effective
objectives. One goal of Adidas is to reduce purchasing costs. This will help the company
reduce overall production costs.

When writing an objective, you should also specify the criteria for achieving the objective.
Criteria are the standards that must be met to accomplish the objective. It is a good idea to
distinguish between “must” and “want” criteria. “Must” criteria have to be met to achieve
the objective, whereas “want” criteria are desirable but not absolutely necessary. Thus, every
acceptable alternative (and there may be several that are acceptable in the initial stages of
the decision process) has to meet the “must” criteria; thereafter, you must decide which
alternative meets the most “want” criteria. With satisficing, you select the first acceptable
alternative; with optimizing, you endeavor to select the best possible option, one that meets
as many “want” criteria as possible.

Suppose your team manager has ‘qul.t an.d IR List the qualifications for a job at
you must hire a new one. Your objective is
to hire a manager by June 30. Your “must”
criteria include, among other things, 5 years’
experience as a team manager. Your “want”
criterion is that the new manager be from a
minority group. That is, you want to hire a minority employee but will not hire someone
with less than 5 years’ experience. In addition, if a significantly more qualified nonminority
person applies for the job, that person will be offered the job. In this situation you would
optimize the decision following the six steps of the model, rather than satisfice. We discuss
criteria again later in this chapter.

an organization that you are famil-
iar with and distinguish between
“must” and “want” criteria.

Step 3: Generate Alternatives

After you and your team have defined the problem and set objectives and criteria, it is time
to generate alternatives. Often there is more than one way to solve a problem, so don't
shortchange yourself—explore your alternatives.® Also, base your alternatives on evidence,
not just opinion.?”

With a programmed decision, step 3 can be skipped because the alternative has already
been selected. However, with nonprogrammed decisions, the time and effort invested in
generating alternatives pay off handsomely. In this section, we examine innovation and
creativity, the use of information and technology to generate alternatives, and group meth-
ods for generating creative alternatives.
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Use Innovation and Creativity

Creativity is a way of thinking that generates new solutions to problems and new ways to
approach opportunities. Creativity leads to better performance.?® Unfortunately, employees
may have good ideas on the job, but if they are not implemented, they are not innovations.
An innovation alters what is established by introducing something new. Today, organiza-
tions are pressured to innovate to meet customer requirements.?’

Creative people think outside the box. Let’s be fair to Adidas. The company took a risk
in purchasing Salomon and TaylorMade at premium prices. It entered the equipment busi-
ness even though its experience was in footwear and apparel. However, its managers were
creative and tried an innovative approach.

Creative Process

Intelligence and creativity are not highly correlated—that is, creative thinking hails from a
broad continuum of people.* It is also possible to enhance your own creative juices. The
three stages in the creative process are (1) preparation, (2) incubation and illumination,
and (3) evaluation. Following these stages, which we discuss next, can get your creative
juices flowing.

1. Prepare: Get others’ opinions, feelings, and ideas, but also get the facts. Look for
new angles. Dream big (you can always scale back). At this stage, don't limit your think-
ing—take the attitude that everything goes. Also, don't judge your own ideas or those
of others—nothing throws cold water on creative brainstorming like criticism. (Criticism
comes later.)

2. Incubate (and incubate again) and illuminate (and incubate again): Take a break
and let ideas incubate®; sleep on your idea. Not to worry—you are working on the problem,
just subconsciously. Allowing your idea to incubate gives you insight you might not gain
otherwise. Your subconscious workings are powerful—trust them!

3. Evaluate. .. and then reevaluate: Now you and your team can criticize. But rethink
what you mean by “criticize”—make it creative, and never let it get personal. In one useful
approach, playing devil’s advocate, some group members defend the idea that is on the
table while others try to come up with reasons why it won't work.

Use Information and Technology

Technology leads to innovation.?? Unlike previous managers, you have a new world of tools
to use for problems and opportunities. You will also have a new problem, however—too
much information and too many tools.

When you are generating alternatives, the following question will come up frequently:
How much information do we need and where should we get it? There is no simple answer.
The more important the decision, the more information you need (generally). However,
too much information can paralyze the decision process. That is, the decision becomes too
complex, and you don’t get to the optimal alternative. Therefore, it behooves you to think
about what constitutes useful information.

Useful information has four character-
istics: (1) timeliness, (2) quality, (3) com-
pleteness, and (4) relevance (see figure 3.5).
Timely information is information that you
get in time to make your decision. High-
quality information is accurate, whereas
false information misleads and results in bad
decisions. Sometimes group members with-
hold information or give false or incomplete

WIEIE Think about some problem whose
solution you were particularly
proud of (or some other solu-
tion that really impressed you as
outstanding). Break down the
solution process into parts—do
the three stages discussed here
apply to this solution?

< LEARNING OUTCOME 7

Explain how creativ-
ity and innovation
differ.

<{LEARNING OUTCOME 8

Describe the three
stages in the cre-
ative process.
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information. Why? To push the group toward the decision they want. Complete informa-
tion is of course complete—no holes, no gaps. Relevant information pertains to the group'’s
objectives. Having a clear objective and good criteria helps you chuck irrelevant information.

Get Groups to Use Creativity and Innovation

As noted earlier, the pitfalls of group dynamics include satisficing, domination issues, and
groupthink. As a manager, you can help your group avoid these difficulties. A variety of
methods are available to help you make the group effective and the experience valuable.
Figure 3.6 lists five widely used methods.

Brainstorming

In brainstorming, group members generate as many alternatives as they can in a short
time. Here is how it works. The group is presented with a problem and asked to develop as
many solutions as possible. A short time period (10-20 minutes) is specified. Members are
encouraged to make wild, off-the-wall suggestions. They can build on suggestions made by
others. They are not to react in any way—favorably or unfavorably—to any contribution.
When selecting members for a brainstorming group, include diverse people—your goal,
after all, is to get diverse ideas. Five to 12 people make a good-sized group for brainstorm-
ing. Everyone is given an equal voice—status differences should be ignored. Janitors have

Timeliness
Can we get what we
need in time?
A
Quality Completeness
Is our information < > Is our information
accurate? complete?

Y

Relevance

Is our information
relevant?

FIGURE 3.5 Characteristics of useful information.

Brainstorming 3>
Synectics > Creativity
Nominal grouping 3> >
Consensus mapping >
The Delphi technique > %

FIGURE 3.6 Methods that foster creativity and innovation in groups.

Innovation
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just as much to contribute to this process as CEOs. Alternatives are evaluated only after
idea generation ends. Brainstorming is popular because it works.

Synectics

In synectics, novel alternatives are generated through role-playing and fantasizing. Synectics
focuses on generating novel ideas rather than a large number of ideas.?* The exact nature of
the problem is purposefully not stated initially so that group members avoid preconceptions.

Nolan Bushnell wanted to develop a new concept in family dining, so he had a group
discussion on leisure activities having to do with eating out. The idea that came out of this
synectic process was a restaurant-electronic game complex where families could entertain
themselves while eating pizza and hamburgers. The complex is called Chuck E. Cheese
ShowBiz Pizza Time.

Nominal Grouping

In nominal grouping, a structured voting method is used to generate and evaluate alterna-
tives. This process involves six steps:

1. List ideas: Each participant generates ideas in writing.

2. Record the ideas: Each member suggests an idea. This continues in a round-robin
manner until all ideas are posted. The leader then presents the ideas to the group.

3. Clarify the ideas: Alternatives are clarified through a guided discussion, and addi-
tional ideas are listed.

4. Rank the ideas: Each member rank-orders the top three ideas; low-ranked alterna-
tives are eliminated.

5. Discuss the rankings: Rankings are discussed for clarification, not persuasion. During
this step, participants explain their choices and their reasons for making them.

6. Vote: A secret vote is taken to select the alternative.

Used properly, nominal grouping minimizes domination, goal displacement, confor-
mity, and groupthink.

Gonsensus Mapping

Consensus mapping develops group agreement on a problem solution. If a consensus
cannot be reached, the group does not make a decision. Consensus mapping, often just
called consensus, differs from nominal
grouping because competitive battles in
which votes are taken and a solution is
forced on members of the group are not
allowed. The Japanese call this approach
ringi. Consensus mapping can be used after
brainstorming. The principal difference
is that in consensus mapping the group
categorizes or clusters ideas rather than choosing a single solution. A major benefit of
consensus mapping is that the group “owns” the solution, so members are more commit-
ted to implementing it.

IR Give examples of problems in
your organization or team for
which brainstorming, nominal
grouping, or consensus mapping
would be appropriate.

Delphi Technique

In the Delphi technique, a series of confidential questionnaires are used to refine a solu-
tion. Responses from the first questionnaire are analyzed and resubmitted to participants
in a second questionnaire. This process may continue for five or more rounds before a
consensus emerges. Delphi group members typically are recruited from the “best of the
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APPLYING THE CONCEPT 9.9

Using Groups to Generate Alternatives

For each situation, identify the most appropriate technique.

brainstorming
synectics

nominal grouping
consensus mapping

® o 60 U o

Delphi technique

11. A consultant leads a group of company employees and young soccer players to come up with ideas
for new cleats.

12. Our team is suffering from morale problems.
13. We need new matching desks for the 10 of us in this office.
14. We need to reduce waste in the production department to cut cost and increase productivity.

15. Top managers are projecting future trends in the retail sporting goods industry as part of their long-
range planning.

best” and are widely acknowledged as experts in their field, and—this is important—they
are outsiders, not from the organization that is hiring them. Because of the nature of the
process, they may never need to come together.

Upper-level managers commonly use synectics and the Delphi technique in their non-
programmed decision making. Brainstorming, nominal grouping, and consensus mapping
are frequently used at the department level with work groups. Whichever of these methods
suits your decision situation, be sure to guard against responses that snuff out creativity.
Ahead is a list of examples of “killer” statements. If a team member makes a killer statement,
make sure everyone realizes that such negative attitudes are counterproductive.

Use Decision Trees

So you've got some alternatives—now what do you do? You might make a decision tree,
which is a diagram of alternatives. The tree gives you a visual tool to work with, which
makes it easier for some people to analyze the alternatives.

Great Ways To Kill Creativity

It can't be done.

We've never done it.

Has anyone else tried it?

It will not work in our department (or company or industry).
It costs too much.

It isn't in the budget.

Let's form a committee.
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To construct a decision tree, write down every alternative you can think of that could solve
the problem you are grappling with. For each alternative, list potential outcomes. Next, list
the choices (decisions) to be made with each alternative. Continue doing this, breaking each
alternative into subalternatives, until you are satisfied you have explored each alternative in
enough detail. At Adidas, alternatives generated in the decision process included (among
many others) doing nothing, developing a new advertising campaign, introducing new
footwear products, creating new unrelated products, and creating new related products.

Step 4: Select the Most Feasible Alternative

At this point you may be wondering why steps 3 and 4 of the decision process (generating
alternatives and selecting one) are separate steps. There is a good reason for this: Generating
and evaluating alternatives at the same time often leads to satisficing.

Notice that step 4 says “the most feasible”; the most feasible alternative may not always
be the best alternative, because we have limited resources. For example, NCAA Division
I1I teams have limited budgets and pay for coaches, so these teams generally can’t attract
and hire coaches with the same experience as those hired by Division I and pro teams. So
they hire the most feasible coaches, which are often internal employees, including team
graduates who know the college athletic program.3*

As you and your group evaluate alternatives, “think forward” and try to predict possible
outcomes by synthesizing information. Be sure to make evidence-based decisions.*® Use
the objectives and criteria you developed in step 2 of the decision process to critique each
alternative. Then compare how each alternative measures up against your other alternatives.
To assist you in this process, become familiar with (if not adept at) two types of techniques:
quantitative and cost-benefit analyses. To get you started, we present a brief overview here.

Quantitative Analyses

Quantitative techniques use mathematical analysis to assess alternative solutions. Microsoft
Excel spreadsheets and other software make this process easier. The field of sport manage-
ment is increasingly using quantitative methods. Recall the movie Moneyball, about the
Oakland Athletics baseball team and its general manager Billy Beane. Its focus is the team's
modernized, quantitative analytical, sabermetric approach to assembling a competitive
baseball team, despite Oakland's disadvantaged revenue situation.?®

Break-Even Analysis

This kind of analysis involves forecasting the volume of sales and the cost of production.
The break-even point occurs at the level where no profit or loss results. As managers at
Adidas evaluated each alternative, they no doubt computed how many pairs of Tim Duncan
basketball sneakers would have to be sold to break even. To do this, these managers factored
in costs as diverse as the cost of Duncan’s promotional contract, the cost of shipping the
shoes from China, and the research that went into their design.

Capital Budgeting

These techniques are used to analyze alternative investments in major long-term assets.
Building a new stadium is a major capital budgeting decision for any NFL or MLB team.
The payback approach calculates the number of years it will take to recover the initial cash
investment. The goal here is to find the quickest payback. Another technique computes
the average rate of return. It is useful when yearly returns of various alternatives differ. A
more sophisticated technique, discounted cash flow, takes into account the time value of
money. It assumes that a unit of currency today is worth more than the same unit in the
future. To assess alternatives, organizations like Adidas often direct staff statisticians and

Why do you think
doing nothing
was considered
an alternative?
Play devil's advo-
cate with this
alternative, and
defend doing it
and rejecting it.

< LEARNING OUTCOME 9

Explain how quan-
titative and cost—
benefit analyses
facilitate selecting
alternatives.

What other fac-
tors might have
been critical in
Adidas’ break-
even analysis?
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financial analysts to perform discounted cash flow analyses. Adidas also uses capital bud-
geting techniques to decide what machines it should purchase for its factories.

Go to www.adidasgroup.com to look at the company’s financial statements. Do the
notes to the statements tell what type of analyses the accountants use?

Queuing Theory

This technique addresses waiting time. Using too many employees to wait on customers or
fans is an inefficient use of resources and is costly. Too few employees providing service can
also be costly if poor service drives customers away. Queuing theory helps organizations
balance these two costs. Event managers use queuing theory to determine the optimum
number of ticket takers to reduce customers’ waiting time when entering an event or game.
Retail stores use queuing theory to determine the optimum number of checkout clerks, and
production departments use it to schedule equipment maintenance.

Probability Theory

Analysts use probability theory to help managers make decisions in risky environmental
conditions. A probability for the chance of success or failure is assigned to each alternative.
Expected value, which is the payoff or profit from each combination of alternatives and
outcomes, is then calculated. Usually done on a payoff matrix or decision tree, the assigned
probability of the outcome is multiplied

by the assigned benefit or cost. Probability 12 Choose two or three decisions
theory is used to determine whether and how of various importance facing your
much to expand facilities, to select the most team, and decide whether break-
profitable use of finances, or to determine
the amount of inventory to stock. On a
simple level, some coaches and fans assign a
probability (50%) of winning. As an exercise
in critical thinking, use probability theory to
choose a hypothetical job.

even analysis, capital budgeting,
queuing theory, or probability
theory is an appropriate technique
to use in your decision process.

APPLYING THE CONCEPT 3.4

Selecting a Quantitative Technique

Choose the appropriate technique to use in each situation:

break-even analysis
capital budgeting
queuing theory

o 0o o o

probability theory
16. Claudia needs to repair the swimming pool’s filtering system or replace it with a new one.
17. Ben is investing money for the team.

18. Employees at a sporting goods store sometimes hang around with nothing to do, and at other times
they work for hours without stopping.

19. A bicycle shop owner wants to know how many times a bike must be rented out to make it worth
purchasing.

20. Fans had to wait so long in the ticket line that they missed most of the first quarter of the game.
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Quantitative techniques Cost-benefit analysis
Objective Subjective
Maximum use of math Minimum use of math

FIGURE 3.7 Comparison of analysis techniques.

Cost-Benefit Analysis

Quantitative methods objectively compare alternatives by using various mathematical
techniques. (But no technique is ever completely objective; each method has to start with
underlying assumptions that are, by their very nature, subjective.) Even with use of math-
ematical techniques, managers tend to use at least some subjective intuition when judging
alternatives. As effective as these math techniques are, circumstances don’t always allow their
use. Sometimes it is impossible to assign a probability to a benefit received for a cost. How
much is a human life worth? Cost-benefit analysis can combine subjective methods and
mathematical techniques to compare alternative courses of action. Also called pros and
cons analysis, cost-benefit analysis looks at the advantages (benefits) and the disadvantages
(costs) of each alternative. However, you need to be careful in judging the alternatives, and
be sure to make evidence-based decisions.?” Figure 3.7 compares quantitative techniques
and cost-benefit analysis.

Agawam High School baseball coach Peter Clark (and most other good coaches) sits
athletes down and goes over the pros and cons of their play, their focus, their attitude, and
their behavior on or off the field. Likewise, each of us has, at one time or another, thought
about the pros and cons of a situation facing us without writing them down—and this
works (often very well) for small, nonconsequential decisions. However, for important,
nonprogrammed decisions, laying them out on paper and formalizing your analysis will
improve the quality of your decision. Try this technique on a current dilemma and see how
this method focuses your thinking and clarifies your courses of action.

Cost-benefit analysis is more subjective than quantitative analysis. Therefore, groups
that use cost-benefit analysis must consciously endeavor to sidestep group dynamics that
can ambush subjective analysis. Playing devil’s advocate, for example, can help groups
avoid satisficing, dominance issues, and groupthink. Groups should also carefully consider
how alternatives should be presented, because the order of discussion can affect decisions
(people typically remember best what they hear first and last). Also, alternatives poorly or
negatively presented tend not to be selected.

Whichever method you use to analyze alternatives, keep your end goal in mind—that
of selecting the optimal alternative that meets the criteria you and your team have estab-
lished. If none of the alternatives meet the criteria, you have two options: (1) Return to
step 2 and change the criteria, or (2) return
to step 3 and generate more alternatives. It
appears that Adidas has changed its criteria
for selecting an athlete to endorse its footwear.
The Kobe shoe line was quite successful, and
it had a youthful, three-time world champion
star as its sponsor. However, L.A. Lakers player
Kobe Bryant’s contract with Adidas—worth an
estimated U.S.$40 million over 5 years—came to an end. By not re-signing Bryant, Adidas
made it clear that its new criteria involved finding star players who could work as a team to

0= Describe a recent decision in

your organization in which cost—

benefit analysis would have been

particularly appropriate, and lay

out a few of its pros and cons. How accurate do
you think general
managers can
be in deciding
which player will

represent the company. The current endorsers include the San Antonio Spurs’ Tim Duncan, become the next
Chicago Bulls’ Derrick Rose, and the Orlando Magic's star Dwight Howard. Adidas is cur- marketing super-
rently heavily marketing Rose's adiZero Rose 2 footwear line since he was the 2011 NBA MVP. star?

79



Judging from
Adidas’ results
with its Taylor-
Made clubs, do
you think the
implementation
went smoothly?
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Every year Adidas needs to generate new endorser alternatives based on new criteria.
In 2007, the possible alternatives were to sign top draft picks Greg Oden or Kevin Durant.
Durant had a game similar to that of former Chicago Bulls superstar Michael Jordan, whereas
Oden was a rare center with size and skill. It turned out that Oden was injury prone and
struggled to play many games. Durant went on to be one of the NBA's top scorers even in
his rookie year.

Step 5: Implement the Decision

Selecting an alternative is useless without an effective plan, implementation, and follow-up.
The final two steps in the decision-making process are about implementing and controlling.
Before you can implement a decision, you need a plan. Once you have chosen an alterna-
tive, it is time to develop a plan of action that includes a schedule for the implementation.
We examine the details of planning in the next chapter.

How you implement your plan is crucial to its success or failure. Part of the reason deci-
sions fail is that the decisions were never implemented. The most promising alternative
will fall flat on its paper face if its implementation is not carefully thought out and then
carefully carried out. Communicating the plan to all employees is also critical. (We discuss
effective communication in chapter 10.) Delegating (discussed in chapter 5) is also key
to smooth implementation. You may need multiple implementation plans. Adidas, for
example, developed a plan to sell TaylorMade golf clubs, a plan to advertise them, and a
plan to distribute the clubs at the retail level.

Step 6: Control the Results

Control methods should be developed during planning. Establish checkpoints to deter-
mine whether the chosen alternative is solving the problem. If not, consider corrective
action. More important, if the implementation continues to go poorly, don’t remain with
your decision—that is, change your tack. For example, if a team is losing, it often tries
different plays and players in various positions to score and win. When managers will
not admit that they made a bad decision and take evasive action (to avoid the inevitable
collision with failure), they are escalating their commitment. When you make a poor
decision, humble yourself. Admit the mistake and strive to rectify it. Review your decision
process.

As an example of corrective action, after the 2002 Salt Lake City Winter Olympic Games
scandal, the International Olympic Committee separated planning and controlling of the
Olympic Games site selection. In hopes of making all stakeholders more accountable, the
IOC decided to give the control function to an external board while giving the internal
managers the management functions.

Another example of a situation that needs corrective action involves NCAA Division
III teams. These teams have limited budgets, so they tend to hire inexperienced coaches
who don’t always do a good job.*” These coaches need to be trained or replaced, and
the good ones tend to move to better jobs, so the hiring decision process starts again.
We discuss the process for making good human resource management decisions in
chapter 7.

It will be several years before Adidas’ managers can determine whether their decision to
diversify into new markets was a wise one. Although moving into Salomon’s ski business
didn’t go as well as planned, the fit with Adidas’ traditional lines of footwear appears to
justify the company’s entrance into growing markets such as golfing.

As we bring this chapter to a close, you should understand your decision-making style
and how to use the decision-making model when making important nonprogrammed
decisions—define the problem, set objectives and criteria, generate alternatives, select the
most feasible alternative, implement the decision, and control the results.
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Please visit www.HumanKinetics.com/AppliedSportManagementSkills and go to this
book’s companion web study guide, where you will find the following:

A list of websites associated with the concepts in this chapter
Exercises that you will need Internet access to complete

Online versions of chapter exercises and end-of-chapter learning aids
An exercise that helps you define the Key Terms

LEARNING AIDS

1. Describe how meeting objectives, solving problems, and making decisions are con-
nected.
Managers are responsible for setting and achieving organizational objectives.
When managers do not meet objectives, problems result. When problems exist,
decisions must be made about what, if any, action must be taken.

2. Explain how management functions, decision making, and problem solving relate.

When managers plan, organize, lead, and control, they make decisions. When

managers are not proficient in these functions, they are part of the problem, not
part of the solution.

3. List the six steps in decision making.
(1) Define the problem or opportunity, (2) set objectives and criteria, (3) gener-
ate alternatives, (4) select the most feasible alternative, (5) implement the decision,
and (6) control the results.

4. Identify programmed and nonprogrammed decisions and recognize certain, risky,
and uncertain business conditions.

Programmed and nonprogrammed decisions differ in how often they recur,
whether they are routine, and their level of significance. Nonprogrammed decisions
are nonrecurring, nonroutine, highly significant decisions. Programmed decisions
are recurring, routine, and less significant decisions.

Decisions are made in environmental conditions that are certain (you know the
outcome of each alternative), risky (you can assign probabilities of success or failure
to the outcomes), or highly uncertain (you cannot assign probabilities of success
or failure to the outcomes).

5. Know when to use the different decision models and when to make decisions as a
group or as an individual.

Use the rational model with group decision making when a nonprogrammed
decision must be made in high-risk or uncertain conditions. Use the bounded
rationality model when you work solo on programmed decisions made in low-risk
and certain conditions. Note, however, that this is a general guide; there are always
exceptions to the rule.

6. State the difference between an objective and “must” and “want” criteria.
An objective is the end result you want from your decision. “Must” criteria are
the requirements that an alternative has to meet to be selected. “Want” criteria are
desirable but are not absolutely necessary.
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Explain how creativity and innovation differ.
Creativity is a way of thinking that generates new ideas. Innovation is the imple-
mentation of new ideas.

Describe the three stages in the creative process.

The three stages are (1) preparation, (2) incubation (take a break from the
problem and let your subconscious work on it) and illumination (recognize when
the light bulb goes on), and (3) evaluation (critique your idea to make sure it is a
good one).

Explain how quantitative and cost-benefit analyses facilitate selecting alternatives.

Quantitative analysis uses math to select objectively the alternative with the
highest value. Cost-benefit analysis combines subjective analysis with some math,
although alternatives don't necessarily have to be quantified to be compared (as in
the pros and cons approach).

REVIEW AND DISCUSSION QUESTIONS

A

N

10.

11.

12.

13.

CASE

. Why are problem solving and decision making important in sports?

Why is it necessary to determine the decision structure and the conditions surround-
ing the decision?

Why do organizations use groups to solve problems and make decisions?
Which pitfall of group problem solving and decision making is most common?
Is a decrease in ticket sales or profits a symptom or a cause of a problem?

Would setting a specific maximum price to spend on a cycle exercise machine be
an objective or a criterion?

Are creativity and innovation really important to a soccer team?

We have all made decisions using information that was not timely, high quality,
complete, or relevant—we are human, after all. Reflect on a decision your team made
with poor information. What was the result?

What is the major difference between nominal grouping and consensus mapping?

Why are generating alternatives and selecting alternatives separate steps in the deci-
sion process?

Have you ever used any of the techniques discussed in the text to analyze an alterna-
tive? If so, which one? If not, how might you have improved on a recent decision
using one of these techniques?

Should managers be ethical in their decision making? If so, how should ethics be
used in decision making?

Have you, or do you know anyone who has, experienced escalation of commitment
to a bad decision? If yes, explain.

Draft-Day Decision Making

How would you make the decision on what player to pick if you had the number 1 NFL
draft pick? The 2011 NFL draft posed quite a dilemma for Ron Rivera, the new coach for
Carolina.
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Option 1:

Was quarterback Cam Newton from Auburn worth the top draft spot? Recent number 1
quarterback picks had been big busts. Ryan Leaf and JaMarcus Russell received huge contracts
and were even bigger busts. Cam Newton doesn't fit the exact quarterback model. He looks
like a bodybuilder and thus seems to have some mobility—but he is a big moving target.
He also has a slightly different passing motion. Even with those limitations, Cam was very
successful in leading Auburn University to the NCAA National Championship in 2010-2011.

Option 2:

A range of other quarterbacks with their own weaknesses looked very interesting. Blaine
Gabbert, Andy Dalton, and Christian Ponder all offered a more classic style of playing
quarterback while staying in the pocket. But none of these quarterbacks seemed to have a
great combination of quarterback experience, mobility, and a rifle passing arm.

Option 3:

General managers had previously decided that running backs could be picked up lower
in the draft due to their need for a strong offensive line to create holes for them to run
between. Plus, the likelihood of running backs’ getting hurt and having a shortened career
is quite high. Mark Ingram from Alabama was rated the highest running back in all of the
mock drafts held before the actual draft day.

Option 4:

Wide receivers had been a position that general managers considered more important in
the last few years. Quarterbacks cannot be successful unless they have some good targets
to throw to. Receivers normally need to be tall and rangy to make it easier for the QB to
find them. However, some teams have successfully used smaller players. A.J. Green from
Georgia and Julio Jones from Alabama were the top-rated wide receivers.

Option 5:

Football teams often select nonglamour athletes in the first couple of rounds. Offensive
and defensive linemen, linebackers, and safeties are often selected according to what the
team'’s biggest need is. Auburn defensive tackle Nick Fairley and Clemson defensive end
Da’Quan Bowers were the top two lineman prospects.

Option 6:

Then again, Tom Brady was picked by the New England Patriots in the sixth round of the
draft—the 199th pick! So, maybe the top five teams should trade away their pick and receive
two or three lower-number picks and look for their own Brady.

So, what did the Carolina Panthers decide? How did the decision turn out? For current
information on the Carolina Panthers and to find out whether their draft-day strategy
appears to be working, go to www.panthers.com/index.html.

Case Questions

1. Ron Rivera's draft pick decision was a programmed decision.
a. true
b. false

2. The rational model is appropriate for this decision.
a. true
b. false
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Ron Rivera needed to set objectives and criteria.
a. true
b. false

. Creativity and innovation are not crucial in the draft pick.

a. true
b. false

The environmental conditions facing the Carolina Panthers were

a. certain

b. risky

C. uncertain

The information given in the case discussion lacks the that the Panthers
needed to make a decision.

a. timeliness

completeness

quality

relevance

/e n T

would have been appropriate for generating alternatives for the Panthers.
brainstorming
synectics
nominal grouping
consensus mapping

the Delphi technique

-0 AN T

none of these

Which method would have been most appropriate for Ron Rivera’s decision process?
a. a quantitative technique

b. cost-benefit analysis

. Doyou believe that Rivera would have been creative if he had selected Cam Newton?

a. yes

b. no

Classify Ron Rivera's desire to improve his football team.
a. objective

b. criterion

List the pros and cons for each alternative from Ron's perspective, which may be
different from yours. State the pros and cons of trading the first pick versus using it.

Which alternative would you select if you were in the general manager’s shoes?

SKILL-BUILDER EXERCISES

Skill-Builder 3.1: Using the Six-Step Decision Process

Objective

To develop your problem-solving and decision-making abilities
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Preparation

Select a problem or opportunity that you would like to address. (Remember, a problem
exists when your objectives are not being met. In other words, are what is happening
and what you want to happen different?) Choose any aspect of your life—work, college,
sports, a relationship, a purchase you wish to make, or where to go on a big date, to name
a few possibilities. Use the following outline to help you work through the decision
process.

Step 1: Define the Problem or Opportunity

Decision structure: Is the decision programmed or nonprogrammed?

Decision conditions: Are they uncertain, risky, or certain?

Decision model: Which model is appropriate—rational or bounded rationality?

Level of participation: Should you make this decision solo or use a group?

Symptoms versus cause: List the symptoms and causes. Now state the problem simply.

Step 2: Set Objectives and Criteria
What do you want to accomplish with this decision?

My objective:

“Must” criteria:

“Want” criteria:

Step 3: Generate Alternatives

What information do you need? (Remember, information must be timely, high quality,
complete, and relevant to be useful.)

Will technology help you or hinder you?

If you are using a group, will you brainstorm, use nominal grouping, or do consensus
mapping?
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Generate at least three alternatives, and list them here.

Step 4: Select the Most Feasible Alternative

Is quantitative or cost-benefit analysis appropriate?

List the pros and cons of each alternative.

On a separate piece of paper, make a decision tree.

Step 5: Implement the Decision

Write a plan for implementing the decision (you may wish to skim chapter 4). State the
control methods you will use to assess the results.

Step 6: Control the Results

Make notes about what (if any) progress you are making in solving your problem. Indicate
whether corrective action seems advisable, and if necessary, return to prior steps in the deci-
sion process. Think about how you can avoid escalation of commitment.

In-Class Application

Complete the preceding skill-building preparation before class.
Choose one:

e Break into groups of three to five members. Go through the six decision steps. At
each step, group members give feedback by pointing out errors, suggesting how to
improve the written statements, generating additional alternatives, listing pros and
cons not thought of, and stating alternatives they would select.

e Conduct informal, whole-class discussion of student experiences.



CREATIVE PROBLEM SOLVING AND DECISION MAKING

Wrap-Up
Take a few minutes to write your answers to the following questions:

What did I learn from this experience? How will I use this knowledge?

As a class, discuss student responses.

Skill-Builder 3.2: Decision-Making Styles

Objective

To better understand decision-making styles

Preparation

You should have completed the decision-making styles Self-Assessment exercise in the
chapter.

In-Class Application

Complete the preceding skill-building preparation before class.

e Break into groups of four to six members. One at a time, state if you were more
reflexive or reactive. Review the 10 questions and determine which one or two had
the greatest similarity in response and the greatest diversity. Discuss strategies that
reflexive and also reactive decision makers can use to be more consistent.

e Options. Each group shares its answers to the questions.
Wrap-Up
Take a few minutes to write your answers to the following questions:

What did I learn from this experience? How will I use this knowledge?

As a class, discuss student responses.

SPORTS AND SOCIAL MEDIA EXERCISES

1. Use the following link to better understand the 12 key findings on the use of social
media.
www.jeftbullas.com/2010/04/05/12-key-findings-on-social-media%E2%80%99s-
impact-on-business-and-decision-making-by-ceos-and-managers
What are the 12 key findings?
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2. If you were the marketing director for the Kansas City Chiefs in the NFL, which of
the findings would you use to increase the use of social media in your organization?

GAME PLAN FOR STARTING A SPORT BUSINESS

It is time to use the six steps to making a decision that you learned in this chapter. Follow
the steps to decide which of your three sport business ideas from chapter 1 you are going
to operate this semester.

1. Define the problem or opportunity:

2. Set objectives and criteria:

3. Generate alternatives:

4. Select the most feasible alternative:

5. Implement the decision:

6. Control the results:




Strategic and
Operational Planning

LEARNING OUTCOMES

After studying this chapter, you should be able to

—

explain how strategic and operational plans differ;

2. describe the differences between corporate-, business-, and functional-level strategies;

3. explain why organizations analyze industries and competitive situations;

4. explain why organizations analyze the company situation;

5. discuss how goals and objectives are similar but not the same;

6. describe how to write objectives;

7. describe the four corporate-level grand strategies;

8. describe the three growth strategies;

9. discuss the three business-level adaptive strategies; and

10. list the four functional-level operational strategies.

KEY TERMS
strategic planning SWOT analysis corporate growth strategies
operational planning competitive advantage merger
strategic process goals acquisition
strategy objectives business portfolio analysis
three levels of strategies management by objectives adaptive strategies
situation analysis (MBO) operational strategies

grand strategies
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Effective managers develop sound strategic plans and set achievable objectives. Does the
organization you work for or play for have a plan? What are the objectives it intends to achieve this
year? In 2 years? In 5 years? In this chapter, by following the steps in the strategic process, you
can improve your strategic planning skills. At the more personal level, follow the steps of the writing
objectives model to develop effective objectives for your personal, sport, and professional lives.

REVIEWING THEIR GAME PLAN
Building the House of FIFA

Whole regions, peoples, and nations across the globe share neither mores, culture, language,
nor religion, but they do share a passion—football. Not to be confused with American-style
football, football (soccer to Americans) is not only the world’s number-one game but is also a
“major player” on the international scene and in commerce and politics. With more than 200
million active players, the game also constitutes a substantial chunk of the global leisure
industry. Whole nations (from Yemen to Germany to Brazil to South Korea and Japan)
dream about winning the World Cup, and their citizens pay money (and lots of it!) to travel to
see matches, to see them at home, to wear shoes like those of their favorite players (whose
status makes that of movie stars pale in comparison), and to buy numerous football products.

FIFA (Fédération Internationale de Football Association) is one reason for the world’s love
affair with football. Founded in Paris in 1904, it has survived the turmoil of two world wars
and today includes 204 member organizations, making it the biggest and most popular sport
federation in the world.

In 1998, at the 51st FIFA Ordinary Congress in Paris, Joseph Blatter (Switzerland) suc-
ceeded Jodo Havelange (Brazil) as the eighth FIFA president. This victory elevated Blatter,
who had served FIFA in various positions for 23 years, to the highest rung on the interna-
tional football scene. Blatter is a versatile and experienced proponent of international sport
diplomacy (this is crucial with a global sport like soccer) and is totally committed to serving
football, FIFA, and the world’s youth.

With the new president came a fresh strategic approach to issues facing world football.
Blatter lost no time in presenting his vision of FIFA's future priorities and has worked tirelessly
to win widespread approval in FIFA's Congress and Executive Committee. His vision is wide
ranging and ambitious and includes the following:

* IFA's Goal Program, which seeks to educate and support national associations by pro-
viding aid for special projects to further develop football in the given country.

* FIFA's Quality Concept initiative, whose goal is to improve the actual football (soccer ball).

» Development of coaching, refereeing, and administration courses to help national football
associations. Special emphasis is placed on the need for football associations to have proper
communication and good media relations—otherwise known as marketing and event planning.

* An aggressive stance against player doping. An ethical code against doping was devel-
oped. The last three World Cups have been dope free and a real success story after years
of players with doping problems.

In pursuing these goals, Blatter speaks frequently of the need for a renewed sense of
solidarity in the world of football. His House of FIFA, a “virtual house,’ features values crucial
to FIFA's future (and future strength) as a global institution: Its foundation is the trust gener-
ated by the closely knit FIFA family; its walls are its efficiently managed organization based
on the principles of democracy, solidarity, and quality whose goal is to support and protect
the game; and its roof is its universality, which binds everything together. FIFA's slogan—For
the Good of the Game—speaks to these ideas and guides its activities.

However, President Blatter was barely reelected as president of FIFA in June of 2011.
Preceding the elections, there were allegations of payoffs before the vote to host the 2018
and the 2022 World Cup games. The payoffs were to influence the sites selected for the
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2018 and 2022 games. Ultimately, the decision was to hold the 2018 World Cup games in
Russia and the 2022 World Cup games in Qatar.'

Blatter has also been accused of making poorly worded remarks about some of the big-
gest issues that FIFA faces. He has offended female players by saying they should dress in
a more feminine way, as they do in volleyball, if they want to increase the popularity of the
sport. He also offended LGBT (lesbian, gay, bisexual, and transgender) people by saying
they should refrain from sexual activities during the 2022 World Cup games in Qatar, where
homosexuality is illegal.?

For current information on FIFA, visit www.fifa.com.

An Overview of Strategic and Operational Planning

Strategic leadership and planning are major determinants of organizational performance.
There is a relationship between formal plans and team performance. Planning is one of the
most important tasks managers do, and it is crucial today. Planning has three major benefits:
speedier decision making, better management of resources, and clearer identification of
the action steps needed to reach important
goals. The North American Society for Sport
Management expects sport management
students to learn how to plan.?

Top-level management and the board of
directors have the primary responsibility for
strategic planning.* Sport governance is the
responsibility for the overall direction of
sport organizations. National organizations,
such as the United States Olympic Com-
mittee (USOC), state high school athletics
associations, and professional sport teams need to provide direction to their organizations.
Strategic development is a key component of corporate governance. One key issue is that
CEOs need to work closely with their board of directors to make sure that important stra-
tegic goals are reached.’

However, poor planning of the use of organizational resources can lead to failure. For
every 10 products introduced, eight fail. What is the reason for this high rate of failure?
Poor planning. If you fail to plan, you plan to fail. A prime example is the now-defunct
XFL, which was the World Wrestling Federation’s attempt to develop a new professional
football league. The XFL failed to assess the control that the NFL has over player talent.
Although the XFL was able to secure some television coverage, the quality of the players
and ultimately of the game itself was not high enough to make watching worthwhile.
Better planning might have led to creating an alternative football league, such as the Arena
Football League (AFL), instead of competing directly against the NFL. The AFL is played
indoors, on a much shorter field than regular football, and uses nets on the goalposts to
help keep the ball in play.

The 2010 Ryder Cup golf competition was held at the Celtic Manor golf course in Newport,
Wales. It was planned by Sun Mountain Sports as a key moment to dress captain Corey Pavin
and his American team during wet weather. Unfortunately, the company’s RainFlex gear
did not hold up well in the rainy weather and did not keep the players dry.® Sun Mountain
Sports owner, Rick Reimers, used Facebook to explain the poor implementation of what
had appeared to be a good plan:

12} State one objective from a strate-
gic plan and one from an opera-
tional plan for a sport organization
you are familiar with (preferably
one you work for or play for).
Know that you will be asked to
analyze this same organization in
other Time-Outs in this chapter.

Sun Mountain Sports is very sorry for the way our rain suits performed at the
Ryder Cup. We will apologize to Corey and Lisa Pavin and the U.S. team at our
earliest opportunity, and hope they will accept our heartfelt apology for the
stress this must have caused. We are evaluating what happened. Our RainFlex,

< LEARNING OUTCOME 1

Explain how strate-
gic and operational
plans differ.
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introduced in 2006, has been extensively and successfully used by over 150
tour players, the 2009 Presidents Cup team, the 2007 and 2009 Walker Cup
teams and thousands of PGA professionals. We believed, as Corey must have,
that our RainFlex, built with quiet, stretchable, breathable fabric would be an
advantage to the U.S. team. That it was not is a great disappointment. It was
just not enough for the torrential rains at Celtic Manor.”

Although planning alone won’t secure the success of new ventures, planning increases
the probability of survival. Good planning is based on conceptual and decision-making
skills. Before we examine the planning process and the various levels of strategic planning,
complete the Self-Assessment to determine how well you plan.

e 4y

Effective Planning

Indicate how well each statement describes your behavior by placing a number from 1 to 5 on the line before
the statement.

Describes me Does not describe me
5 4 3 2 1

1. | have a specific end result to accomplish whenever | start a project of any kind.

2. When setting objectives, | state only the end result to be accomplished; | don't specify how the result
will be accomplished.

3. | have specific and measurable objectives; for example, | know the specific grade | want to earn in
this course.

| set objectives that are difficult but achievable.

| set deadlines when | have something | need to accomplish, and | meet the deadlines.

| have a long-term goal (what | will be doing in 3-5 years) and short-term objectives to get me there.
| have written objectives stating what | want to accomplish.

| know my strengths and weaknesses, am aware of threats, and seek opportunities.

| analyze a problem and alternative actions, rather than immediately jumping right in with a solution.

© © ©®© 3 2 O »

| spend most of my day doing what | plan to do, rather than dealing with emergencies and trying to
get organized.

11. | use a calendar, appointment book, or some form of to-do list.
12. | ask others for advice.
13. | follow appropriate policies, procedures, and rules.
14. | develop contingency plans in case my plans do not work out as | expect.
______15. limplement my plans and determine whether | have met my objectives.
Add up the numbers you assigned to the statements to see where you fall on the following continuum.
Effective planner Ineffective planner
75 65 45 35 25 15

Don't be too disappointed if your score isn't as high as you would like. All of these items are characteristics
of effective planning. Review the items that did not characterize you. After studying this chapter and doing the
exercises, you can improve your planning skills.
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Strategic Process

In strategic planning, management develops a mission and long-term objectives and deter-
mines in advance how they will be accomplished. Long-term generally means longer than
1 year. In operational planning, management sets short-term objectives and determines in
advance how they will be accomplished. Short-term objectives are those that can be met in
1 year or less. Much of team management is evolving from a focus on winning as a means
of realizing short-term profits to a focus on strategic management of the team brand as a
means of realizing long-term appreciation in franchise value.

Strategic planning and operational planning differ primarily by time frame and by the
management level involved. Strategic plans are typically developed for 5 years and are
reviewed and revised every year so that a 5-year plan is always in place. Top-level managers
develop strategic plans. Operational plans are developed for time frames of 1 year or less;
middle managers or first-line managers develop operational plans.

The strategic process is about developing both the long-range and short-range plans that
will enable the organization to accomplish its long-range objectives. If we use the means and
ends analysis (chapter 2), top managers determine the ends, and middle- and lower-level
managers find the means to accomplish the ends. Hosting major sport events requires long-
term strategic plans that are well coordinated with short-term plans. The investments must
fit into the city’s long-term plan to make the event economically successful.® The Olympic
Games require extensive long- and short-term planning by the IOC and the cooperation
of the host country and city.”

In the strategic process, managers (1) develop the mission, (2) analyze the environ-
ment, (3) set objectives, (4) develop strategies, and (5) implement and control the strat-
egies. Developing strategies takes place at three levels. As you can see from figure 4.1,
the process is not a linear one. Managers continually return to previous steps and make
changes—planning is an ongoing process. Also note that management performs the four
management functions—planning, organizing, leading, and controlling—in the strategic
process.

Levels of Strategies

An organization’s strategy is its plan for pursuing its mission and achieving its objectives.
The three levels of strategies are corporate, business, and functional. We examine these
three levels in more detail later in this chapter. Here we simply define them to give you
an overview.

Corporate-level strategy is the organization’s plan for managing multiple lines of busi-
nesses. Many large companies are actually several businesses. Adidas, for example, sells
footwear, golf equipment, and cycling prod-
ucts—the company treats each product line
as a separate line of business.

Adidas has been implementing its corpo-
rate-level strategy by entering new markets
via key acquisitions. In 2011, as part of its
Strategic Business Plan Route 2015, Adidas acquired Five Ten, a leading performance brand
in outdoor action sports. “We are very excited to join forces with Five Ten. Five Ten is a lead-
ing brand in the technical outdoor market and within the outdoor action sport community.
Climbers, mountain bikers and other outdoor athletes around the world highly value their
products,” said Rolf Reinschmidt, Senior Vice President adidas Outdoor.™

Business-level strategy is the organization’s plan for managing one line of business.
Each of Adidas’ businesses has its own strategy for competing in its market. In golf,
“TaylorMade-adidas Golf’s aim is to be the leading performance golf company in the
world in terms of sales and profitability. It combines three of golf's best-known and
respected brands: TaylorMade, adidas Golf and Ashworth.” TaylorMade is the market

=Y List the lines of business your
2 organization is involved in.

< LEARNING OUTCOME 2

Describe the differ-
ences between cor-
porate-, business-,
and functional-level
strategies.
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1. Developing the
mission
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Implementing and 2. Analyzing the
controlling strategies environment
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Developing strategies 3. Setting objectives
(corporate, business,
and functional levels)

A A

FIGURE 4.1 The strategic process.

leader in the metalwoods category, adidas Golf develops high-performance footwear
and apparel, and Ashworth is an authentic golf-inspired lifestyle brand complementing
adidas Golf’s position.™

Functional-level strategy is the organization’s plan for managing one area of the busi-
ness. Functional areas include marketing, finance and accounting, operations and produc-
tion, human resources, and others depending on the specific line of business. Managers
in each of Adidas’ business lines are involved with these functional areas. For example,
TaylorMade-adidas Golf has combined product marketing, brand communication, and
retail marketing into one fully integrated global marketing team. It has used Twitter and
Facebook to make sure TaylorMade-adidas Golf reaches the social media generation.!?
Figure 4.2 shows the relationships among corporate-, business-, and functional-level
strategies.

Development of the Mission

Developing the organization’s mission is the first step in the strategic process. The mission

Name three ways  provides the foundation on which the plan, via the four remaining steps, will be constructed.

FIFA is fulfilling its
mission and three

areas in which
could improve.
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The organization’s mission, as noted in chapter 2, defines who the organization is and
why it exists. The mission describes management’s vision (which may be a separate state-
ment) for the company—where the company is headed and why. FIFA’s mission is stated
as “Develop the game, touch the world, build a better future.” “We see it as our mission to
contribute towards building a better future for the world by using the power and popularity
of football. This mission gives meaning and direction to each and every activity that FIFA
is involved in—football being an integrated part of our society.”*?

The field of sport management is monitored by the North American Society for Sport
Management (NASSM). NASSM’s mission is to actively be involved in supporting and
assisting professionals working in the fields of sport, leisure, and recreation. The pur-
pose of NASSM is to promote, stimulate, and encourage study, research, scholarly writ-
ing, and professional development in the area of sport management—both theoretical
and applied aspects.’* NASSM membership has increased significantly over the years,
which is a sign that it is achieving its mission of helping members interested in sport
management. NASSM has a strategic plan, which its members continue to discuss and
update.

it
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Management level Strategy level /4, Planning level/Time range
Upper — Corporate strategy , I Strategic/Long
Upper and middle Business strategy Strategic/Long
Middle and lower Functional strategies Operational/Short
v v i v v
Operations Marketing Finance Human resources Others

FIGURE 4.2 Strategic planning.

Analysis of the Environment

To create value, a strategy must fit with the capabilities of the firm and its external envi-
ronment. The organization’s internal and external environmental factors (chapter 2) are
analyzed as step 2 in the strategic process, which determines the fit. Another term for ana-
lyzing the environment is situation analysis. A situation analysis draws out those features
in a company’s environment that most directly frame its strategic window of options and
opportunities. The situation analysis has three parts: analysis of the company’s industry
and its competition, analysis of the company’s particular situation, and analysis of the
company’s competitive advantage (or lack thereof). Companies with multiple lines of
business conduct environmental analyses for each line of business.

< LEARNING OUTCOME 3
Explain why orga-
nizations analyze
industries and com-
petitive situations.

Industry Analysis and Five Competitive Forces

Industries vary widely in their business makeup, competitive situation, and growth poten-
tial. Different sport management strategies are needed in different areas.'® To determine
whether an industry is worth entering requires answers to such questions as “How large is
the market? What is the growth rate? How many competitors are there?” Thus, competitive
analysis is important to strategic planning.'® Callaway Golf Company, for example, faces
strong competition from Acushnet (Titleist brand), Adams Golf (Tight Lies Fairway Woods),
TaylorMade, and Orlimar (TriMetal Fairway Woods).

Michael Porter uses the idea of five competitive forces to analyze the competitive envi-
ronment.'”

1. Rivalry among competing firms: Porter calls this “the scrambling and jockeying for
position.” Businesses compete for customers by price, quality, and speed (responding to
new styles and models and getting these products quickly to retailers). Nike, Adidas-Reebok,
Puma, and Fila are rivals in the athletic footwear industry. All four of these companies need
to anticipate the moves of their competitors. They also need to be aware of newer competi-
tors such as Under Armour and Li Ning.

2. Potential development of substitute products and services: This occurs when com-
panies from other industries try to move into the market. For example, Reebok and Skech-
ers emerged as the leaders in the toning shoe market. The rocker bottom-shaped athletic
footwear is marketed as footwear that tones the body when worn during walking. Although
there are arguments that this type of footwear does not do what is claimed, it still has grown
into a billion dollar market. Adidas settled with the Federal Trade Commission (FTC) on
claims about the success of toning shoes, but will reenter the market with new technology
and research to support the benefits of wearing these shoes.®
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Explain why organi-
zations analyze the
company situation.
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In the early 2000s, Crocs slip-on shoes became popular in water sports and as a fash-
ion item. Crocs normally come in bright colors and are easily recognizable. Crocs formed
an alliance with the NFL to sell its shoes in professional team colors.

Clothing manufacturers such as Tommy Hilfiger have attempted to enter the sneaker
market using their fashion brand to their advantage. Also, “brown shoe” companies, such
as Dr. Martens, persuaded many younger buyers to buy hiking-style sneakers instead of
the traditional sport sneakers. The brown shoe companies were quite successful in stealing
sales in the mid- to late 1990s.

3. Potential entry of new competitors: How difficult and costly is it for new businesses
to enter the industry? Does a company need to defend itself against new competition?
Under Armour, founded in 1996, has successfully entered the high-performance apparel
industry. Li Ning is a famous Chinese gymnastics Olympian who started his own footwear
and sportswear company. In China, Li Ning is second in sales only to Nike. In 2011, Ning
formed an alliance with the digital commerce company Acquity Group of Chicago to enter
the U.S. market. Li Ning plans to using Shaquille O'Neal to represent its products.*

4. Bargaining power of suppliers: The success of companies selling a product is often
based on its suppliers, so this is an important relationship.? How dependent is the busi-
ness on its suppliers? If the business has only one major supplier and no available alterna-
tives, the supplier has great bargaining power. Conversely, a business can have bargaining
power over the supplier. For example, Nike doesn’t manufacture its own sneakers; it uses
private contractors in Vietnam to produce the sneakers. Workers are paid very low wages,
which indirectly gives Nike a great deal of power over these often helpless factory workers.
In effect, because Nike can easily switch factories, it controls the suppliers. Nike faced a
tremendous amount of pressure to improve working conditions in Asia where its shoes are
manufactured. Nike did not address the poor working conditions as quickly as expected
from such a powerful company. However, Nike has spent the last 20 years improving the
working conditions. Nike or inspection specialists that it hires regularly check factory condi-
tions such as air quality and the age of employees, and the company works with suppliers
to limit overtime. Nike learned that corporate social responsibility (CSR) practices can help
maintain and even improve profitability.!

5. Bargaining power of consumers: Satisfied customers are the key to long-term suc-
cess. How much does the business depend on the consumer? Consumers of footwear have
power because they can shift to other manufacturers on a mere whim or because of a new
style, better price, higher quality, greater convenience, and a host of other reasons. However,
consumers lose power when they are loyal to a business like Nike and want to buy only
Nike footwear. Because there are many consumers who want Nike products, Nike is in a
strong position as long as it continues to offer appealing products. But companies such as
Reebok create new products, such as its new Zig technology used in designing footwear, to
persuade consumers to switch to their products. Reebok can also put its footwear on sale
to help entice consumers to switch.

Companies use analyses of the industry JIZIE Using figure 4.3 as a guide, do
and their competitors primarily at the corpo- 3 a simple five-forces competitive
rate level when they are deciding which lines analysis for your organization.
of business they should consider entering
(or exiting) and how to allocate resources
among their product lines. (We will return to this topic later in the chapter.) Nike bought
Bauer, a hockey equipment manufacturer, because the company decided that this was an
attractive industry. See figure 4.3 for a competitive analysis of Nike’s decision.

Analysis of the Company Situation

Managers use analyses of the company situation when they develop business strategies and
when they determine which issues need to be addressed in the next three steps of the stra-
tegic process. A complete company situation analysis has five steps, as shown in figure 4.4.
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2. Potential development of substitute
products and services

“Brown shoes,” sandals, and boots are all
products that, marketed properly, can replace
sneakers. However, they pose no real threat
because buyers still prefer special athletic
footwear for various activities.

Y

4. Bargaining power of
suppliers

Nike has a great deal of
power over the Asian factories
that manufacture its sneakers.

Y

1. Rivalry among competing firms

Nike, Reebok, Adidas, Fila, and others face
strong competition in style, price, and image.

A

5. Bargaining power of
buyers

Consumers of footwear have
a great deal of power because
they can switch manufacturers
for numerous reasons.

3. Potential entry of new competitors

The athletic footwear industry is a large, mature
industry. However, newer competitors, such as
AND1, have been able to successfully enter the
basketball footwear and apparel industry.

FIGURE 4.3 Nike's five-forces competitive analysis.

1. Assessment of
the present
strategy based
on performance.

2. SWOT analysis.

3. Competitive
strength assess-
ment (competi-
tive advantage?).

4. Conclusions con-
cerning competi-
tive position.

5. Determination of
the strategic
issues and prob-
lems that need to
be addressed
through the stra-
tegic process.

FIGURE 4.4 Steps in the analysis of the company situation.

e Step 1: Assess present strategy. This assessment can be a simple comparison or a
complex analysis of performance (wins, championships, attendance, market share, sales,
net profit, return on assets, and so on) over the past 5 years.

e Step 2: Analyze SWOTs. A highly recommended strategic tool, SWOT (Strengths,
Weaknesses, Opportunities, Threats) analysis is used to assess strengths and weaknesses
in an organization'’s internal environment and opportunities in its external environment.
(See chapter 2 for a discussion of internal and external environments.) “Nike’s Company
Situation Analysis” includes a SWOT analysis.

e Step 3: Assess competitive strength. For a strategy to be effective, it must be based
on a clear understanding of competitors. The emergence of motor sports (NASCAR) and
professional wrestling (WWE), for example, as major competitors in the 1990s caught pro-
fessional sport leagues such as the NBA and NFL by surprise and made an already competitive
marketplace even tougher. The NBA's and NFL strategies and research missed this demand. In
such situations, management has got to wonder, “What else are we missing?” Some industry
experts believe that showing MLB World Series games online at night has limited the abil-
ity of younger fans to follow the games. Even one or two weekend day games would allow
children to watch and enjoy a championship series and become loyal fans of the game.

Looking at critical success factors can help improve a company’s assessment of its competi-
tion. Critical success factors (CSFs) are key, pivotal activities that the business must perform

How did Joseph
Blatter assess
FIFA when he
became the presi-
dent of the asso-
ciation?
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well if it is to win its race. It is imperative
that management compare its CSFs for each
product line to those of each of its major 4
competitors. This takes a great deal of busi-
ness acumen and objectivity. Organizations
typically use one of two approaches. The first (and simpler) approach rates each CSF from 1

ISR List three strengths and three
weaknesses of your organization.

What issues did ~ (weak) to 10 (strong) and tallies the ratings to rank competitors. The second approach uses

Joseph Blatter

the same rating system but weights the CSFs by importance, with the weighted total equal

and FIFA decide  to 1.00. The weight is multiplied by the rating to get a score for each firm on each factor.
to improve on? Scores are totaled to determine the final rankings. “Nike’s Company Situation Analysis”

shows weighted CSF rankings for Nike, Under Amour, and Adidas-Reebok.

e Step 4: Make conclusions. The questions here are simple to ask but not always so
easy to answer. How is the business doing compared with its competition? Is our market
share improving or slipping?

e Step 5: Decide what issues to address. Using information developed in steps 1 to
4, management now asks, “What needs to be done to improve our competitive position?”
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Nike’s Company Situation Analysis

1. Present Strategy Assessment
Nike's present strategy is working well. Nike is profitable and continues to be the leading
company in the sport footwear and apparel industry. So far, the company has been able to hold off
strong competitors such as the recently merged Adidas—Reebok combination. Diversification into the
golf industry has been successful, which is attributable to Nike's foresight in signing Tiger Woods as
its spokesperson fairly early in his brilliant career.

2. SWOT Analysis

Strengths: Nike's strength is its reputation for high-quality and innovative footwear. Nike is also
known for its innovative marketing. Nike ads are part of the pop culture—an impressive achievement.
Famous campaigns feature Bo Jackson, Michael Jordan, and Tiger Woods. The Nike “Swoosh” is
highly recognizable worldwide. Nike's recent comeback has been greatly helped by increased sales
of Nike apparel. Nike+ works with Apple products to help runners calculate their distance and speed.
NikeiD allows customers to design their own footwear.

Weaknesses: Tiger Woods' personal troubles off the golf course and his lack of winning
on the golf course threatens to slow down Nike's gain in market share in the golf industry. Improved
research and development by Adidas-Reebok threatens the perception that Nike is the technology
leader in the footwear industry. Another area of some concern is that global sales, for example in
Europe and Asia, have increased at a much faster pace than domestic sales in the United States.

Opportunities: Nike has an opportunity to capitalize on its own Nike+ technology. This is a
sensor placed in Nike footwear that interacts with Apple’s iPod to record the distance a runner has
completed and the calories that have been burned. Another opportunity will be to capitalize on an
endorsement deal with LeBron James after his NBA Playoffs and Championship Series appearances.
NikeiD is a unique website that allows consumers to design their own footwear. It is a fun and creative
site that could be further marketed.

Threats: The lingering recession in the United States in 2012 was troubling for Nike since its
products are often higher priced than those of competitors. Competitors such as Under Armour and
Adidas-Reebok have been able to secure contracts with colleges, the NBA, the NFL, and the NHL
for their apparel businesses.

3. Competitive Strength Assessment
As illustrated in table 4.1, each factor is rated on a weighted scale (rating 1 [low] to 10 [high]
for each firm—rating x weight). Quality is determined to be the most important criterion, with a weight
of 0.50, followed by marketing and price at a weight of 0.25 each. In terms of quality, Nike, Under
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Armour, and Adidas all have a perfect score of 10: 10 multiplied by the weight of 0.50 equals a score
of 5.0. Thus, all three companies have superior-quality products. Overall, Nike is the strongest company
at 9.50, followed by Adidas at 9.25; Under Armour is a 9.00. Scores are determined by executives at
the companies, students in a class, or (in this case) authors. Scoring is based on completing a SWOT
and should foster debate. The authors lowered the score for Nike's marketing since it really hasn't
been unique since Michael Jordan retired and Tiger Woods failed to win any major golf tournaments.

TABLE 4.1 Nike’s Company Situation Analysis

Critical success factors Weight Under Armour  Adidas-Reebok
Quality 0.50 10=5.0 10=5.0 10=5.0
Marketing 0.25 9=225 8=20 8=20
Price 0.25 9=2.25 8=2.0 9=225

1.00 9.50 9.00 9.25

4. Conclusions About Competitive Advantage

Nike's advantage lies in name recognition and quality image in many different markets. The
Nike name and Swoosh logo continue to be worldwide status symbols.

Nike is the leading (and hence strongest) competitor and will remain so through continual
improvement of the technology used in its footwear, equipment, and apparel lines. Continued growth
in these divisions will be supported by new and creative marketing campaigns. However, Nike needs
to monitor the success of the recent merger of Adidas and Reebok, which created a competitor nearly
as large as Nike. At the same time, Nike needs to shift market share in the high-performance athletic
apparel market away from Under Armour. Nike is a latecomer to this market, so gaining an edge here
might take longer than Nike expects.

5. Determination of Strategic Issues
Nike needs to focus on (1) improving U.S. footwear sales, (2) continuing to increase inter-
national sales, (3) building U.S. sales in its high-performance athletic apparel, and (4) improving the
sustainability of the environment as a source of innovation and growth for the company.

Competitive Advantage

Strategic planning helps organizations
create a competitive advantage.?> Com-
petitive advantage specifies how the orga-
nization offers unique customer value. It
answers the questions, “What makes us
different from our competition?” and “Why
should a person buy our product or service rather than the competition’s?” A sustainable
competitive advantage (1) distinguishes the organization from its competitors, (2) provides
positive economic benefits, and (3) cannot be readily duplicated. The key to producing
sustainable competitive advantage is effective management of people. Many organizations
focus on quality as a means to beat the competition.

If you ever consider starting your own business, be sure to answer these questions:
“What will make my business different from the competition? Why should a person buy
my product or service rather than the competition’s?” If you don’t have answers to these
crucial questions, go back to the drawing board! Why? Because your business is very likely
to join the ranks of failed businesses, those that don’t have a competitive advantage and
don’t have a strategic plan for developing one. The Self-Assessment later in the chapter will
help you determine whether you have what it takes to be a successful entrepreneur, and in
the exercise you will develop a strategic plan for a new business.

2} Describe your organization's
competitive advantage. If you
don't think it has one, state how
it resembles its competitors in its
products or services.
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Discuss how goals
and objectives are
similar but not the
same.
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Describe how to
write objectives.
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Finding core competencies and benchmarking go hand in hand with developing competi-
tive advantage. A core competency is what a firm does well—in other words, its strengths.
Management that focuses on core competencies can create new products and services that
take advantage of the company’s strengths. Through benchmarking, you compare your firm
with its competitors, as was done in the situational analysis.

Setting of Objectives

Setting objectives is the third step in the strategic process. Individuals, teams, and organiza-
tions need goals to be successful.?® For strategies to succeed, management must commit to a
carefully thought-out set of objectives. The idea is to set objectives that are compatible with
the mission and that address strategic issues identified in the situation analysis. Objectives
are then prioritized so that the organization can focus on the more important ones.?* (In
chapter 5 you will learn how to prioritize.)

Keep in mind that objectives are end results that you wish to attain—they do not tell
others how to accomplish the objectives. Therefore, setting objectives is just the beginning
of your task, because you need to develop plans to achieve your objectives. That is also why
you need to know the difference between goals and objectives, how to write objectives,
criteria for effective objectives, and the concept of management by objectives (MBO), all
of which we examine in the following discussion.

Determining Goals and Objectives

Some people use the terms goals and objectives synonymously—this is not a good idea.
Precise language makes for precision thinking, which of course enhances your ability to
accomplish your organization’s mission. Goals state general targets to be accomplished.
Objectives state what is to be accomplished in specific and measurable terms by a certain
target date. Goals are your target; objectives guide your development of operational plans
and help you know if you are achieving the target. Goals thus translate into objectives.
Likely goals and objectives for Nike’s apparel and footwear divisions give a few likely goals
for Nike as a whole.

Writing Objectives
Successful people set goals that they then

strive to attain, and they write explicit objec- MM State one of your organization’s

tives to help them get there. The writing B goals, and list the ObjeCtiVeS it is
of the objectives is itself a clarifying and using to attain the goal.

focusing endeavor and is one reason why
motivational gurus and career counselors
swear by written objectives. Remember New Year’s resolutions? Well, think about making
some “career resolutions.” The Wall Street Journal notes that if you don’t have career objec-
tives, your resolution should be to get some.?” The Skill-Builder at the end of this chapter
will help get you started. To keep your focus on your end goals, post your objectives on
your desk or wall.

So, you're chewing your pencil and can’t quite get going? Here's a simple way (which we
adapted from Max E. Douglas’ model) to get your creative juices flowing.

1. Start with the word to:
To—
2. Attach an action verb—typical ones are increase, improve, enter, revive (you get the
picture):
—obtain—
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3. Now think of a single, specific result that you want to achieve and that can be measured:
—a batting average of 300—

4. Choose a target date.
—during the 2015 season.

This is too simple, you say? What do you
think managers do when they write objec-
tives? Table 4.2 shows one of Nike's objec-
tives diagrammed. We'll show you some 7
other examples when we discuss criteria.

WY Using the guidelines given here,
write one objective that your orga-
nization should pursue.

Using Criteria to Write Objectives

You've seen one of Nike's objectives diagrammed. Now let’s look a little more critically at
what makes an objective useful. An objective must lead to a single result that is specific and
measurable and must include a target date. These criteria are discussed next.

TABLE 4.2  Writing Objectives

To write an objective Nike’s objective
1. Start with to. To
2. Add an action verb. increase
3. Insert a single, specific, and measurable the sales of eco-friendly footwear by 5%
result.
4. Choose a target date. by November 2015.

Writing Objectives

Goals

To increase sales of international markets
To increase sales in the U.S. apparel business

To view sustainability (of the environment) as a source of innovation and growth for the company,
not just as a responsibility

To use sport as a tool for youth inclusion

Objectives

We continue to be very pleased with the underlying strength of our international businesses. Our
objective is to increase sales of our international businesses by 7% to 9% in each quarter of the next
fiscal year (2015).

As we expected, the U.S. apparel business improved last quarter, recording the first year-on-year
increase in 2 years. Over the next year, we expect double-digit growth (10-13%) in U.S. apparel as
our team sales continue to grow and we make further progress by developing our high-performance
apparel business. Our objective is to increase sales by 10% to 13% in apparel in 2015.

By 2015, all Nike footwear will meet the company’s new environmental design standard and
reduce materials used by 10%. We believe that all youth should be able to play sports. One of our
objectives in this area is to donate U.S.$1 million to help build new playgrounds in five different parks
in Oregon State by 2015.
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1. Single result: Write each objective so that it describes only one result. This prevents
you from writing vague, meaningless, complicated objectives. Aim for clarity, simplicity,
and explicitness. Vague or convoluted objectives can be misunderstood, and you want
everyone involved to understand the objective. Later, you will have the luxury of stating
that the objective was met or not met. If your objective involves multiple possible results,
you're going to sound wishy-washy and apologetic when you are reduced to saying that
the objective was partially met, somewhat but not quite met, or almost met. Because there
is nothing like an example to drive home a point, let’s look at the objectives written by
OB Iftfy and OB Sharp, two young floating managers who work for various organizations.

OB Iffy: To increase sales by 25% and to achieve a 5.4% market share.

(Sales of what? Market share of what? And by when? What if Iffy meets one
goal but not the other—is this objective met or not met?)

OB Sharp: To increase tennis racket sales by 25% by December 2015.
To achieve a 5.4% market share of tennis rackets by 2015.

2. Specific result: State the exact level of performance expected. Years ago, research
showed that people with specific goals perform better than those with general goals.

OB Iffy: To maximize profits in 2015.

(How much is “maximize”? Is this gross profit or net profit?)
To recycle 40% by year end 2015.

(40% of what—glass, paper, ideas?)

OB Sharp: To earn a net profit of U.S.$15 million in 2015.
To recycle 40% of all paper waste by year end 2015.

3. Measurable result: If you can’t measure your progress, you're going to have trouble
determining whether your objective has been met.

OB Iffy: Perfect service for every customer.
(Perfect by whose standards? How do you measure perfect service?)
OB Sharp: To attain 90% “excellent” in customer satisfaction ratings for 2015.

4. Target date: Set a date for accomplishing the objective. Deadlines make all of us
focus earlier and try harder.

OB Iffy: To achieve attendance of 4 million fans.

(For every game? For all time?)

OB Sharp: To achieve attendance of 4 million fans for the 2015 MLB season.
OB Iffy but Getting Better: To double international business to U.S.$5 billion
annually within 5 years.

(Will anyone remember the date 5 years from now?)

OB Sharp: To double international business to U.S.$5 billion annually by year
end 2015.

OB Sharp: To keep rejected products to less than 1%. (Note: Some objectives
are ongoing and therefore do not require a target date.)

In addition to the “must” criteria (a single result that is specific and measurable and
has a target date), three “want” criteria will help you achieve objectives: a realistic objective
that is set by the team and that has team commitment.

5. Realistic objective: A number of studies show that people perform better when they
work toward realistic objectives. That is, the objective should be difficult, but it must also
be achievable. People do less well when the objective is too difficult (we often don't try or
we give up when we believe something is impossible), when the objective is too easy (we
just meet the objective and hold back performance), and when the objective is an open-
ended, do-your-best instruction (most people don't do their best but say they did). When
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we read an objective, it is often difficult to determine whether it is realistic. What is realistic
to one person may be unrealistic to another. Thus, this criterion is subjective and therefore
is a “want” criterion for objectives.

6. Team-set objective: Work groups that set their own objectives generally outperform
groups that are assigned objectives (chapter 3), but we must use the appropriate level of
participation for the group’s capabilities. Because it is not always appropriate for groups
to set objectives, this is also a “want” criterion.

7. Team commitment to the objective: A team that commits to an objective will work
harder to achieve it. Participation in the decision-making and problem-solving process that
usually precedes the setting of an

objective is .often key in attaining Single Specific Measurable Target
team commitment (see chapter 3). result result result date
Team commitment is also a “want” X X 'y vy

criterion because commitment will
vary from individual to individual,
and sometimes you will have to set
objectives that your group or team
will not like.

“Must” criteria

and “want” criteria

For a review of these key criteria, v Y v
see ﬂgurel 4.5. Teams and spo¥t Realistic Team
organizations can train all of their objectives Team-set commitment
employees and managers to write (difficult but objectives to the
SMART (Specific, Measurable, s erztle) objective

Achievable, Results-Based, and

Time_Speciﬁc) Objectives. FIGURE 4.5 Key criteria for achieving objectives.

Using Management by Objectives

Management by objectives (MBO) is the process by which managers and their teams jointly
set objectives, periodically evaluate performance, and reward according to the results. Other
names for MBO include work planning and review, goals management, goals and controls,
and management by results. There are three steps in the MBO process.

e Step 1: Set individual objectives and plans. With each subordinate, the manager
jointly sets objectives. These objectives are the heart of the MBO program and should
meet the criteria discussed earlier.

e Step 2: Give feedback and evaluate performance. Communication is a key factor
in the success or failure of MBO. Thus, the manager and employee must meet fre-
quently to review progress. The frequency of evaluations depends on the individual
and the job performed. However, most managers probably do not conduct enough
review sessions.

e Step 3: Reward according to performance. Employees’ performance should be
measured against their objectives. Employees who meet their objectives should be
rewarded through recognition, praise, pay raises, and promotions.

Former head football coach Lou Holtz (currently a motivational speaker, author of five
books, and ESPN commentator) is known for turning around Arkansas and Minnesota
teams and leading the University of Notre Dame’s previously struggling Fighting Irish to
a national championship. Holtz is a strong believer in setting objectives, stating that all
good performance starts with clear goals. He used MBO to motivate players. Holtz had
players set objectives and then he approved them, reviewed them during the season and
gave feedback, and rewarded (primarily with playing time) players who were accomplishing
the objectives.?® Do you have clear, well-written objectives? Skill-Builder 4.1 on page 120
will help you write objectives using the model.
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LEARNING OUTCOME 7

Describe the four
corporate-level
grand strategies.

LEARNING OUTCOME 8 »

Describe the three
growth strategies.
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Corporate-Level Strategy

After the mission is developed, the environmental analysis is completed, and objectives are
set, the organization's strategy (step 4 in the planning process) is developed at the corporate,
business, and functional levels. In this section, you will learn about corporate-level strategy:
grand strategies, corporate growth strategies, and portfolio analysis.

Grand Strategies

Strategies are commonly put into typologies,?” as we present here. An organization’s grand
strategies are its corporate strategies for growth, stability, turnaround and retrenchment,
or a combination thereof. Each grand strategy reflects a different objective.

e Growth: Companies with a growth strategy aggressively attempt to increase their
size through increased sales. We will return to growth strategies in a moment. The sport
industry is growing, and many organizations have growth strategies.

e Stability: Companies with a stability strategy endeavor to hold and maintain their
present size or to grow slowly. Many companies are satisfied with the status quo. Some col-
lege and pro teams, such as the Red Sox, virtually sell out every game. With no real growth
in ticket sales, they seek to keep fans coming.

e Turnaround and retrenchment: A turnaround strategy is an attempt to reverse a
declining business as quickly as possible. A retrenchment strategy is the divestiture or lig-
uidation of assets. We list them together because most turnarounds involve retrenchment.
Turnaround strategies attempt to improve cash flow by increasing revenues, decreasing
costs, and selling assets. Converse, the longtime maker of athletic footwear, tried numerous
turnaround strategies to save that company. Following years of declining sales, the company
filed for Chapter 11 bankruptcy protection in 2001. Footwear Acquisition purchased the
company, intending to continue operations. But CVEO Corporation (which now owned
Converse) went on to sell the company in the United States and Canada to Nike. Nike is
looking to take ownership of the Converse brand in other regions. Nike has since returned
Converse to profitability and is in the pro-
cess of opening Converse stores in major o
U.S. cities. Converse had sales of a billion [ULURUIUY State your organization’s grand
dollars in 2010.2 8 strategy.

e Combination: A corporation may
simultaneously pursue growth, stability, and
turnaround and retrenchment across its different lines of business. We discuss this idea in
more detail in the business portfolio analysis section.

Corporate Growth Strategies LJZI0 Identify the growth strategies that
. your organization uses. Are they
Companies that want to grow have three working?

major options. Corporate growth strate-

gies include concentration, backward and

forward integration, and related and unrelated diversification. Figure 4.6 summarizes an
organization’s choices when its grand strategy is growth.

e Concentrate: An organization with a concentration strategy grows its existing lines
of business aggressively. Sports Authority, for example (see chapter 1), continues to open
new stores.

¢ Integrate: An organization with an integration strategy enters forward or backward
lines of business. In forward integration, the line of business is closer to the final customer.
In backward integration, the line of business is farther away from the final customer.
Some manufacturers, including Reebok, open factory stores and fitness centers to forward-
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Grand strategy

'

|

v

|

Grow
(expand aggressively)

Stabilize (maintain same
size or grow slowly)

Turnaround/retrench (come
back or cut back)

Combination

|

Growth strategies

Concentrate—expand same lines of business
Integrate—expand forward or backward within lines of business
Diversify—add related or unrelated products
Merge, acquire, or take over

FIGURE 46 Corporate grand and growth strategies.

integrate; that is, they bypass traditional retail stores and sell their products directly to the
customer.

¢ Diversify: An organization with a diversification strategy goes into related or unrelated
lines of products. Nike pursued related diversification when it decided to add beach-style
sport clothing (Hurley) as a business line. Figure 4.6 summarizes the grand strategies used
at the corporate level.

e Growth strategies include mergers and acquisitions: Organizations also try to
grow through mergers, acquisitions, and takeovers. Competing companies sometimes use
mergers and acquisitions to compete more effectively with larger companies; to realize
economies of size; to consolidate expenses; and to achieve access to markets, products,
technology, resources, and management talent. In a merger, two companies form one
new company. The Canadian Amateur Hockey Association and Hockey Canada merged to
form the Canadian Hockey Association. In an acquisition, one business buys all or part
of another business. Companies also use acquisitions to enter new lines of businesses—it
is less risky to buy an established, successful business than it is to start a new one. Pepsi
acquired Quaker Oats to get its sport drink, Gatorade, whereas Coca-Cola started its own
POWERADE brand.

When a target company’s management rejects an offer to be bought out by another
company, the purchasing company can make a bid to the target company’s shareholders
to acquire it through a takeover—these are typically not friendly actions (hence the term
hostile takeover).

Business Portfolio Analysis

You are no doubt familiar with the idea of individual investment portfolios. Businesses
use the term portfolio analysis somewhat differently than would an individual investor. In
business portfolio analysis, corporations determine which lines of business they will be
in and how they will allocate resources among the different lines. As noted at the begin-
ning of the chapter, a business line—also called a strategic business unit (SBU)—is a
distinct business with its own customers that is managed reasonably independently of
the corporation’s other businesses. What constitutes an SBU varies from company to
company—SBUSs are variously divisions, subsidiaries, or single product lines. Adidas
has divisions for footwear, cycling equipment, and golf equipment. Corporations use the
environmental analysis they perform on each business line (step 2 in the strategic planning
process) to analyze their portfolios. Another method, the BCG matrix, places each line of
business in one matrix.
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APPLYING THE concepT 4.1

Corporate Growth Strategies
Identify the growth strategy used by each company.

concentration
forward integration
backward integration
related diversification

® o 0 T o

unrelated diversification

—_

. Spalding buys a rubber company to make the rubber it uses in its sneakers.
General Motors buys the Sea World theme park.
Dick's opens a new retail store in Worcester, Massachusetts.

Adidas opens its own retail stores.

a &> © N

Nike buys Bauer Hockey Equipment.

BCG Growth-Share Matrix

One popular method for analyzing corporate business portfolios is the Boston Consulting
Group’s (BCG) growth-share matrix. A BCG matrix for Nike is shown in figure 4.7. The
four cells of the matrix are as follows:

Cash cows generate a lot of revenue. They may exhibit low growth, but they have high
market share (e.g., Air Jordan sneakers). Cash cows typically use stability strategies (why
put a sure thing at risk?). Air Jordan products (such as Men's Air Jordan Retro 3 Basketball
Shoes) are selling briskly even after Jordan has been retired for more than 10 years.

Stars are emerging businesses with a rapidly growing market share. Corporations typi-
cally plow profits back into the star’s products, in the hope that a star will eventually gain
enough market share to become a cash cow. Stars often use growth strategies. The Nike+
GPS iPhone application technology used to monitor a runner’s distance, pace, and calories
burned has been a pleasant star because Nike expects the market for Nike+ to grow rapidly.
In 2011, Nike also took the signifi-
cant step of opening its largest Asian Relative market share
distribution center in China. This

will improve delivery to the impor- High High Low

tant apparel market in China. China S e e

is Nike’s second largest market after (growth) (growth)

the United States, and growing.” Nike watches
Question marks are new lines of £ e el Nike lectronic

business with a low market share ¢ (erliice el products

in an expanding market that the Eo

corporation believes can be grown :C_'{’

into stars. To make question marks £ Cash cows Dogs

into stars, corporations must make = (stable) rg#g;if#]z%)

significant cash outlays; this requires Athletic footwear

using profits from their other lines (ﬁﬁg:sl\lﬁgeeggl\é)

of business. This commitment of Low

resources is, of course, not without
risk because question marks can  FIGURE 4.7 Nike's BCG matrix.
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become dogs. Question marks use growth strategies to get to profitability fast. For example,
Nike has been able to enter the collegiate baseball market with only two models of bats.
However, the University of Alabama and other large institutions believe that Nike bats
have left their team short on home run power. Universities that use Nike bats point to the
fact that Nike has only one type of bat—the class A “aluminum alloy” bat. They feel that
this type of bat does not wear out as fast as bats made of composite and other materials.
A softening of the bat material actually helps bat performance by softening the walls and
creating a trampoline effect.>°

Dogs give low returns in a low-growth market, and to add insult to injury, they have low
market share—nothing is going right with a dog. Therefore, corporations often divest or
liquidate their dogs at some point when they determine that the dog is a hopeless case; for
example, the World Wrestling Federation folded the XFL in 2001. Dogs require turnaround
and retrenchment strategies.

The business portfolio analysis helps corporate-level managers figure out how to allo-
cate cash and other resources among the organization’s business lines (as well as which
corporate strategies to use). Managers use profits from cash cows to fund question marks
and sometimes stars. Any cash from dogs is also given to question marks and stars, as well
as any resources from their sale.

Entrepreneurial Strategy Matrix

The BCG matrix works well with large companies with multiple lines of business. Sonfield
and Lussier developed the entrepreneurial strategy matrix (ESM) for small businesses.*
Before you read about the matrix, complete Self-Assessment 4.2.

The ESM identifies different combinations of innovation and risk for new ventures and
then suggests ways to optimize performance. The matrix answers such questions as “What
venture situation am [ in?” and “What are the best strategic alternatives for a given venture?”

As we noted in an earlier chapter, innovation is the creation of something new and dif-
ferent. The newer and more different a product or service is, the higher its level of innova-
tion. Risk is the probability of a major financial loss. Entrepreneurs need to determine the
chances that their venture will fail and ascertain how serious the financial losses would
be. Figure 4.8 shows how the ESM uses a four-cell matrix to assess innovation and risk.

The ESM suggests appropriate strategies for each cell (also shown in figure 4.8). Entre-
preneurs use the first part of the matrix to identify which cell their firms are in. Then, based
on their cell, they follow the suggested strategies.

Business-Level Strategy

Each line of business must develop its own mission, analyze its own environment, set its
own objectives, and develop its own strategy. Corporate- and business-level strategies for
organizations with a single business are the same. For organizations with multiple lines of
business, linking corporate strategy with the business unit level is key to their success. Here
we discuss adaptive strategies, competitive strategies, and the product life cycle.

Adaptive Strategies

Miles and Snow developed adaptive strategies typologies back in 1978, and this has become
one of the most widely tested, validated, and enduring strategy frameworks.>? Because it can
be confusing to use similar names for corporate- and business-level strategies, business-level
strategies are commonly called adaptive
strategies. These correspond to the grand
strategies, but their emphasis is on adapt-
ing to changes in the external environment
and entering new markets. Table 4.3 gives a

RN Identify the adaptive strategy that
‘I your organization pursues and
describe how it uses the strategy.

< LEARNING OUTCOME 9

Discuss the three
business-level adap-
tive strategies.
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High

Innovation (I)

Low

The entrepreneurial strategy matrix: Independent variables

= High

[

o I-r I-R

=
,_:g ) High innovation High innovation
82 Low risk High risk
Sod
5§53
<} c S
£59 i-r i-R
=55

£ Low innovation Low innovation

3 Low risk High risk

© Low

Low High

Risk (R)

Probability of major financial loss

The entrepreneurial strategy matrix: Appropriate strategies

Er I-R
e Move quickly * Reduce risk by lowering investment and
* Protect innovation operating costs
¢ Lock in investment and operating costs via * Maintain innovation
control systems, contracts, etc. * Outsource high-investment operations
¢ Joint venture options
i-r i-R
e Defend present position * Increase innovation; develop a compe-
* Accept limited payback titive advantage
¢ Accept limited growth potential * Reduce risk
* Use a business plan and objective analysis
e Minimize investment
¢ Reduce financing costs
¢ Franchise option
e Abandon venture?
Low High

FIGURE 4.8 The entrepreneurial strategy matrix.

Risk (R)

Reprinted from Business Horizon, Vol. 40, May-June, M.C. Sonfield and R.N. Lussier, “The entrepreneurial strategy matrix model for new
and ongoing ventures,’ pgs. 73-77, Copyright 1997, with permission from Elsevier.

TABLE 4.3 Choosing an Adaptive Strategy

Rate of
environmental change Potential growth rate
Fast High
Moderate Moderate
Slow Low

Adaptive strategy

Corresponding
grand strategy

Prospect Grow
Analyze Combination
Defend Stabilize
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Objective

To assess your entrepreneurial qualities

Preparation
Would you like to be your own boss? Ever thought about operating your own business? This Self-Assessment
will help you decide whether you've got what it takes to be a successful entrepreneur.

Entrepreneurial Qualities

Check the number on the scale that best describes you.

1.

| have a strong desire
to be independent

Do You Have Entrepreneurial Traits?

| have a weak desire
to be independent.

6 5

. | enjoy taking

reasonable risks.

1

| avoid risk.

6 5

. lusually don't make

the same mistake twice.

1

| often make
the same mistakes.

6 5

| need someone to
motivate me to work.

1

| am a self-starter.

1

| avoid
competition.

6 5
| seek out
competition.

6 B

| prefer taking it easy
and having lots
of personal time.

1

| enjoy working
long, hard hours.

6 5

| am confident
of my abilities.

1

| lack self-confidence.

6 5

| need to be the best
or the most successful.

1

I'm satisfied
with being average.

1

| have a low
energy level.

6 5
| have a high
energy level.

6 5

1
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10. | stand up for | let others take
my rights. advantage of me.

6 5 4 3 2 1

Scoring

Add your assessment numbers. Your total score will be between 10 and 60. Place your score on the following
continuum.

Entrepreneurial Qualities:
Strong Weak
60 50 40 30 20 10

Generally, the higher your score in this Self-Assessment, the better your chances of becoming a suc-
cessful entrepreneur. Keep in mind, however, that simple paper-and-pencil assessments aren't always good
predictors. If you scored low on this scale but you really want to start a business, you can still succeed. You
may not have all the qualities that typically mark entrepreneurs, but you can develop them.

brief overview of the criteria used to select the three adaptive strategies—prospecting,
defending, and analyzing. Also, be aware that the three strategies are on a continuum
with the analyzer in between as shown in the table.?® Each adaptive strategy reflects a
different objective.

Prospect

The prospecting strategy calls for aggressively offering new products or entering new mar-
kets. Modell’s continues to open new stores to enter new markets to compete with Dick’s.
The prospector strategy corresponds to the growth grand strategy and is appropriate for
fast-changing environments with high growth potential.

Defend

When business segments use a defensive strategy, they stay with their current product line
and markets and focus on maintaining or increasing market share. Defending resembles
the stabilizing grand strategy and is appropriate in a slow-changing environment with low
growth potential. Pepsi Gatorade is defending its position as the leading sport drink against
the rival Coca-Cola POWERADE brand.

Analyze

The analyzing strategy is in the middle of the continuum between prospecting and defend-
ing. Business segments that analyze move into new markets cautiously and deliberately,
or they seek new opportunities to offer a core product group. Analyzers tend to let the
prospectors come out with the new products, and if it is a success they will come out with
the same product. Analyzing resembles the combination grand strategy and is appropriate
in moderately changing environments with moderate growth potential. Analyzers tend
to outperform prospectors and defenders.>* Coca-Cola and Pepsi were both well aware
of Gatorade and analyzed its sales for years. With the growth of sport drinks, they both
entered this market.

Although the adaptive strategies model has no turnaround and retrenchment, busi-
ness units use this strategy when they cut back or stop sales of dogs by selling the line
of business. If the firm does not replace its dogs with new products, it faces going out of
business.
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Competitive Strategies

Michael Porter identified three effective business-level competitive strategies: product dif-
ferentiation, cost leadership, and focus.*

Product Differentiation

Companies that differentiate stress the advantages of their products over those of their
competitors. Nike, Spalding, Reebok, Adidas, and others use their logos in prominent places
on their products to differentiate them—indeed, the logos themselves become a selling
feature. Differentiating strategies somewhat resemble prospecting strategies.>* According to
Coca-Cola, the three keys to selling consumer products are “differentiation, differentiation,
differentiation,” which the company accomplishes with great style through its scripted
name logo and contour bottle.

Cost Leadership

Companies that use cost leadership strategies stress lower prices to attract customers. To
keep prices down, such companies must have tight cost control and an efficient systems
process. Cost leadership is commonly used by defenders.>” Minor League Baseball (MiLB)
offers inexpensive tickets to quality baseball games in order to compete with MLB. Some
pro teams offer mini ticket packages to entice fans to buy tickets for a few games at a
time. These teams hope to keep ticket prices at a slightly lower rate so that the fans turn
into season ticket holders at a later date. Walmart became the world’s largest company
by using the cost leadership strategy, with its “smiling face” and “Always low pricing,
Always” slogan. Walmart sells more sport and recreation goods than any other company in
the world.

Although the adaptive strategy analyzer is an in-between strategy that is successful, Porter
does not recommend mixing differentiation and cost leadership strategies (select one or the
other), because this tends to lead to becoming stuck in the middle with lower performance.*

Focus

Companies that use a focus strategy target a specific regional market, product line, or buyer
group. Within the target segment, or market niche, the firm may use a differentiation or

APPLYING THE CONCEPT 4.2

Adaptive Strategies
Identify the appropriate adaptive strategy for each situation.
a. prospector

b. defender
c. analyzer
6. Industry leader Gatorade uses a primary strategy in the U.S. sport drink market.
7. Reebok comes out with a new zipper sneaker to compete with Nike's zipper sneaker.
8. Sports Authority opens restaurants in the state of Washington.
9. Wilson pioneers a baseball glove that can be folded up and put in your pocket.

10. Champion develops a strategy when other companies copy its sweatshirts.
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cost leadership strategy. It would be very difficult to compete head on with Sports Illustrated
or Street & Smith’s, but lots of smaller magazines that focus on just one sport are making
good profits, as are websites. The Women’s National Basketball Association (WNBA) sup-
ports various women'’s issues and causes in order to gain loyalty from women. The focus
strategy resembles the analyzing strategy.

Product Life Cycle

The product life cycle is the series of stages—introduction, growth, maturity, and decline—
that a product goes through over its lifetime. The speed at which products go through their
life cycle varies. Many products, like an MLB baseball or an NFL football, stay around for
many years; however, the products and styles of the merchandise change. Fad products,
like golfing products marketed to improve one’s score, may last only a few months. Figure
4.9 gives appropriate portfolio analyses, grand strategies, and adaptive strategies for each
life cycle stage for various Nike products.

Pricing strategies are important in order to grow and maintain market share. They also
change over the product’s life cycle. Prices typically are higher at the product’s introduction
because there is little, if any, competition. Product cost also declines with increased volume
of sales because economies of scale allow lower prices, and prices drop as new competing
products are offered to consumers.

Introduction

When a new product (a question mark in the business portfolio) is introduced, a prospec-
tor company endeavors to clearly differentiate the product but also uses a focus strategy.
That is, the company will focus on getting customers to embrace the product. Resources
will be used to promote (advertise) the product and to get production up and running.
For example, the XFL. embarked on a huge marketing blitz before the opening game of
its new league. The XFL used saturation advertising in its TV spots and drummed up the
interest of sport magazines, which then created a buzz through their analyses of the new
league and its teams.

Product life cycle stages overtm¢ —————————————————

Sales —— > ‘

Introduction stage Growth stage Maturity stage Decline stage

Changing strategies overtlé ——m«—« —————————

Growth strategy Growth strategy Stability strategy Turnaround and retrenchment strategy

Prospecting strategy Analyzing strategy Defending strategy Prospecting or analyzing strategy
(New firms enter the market) (To develop new products)

Portfolio analysis changes overtné—————o—noH0Ho o ——1 - - -—+——

Question marks Stars Cash cows Dogs
Nike watches Nike apparel Athletic footwear None
Electronic equipment Golf equipment

FIGURE 49 Nike's strategies for products at different life cycle stages.
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Growth

During the growth stage, sales expand rapidly. When analyzer companies see that a prospec-
tor company is doing well, they may endeavor to bring out their own version of the product.
Analyzer companies may use differentiation, focus, or cost leadership to gain market share
during their product’s growth stage. They focus on quality and systems process improve-
ments to achieve economies of scale. They may lower prices, even though this reduces
profit per unit, to gain market share. Minor League Baseball is growing in popularity, with
attendance increasing at a rate of 5% per year—three times that of MLB—and there has
been growth in the number of teams, both MLB-affiliated and independent league teams.

Maturity

When a product is mature, sales may grow slowly, level off, and even begin to decline. In
a saturated market, the company’s strategy changes to one of stability (a defensive strat-
egy). Cost becomes an issue, and cost-cutting efforts are emphasized. The NBA has been a
mature product for quite some time. Although the league has a loyal fan base, its TV rat-
ings decreased—that is, until Michael Jordan returned for the 2001 season. Once Jordan
retired for good, the NBA viewership decreased again. In his absence, the league has slowly
increased viewership. Mature products are usually cash cows.

Decline
Determine at

As the product nears the end of its life WU 1dentify the life cycle stage for one what stage in the

cycle, sales decrease. The company’s strategy of your organization’s products. Is product life cycle
changes from that of stabilizer-defender to 1 1 the strategy you identified in the FIFA and soccer

turnaround and retrenchment and possi- Time-Out on page 107 appropri- itself are located.
bly back to prospector and analyzer as the ate for this stage of the product’s
company begins to look for a replacement life cycle? Explain.
product. For example, if the NHL doesn't
solve its problems soon (maybe by securing better cable contracts and more marketable
stars, with less fighting and more scoring), it may start on a decline from which it cannot
recover. The XFL skipped the growth period entirely as it went from infant product to decline
(one might say sudden death!). Fans did not take to the XFL combination of football and
wrestling, and television viewership plunged. The XFL performed like a fad and moved into
its decline in only the second week of the season. A product can be in decline and remain
profitable for many years. In the business’s portfolio, aging products are considered dogs
and may be divested. The company becomes a prospector or analyzer again and begins to
develop new (infant) products.

Grand strategies and adaptive strategies complement one another. Companies select their
strategies based on their mission, the external environment, and their objectives.

Functional-Level Strategies <CLEARNING OUTCOME 10

List the four
Thus far we have examined long-range strategic planning. We now turn our attention to  functional-level

short-term operational strategies. Operational strategies are used by every functional-level ~ operational strate-
department—marketing, operations, human resources, finance, among others—to achieve  gies.

corporate- and business-level objectives. The primary task of functional-level departments

is to develop and implement strategies that achieve the corporate- and business-level mis-

sions and objectives. These are the operational strategies that functional departments use

as they do their work. They include the daily decisions and actions that make or break

the team and organization. Research has shown that business failure almost always stems

from decision-maker actions, including not taking any action, and not from bad luck or

situational limitations.
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APPLYING THE concerT 4.3

Product Life Cycle

Select the life cycle stage of each product.

a. introduction

b. growth

c. maturity

d. decline

11. Baseball gloves
12. Racquetball rackets
13. Baseball caps

14. Skiing helmets

15. Recumbent exercise bicycles

In this section, we briefly describe the functional departments—marketing, operations,
human resources, finance, and others—and how they are used based on the firm's strategy.
You may have already taken (or probably will take) one or more entire courses devoted to
each functional department.

Marketing Functions

The marketing department’s primary responsibility is defining the target market, finding
out what the customer wants, and figuring out how to add customer value. This department
therefore is responsible for the four Ps—product, promotion, place, and price. The marketing
department decides which products to provide, how they will be packaged, how they will be
advertised, where they will be sold, how they will get there, and how much they will be sold for.

The sport mass media (such as Sports Illustrated, ESPN) has been very influential in
promoting sport, and so have TV commercials, athlete endorsements, and venue signage.
Brand identity is an important topic in sport that has four categories, or dimensions, of
brand assets: brand awareness, brand loyalty, perceived quality, and brand associations.
Companies budget large amounts of money to develop brands that stir excitement and
cement customer loyalty. NASCAR hired a public relations agency to reconstruct its brand
identity; the PR agency did this by using Dale Earnhardt, Jr., to promote the sport. To gain
brand identity, many organizations develop trademark images like the Puma animal and
slogans like “Wheaties, the Breakfast of Champions.”

If the company is a prospector, marketing will plan for and implement new products and
find new markets to enter. If the company is defending its products, marketing will focus on
keeping these products in the consumer’s “eye and heart.” If the company is an analyzer, mar-
keting will endeavor to find a balance between prospecting and defending. If the company
identifies a product as a dog, marketing will be involved in the turnaround and retrenchment
process and will look for smart and graceful ways to drop the product or exit the market.

Operations Functions

The operations (or production) department is responsible for systems processes that convert
inputs into outputs. This department focuses on quality and efficiency as it produces the
products that marketing determines will provide customer value. We return to the opera-
tions function in chapter 13.
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If the company is prospecting for products, operations helps to plan and produce the
new products. Aggressive growth may require new operations facilities. If the company
is defending its products, operations endeavors to improve quality and efficiency and cut
costs. If the company is an analyzer, operations ensures that a new product is successfully
manufactured. Analyzers take a midrange approach between prospecting and defending. If
turnaround and retrenchment are necessary, operations will find ways to reduce systems
processes.

Human Resources Functions

Human resources (HR) departments work with all functional departments to recruit, select,
train, evaluate, and compensate employees. HR commonly develops policies, procedures and
rules for the entire organization.?* We examine human resources more fully in chapter 7.

If the company is a prospector, human resources plans for, and then expands, the
number of employees. In a stabilizer company, human resources works on improving the
quality and efficiency of the workforce through training and empowerment programs. If
the company is in the analyzer mode, human resources combines expansion and training
activities. And, of course, in turnaround and retrenchment situations, human resources
plans for and then implements layoffs.

Finance Functions

Fin-ance departments perform at least. two BT Describe the operational strategy
major functions. (1) They finance business of a functional area in your orga-
activities by raising money through the 12 o

sale of stock (equity) or bonds and loans

(debt); they decide on the debt-to-equity

ratio; and they pay off debt and pay out dividends (if any). (2) They record transactions,
develop budgets, and report financial results (the income statement and balance sheet).
A third function that finance departments perform in many organizations is optimizing
the company’s use of its cash reserves—that is, investing the company’s cash as a means of
making money. In the nonprofit sector, fund-raising is an important source of revenues.
We discuss finance in chapter 13.

If the company is a prospector, finance raises money to cover the functional-area budgets,
and dividends will be low, if any are paid. If the company is defending its market share,
finance pays off debt and also generally pays a dividend. If the company is an analyzer,
finance raises money and pays off debt. If the company finds itself in a turnaround situ-
ation, finance may endeavor to raise money and sell assets to pay for the comeback. In a
retrenchment, finance sells assets but does not typically pay dividends or pays very low ones.

Other Functional Areas

Depending on the type of business, any number of other functional departments need
strategies to achieve their objectives. One area that varies in importance depending on the
nature of the company’s business is research and development. Businesses that sell products
usually allocate greater resources (budgets) for research and development than do service
businesses. As another example, a team may have a ticket, food, or merchandise department.

Implementing and Controlling the Strategies

The first four steps in the strategic process
involve planning. The fifth and final step
involves implementing and controlling the
strategies to ensure that the organization'’s

IS Describe some of the controls
1 3 used in your organization.
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APPLYING THE CoNcePT 4.4

Functional Strategies

Identify the function described in each statement.

a.
b.
©
d.
e.

marketing
operations
finance

human resources
other

16. Cleans up and repairs the arena

17. Sends out the bills

18. Transforms inputs into outputs

19. Decides where the product will be sold

20. Manages labor relations

mission and objectives, at all three levels, are achieved. Top and middle managers are
more involved with planning strategies, whereas the lower-level functional managers and
employees implement the strategies on a day-to-day basis. Successful implementation of
strategies requires effective and efficient support systems throughout the organization.

Executives in the United States have been credited with doing a great job of developing
strategies but criticized for doing a poor job of implementing the strategies. One estimate
is that only 10% of formulated strategies are successfully implemented. Game plans and
plays are useless without good execution during the game, and so are business strategies.
The implementation of strategic plans is often a stumbling block because organizations
have difficulty translating business strategies into cohesive competitive strategies (results).
The need for greater integration of corporate-, business-, and functional-level strategies
has long been recognized. Another thorny issue is achieving greater cooperation across
functional departments. It has been suggested that functional-level strategies should be
developed for each stage of a product’s life cycle; then these strategies can be used to inte-
grate the functional areas.

Those in the trenches would say that if implementation isn’t going well, strategic planners
probably didn’t do their job. Things that look good on paper are ultimately merely words
and are not necessarily doable or practical. Another reason strategic plans fail is that they
often end up buried in bottom drawers and no action is taken to implement the strategy.
In chapters 5 through 12, you will learn how to implement strategy.

As strategies are implemented, they must also be controlled. Controlling estab-
lishes mechanisms to ensure that objectives are achieved in a timely and cost-efficient
manner. Controlling also measures the department’s progress toward achieving the
objective and takes corrective action when needed. Budget issues are an important
part of controlling, as is being flexible about the budget when necessary to meet new
challenges in the environment. You will develop your controlling skills in chapters 13
and 14.

As we bring this chapter to a close, you should understand the strategic planning process;
be able to complete an analysis of the environment; know how to set objectives using a
model; understand corporate-, business-, and functional-level strategies; and understand
the need to coordinate the three levels for successful implementation and control of the
strategies.
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@ DTAKE IT TO THE NET

Please visit www.HumanKinetics.com/AppliedSportManagementSkills and go to the
book’s companion web study guide, where you will find the following:

A complete list of websites associated with the concepts in this chapter
Exercises that you will need Internet access to complete

Online versions of chapter exercises and end-of-chapter learning aids
An exercise that helps you define the Key Terms

LEARNING AIDS

1.

Explain how strategic and operational plans differ.

They differ by time frame and management level involved. In strategic planning,
a mission and long-range objectives and plans are developed. Operational plans
state short-range objectives and plans. Upper-level managers develop strategic plans,
and lower-level managers develop operational plans.

. Describe the differences between corporate-, business-, and functional-level strategies.

They primarily differ in focus, which narrows as strategy moves down the
organization, and in the management level involved in developing the strat-
egy. Corporate-level strategy focuses on managing multiple lines of business.
Business-level strategy focuses on managing one line of business. Functional-level
strategy focuses on managing an area of a business line. Upper-level managers
develop corporate- and business-level strategy, and lower-level managers develop
functional-level strategy.

Explain why organizations analyze industries and competitive situations.

The industry and competitive situation analysis is used to determine the attractive-
ness of an industry. It is primarily used at the corporate level to decide which lines
of business to enter and exit and how to allocate resources among the organization'’s
lines of business.

Explain why organizations analyze the company situation.
The company situation analysis is used at the business level to determine issues
and problems that need to be addressed through the strategic process.

Discuss how goals and objectives are similar but not the same.

Goals and objectives are similar because they both state what is to be accom-
plished. However, goals can be translated into objectives. They also differ in detail.
Goals state general targets, whereas objectives state what is to be accomplished in
specific and measurable terms with a target date.

Describe how to write objectives.
(1) Start with the word to; (2) add an action verb; (3) insert a single, specific, and
measurable result to achieve; and (4) set a target date.

Describe the four corporate-level grand strategies.

Firms with a growth strategy aggressively pursue expansion. Firms with a stabiliz-
ing strategy maintain the same size or grow slowly. Firms with a turnaround strategy
attempt a comeback; those that are retrenching decrease their size to cut costs so
that they can survive. Firms with a combination strategy use all four strategies across
different lines of business.
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Describe the three growth strategies.

Firms that concentrate endeavor to grow existing lines of business aggressively.
Firms that integrate grow their lines forward or backward. Firms that diversify grow
by adding related or unrelated products.

Discuss the three business-level adaptive strategies.

A prospector company aggressively offers new products or services or aggressively
enters new markets. Prospecting is a growth strategy used in fast-changing environ-
ments with high growth potential. A defender company stays with its product line
and markets. Defending is a stable strategy used in slow-changing environments
with low growth potential. An analyzer company moves into new markets cau-
tiously or offers a core product group and seeks new opportunities. Analyzing is a
combination strategy used in moderately changing environments with moderate
growth potential.

List the four functional-level operational strategies.

Companies develop operational strategies in four major functional areas: market-
ing, operations, human resources, and finance. Other functional-level strategies are
developed as needed, depending on the organization’s business and environment.

REVIEW AND DISCUSSION QUESTIONS

6
7
8.
9
10.
11.

12.
13.

14.
15.

CASE

. Explain why strategic planning and operational planning are important.

How do plans and strategies differ?

Should all sport organizations have corporate-, business-, and functional-level
strategies? Why or why not?

Should a mission statement for an athletic department be customer focused? Why
or why not?

Why would a situation analysis be part of the strategic process of redesigning a sport
organization?

. Why is competitive advantage important to sport organizations?

. Are both goals and objectives necessary for managing a health club? Why or why not?

Develop a SWOT for the North American Society for Sport Management (NASSM).

. As a manager or a coach, would you use MBO? Why or why not?

Which growth strategy would you say is the most successful? Defend your answer.
What is the difference between a merger and an acquisition?
Develop a BCG matrix for Adidas.

Why would a sport organization use a focus strategy rather than try to appeal to all
customers?

Give examples of “other” functional departments.

Is it ethical to copy other teams’ or companies’ ideas through benchmarking?

Strategic Planning at AEG Worldwide

Companies of all sizes need to develop a corporate strategy. You can imagine how complex
such strategies get when the organization is a media and sport conglomerate like AEG. AEG
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is a subsidiary of the privately managed Anschutz Company. You probably haven't heard
of either AEG or the Anschutz Company, so you might be surprised to learn that they own
such famous sporting arenas as the Los Angeles Staples Center and Toyota Sports Center;
they serve as sport and entertainment booking agent for the Forum; and they own the Los
Angeles Lakers (NBA), the Los Angeles Kings (NHL), the now defunct Los Angeles Riptide
(Major League Lacrosse), and three Major League Soccer franchises. These are only a few of
the 100 businesses owned by the Anschutz Company. All told, AEG owns 33 sport teams
and 11 venues all around the world.

AEG's strategic plan focused on a growth strategy of developing a sport and entertainment
empire. Its goal was a seamless distribution of sport and entertainment to as many markets
across the United States as possible. An obvious focus was a concentrated strategy around
Los Angeles. In comparison, AEG diversified to smaller arenas such as the XL Center in
Hartford, Connecticut. The Connecticut Development Authority selected a local property
owner, Northland Investment Corporation, and AEG to operate the aging civic center. AEG
was to supply sport and entertainment content for 6 years starting in 2007.

AEG has also fulfilled the strategic goal of being a global player in the sport and enter-
tainment industry. It developed incredible venues in both London and Berlin. The O2 in
London was billed as a leisure and hospitality experience of a kind never before known in
the United Kingdom. The centerpiece of the O2 is Europe’s finest indoor music and sport
venue—used for the 2012 Olympic events held in London. The complex is located near the
Thames River and includes retail shops, restaurants, and music clubs.

To find current information about AEG Worldwide, visit www.aegworldwide.com. Be
sure to check the Employment link to review current job openings. For more information
specifically about O2 World, visit www.theo2.co.uk.

Case Questions

Select the best alternative for the following questions. Be able to explain your answers.

1. AEG does not have a competitive advantage over its competitors.
a. true
b. false

2. AEG's move into the sport and entertainment industry shows its turnaround strategy.
a. true
b. false

3. The information in this case refers primarily to
a. strategic planning

b. operational planning

4. Of the five competitive forces that AEG faces, the strongest is
a. competitive rivalry
b. threat of substitute products
c. potential new entrants
d. power of suppliers

e. power of buyers

5. AEG's global grand strategy is
a. growth
b. stability
c. turnaround and retrenchment
d.

combination
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6. AEG's corporate growth strategy is
a. concentration
b. forward integration
¢. backward integration
d. related diversification

e. unrelated diversification

7. AEG's business-level adaptive strategy is
a. prospecting
b. defending
c. analyzing
8. AEG's primary competitive strategy is
a. differentiation
b. cost leadership
c. focus
9. Los Angeles Lakers games have been sold out for many years. Because of this, the

Lakers have experienced little attendance growth at their games. At what stage of the
product life cycle is this team currently placed?

a. introduction
b. growth
C. maturity

d. decline

10. Conduct an industry and competitive situation analysis for AEG using the five-forces
competitive analysis. Use figure 4.3 on page 97 as an example.

11. Conduct a SWOT analysis for AEG.

12. Write some possible goals and objectives for AEG.

SKILL-BUILDER EXERCISES

Skill-Builder 4.1: Writing Objectives

Objective

To develop your ability to write effective objectives

Preparation

You will analyze and rewrite several ineffective objectives and then write nine new
objectives.

Part 1

Analyze the following objectives. First, note the missing components and the criteria that
haven’t been met. Then rewrite the objective so that it meets all “must” criteria. Make sure
that your rewrites contain the four parts noted in the text (infinitive, action verb, result,
and target date).

1. To improve our company image by year end 2015

Criteria missing:

Improved objective:
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2. To increase the number of fans by 10%

Criteria missing:

Improved objective:

3. To increase profits during 2015

Criteria missing:

Improved objective:

4. To sell 5% more hot dogs and 2% more soda at the baseball game on June 13, 2015

Criteria missing:

Improved objective:

Part 2

Write three educational, personal, and career objectives that you want to accomplish. Your
objectives can be as short-term as something you want to accomplish next week or as long-
term as 20 years from now. Be sure your objectives meet the criteria given in the text for
effective objectives.

Educational Objectives

1.

Personal Objectives

1.

Career Objectives

1.
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In-Class Application

Complete the preceding skill-building preparation before class.

Choose one (10-30 minutes):

Break into groups of three to five members, and critique each other’s objectives.
Hold an informal, whole-class discussion about writing objectives.

Wrap-Up

Take a few minutes to write your answers to the following questions:
What did I learn from this experience? How will I use this knowledge?

As a class, discuss student responses.

Skill-Builder 4.2: Developing a Strategic Plan
Objective

To practice strategic planning

Preparation

As an individual or in a group of four to six, select a business that you would like to start
someday, or dream up a single-line sport business that you think might have possibilities
(because this is a mere exercise, let your imagination run to the out of the ordinary, even
the wild) and give it a name (preferably a strange one—it’s time to have some fun) and a
location. An important part of any business plan is, of course, determining startup costs,
but because financial analysis is beyond the scope of this course, we've got some good news
for you: Money is not an issue because you just won the lottery and you've got U.S.$50
million burning a hole in your corporate pocket! All you have to do is develop a strategy.
This exercise is not all about fun—using a (possibly) preposterous idea simply lets you
focus on the process itself.

So let’s get started.

What is your company’s name?

Are you going to provide a product or service?

Describe your product or service.

Step 1: Develop a Mission
Write a mission for your business.

Step 2: Analyze the Environment

Do a five-forces competitive analysis on your industry’s environment (model it after figure
4.3 onp.97).
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Five-Forces Competitive Analysis

1. Rivalry among competitors:

2. Threat of substitute products and services:

3. Potential new entrants:

4. Power of suppliers:

5. Power of buyers:

Now, do a company situation analysis.

Company Situation

1. SWOT analysis
Strengths Opportunities

Weaknesses Threats

Competitive advantage (if any).
Optional: Do a competitive strength assessment.
Also, consider doing an ESM analysis, using figure 4.8 on p. 108 as a guide.

2. Describe your company’s competitive position.

3. Determine issues and problems that you need to address through the strategic
process.
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Step 3: Set Objectives (List Three)

Step 4: Develop Strategies

You're in a single line of business, so you don't need a grand strategy or a portfolio analysis.
Think about your product’s life cycle, and develop competitive strategies and adaptive ones
for your product’s infancy, growth period, maturity, and decline.

Strategy for the Infant Product

Strategy for the Growth Period

Strategy for the Mature Product

Strategy for the Aging Product

Step 5: Implement and Control Strategies

How are you going to make these strategies happen?

In-Class Application

Complete the preceding skill-building preparation.
Choose one:

e Asagroup, present your strategic plan to the class. Plan and rehearse your presenta-
tion beforehand, and use whatever visual aids you think will enhance the presenta-
tion (three class periods).

e Conduct an informal, whole-class discussion of the pitfalls and strengths of strategic
planning (10-30 minutes).
Wrap-Up
Take a few minutes to write your answers to the following questions:
What did I learn from this experience? How will I use this knowledge?

As a class, discuss student responses.
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SPORTS AND SOGIAL MEDIA EXERCISES

1. Use Twitter or Facebook to see how many people follow the Green Bay Packers.

2. Use www.packers.com/team/staff/mark-murphy/1e6572d2-1c0e-496¢c-8743-
9a15333aed42__ to search for any information on the Green Bay Packers’ strategic
plan.

GAME PLAN FOR STARTING A SPORT BUSINESS

A prospector company aggressively offers new products or services or aggressively enters
new markets. Prospecting is a growth strategy used in fast-changing environments with
high growth potential. Develop three potential prospector strategies for the business you
have started in the prior chapters.

1. Prospector strategy 1
2. Prospector strategy 2

3. Prospector strategy 3
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Organizing

The organizing function is the second of the classic four functions of manage-
ment. The process of organizing and delegating work (chapter 5) is essential
to any sport organization. The organizing function is often more difficult to
master than the other functions because it involves trying to make changes
to the organizational structure and culture (chapter 6) that already exist in an
organization. The human resources management process described in chapter
7 should be followed to ensure that a sport organization recruits, hires, trains,
evaluates, and retains high achievers. The history of labor relations in Major
League Baseball is also presented as an example of the blending of sport,
legal issues, and collective bargaining.
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Organizing
and Delegating Work

LEARNING OUTCOMES

After studying this chapter, you should be able to
1. explain how flat organizations and tall organizations differ;
describe liaisons, integrators, and boundary roles;
differentiate between formal and informal authority;
explain the four levels of authority;
describe the relationship between line and staff authority;
describe organization charts;
explain how internal departmentalization and external departmentalization differ;
state the similarities and differences between matrix and divisional departmentalization;

explain how job simplification and job expansion differ;

© W™ D @ Ol CRag WE D

describe the job characteristics model and what it is used for;

11. set priorities; and

12. delegate.
KEY TERMS
span of management line authority departmentalization
responsibility staff authority job design
authority centralized authority job enrichment
delegation decentralized authority job characteristics model
levels of authority organization chart delegation model
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DEVELOPING YOUR SKILLS

It is important to understand how sport firms are organized—the basic principles of organi-
zation, authority, organization charts, and types of departmentalization used to achieve the
sport firm's mission and objectives. On a more personal level, in this chapter you will learn
to organize yourself and set priorities by answering three questions, which can be part of a
to-do list. By following the steps in the delegation model, you can improve on this skill as well.

REVIEWING THEIR GAME PLAN

Michael Fioretti is a master of the four functions of management: A day doesn't go by that
Fioretti doesn't plan, organize, lead, and control. Fioretti has been co-owner of Sports World
in Windsor, Connecticut, for the past 10 years.

Fioretti learned many years ago that to keep the programs alive and well he would need
a strategic plan. His state-of-the-art sports dome was renovated after the roof collapsed
during a winter snowfall. Fioretti and his partners had a vision, and they laid careful plans for
bringing their vision to fruition. First they built the dome in a location that was in the scenic
countryside of Connecticut. It was also located between two major cities: Hartford, Con-
necticut, and Springfield, Massachusetts. The dome was originally built as a soccer facility
to help local teams practice during the winter. Fioretti has succeeded so well in developing
a broad and loyal customer base that the dome is now used by area lacrosse and baseball,
as well as many other sports, as a year-round training facility. The University of Connecticut
uses the dome since it is close to the facility.

As co-owner, Fioretti organizes something every day. The staff need organizing to ensure
that the dome, the membership desk, and the sport leagues are well serviced. He even has
a new preschool with a teacher to recruit staff and children.

Fioretti's leadership skills were forged through many years of great customer service. Every
team knows Michael because he is always around greeting, encouraging, mentoring, and
coaching. His three daughters and two sons can also be seen working at the dome, helping
to organize sport leagues. Local college students are hired as interns to gain experience
managing and organizing a sport facility.

Control issues are just as important to Fioretti as they are to managers in other orga-
nizations. So he carefully oversees the budgets that need to be prepared for the different
operational areas of the dome. He and his staff determine rental rates for the different indoor
fields at various times of the day. Fioretti knows that knowledgeable, courteous, and enthu-
siastic staff are key to the center's success, so he pays special attention to developing his
staff and hiring new employees. He finds that being the director of an indoor training facility
is a busy and fulfilling career."

For more information about Sports World, visit www.sportsworld.cc.

The Organizing Function

Organizing is the second function of management, and we defined it earlier (see chapter
1) as the process of delegating and coordinating tasks and resources to achieve objectives.
Managers organize four resources—human, physical, financial, and informational. On a
companywide basis, organizing is about grouping activities and resources. Effective man-
agers know that organizing their team’s resources and putting the right person in each
position is instrumental in achieving objectives.

The organization’s mission and strategy influence its structure, because the organization
must be structured to meet the mission and strategy.” The organizational structure must
be best suited to achieving objectives.® But how does management know the best organi-
zational structure? Managers answer at least six key questions. The questions are listed in
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ORGANIZING AND DELEGATING WORK

TABLE 5.1 Organizing Questions

Questions for managers Chapter topic (page number)

Whom should departments and individuals Chain of command (131); span of management
report to? and control (132)

How many individuals should report to each Span of management and control (132)
manager?

How should we subdivide the work? Division of labor (133); departmentalization (139)
How do we get everyone to work together as  Coordination (133)

a system?

At what level should decisions be made? Centralized and decentralized authority (137)

How do we organize to meet our mission and  Departmentalization (139)
strategy?

table 5.1, and the answers are discussed in more detail throughout the chapter under the
topics indicated. In this section, we discuss eight organizational principles, listed under
“Principles of Organization,” that are commonly followed in organizations and help to
answer two of the organizing questions.

Principles of Organization

Unity of command and direction

Chain of command

Span of management and control (flat and tall organizations)
Division of labor (specialization)

Coordination

Clarification of responsibilities and scope of authority
Delegation

Flexibility

Unity of Command and Direction

Unity of command means that each employee reports to only one boss. Having more than
one boss can be confusing and frustrating when they want something different done now.
Unity of direction means that all activities are directed toward the same objectives—win-
ning the game. When a team doesn't pull together, it often loses the game.

Chain of Command

Chain of command, also known as the
scalar principle, is the clear line of authority
from the organization’s top to its bottom.
Everyone in a company needs to understand
the chain of command—that is, whom they
report to and who, if anyone, reports to
them. The chain of command also identi-
fies the formal path for communications. It
forms the hierarchy described in organization

HIZE Follow the chain of command
from your present position (or
a past one) to the top of your
organization. ldentify anyone who
reported to you and to whom you
reported; list that person’s title,
that person’s boss's title, and so
on, all the way to the top manager.

Draw boxes to
show the chain
of command at
Sports World as
described in this
paragraph.
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Explain how flat
organizations and
tall organizations

differ.
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charts, which we examine later in this chapter. Michael Fioretti is part of the chain of com-
mand that includes his investment partners and people below him (operational staff and
teachers).

Team captains are the part of the chain of command that links coaches and players.
Team captains in the NHL often have as much influence over their teammates as do the
coaches.” Choosing the captain of a team, therefore, is not a decision to be taken lightly.

Span of Management and Control

The span of management (also called the span of control) has to do with how many
employees report directly to a manager. The fewer employees supervised, the smaller or
narrower is the manager’s span of control. There is no optimal number of employees to
manage. This span should be limited to a number that can be effectively supervised and
depends on the nature of the work and the size of the business.® Typically, however, lower-
level managers have a wider span of control than do higher-level managers. (Of course,
directly is an operative word here—second-level managers are responsible for first levels
in their department but also for all the staff under those first-level managers, even though
they do not supervise them directly.)

Examining how an organization sets
up its spans of management tells you a
great deal about whether it is a flat or a tall
organization. Flat organizations have very
few levels of management, and these levels
have wide spans of control. Tall organiza-
tions have many levels of management
with narrow spans of control. Figure 5.1
illustrates these two different approaches.
Notice that the flat organization has only
two levels of management and the tall one has four. In recent years, organizations have
been flattening their hierarchies by cutting as many levels of management as they can to
speed up decisions and processes while cutting costs.

HIUZIIE Think about a current boss or
coach and describe his or her
span of control. Describe your
own span of control if you are a
manager or coach. How many
levels of management exist in
your organization, and would you
characterize it as flat or tall?

President
| | | | | | |
M M M M M M M M
Tall structure — Narrow span of control
President
|
| |
VP VP
| | | |
M M M M M M
| | | | | | | | | | |
S S S S} S S S S S S} S S S S S S} S
FIGURE 5.1 The span of control in flat and tall organizations. Key: vice president (VP); manager (M); supervisor (S).
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Norman Blake, from insurance giant USF&G, was hired to reorganize the U.S. Olympic
Committee (USOC). Blake believed that the USOC was too hierarchical and too bureau-
cratic and that this facilitated its dispersal of money to Olympic sports without enough
accountability. His solution was to flatten the USOC, move away from its management-
by-committee style, and start paying for performance.® Interestingly, Blake lasted only 9
months in the position of CEO of the USOC. His reason for leaving so quickly was a lack
of support for his strategic plan from the governing bodies of the different sports. In retro-
spect, Blake believed he might have fired staff too quickly and was too fast to implement
his pay-for-performance (winning medals) strategy.”

By 2010, the USOC was still unorganized with regard to issues such as launching its own
Olympic network. Chicago’s bid to host the 2016 Games ended in an embarrassing fashion,
and NBC Sports & Olympics Chairman Dick Ebersol and national governing body leaders
wanted to change the USOC's leadership.

Patrick Sandusky, who ran the communications for the failed attempt by Chicago to
host the 2016 Olympics, was hired by the USOC to help reorganize the USOC. Sandusky
worked closely with new USOC Chairman Larry Probst and CEO Scott Blackmun. He
advised both leaders to become more engaged with the media; he also encouraged them
to create a more transparent organization and to build stronger relationships with the IOC
and other national organizing committees. Sandusky also reorganized the communica-
tions department to focus on sponsor programs, community affairs, athlete services, and
Olympic media operations.®

Division of Labor

Division of labor occurs when jobs are organized by specialty—for example, accountants
work in the accounting department, sales reps work in the marketing department, and
football players are on the offensive or defensive squad. The MLB American League has
specialized batting and pitching with its designated hitter. Managers usually perform less
specialized functions as they move up the management ladder. Paul Lawrence and Jay Lorsch
coined the terms differentiation and integration.’ Differentiation is about organizing work
groups into departments, and integration is about coordinating departmental activities.

Coordination

Coordination is about departments and individuals in an organization working together
to accomplish strategic and operational objectives for its environment. Coordination is the
process of integrating tasks and resources to meet objectives. Coordinating across jobs and
departments requires systems-based analysis and conceptual skills. Michael Fioretti needs
to coordinate use of the physical site (i.e., the indoor fields, concessions, parking lot, and
preschool area) as well as the staff and cleaning schedules. This coordination must be
undertaken with the goal of meeting the needs of the teams and players.

Every aspect of the organizing function involves coordination, and coordination also
requires cooperation. Examples of coordinating activities include the following:

e Direct contact among people from the same department or from different depart-
ments

e Liaisons who work in one department and coordinate information and activities
with other departments

e Committees formed to organize just about everything—for example, constructing
a new fitness facility

e Integrators, such as product or project managers, who don’t work for a specific
department but coordinate multiple-department activities

e Boundary roles in which staff (from sales, customer service, purchasing, and public
relations, for example) work with people in the external environment

< LEARNING OUTCOME 2

Describe liaisons,
integrators, and
boundary roles.

What sorts of
coordinating
activities do you
think would be
involved in start-
ing new group
exercise classes
at the dome?
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Sporting events typically require a great deal of coordination, and since September 11,
2001, security of sport has become more of a concern.' But not many event planners come
up against the daunting challenges that the Salt Lake City 2002 Olympic Games faced after
September 11. On a visit to Salt Lake City before the Games, homeland security director
Tom Ridge said that during the Olympics, the city would be “one of the safest places on the
globe.” Roughly 15,000 people—including 10,000 national guards, state and local police,
and federal officers—handled security operations during the Games. Ridge said, “This is
the best planned, best coordinated, and best organized plan the world has ever seen.”"! Not
a single security issue occurred during the entire 2-week experience.

The Vancouver Organizing Committee for the 2010 Olympics and Paralympics Winter
Games did a great job planning the largest event in Vancouver history. In the months preceding
the Games, much thought was put into school closures, transportation, and even ways to greet
visitors. Everything went smoothly, and Vancouver had an atmosphere of one big party.'

Clarification of Responsibilities and Scope of Authority

Effective organizations know that to function well, management must ensure that each
person’s responsibilities in the organization are clearly defined, that employees are given
the authority they need to meet these responsibilities (i.e., that their scope of authority
should match their responsibilities), and that employees are held accountable for meeting
their responsibilities. Responsibility is one’s obligation to achieve objectives by performing
required activities. Managers are responsible for the results of their organizations, divisions,
or departments, and you have to trust others with responsibility.'

Authority is the right to make decisions, issue orders, and use resources. As a manager
you will be given responsibility for achieving departmental objectives. You must also be given a
certain level of authority if you are to get the job done. Authority is delegated. CEOs are respon-
sible for the results of their entire organization, and they delegate authority down the chain of
command to lower-level managers who are responsible for meeting operational objectives.
Accountability is the evaluation of how well individuals meet their responsibilities.

Managers are accountable for everything that happens in their departments. As a man-
ager, you will routinely delegate responsibility and authority for performing tasks, but your
accountability stays with you.

Delegation

Delegation has to do with assigning responsibility and authority for accomplishing objec-
tives. Responsibility and authority are delegated down the chain of command. To improve
accountability, the IOC delegated the control function of decision making to a board and
the management function to internal agents.!* Delegation is an important skill for manag-
ers,'* and we examine it on pages 149-152 in some detail.

Flexibility

Flexibility has to do with understanding WIEINN 1s your organization flexible?
that there are often exceptions to the rule. 3 Explain why or why not.

Going by the book is not always the way to

get the best results.’® Many managers focus

on company rules rather than on creating customer satisfaction.!” Let’s say your sporting
goods store has a rule that customers can receive a cash refund for returned merchandise
only if they have the sales receipt. This is a good rule—it certainly protects your store from
people who steal merchandise and return it for cash. But say that a well-known customer
comes into the store and requests that you give him a cash refund for a baseball bat even
though he doesn’t have a sales slip. Should you follow the rules and lose a good customer
or make an exception and make this good customer happy?
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APPLYING THE CONCEPT 9.1

The Organizing Function

Note which aspect of the organizing function is operative in each situation.

unity of command and direction

chain of command

span of management

division of labor

coordination

clarification of responsibility and authority
delegation

flexibility

Q@ -~ 9o 2 0 U o

1. Karl told me to pick up the team mail. When | got to the post office, | didn't have a key, so the postal
worker wouldn't give me the mail.

2. The players on the football team are on either the offensive squad or the defensive squad.

3. My job can be frustrating. Sometimes my department manager tells me to do one thing, but my
project manager tells me to do something else at the same time.

4. Middle manager: | want Sam, who works for Sally, to deliver this package, but | can't ask him to do
it directly. | have to ask Sally to ask him.

5. There has been an accident in the game, and the ambulance is on the way. Jim, call Dr. Rodriguez
and have her get to emergency room C in 10 minutes. Pat, get the paperwork ready. Karen, prepare
room C.

Authority

Authority comes in many different forms and in many different styles. Understanding formal
and informal authority, scope of authority, levels of authority, line and staff authority, and
centralized and decentralized authority—the topics of this section—will help you become
a more effective manager.

Formal and Informal Authority <LEARNING OUTCOME 3

Differentiate
Formal authority specifies relationships among employees. It is the sanctioned way of getting  |,otween formal and

the job done. When your boss tells you what to do, that’s formal authority. The organiza- informal authority.
tion chart outlines the lines of formal authority in the company. But most organization
charts don’t come close to describing organizational life, and it's not easy to understand
how things really work through the informal organization.!®

Informal authority comes from a constellation of collaborations, relationships, and net-
works." If you note that someone is competent, is dependable, and continually comes up
with strategies that get the job done, you (and others) are very likely to turn to that person
for leadership—this is informal authority. It can be as powerful as formal authority—indeed,
many times it is more powerful. Although it is not sanctioned (formally specified), it is
very real. Informal authority can be used to overcome the burdens and limitations that
formal authority imposes on employees. Informal authority often gets the job done and
gets it done quicker.
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Explain the four
levels of authority.

Does Michael
Fioretti have full
authority over the
entire dome?
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Scope of Authority e
esponsipbllity

People’s formal scope of author- and authority
ity narrows the lower their job is =
in the organization chart. A CEO v
has more authority than a vice
president, who has more author- Middle management
ity than a manager, and so on. The
Ohio State athletic director has A
more authority than the coaches, Y
who have more authority than
their assistant coaches and gradu-
ate assistants. Responsibility and
authority flow down the organiza-
tion, whereas accountability flows
up the organization, as figure 5.2
illustrates.

Top management

Y

First-line management

Y

AR 1l Operative employees

FIGURE5.2 Scope of authority.

Levels of Authority

Every manager needs to know the scope of his formal authority. For example, what authority
would the athletic director (AD) at Springfield High School (SHS) have to alter a medi-
cal record that she believes is in error? The levels of authority are informing authority,
recommending authority, reporting authority, and full authority. Levels of authority vary
from task to task. Let's examine the SHS AD’s authority to hire a new basketball coach,
illustrated under each level.

¢ Informing authority. At this level, team members can inform their leader of pos-
sible alternatives. The group leader then analyzes the alternatives and makes the decision.
People in secretarial and clerical positions often have only informing authority because
the job calls for gathering data for others. At the informing level of authority, the SHS AD
would simply give the applications for the coaching job to the principal. Michael Fioretti
has an administrative assistant who gathers and organizes data (writes schedules, updates
brochures, and provides customer service to members).

e Recommending authority. At this level, team members generate alternative actions,
analyze them, and recommend action. However, the members may not implement the
recommendation without the OK of the group leader, who may require a different alter-
native if he doesn’t agree with the recommendation. Committees are often given recom-
mending authority. At the recommending level of authority, the SHS AD would give the
top applications for the coaching job to the principal with a recommendation as to which
candidate to hire.

e Reporting authority. At this level, each person in the group has the authority to
select a course of action and carry it out. However, these group members routinely report
their courses of action to their leader. At the reporting level of authority, the SHS AD would
hire the coach and simply report doing so, maybe by introducing the coach to the principal.

e Full authority. At this level of author-

ity, your boss may be coming to you for W2 Think about a task you do rou-

advice—you ndowhhive deep expe(rltlse in 4 tinely for your company or team
some area, and she trusts your judgment and describe your level of author-

implicitly. You devise plans and carry them ] : - .

out with only a nod from your boss. At the ity for this task in detail
full level of authority, the SHS AD would
simply hire the coach without telling the principal. Michael Fioretti has full authority to
make decisions in the dome. However, full authority does not give full leeway—the impli-
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cation is that you will act with sound judgment and within the confines laid out by your
group members as to the direction they have decided to go.

Line and Staff Authority

Line authority is the responsibility to make decisions and issue orders down the chain of

command. Operations and marketing are usually line departments, but some organiza- < LEARNING OUTCOME 5
tions also organize financial activities as line departments. Line managers are primarily
responsible for achieving the organization’s objectives, and their staff or team follows the
directives that the line manager develops to achieve those objectives. SHS coaches are line
managers because they are responsible for leading their team to victory.

Staff authority is the responsibility to
advise and assist other personnel. Human
resources (HR), public relations, and man-
agement information systems are almost
always staff departments. The line depart-
ments are internal customers of the staff
departments. Therefore, the two types of
departments have a collaborative partnership. When the SHS AD hires a new coach, the
AD gets help from the HR department, which places the coaching job in newspapers and
online and collects the applications. But HR doesn’t select the new coach; the AD line
manager does.

The staff’s primary role is to advise and assist, but situations occur in which they can
give orders to line personnel. Functional authority is the right of staff personnel to issue
orders to line personnel in established areas of responsibility. The SHS school financial
manager can't tell the AD which coach to hire but has authority to require the AD to stay
within the budget and fill out the proper paperwork when hiring the new coach. The AD
can tell the coaches how to coach, but the financial manager can't.

Staff managers may have dual staff and line authority. For example, public relations
(staff) managers advise and assist all departments in their organization. However, they also
have line authority within their own department and issue orders (a line function) to their
group. The SHS financial manager can tell the bookkeepers what to do.

There are also two types of staff. General staff work for only one manager. Often called
“assistant to,” they help the manager in any way needed. The SHS principal has an assis-
tant principal who primarily takes care of discipline, but the AD has no assistant (though
many colleges do have assistant ADs). Specialist staff help anyone in the organization who
needs it. Human resources, finance, accounting, public relations, and maintenance offer
specialized advice and assistance. The financial manager is a specialist who oversees the
entire school system’s budget, helping all those with budgets and giving monthly reports
of spending and budget balance.

Describe the rela-
tionship between
line and staff author-

ity.

IR Identify several line and staff posi-

5 tions in your company or team.

State whether they are general or
specialist staff positions.

Centralized and Decentralized TR What type of authority is most

i prevalent in your firm or team?
AUthnrlty B Are there reasons that make this
The major difference between centralized choice appropriate in this environ-
and decentralized authority is who makes ment? Or is it not as effective as
the important decisions. With centralized it could be? Explain.

authority, important decisions are made

by top managers. With decentralized authority, important decisions are made by middle-
and first-level managers. The major advantages of centralization include control (uniform
procedures are easier to control, and fewer risks are taken) and reduced duplication of
work (fewer employees perform the same tasks). The major advantages of decentralization
are efficiency and flexibility (decisions are made quickly by people who have first-hand
knowledge of the situation) and development (managers are challenged and motivated to
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Describe organiza-
tion charts.
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solve their own problems). Which type of authority works best? There is no simple answer.
Authority is a continuum, and most organizations function as a blend of centralized and
decentralized authority. Flat organizations tend to have decentralized authority.

With the exception of very small companies, which tend to be centralized, most organiza-
tions lie somewhere between the two extremes. The key to success seems to be finding the
right balance between the two, the one that serves the business’s environment contingencies
and its business model best. For example, production and sales are often decentralized,
whereas finance and labor relations are centralized to provide uniformity and control. The
trend for top managers is toward decentralizing authority.?

Organizational Design

It's time we address how entire firms are organized. Organizational design is the arrange-
ment of positions into work units or departments and the relationships among them. Here
we discuss organization charts and departmentalization.

Organization Chart

The formal authority structures that define working relationships between the organiza-
tion’s members and their jobs are illustrated in organization charts. An organization chart
lays out the organization’s management hierarchy and departments and their working
relationships. As shown in figure 5.3, the boxes represent positions in the organization,
and the lines indicate the reporting relationships and lines of communication. Note that
organization charts do not show the day-to-day activities performed or the structure of
the informal organization.? Figure 5.3, a hypothetical organization chart for a university,
illustrates the following four major aspects of organizations.

¢ The level of management hierarchy. The board of regents and president are the top
two levels of management; the vice presidents are middle-level management; and depart-
ment managers, such as athletic facilities managers, are first-level management.

e Chain of command. As you follow the lines, you will see that the president reports
to the board of regents. The vice presidents report to the president, and the department

Board of
regents

President

138

) . ) . . ) . Vi resident, . .
Vice president, Vice president, Executive Vice president 'Creegezfé%? Vice president, Vice president
student health vice president and chief BEsn gradL;ate human o — ’
development sciences and provost of staff s,chool resources
[ [ [ |
Athletic Athletic Men’s Women’s Trademark
administration facilitios intercollegiate intercollegiate and
athletics athletics licensing

FIGURE 53 Organization chart for a university, highlighting athletic administration.
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e.
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managers report to the vice presidents. A study focusing on New Zealand Football (soccer)
found that the more the board of regents was involved in strategy, the more likely the board
would be able to perform its strategic function. The study also found that it was important
for the board and the CEO to share leadership.??

e The division and type of work. The chart divides the university by “product” by
indicating different academic areas such as health sciences and graduate programs. Addi-
tionally, the university has divisions devoted to the administration such as university rela-
tions and university services. The university is also organized by functional area (finance
and HR).

e Departmentalization. Organization charts show how the business of the firm is
divided into permanent work units. The university’s athletic departments are under the
control of two people, the vice president for administration (not shown) and the chief of
staff. The departments are athletic administration, athletic facilities, men'’s intercollegiate
athletics, women'’s intercollegiate athletics, and trademark and licensing.

To develop a mind-set of better focus on the customer, some organizations use an upside-
down chart with the customer at the top of the chart and management at the bottom. This
reminds all the people in the organization that their job is to provide customer value, and
it informs managers that their role is to support their teams in providing that value, not
the other way around.

Departmentalization

Departmentalization is the grouping of related activities into work units. Departments may
have an internal focus or an external one. Departmentalization around internal operations
or functions and the resources needed to accomplish the unit’s work is called functional
departmentalization. External or output departmentalization is based on activities that

Authority

Identify the type of authority implied in each situation.

formal

informal

lev

el

line
staff
centralized

decentralized

6.

ing managers and they don't hire them.

7. lt's great working for a team that encourages everyone to share information.

Coaches here run their teams the way they want to.

<{LEARNING OUTCOME 7

Explain how internal
departmentalization
and external depart-
mentalization differ.

I like my job, but it's frustrating when | recommend potential employees to the production and market-

I'm not sure if I'm supposed to get a list of company cars for Wendy or recommend one to her.

to his boss.

That is a great idea, Jean. I'll talk to Pete, and if he likes it, I'm sure he'll want us to present your idea
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focus on factors outside the organization; this is also called product or service, customer,
and geographic or territory departmentalization.

Functional Departmentalization

Functional departmentalization organizes departments around essential input activities,
such as production, sales, and finance. Virtually all sport companies use some form of func-
tional departmentalization and have specialized functions such as finance departments and
sales and marketing departments. An example is Spalding Sporting Goods, headquartered in
Chicopee, Massachusetts. The first chart in figure 5.4 shows functional departmentalization.

Product or Service Departmentalization

This approach organizes departments around goods produced or services provided. Com-
panies with multiple products commonly use product departmentalization. Retail stores
like Sports Authority have product departments. The second chart in figure 5.4 exemplifies
product departmentalization.

Functional departmentalization

President

Vice president, Vice president, Vice president, Vice president,
operations marketing finance human resources

Product or service departmentalization

CEO

Vice president, Vice president, Vice president, Vice president,
cross-training basketball soccer running

Customer departmentalization

CEO

Vice president,
women’s sport
market

Vice president,
professional
athletes’ market

Vice president,
youth sports market

Vice president,
men’s sport market

Geographic or territory departmentalization

President

: : Vice president,
Vice president, Vice president, \E/:chrigéels\/ll?go“te’ Canada, Mexico,

United States Asia Pacific East, Africa Central anq South
America

FIGURE 54 Types of departmentalization.
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Customer Departmentalization

Customer departmentalization organizes departments around the needs of different types
of customers. The product or service may be the same or slightly different, but the needs of
the customer warrant different marketing approaches (in the type of packaging, sales staff,
and so on). If Nike used customer departmentalization, it would divide its divisions into
professional and amateur athletes—for example, its golf division would be organized to
sell golf equipment to professional golfers and amateur golfers. Organizations that offer a
wide variety of products often use customer departments, as do some nonprofit organiza-
tions. The third chart in figure 5.4 shows customer departmentalization.

Geographic or Territory Departmentalization

This type of departmentalization organizes departments by each area in which the enter-
prise does business. For example, Nike divides its financial reporting into four geographic
regions. The EMEA division consists of Europe, the Middle East, and Africa. The Americas
division includes Canada, Mexico, and Central and South America. The other two divisions
are Asia Pacific and the United States.?® Each region reports numbers for sales and expenses.
The final chart in figure 5.4 organizes by geographic area.

Multiple Departmentalization

Many organizations, particularly large, complex ones, use several departmental structures
to create a hybrid organization. Any mixture of structures can be used. Some organizations
use functional departments with manufacturing facilities but organize sales by territory
with separate sales managers and salespeople in different areas.

Matrix Departmentalization

Matrix departmentalization combines functional and product departmentalization. That is,
staff are assigned to a functional department but work on one or more products or projects.
The advantage of the matrix approach is its flexibility—the enterprise can temporarily and
quickly reorganize for high-priority projects. The disadvantage is that every person has two
managers—a functional boss and a project boss—which can make coordination difficult
and can cause conflicts to arise because of the different objectives of multiple managers.
Figure 5.5 shows a matrix structure.

Divisional Departmentalization

Divisional departmentalization is used for large companies that have semiautonomous
strategic business units—companies within a company. For example, Adidas owns Reebok.
You couldn’t buy stock in Gatorade because it is a division of Pepsi, as are Frito-Lay snacks
and Tropicana juices. The companies are sometimes called subsidiaries, and many com-
panies have subsidiaries in other countries.

Athletic Director and Divisions 1[121[l})§ Draw a simple organization chart

and Conferences 7 for your company or team. Ifjen.tlfy
the type of departmentalization
An important decision facing high school and staff positions used.

and college ADs (and pros as well) is which

division and conference to compete in.?* Let’s focus on colleges that tend to be able to select
the division level and then the conference. The conferences themselves, such as the Big Ten,
ACC, Pac-12, Big East, SEC, and Big 12, do face an organizational issue when teams ask to
enter the conference, or when some leave for another conference. Another option is to be
independent and try to play any team you want to; Notre Dame is an example.

< LEARNING OUTCOME 8

State the similari-
ties and differences
between matrix and
divisional depart-
mentalization.
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Others

President
| | I
Vice president, Vice president, Vice president,
operations marketing finance

Project manager 1 / \ J \)

e

/)
0
/
N

Project manager 2 \

-

Project manager 3

N
()
VA

-

S

-0

C
C

O Represents teams of functional employees working on a project

FIGURE5.5 Matrix departmentalization.

LEARNING OUTCOME 9

Explain how job
simplification and
job expansion differ.
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Job Design

The work performed by organizations is grouped into functional departments, which
are further grouped into jobs. Job design is the process of combining the tasks that each
employee is responsible for completing. Job design is crucial because it affects job satisfac-
tion and productivity. Empowering employees by involving them in the design of their
own jobs increases productivity.

As you will learn in this section, jobs can be simple (and contain few tasks) or they can
be expanded (and contain many tasks). A job characteristics model is used to design jobs.

Job Simplification

Job simplification makes jobs more specialized and efficient. It is based on the organizing
principle of division of labor. The idea behind job simplification is to work smarter, not
harder. Job simplification is the process of eliminating, combining, or changing the work
sequence to increase performance. Thus, job designers would break a job into steps to see
if they can accomplish the following:

e Eliminate: Does the task have to be done at all? If not, don't do it.
e Combine: Combining tasks often saves time. Make one trip to the mail room at the
end of the day instead of several throughout the day, if this makes sense.

e Change sequence: Changing the order of tasks can save time.

A major caveat is in order here. Jobs that are too simple bore people, and bored workers
are neither productive nor empowered. However, used appropriately, job simplification
can motivate people. Often, people don’t hate the job, just some aspect of it. Rather than
ignoring or simply putting up with aspects of their job that they don’t like, sometimes
employees can change their jobs.

Job Expansion

Job expansion makes jobs less specialized in order to empower workers and to make them more
productive. Jobs can be expanded through job rotation, job enlargement, and job enrichment.
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Departmentalization

Identify the organizing approach used in the following five charts.

a. function c. customer e. matrix

b. products and services d. territory f. division

11. All-Sports Consulting Company

President
| |
Manager, Manager, Manager,
strategic training and marketing
planning development research

12. Fitness Publishing Company

President
|
| |
Manager, Manager,
college retail
books books

183. Worldwide Sporting Goods—USA

Executive team

Manager, Manager, Manager,
zone 1 zone 2 zone 3

14. Best Company Internationa

CEO
| |
Manager, Manager, Manager,
Westlake Long Sports U Save
Hotels Equipment Transportation

15. Production department of Golf Clubs Company

Manager
' |
S;Ft)i?\rwasr?g Supervisor, Supervisor,
P molging assembly painting
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Job Rotation

In this approach, people perform different
jobs for a set period of time. For example,
employees making a sneaker on a New
Balance assembly line could rotate so that
they get to work on different parts. Many
organizations develop conceptual skills in
management trainees by rotating them through various departments.

Cross-training is related to job rotation. With cross-training, staff members learn to
perform different jobs so they can fill in when someone is on vacation or sick. This also
increases skills, which makes people more valuable to the organization.

WY Describe how you would simplify
a job at your firm or company.
Specify whether you are eliminat-
ing, combining, or changing the
sequence of tasks.

Job Enlargement

This approach to job design adds more tasks
in order to provide variety. For example, the
New Balance sneaker workers could perform
four tasks instead of just two. However, only
adding more simple tasks to an already
simple job is not a great motivator.

WIZIJE Describe how you would expand
a job at your company or team.
Specify whether you are using
job rotation, job enlargement, or
job enrichment.

Job Enrichment

Job enrichment builds motivators into a job to make it more interesting and challenging.
Job enrichment, a hot topic in flat organizations, works when employees want their jobs
enriched; but managers should consider that some employees are happy with their jobs
the way they are. A simple way to enrich jobs is for the manager to delegate more variety
and responsibility to employees.

Work Teams

The traditional approach to job design has been to focus on individual jobs. Today, the
trend is shifting to designing jobs for work teams; or, rather, teams are redesigning mem-
bers’ jobs. Teamwork is as vital for successful companies as it is for successful NFL teams.
Moving to work teams is a form of job enrichment. The two common types are integrated
teams and self-managed teams.

Integrated Work Teams

These teams are assigned a number of tasks, and the team itself then assigns specific tasks
to members and is responsible for rotating jobs. For example, Springfield College’s AD has
work teams coordinate facility management tasks. The teams decide who does what and
how. The AD attends various meetings to see how the work is progressing and checks on
quality of the finished process.

Self-Managed Work Teams

These teams are assigned an objective, and the team plans, organizes, leads, and controls
the work in order to achieve that objective. Usually, self-managed teams operate without a
designated manager; everyone on the team functions as both manager and worker. Teams
commonly select their own members and evaluate each other’s performance. The Spring-
field College facility management group mentioned previously can become a self-managed
team by deciding what activities need to be coordinated and determining the most efficient
sequence of activities. The team, not the AD, is responsible for checking its progress.
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Work teams have been quite successful. TIME-OUT
Team-based systems are emerging as a key
source of sustained competitive advantage.
However, members need to be carefully
trained to work together effectively as a team.
In chapter 9 we examine in greater detail
ways to help teams succeed.

Describe how your firm uses—or
could use—work teams. Indicate
whether the teams are integrated
or self-managed.

Job Characteristics Model < LEARNING OUTCOME 10

Describe the job
characteristics
model and what it is
used for.

Developed by Richard Hackman and Greg Oldham, the job characteristics model provides
a conceptual framework for designing enriched jobs.?> Although it was developed in the late
1970s, the job characteristics model is commonly used and is still being researched. Indi-
viduals or a team can use the model to enrich jobs. The job characteristics model addresses
core job dimensions, critical psychological states, and employees’ growth need (their need
to grow on the job) to improve the quality of working life for employees and productivity
for the organization.

Core Job Dimensions

Five core dimensions determine a job’s personal outcomes (quality of working life for
employees) and work outcomes (productivity for the organization). By enhancing each
dimension, you can increase both outcomes.

1. Skill variety is the number of diverse tasks required in the job and the number of
skills used to perform the job.

APPLYING THE CONCEPT 9.4

Job Design

Identify the job design implied in each situation.

job simplification
job rotation

job enlargement
job enrichment

work teams

-~ ® 2 0 U o

job characteristics model
16. Jack, | think you need a challenge, so | want you to develop some new offensive plays.

17. Sales reps who have business lunches with clients that cost less than U.S.$20 no longer need to
provide sales receipts.

18. We'd like to change your fitness center job so you can develop new skills, complete entire jobs by
yourself so that the job is more meaningful, do the job the way you want to, and know how you are
doing.

19. To make your athletic assistant job less repetitive, we're adding three new responsibilities to your job
description.

20. I'd like you to learn how to run the stopwatch so that you can fill in for Ted while he's at lunch.
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2. Task identity is the degree to which employees perform a whole identifiable task.
Does the worker put together an entire golf club or just insert the grip on the end
of the shaft?

3. Task significance is the perception of the task’s importance to others—to the orga-
nization, the department, coworkers, or customers.

4. Autonomy is the degree to which employees have discretion to decide how to plan,
organize, and control the task.

5. Feedback is the extent to which employees find out how well they perform their
tasks.

Critical Psychological States

As the three critical psychological states—developed through the five core job dimensions—
improve, so do the job’s personal and work outcomes.

e Experienced meaningfulness of the work derives from (1) skill variety, (2) task
identity, and (3) task significance. The greater these core dimensions, the greater
the experienced meaningfulness of work.

e Experienced responsibility for outcomes of the work derives from (4) autonomy.
The greater the autonomy, the greater the experienced responsibility for outcomes
of the work.

e Knowledge of the actual results of the work activities derives from (5) feedback. The
greater the feedback, the greater the knowledge of results of the work.

Performance and Work Outcomes Employees with these psychological states benefit the
organization because of their

e high motivation,

high performance,

high satisfaction with the work, and

low absenteeism and turnover.

Employee Growth-Need Strength

A person’s growth-need strength determines his interest in improving the five core dimen-
sions. Figure 5.6 shows how this process works. Note that if a person is not interested in
enriching his job, the job characteristics model will fail. We examine needs and motivation
in more detail in chapter 11.

Organizing Yourself and Delegating Work

Successful managers set priorities and delegate work. Recall that planning entails setting
objectives and that organizing is the process of delegating and coordinating resources to
achieve those objectives. Thus, prioritizing is important, because some objectives and tasks
are more important than others, and delegating is important because this is how you get
the work done.

Now that you understand how organizations and jobs are designed, it's time to
learn how to organize yourself by setting priorities and delegating work. Complete
the Self-Assessment ahead to determine the priorities that are important to you
personally.
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Core job dimensions Critical psychological states Personal and work outcomes

1. Skill variety

2. Task identity
3. Task significance

Y
Y

A. Experienced meaningfulness of work

4. Autonomy

Y
Y

B. Experienced responsibility for work

5. Feedback

Y

Y

C. Knowledge of the results of work

A

1. High internal work motivation

2. High-quality work performance
3. High satisfaction with the work
4. Low absenteeism and turnover

A N

Employee growth-need strength
The greater the growth need, the greater the results in all three stages of the model.

FIGURE 5.6 The job characteristics model.

Setting Priorities

As we have already noted, setting priorities is an important aspect of organizing anything—a
department, a job, yourself.?° At any given time, you must perform several tasks. Prioritiz-
ing makes this easier, and a to-do list is a good place to begin. List the tasks you need to
do and then rate each one by importance. Then focus on accomplishing only one task at
a time by its priority.

To begin, as a manager, ask yourself three questions:

1.

Do I need to be personally involved? Often, you are the only one who can do the
task, and you must be involved. But if your answer here is no, you don’t need to
answer the remaining questions for this particular task.

Is the task my responsibility or will it affect the performance or finances of my
department? You must oversee the performance of your department and keep the
finances in line with the budget.

. Is quick action needed (for a deadline)? Should you work on this activity right now,

or can it wait? Time is a relative term. The key is to start the task soon enough to
meet the deadline. This may sound obvious, but people often miss deadlines simply
because they start too late, so it bears repeating.

Assigning Priorities

With your answers to the three prioritizing questions in mind, you can now assign each
task a priority.

Delegate priority (D): Delegate the task if your answer to question 1 is no (N). The
task will go on your coworker’s to-do list with a priority.

High priority (H): Assign a high priority for the task if you answered yes to all three
questions (YYY).

Medium priority (M): Assign a medium priority if you answered yes to question 1
but no to question 2 or question 3 (YNY or YYN).

Low priority (L): Assign a low priority if you answered yes to question 1 but no to
both questions 2 and 3 (YNN).

< LEARNING OUTCOME 11

Set priorities.
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Your Personal Priorities

For the following 16 items, rate how important each one is to you on a scale of O (not important) to 100 (very
important).

Not Somewhat Very
important important important
0 10 20 30 40 50 60 70 80 20 100

[y

An enjoyable, satisfying job

A high-paying job

A good marriage

Meeting new people, attending social events
Involvement in community activities
Relationship with spirituality or religion
Exercising, playing sports

Intellectual development

A career with challenging opportunities

© © ® 3 2 g p» DN

—_

Nice cars, clothes, home

—_
[y

. Spending time with family

12. Having several close friends

13. Volunteer work for nonprofit organizations like the Cancer Society
14. Meditation, quiet time to think, pray

15. A healthy, balanced diet

16. Educational reading, TV, self-improvement programs

Transfer your rankings for each item to the appropriate column, and then add the two numbers in each column.

Professional Financial Family Social

1. 2. 3. 4,

9 10. L P 12.
Totals - -

Community Spiritual Physical Intellectual

B — 6. 7. 8

13, 14, 15, 16.
Totals - - -

The higher your total in any area, the more highly you value that area. The closer the numbers are in all
eight areas, the more well-rounded you are.

Think about the time and effort you put into your top three priorities. Is your effort sufficient for you to achieve
the level of success you desire in each area? If not, what can you do to change your level of effort? Is there
any area that you believe you should value more? If yes, what can you do to give more priority to that area?

Consider how you value physical activity. Do you value exercise, playing sports, and eating properly as
much as you thought you would? Do you think your valuing of physical activity can be transferred to com-
munity, spiritual, and intellectual pursuits? Is it realistic to expect that the values we learn in sport will transfer
to other activities? Is sport, as Plato thought, a most valuable tool in instilling the right attitudes and values
in young people? Or are we expecting too much from our passion for sports?
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Prioritizing Your To-Do List

Figure 5.7 on page 150 is a quick way to prioritize your to-do lists—make copies of it and
use it on your job as follows:

1. List the tasks to be performed.

2. Answer the three prioritizing questions. Note the deadline and the time needed to
complete the task. You may also want to note a deadline for starting the task as well
as its completion date.

3. Assign a priority (D, H, M, or L) to the task. The top left of the figure helps you do
this at a glance. If you wrote D, note when the task should be delegated by.
4. Determine which task you should

work on now. You may have more .
than one high-priority task, so select IS Make a copy of figure 5.7, and

the most important one. When you 1 ‘I use it to list three to five tasks you
have completed your high-priority must complete in the near future
tasks, start on the medium-priority and prioritize them.

ones, and finally work on your low-

priority tasks.

You're not finished at this point—in fact, you've only just begun. You will need to
continually update your list and add new tasks as they arise. As time passes, priorities
change—medium- and low-priority items will become high-priority items.

As we note in chapter 14, if you deal with a wide variety of changing tasks and you need
to carve out time for long-range planning, we strongly suggest that you use the time man-
agement system. Your prioritized to-do list dovetails neatly with that system. If your job is
more routine and you basically plan for the short term, the to-do list will probably suffice
to keep you both organized and focused. Skill-Builder 5.1 on page 157 uses the to-do list
to help you develop your prioritizing skills.

Delegating

When you delegate, you both assign the person responsibility for accomplishing a task and
give her the authority to do what is needed. When delegating, you are coaching people to
do the task.?” An important part of coaching is delegating because, in most cases, you can't
be a player. Directing people to do work that is part of their job description is not delegat-
ing. Delegating is about giving employees tasks that are not part of their regular job. The
delegated task may eventually become a part of their job, or it may be a one-time task.

Why Should You Delegate?

Delegating gives you time to perform your high-priority tasks. Effective change requires
direction, coaching, support, and then delegation. When more tasks are accomplished,
productivity rises. Delegating work that people don’t ordinarily do stretches them and
improves their self-esteem, trains them for future opportunities, and eases the stress and
burden on you. Wise delegation of work enriches jobs and improves personal and work
outcomes. To help stop corruption, the IOC delegated separate tasks to different commit-
tees and internal agents to act as a method of checking on each other.?®

What Stops Managers From Delegating?

Managers get used to doing things themselves—that’s a habit and is easy to fix. More
important, managers fear two things: (1) that the employee will fail to accomplish the
task (thereby making things worse, not better), and (2) that the person will show them
up. As we've noted, managers can delegate responsibility and authority, but they cannot

< LEARNING OUTCOME 12

Delegate.
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Prioritized To-Do List

Assigning a priority Priority determination questions
D N LS
Delegate priority No to question 1 - 85
T B E
) o E
> — ©
H YYY S ® &
: fg— : = o
High priority Yes to all three questions i = 2
= 2 E
g 55 Q-
M YNY or YYN s 24 B
Medium priority Yes to question 1 and no to 2 or 3 5} =8 ® -
Q Q C (9] [
o w8 c o
2 g £
L YNN e a5 2 2
- . 1] Q [0}
Low priority Yes to question 1 and no to ques- 3 ¢g S I
tions 2 and 3 2 g5 © &
5 = E & 2
Task 8 28 o 3 2
. . s .2
— [aY ™ 8 a

FIGURE 5.7 Prioritized to-do list.
From R. Lussier and D. Kimball, 2014, Applied Sport Management Skills, Second Edition (Champaign, IL: Human Kinetics).
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delegate accountability. Another reason managers do things themselves is that they believe
they can perform the task more efficiently than others and don't trust them to do it their
way.?’ Perhaps they don't realize that delegating work is an important part of their job.
Some managers don't know what to delegate, or don't know how to delegate (we'll teach
you soon). If you want to be an effective manager, make delegating part of your job. But
first learn when and what to delegate, and to whom.*°

How Can Managers Know That They Delegate Too Little?

Several flags indicate that managers are delegating too little: (1) They take work home;
(2) they perform employee tasks; (3) they are continually behind in their work; (4) they
continually feel pressured and stressed; (5) they are always rushing to meet deadlines; (6)
they rarely meet deadlines; and (7) their employees always seek approval before acting.

Getting to Delegating

An important part of delegating is knowing
which tasks to delegate. Effective delegators
know which work to delegate, when to dele-
gate it, and the right person to delegate it to.

HIZIE Think about a situation at work

12 where you believe the manager

isn't delegating enough. Identify

the obstacle preventing the man-

ager from delegating and list the

flags that told you he or she isn't
delegating enough.

What and When to Delegate

These two questions will make you feel very grateful that you have a prioritized to-do list,
because their answers are natural fallouts of your list. To make sure you are approaching
delegating correctly, here are the types of things you should consider delegating:

e Paperwork: Employees really can write reports, memos, and letters.
e Routine tasks: Employees really can check inventory, schedule, and order.

e Technical matters: Your top employees really can deal with technical questions and
problems. (If they can't, it's time to train them!)

e Tasks with developmental potential: Employees like learning new things. Give them
the opportunity to show the stuff they're made of.

e Problem solving: Train your people to solve their own problems. If they ask you what
to do, ask them what they think they should do. More than likely they will have the
answer and catch on that they don’t need to run to you to make all the decisions.
Your team will be more effective, and you will be less stressed.

What You Shouldn’t Delegate

This is pretty clear-cut—do not delegate the following:

e Personnel matters: performance appraisals, counseling, disciplining, firing, and
resolving conflicts

e Confidential activities (unless you have permission to do so)

e Crises—crises are why you are a manager, and you don’t have time to delegate them
anyway

e Activities assigned to you personally by your boss

Find the Right Person

This is where you earn your pay. You've got to know your people. If you choose wisely—that
is, if the person has the skills, the growth-need strength, and the time to get the job done
right by the deadline—you will have a happy employee and a happy result. If you choose
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unwisely, the person may fail (e.g., because of inexperience) through no fault of his own,
and the job will still need doing. So, consider an employee’s skills and the requirements
of the job very carefully. Make sure the person has the temperament to work under pres-
sure if a deadline is looming. When you hire employees, consider whether they can handle
delegation.

Now It’s Time to Delegate

The following four steps help ensure that the job you need done gets done and done right.
Note how these steps mesh with the job characteristics model, core job dimensions, and
critical psychological states. The delegation model steps are to (1) explain the need for
delegating and the reasons for selecting the employee; (2) set objectives that define respon-
sibility, the level of authority, and the deadline; (3) develop a plan; and (4) establish control
checkpoints and hold employees accountable.

1. Explain why you are delegating this job and your reasons for selecting the person.
We all like to know why—indeed, one can make a strong case that we need to know why.
Remember the “experienced meaningfulness of work”? Here is where you give work meaning.
And telling people why they've been chosen is a very natural and genuine way to make them
feel valued. Be positive; make the person aware of how customers, your department, and
she herself can benefit. Employees should be motivated, or at least willing, to do the task.

2. Set an objective that defines the person’s responsibility, the scope of her authority,
and the deadline. State the objective, the end result, and the deadline (see chapter 4). Define
the employee’s responsibility and level of authority.

3. Plan the task. Perhaps the employee can plan the task herself; perhaps she will need
your help. This will depend on her experience and whether you are using this task to stretch
her a bit. You (or she) may find it helpful to use a planning sheet (see figure 14.5 on p. 462).

4. Establish control checkpoints and hold employees accountable. Obviously for short,
simple tasks, you don’t need to set control checks. But you should check progress on tasks
that have multiple steps or that will take some time to complete. Consider the person’s
abilities and experience. The lower her abilities or experience, the more frequently you
should check on her work. The higher her abilities and experience, the less frequently you
will need to check. The role-playing scenarios in Skill-Builder 5.2 on page 158 will give
you some practice in delegating.

For complex tasks and projects, more formalized control and accountability benefit
everyone concerned. For one thing, this creates a healthy flow of information. Discussing
and agreeing on the form of progress checks
(phone call, visit, memo, or detailed report)
and their time frame (daily, weekly, or after ~ JUSUIUE Think about a manager or coach

specific steps are completed) before work 3 for whom you have worked or
begins will prevent future misunderstand- played and analyze how well he
ings. It is also helpful to formalize control or she delegates. Which steps did
checkpoints in writing (possibly on the your manager or coach do well,
planning sheet itself), distributing copies and which steps could he or she
of it so that everyone involved has a record. do better?

In addition, all involved should record

pertinent control checkpoints on their

calendars. If someone doesn't report as scheduled, find out why. Evaluate performance at
each checkpoint and also on completion of the task to provide immediate feedback (sound
familiar?—this is the “knowledge of the results of work” that we discussed earlier). Praising
progress and successful completion of the task is always a good motivator. We will return
to the subject of praise in chapter 11.

Figure 5.8 summarizes the delegation process.
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1. Explain the need
for delegating and
the reasons for
selecting the

2. Set objectives
that define
responsibility, the
level of authority,

3. Develop a plan.

4. Establish control
checkpoints and
hold employees
accountable.

employee.

and the deadline.

FIGURE5.8 How to delegate.

(@ D TAKE IT T0 THE NET

Please visit www.HumanKinetics.com/AppliedSportManagementSkills and go to the
book’s companion web study guide, where you will find the following:

A list of websites associated with the concepts in this chapter
Exercises that you will need Internet access to complete

Online versions of chapter exercises and end-of-chapter learning aids
An exercise that helps you define the Key Terms

LEARNING AIDS

1.

Explain how flat organizations and tall organizations differ.
Flat organizations have fewer layers of management with wide spans of control.
Tall organizations have many layers of management with narrow spans of control.

Describe liaisons, integrators, and boundary roles.

Liaisons, integrators, and people in boundary roles are all coordinators. Liaisons
and integrators coordinate internally, whereas people in boundary roles coordinate
efforts with customers, suppliers, and other people in the external environment.
Liaisons work in one department and coordinate with other departments, whereas
integrators coordinate department activities without working for a specific depart-
ment.

. Differentiate between formal and informal authority.

Formal authority specifies relationships among employees. It is the sanctioned way
of getting the job done. Informal authority comes from the strength of relationships
that evolve as people interact—it works through trust and respect. With centralized
authority, top managers make important decisions; with decentralized authority,
middle-level and first-line managers make important decisions.

. Explain the four levels of authority.

(1) Informing authority—the person simply presents an alternative. (2) Recom-
mending authority—the person presents alternatives and suggests one. (3) Report-
ing authority—the person can take action in his own area of expertise and regularly
informs the boss. (4) Full authority—the person takes action in his area of expertise
and usually does not have to inform the boss.

Describe the relationship between line and staff authority.
Staff advise and assist line personnel, who are responsible for making decisions
and directing others down the chain of command.
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Describe organization charts.

Organization charts show the organization’s management hierarchy and depart-
ments and their working relationships. Organization charts also show the chain of
command and type of work.

Explain how internal departmentalization and external departmentalization differ.

Internal departmentalization focuses on functions performed inside the organi-
zation. External departmentalization focuses on the product, the customer, or the
territory in which the organization does business.

State the similarities and differences between matrix and divisional departmental-
ization.

Both are ways to set up departments. Matrix departments combine functional
and product structures to focus on projects. Divisional departments are based on
semiautonomous strategic business units and focus on portfolio management.

Explain how job simplification and job expansion differ.

Job simplification makes jobs more specialized by eliminating tasks, combining
tasks, or changing the sequence of work. Job expansion makes jobs less special-
ized by rotating employees, enlarging the job, or enriching the job to make it more
interesting and challenging.

Describe the job characteristics model and what it is used for.

This model is a conceptual framework for designing enriched jobs. It uses core
job dimensions, critical psychological states, and employee growth-need strength
to improve the quality of working life for employees and productivity for the orga-
nization.

Set priorities.

Setting priorities involves asking three questions: (1) Do I need to be person-
ally involved? (2) Is the task my responsibility or will it affect the performance or
finances of my department? (3) Is quick action needed? Delegate when you don’t
need to be personally involved. Assign a high priority when your answers to all three
questions are yes (YYY). Assign a medium priority when your answer to question
1 is yes but no to questions 2 or 3 (YNY or YYN). Assign a low priority when your
answer to question 1 is yes and your answers to questions 2 and 3 are no (YNN).

Delegate.

To delegate effectively, (1) explain why you are delegating the task and the reasons
you chose this person to do the work; (2) clearly define responsibility, the person’s
scope of authority, and the deadline; (3) plan the task; and (4) establish control
checkpoints and hold employees accountable.

REVIEW AND DISCUSSION QUESTIONS

AN

. What is the difference between unity of command and unity of direction?

What is the relationship between the chain of command and the span of manage-
ment (span of control)?

What do the terms differentiation and integration mean?
What is the difference between responsibility and authority?
Can a coach delegate accountability to a player?

How does the scope of authority change through an organization, and what is the
flow of responsibility, authority, and accountability?

What is the difference between a general staff person and a specialist staff person?
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8. What does an organization chart show? What doesn’t it show?

9. What is the difference between product and customer departmentalization?
10. What is job design and why is it necessary?
11. What is the difference between an integrated and a self-managed work team?

12. What is the importance of employee growth-need strength to the job characteristics
model?

13. Why is it important to update priorities on a to-do list?

14. What is the first and most important question you ask to determine what and what
not to delegate?

15. Explain why each of the four steps of delegating is necessary.

16. Why has there been a trend toward more team, network, virtual, and learning orga-
nizations? Is this a fad, or will it last?

17. Matrix structures violate the unity of command principle. Should companies not
use the matrix structure?

18. Is centralized or decentralized authority better?

CASE

Building Championship Teams in Boston

Boston is known for beans and the Red Sox. In the last decade, Boston has also been known
as a city of well-organized championship teams. What is the organizing secret that led to
all four professional teams’ winning a championship?

The Red Sox won the World Series in 2004 and 2007. The last time they had won a World
Series was in 1918. Under the artful guidance of Terry Francona, known as a "player’s
manager," the team flourished with a "cowboy up" team philosophy.

Not to be outdone, the New England Patriots won three NFL Super Bowls in the decade of
the 2000s. The Patriots won under the stern leadership of Bill Belichick. He is a no-nonsense
type of coach who will release players who do not exhibit team spirit. He is also not afraid
to release or trade valuable veterans before their contract expires even if it appears they
have some good playing years left. It should be noted that Belichick drafted Tom Brady, his
Hall-of-Famer-to-be quarterback, with the 199th pick of the football draft—a wise choice
and decision by Belichick.

Meanwhile, the Boston Celtics rekindled the magic of early decades by winning the NBA
Championship in 2008. Led by General Manager Danny Ainge and Coach Doc Rivers, the
team turned a decade of losing into a season of glory by reorganizing around three aging
veterans. Kevin Garnett was acquired from the Minnesota Timberwolves and Ray Allen was
acquired from Seattle, and they blended extremely well with longtime Celtic Paul Pierce.
Coach Rivers took over and created a team atmosphere where a young guard (Rajon Rondo)
was able to develop to help assist the experienced veterans. The new "Big Three" reminded
fans of the original “Big Three” of Larry Bird, Kevin McHale, and Robert Parrish and their
championship seasons.

Lastly, the city of Boston was able to enjoy the reorganization of the NHL Boston Bruins.
The Big Bad Bruins were led by Coach Claude Julien, who had been expected to be fired for
another lackluster playoff loss. However, the Bruins got the hot hand and worked hard in
the corners to win the NHL Stanley Cup in 2011. Julien's style of play (with players working
together as a scrappy, hard-nosed team) took a little time for people to learn. But with the
hot goaltending of Tim Thomas and some balanced scoring, the result was a championship
in a hard-fought series against the Vancouver Canucks.
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All four sport teams won with the simple philosophy that William Davidson success-
fully used to create championship teams in Detroit—Ietting managers do the job they were
hired to do.

Davidson used the following three steps in working with people.

1. Find good people.
2. Give them latitude to probe for greatness over mediocrity.

3. Stay out of their way unless change seems necessary.

For more information, visit redsox.com, bruins.nhl.com, celtics.com, and patriots.com.
For more information about William Davidson, see http://www.nba.com/pistons/features/
davidson_partone.html.

Case Questions
Select the best alternative for the following questions. Be able to explain your answers.

1. The partnership of Coach Bill Belichick and Tom Brady shows a great unity of direc-
tion.

a. true
b. false
2. What level of authority does General Manager Danny Ainge have with the Boston
Celtics?
a. informing
b. recommending
C. reporting
d. full

3. What type of authority does the coach of the Boston Celtics have?
a. line
b. staff
4. If the Red Sox organization kept nearly all decision making at the top of the orga-
nizational structure, this authority would be
a. centralized

b. decentralized

5. Transferring managers from one team to another would be an example of
a. simplification
b. rotation
c. enlargement
d. enrichment
6. You would expect former Red Sox Manager Terry Francona, as a “player’s manager,”
to be reluctant to delegate.
a. true
b. false
7. The Boston professional sport teams won seven championships in the decade of

the 2000s. This is proof that a well-organized sport organization will always win
the championship.

a. true
b. false



ORGANIZING AND DELEGATING WORK

8. Bill Belichick lacks the skills to properly coordinate his team.
a. true
b. false

9. The Boston Bruins are well suited to be organized using a matrix approach.
a. true
b. false

10. The Boston Celtics and the Boston Red Sox should be organized by products.

a. true

b. false

11. Use the Internet to find out whether the Boston teams have won any new champi-
onships.

12. If professional teams are owned by wealthy businesspeople, would you expect most
of the organizations to be centralized or decentralized?

SKILL-BUILDER EXERCISES

Skill-Builder 5.1: Setting Priorities

Objective

To develop your skill at setting priorities

Preparation

Congratulations! You just made first-line management in golf ball production at A Birdie
in the Hand. A prioritized to-do list with 10 tasks is provided on page 160. Assign priorities
to each task using the following steps.

1. List each task. (The 10 tasks for this Skill-Builder have been written in for you.)

2. Answer the three questions (see the box at the top right and use Y and N for yes
and no). Because you aren't the actual manager of this department, do not fill in
the deadline/time needed column.

3. In the priority column, assign a priority (D, delegate; H, high; M, medium; and L,
low) to each task based on your answers to the three questions mentioned in step 2.

4. Determine which task you should complete now. You may have more than one high
priority, so select the most important one.

In-Class Application
Complete the preceding skill-building preparation before class.
Choose one (10-30 minutes):

Break into groups of three to five members, and work to reach a group consensus on the
10 priorities. As a group, present your prioritized list to the class.

Hold an informal, whole-class discussion of student findings.

Wrap-Up

Take a few minutes to write your answers to the following questions:
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What did I learn from this experience? How will I use this knowledge?

As a class, discuss student responses.

Skill-Builder 5.2: Delegating

Objective
To develop your ability to delegate

Preparation

Review the chapter material on delegating, and then familiarize yourself with the follow-
ing scenarios.

Scenario 1

Camp counselor Grace: You are the head camp counselor at your college’s training camp
for left-handed, right-footed male and female cheerleaders. You've got your hands full
with these all-star wannabes, and you can’t do everything. Think of some tasks you can
delegate to Mandy that will help these kids develop a cool, new style that works with their
inherent lack of grace.

Camp counselor Mandy: You're new this year, and you've been stuck with the few good
dancers in camp (who don't need any help)—but you really want to show that you can
make something out of the wrong shoes (so to speak).

Scenario 2

Sally: You manage Golfers Go for It, a retail store that sells to the local golf set and is trying
to move into the tennis market. Your favorite task is scheduling your sales clerks. You go
to great lengths to accommodate everyone’s requirements so you're “one happy crew,” but
it's taking more and more of your time. Your bosses have suggested that you delegate this
task (you can’t imagine why) to your assistant manager, Hector. Hector has never done
any scheduling, but he appears willing and ready to take on the one task you really pride
yourself on. Also, you've been reading this very useful book on sport management and are
thinking that maybe its chapter 5, “Organizing and Delegating Work,” has some pointers
about delegating that you could use—especially the discussion on managers’ fear of being
shown up. Now you're thinking it’s very possible you've been hiding behind the “I'm too
busy” excuse to avoid developing some new sales initiatives that might really make the
new tennis section a go. With these issues in mind, use the planning sheet on page 150 to
plan how you will delegate staff scheduling to Hector.

Hector: You see this as an opportunity to streamline the system, but you also don’t want
to rock the boat.

Scenario 3

Seema: You and your two roommates, who are all-star athletes, are looking for two more
roommates. Your name is on the rental lease, and you've handled this pesky task in the
past, but you're really swamped this quarter with the Little League softball team you've been
coaching in your free time. None of you can cook, but you all like to eat and are getting
tired of takeout. Maybe the new roommates could teach you some things about cooking,
or maybe they’'ll take over the cooking if you wash the dishes. Your rental house, the Castle,
is the coolest and cheapest one near campus, so you expect a lot of calls. Plan how you will
delegate this task to your roommates. Sara, the basketball star, is pretty shy, but Kate, the
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soccer forward, tends to procrastinate. You need two new renters in 2 weeks, or the three
of you will have to make up the difference in the rent.

Sara: You know you've got to get over this shy business sometime, or you'll never make
a good coach.

Kate: You see yourself as a successful international event planner but don't know how
to get in gear.

In-Class Application

Choose one (10-30 minutes):

Break into groups of three or four. Take turns being the delegator and the “delegatee” with
each scenario. Those of you not doing the role-play will observe the delegating process and
provide an independent critique that might improve results.

Three sets of students volunteer to role-play the three scenarios for the entire class, with
informal discussion following.

Wrap-Up
Take a few minutes and write your answers to the following questions:

What did I learn from this experience? How will T use this knowledge?

As a class, discuss student responses.

SPORTS AND SOGIAL MEDIA EXERCISES

1. The end-of-chapter case is about building championship teams in Boston. For this
exercise, you want to research your favorite team and see if it has any social media
links on its website.

2. Use Facebook to see if your favorite team has a presence. List three upcoming events
for the public to meet team players.

3. Will you be able to attend any of these three events online?

GAME PLAN FOR STARTING A SPORT BUSINESS

Delegating is an art and a skill. Some managers are able to delegate many tasks to their
employees. However, many managers feel their employees will never do the job as well as
they could do it themselves. Describe what you would do to create a positive atmosphere
of delegating in the sport company you started in prior chapters.

1. Key delegating issue 1

2. Key delegating issue 2

3. Key delegating issue 3
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D

Delegate priority

Assigning a priority

N
No to question 1

H YYY
High priority Yes to all three questions
M YNY or YYN

Medium priority

L

Low priority

Yes to question 1 and no to 2 or 3

YNN
Yes to question 1 and no to ques-
tions 2 and 3

Task

10.

. Tom, the sales manager, told you that three customers

stopped doing business with the company because
your products have decreased in quality.

Your secretary, Michele, told you there is a salesper-
son waiting to see you. He does not have an appoint-
ment. You don't do any purchasing.

Molly, a vice president, wants to see you to discuss a
new product to be introduced in 1 month.

Tom, the sales manager, sent you a memo stating that
the sales forecast was incorrect. Sales are expected
to increase by 20% starting next month. There is no
inventory to meet the unexpected sales forecast.

Dan, the personnel director, sent you a memo inform-
ing you that one of your employees has resigned. Your
turnover rate is one of the highest in the company.

Michele told you that a Bob Furry called while you
were out. He asked you to return his call, but wouldn't
state why he was calling. You don’t know who he is or
what he wants.

Phil, one of your best workers, wants an appointment
to tell you about a situation that happened in the
shop.

Tom called and asked you to meet with him and a
prospective customer for your product. The customer
wants to meet you.

John, your boss, called and said that he wants to see
you about the decrease in the quality of your product.

In the mail you got a note from Randolf, the president
of your company, and an article from Sports Business
Journal. The note says “FYI" (for your information).

Priority determination questions

Do | need to be personally involved?

1.

Is it my responsibility or will it affect per-

2.

formance or finances of my department?

Is quick action needed?

3.

Deadline/Time needed

Priority




Sport Gulture, Innovation,
and Diversity

LEARNING OUTCOMES

After studying this chapter, you should be able to

—

identify the driving forces behind change;

list the four variables of change;

differentiate between fact, belief, and values;

describe the three components of organizational culture;
state the core values of TOM;

describe a learning organization;

explain how diversity can affect innovation and quality;

state how force-field analysis and survey feedback differ; and

© 0 0 @ Ol CRgg RS

explain the difference between team building and process consultation.

KEY TERMS

variables of change core values of TOM survey feedback

management information learning organization team building

systems (MISs) organizational development (OD) process consultation

stages in the change process OB rentione

organizational culture force-field analysis

components of culture
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Change is a fact of life. Your ability (or inability) to change with the ever-shifting demands
of the business environment may make (or break) your career. And if you are to succeed in
management, one task you must learn to do—and do well—is to implement change. In this
chapter, you will learn to identify and overcome resistance to change, which can mean the
difference between a successful transition and a failed one. You will also need to work
within the sport organization's culture; you will need to be able to work with a diversity
of people; and you may be involved in an organizational development change intervention,
such as team building.

REVIEWING THEIR GAME PLAN

Diversity Issues in Sport Management

The topic of diversity is certainly one of the most popular in the Journal of Sport Management.
The titles of the articles should give you an appreciation for the wide spectrum of issues
about diversity in sport management.

» “Lifting the Veils and llluminating the Shadows: Furthering the Explorations of Race
and Ethnicity in Sport Management” by Ketra Armstrong of California State University
at Long Beach. A key component of this article is the changing view of diversity as a
melting pot where people blend together to more of a kaleidoscope where people hold
on to their unique differences.’

» “Gender and Sexually Suggestive Images in Sports Blogs” by Galen Clavio (Indiana
University) and Andrea Eagleman (Indiana University and Purdue University). The
authors discovered that males received significantly more photographic coverage
in sport blogs than did females, and that female portrayals were far more likely to be
suggestive.?

* “Race Relations Theories: Implications for Sport Management.” One trend is the lack of
African Americans in leadership positions even though they compose a large percent-
age of the athletes playing the actual sports.®

» “Understanding the Diversity-Related Change Process: A Field Study” by G. Cun-
ningham. The results of this study indicate that for diversity issues to be successful,
managers need to consider how they affect the entire organization.*

» “Perceptions of Gender in Athletic Administration: Utilizing Role Congruity to Examine
(Potential) Prejudice Against Women" by Laura Burton (University of Connecticut),
Heidi Grappendorf (North Carolina State University), and Angela Henderson (University
of Northern Colorado). This article reviews the lack of women in senior-level athletic
administration positions.®

Learning more about these articles from the Journal of Sport Management will help you
to learn more about diversity in sport management.

Managing Change

New York Yankees former player and coach Yogi Berra once said, “The future ain't what it
used to be.”® Today, an organization’s long-term success stands directly on the shoulders
of its ability to manage change. Things are changing fast, and managers can't get stuck in
the way they currently do business. Change leadership is an important skill. An important
career question to ask yourselfis, “Am I willing to constantly make changes?” If you answer
no, don't expect to advance far in your career.
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In this section, we discuss forces for change, variables of change, stages in the change
process, resistance to change and how to overcome it, and a model for identifying and
overcoming resistance.

Forces for Change

There are five different types of forces for change that we examine here: environmental,
economigc, social, demographic, and technological. We also provide examples of each type
to illustrate how real-world sport organizations and managers respond to changes.

Environmental Forces

Today's business environment presents many challenges, often daunting ones, and as such
itis a driving force behind change. As we noted in chapter 2, organizations interact continu-
ally with their external and internal environments. Factors in both environments require
all manner of change, and effective organizations endeavor to “change the change” to their
advantage. That is, they try to anticipate and predict change, to shape it if they can, and to
prepare for it if they cannot shape it. This is a proactive (rather than reactive) approach.
Dr. David Hoch, director of athletics at Loch Raven High School in Baltimore County,
Maryland, suggests that athletic directors should deal proactively with problems that will
be created by change without waiting until the change occurs.” An athletic director (AD)
may face new budget restrictions, a new principal or superintendent, greater expectations
from parents, or new technologies, such as blogs.

Economic Forces

Economic forces have changed so drastically that even players with average skills make
millions of dollars per year. Baseball has become a sport where big-market teams like the
New York Yankees and Boston Red Sox can generate more revenues than small-market
teams like the Kansas City Royals and thus can afford to spend more money to acquire star
players. And more star players mean more fan and media interest, which means even more
money. Even though this economic change favors teams like the Yankees, they still need
to properly evaluate the talent of available players. Because of the huge amount of money
involved, management has very little margin for error when choosing players.

Social Forces

Sociology of sport is an academic discipline that has evolved significantly in the past 40
years.® Social forces also play an increasingly important role in managing a team. Most
fans outside of the New York area consider the Yankees a bully of a team that is not will-
ing to share revenues with small-market teams. The Yankees are viewed as a team that
gets to buy whatever players it wants. The result is that most non-Yankee fans dislike the
team, which makes it hard for any Yankee player or manager to be accepted outside of
New York.

At times, MLB has fallen behind NFL football as America’s favorite sport. Baseball fans
became leery of the game after the eight work stoppages between 1972 and 1994, which
were caused by anger and mistrust between players and owners. Meanwhile, fans love the
physical contact and fast action in football. The Super Bowl has become one of the single
biggest sporting events in the world.

Demographic Forces

Statistical analysis of Tony Dungy’s and Lovie Smith’s teams (the Indianapolis Colts and
Chicago Bears) coached against each other in the 2007 Super Bowl provides an interest-
ing comparison between two large cities. In 2007, 37% of Chicago’s residents who were 5

< LEARNING OUTCOME 1

Identify the driv-
ing forces behind
change.

Do you believe
your college is a
melting pot where
people blend
together? Or is it
more like a kalei-
doscope where
people hold on to
their unique differ-
ences?
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LEARNING OUTCOME 2 >

List the four vari-
ables of change.
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years or older, spoke a language other than English at home, compared with only 10% of
Indianapolis’ residents of the same age. The national U.S. average was 19%.° This difference
is likely to increase over time as minorities increase. This will require the Chicago team to
consider presenting its media and marketing materials in other languages. Teams must take
into consideration the diverse populations in their marketplaces.

Technological Forces

Technology is very different today than it was only a few years ago."° The NFL has television
contracts with ABC/ESPN, NBC, CBS, FOX, DirecTV, and the NFL Network. Each of the
stations is allowed to broadcast games at various times during the weekend. For example,
since 2006, ESPN has shown the Monday Night Football (MNF) game, which for 35 years
was aired on ABC.

Although this was a major change in televising of the MNF game, the bigger threat is
the creation of the NFL Network. The NFL Network is a new attempt by the NFL to control
the viewership of its games. So far, the network is considered a premium cable channel,
and acceptance has been slow. But if the network is successful, its growth could lead to the
decline of the traditional media stations that cover the NFL.

The NFL Network gained some excellent exposure and goodwill near the end of the
2007 NFL season. The undefeated New England Patriots and the playoff-bound New York
Giants were scheduled to meet in the last game of the season. The game was scheduled to
be shown only on the NFL Network. Most fans would not be able to watch the game and
were scrambling to find locations that had the NFL Network. But a few days before the
game was to be played, Commissioner Roger Goodell announced that it would be simul-
cast on the major U.S. television networks NBC and CBS. The game was a huge ratings
winner, and the NFL Network gained more positive exposure than if it had advertised in
the Super Bowl itself."!

The NFL streamed the 2012 Super Bowl from Indianapolis to cellular phones. Although
the game attracted around 111 million viewers, streaming the videos online allows fans to
watch from different angles, replay popular commercials, and view parts of the game when
they are away from the television.'?

Management Functions and Change

Leaders manage change every workday.!?
Plans that they develop require changes.
Organizing and delegating tasks often
require employees to make changes. The
hiring, orienting, and training of employ-
ees, and their performance evaluations,
may indicate that aspects of these employees’ jobs, or their approaches to their jobs, must
change. Dr. David Hoch at Loch Raven High School asked, “Have you ever thought about
the changes that athletic directors encounter every year and the impact that they usually
have? New athletes? New parents? New coaches? They all spell change and the possibility
of having to adjust and react differently.”!*

WIEINE Think about a change that the
organization you work for or play
for has faced recently, and identify
the force driving the change.

Variables of Change

The four variables of change—strategy, structure, technology, and people—refer to what
organizations must adapt to, adjust, shift, or re-create to stay current, to keep or grow
market share, or to remain viable as an organization as they are bombarded with changes
they must address in the marketplace (see table 6.1). Because of the systems effect, effective
managers consider what repercussions a shift in one variable will have on the remaining
variables and plan accordingly.
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TABLE 6.1  The Four Variables of Change

Strategy Structure Technology People
Corporate (growth, Principles (unity of Machines Skills
stability, and turn- command and direction,
around and retrench- | chain of command, span
ment) of management, division

of labor, coordination,
balanced responsibility
and authority, delega-
tion, and flexibility)

Business level (pros-  Authority (formal and Systems process Performance
pecting, defending, informal, line and staff,
and analyzing) and centralized and

decentralized; levels of

authority)
Functional (marketing, = Organizational design Information process Attitudes
operations, finance, (departmentalization)

and human resources)

Job design (job simplifi- = Automation Behavior
cation, rotation, enlarge-

ment, enrichment, and

work teams)

Strategy

Organizations routinely adjust strategies in order to adapt to changes in their external and
internal environments. For example, CYBEX International had a corporate goal to expand
its market share in the fitness industry. To do this, the company needed to broaden its line
of fitness equipment, so it merged with Trotter Inc., an undisputed leader in cardiovascular
research and products. The different experiences and the deep expertise both companies
brought to the table have turned out to be a good marriage. CYBEX is a publicly traded
company, and you can visit its website at www.cybexintl.com.!

Structure

Structure typically follows strategy. In other words, a change in strategy changes structure.
Over time, organizational structures evolve to adapt to emerging needs. We examined orga-
nizational structure in chapter 5; figure 5.3 on page 138 briefly summarizes key elements
in organizational structure.

Technology

High-tech innovations—computers, faxes, e-mail, and the Internet—have increased the rate
of change. Technology increases productivity and thus helps organizations gain competitive
advantage. To gain this advantage, Olympic athletes, for example, look to their equipment
suppliers (Nike, Spalding, Wilson, and many others) to provide cutting-edge shoes, bats,
skis, and bicycles and to their trainers and therapists to provide cutting-edge training tech-
niques and rehabilitation methods to facilitate recovery from injuries (for example, injuries
that once sidelined players for a season now set them back mere days). Sport organizations
routinely use the Internet for all manner of reasons—to provide websites so fans can follow
the NFL (www.nfl.com), NBA (www.nba.com), and MLB (www.mlb.com); to get ideas on
how to improve viewership or grow a fledgling swim team; and to find information on the
latest coaching techniques. Once-obscure sports like curling, fencing, and Ultimate Frisbee
can use the Internet to find new fans.'
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Technology frequently drives change in strategy and structure. Here are a few examples
of the innumerable ways technology affects changes:

e Machines: New machinery and equipment are introduced continually. In 2011,
CYBEX International introduced the new CYBEX Bravo Functional Training System.'”

e Systems process: How organizations transform inputs into outputs has been at the
forefront of technological innovation. Companies use the latest in computer automation to
build products free of defects. Wilson Sporting Goods in Humboldt, Tennessee, redesigned
its production plant to better use a new conveyor system. With this redesign, Wilson reduced
the time for sleeving a dozen balls (four packs of three balls) from 18 seconds to 5 seconds.'®

e Information process: With the advent of the computer, organizations have radically
changed the way they do business. Management information systems (MISs) are formal
systems for collecting, processing, and disseminating information that aids managers in
decision making. MISs centralize and integrate the organization’s key information, such
as finance, production, inventory, and sales. Departments plugged into MISs can better
coordinate their efforts, and this translates into a more focused organization and higher
productivity. For example, information communications technology helps physical edu-
cation teachers record students’ physical activities and graph their progress. E-mail and
databases also help physical education departments with administrative duties.'” MISs have
been used to help MLB players extend their careers. Detroit Tigers starting pitcher Kenny
Rogers threw 90 mile per hour (145 kilometer per hour) pitches at age 42; this was largely
attributable to years of computer analysis and film study to learn how to transfer energy
to his throwing arm from his legs in the most efficient way.?* Just think about how much
easier computers have made it to record and maintain all the statistics of each team and
each player in all the sports at all levels.

Moneyball, a book written by Michael Lewis in 2003 and made into a highly successful
movie in 2011 starring Brad Pitt, was the author’s quest to figure out why the low-budget
2002 Oakland A's were so successful. One key ingredient was the use of a large amount of
statistical data to analyze the impact of a player. Billy Beane was the general manager of
the A's. Beane believed, for instance, that winning could be more affordable if you found
hitters with high on-base percentages and pitchers who got lots of ground outs. Beane used
computer-generated analysis to determine what players were undervalued. It turned out
the undervalued players were more likely to be players who had a high on-base percentage
but not necessarily a high batting average. Beane followed the advice of sabermetricians,
led by Bill James; their computer-generated data indicated that the statistics often used to
measure ballplayers were not the correct set of data on which to base judgment of their
future abilities.”

ESPN used technology to develop a new quarterback rating from their Stats and
Information group. The NFL passer rating system was over 40 years old. The new rating
system included many more variables than the old system. The new system is sophis-
ticated enough that successful plays in closely contested games are more valuable. For
instance, a completed pass of 5 yards on third and 5 yields a first down. Less valuable is
a completion of 8 yards on a third and 10. This does not lead to a first down, and a punt
is necessary.”

¢ Automation: Computers and other machines have enabled organizations to replace
people with robots. Automation has increased the speed of making athletic equipment and
its quality and helped keep prices down. Automation takes away some jobs and adds others.
It also changes the types of work people do. Pressing needs for better training, retraining,
and higher levels of skill will continue to be seen for the foreseeable future.

People

People have always been, and always will be, a key variable of change.?* Think of the ways
changes affect you in your job, team, and school and how you effect changes in your job,
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team, and school. The day-to-day tasks that we do to perform our jobs have changed dra-
matically because of technology and the ensuing structural changes. As tasks change, our
skills and performance have changed, and
they will continue to change. Organizations
often attempt to change our attitudes and
behavior to improve the bottom line, grow
market niche, and enhance productivity.

Changes in organizational culture are
also considered a people variable, because
people develop and implement changes in strategy and structure. We create, manage, and
use technology; therefore, we are the organization’s most important resource. This makes
us both the organization’s wild card and its ace in the hole when it comes to implementing
change. Changes in the other three variables cannot work without the commitment, energy,
and problem-solving abilities of people. So it is crucial to get input from those who will
be affected by a change and to secure their commitment to its success. For example, an AD
should inform and educate everyone involved with an upcoming change, such as a new
budgeting form, to help reduce fears and reservations.

IR Describe a recent change in your
organization or team and identify
the variables of change affecting
it or affected by it.

Stages in the Change Process

People in the midst of a change go through four distinct stages in the change process—
denial, resistance, exploration, and commitment.

1. Denial: When people first hear rumors that change is coming, they go into denial —
“It won't happen here!” Prudent managers manage change proactively; they don’t wait until
change rudely knocks on their door. They start addressing the change and its ramifications
early on to both lessen the impact of the change and smooth the transition.

2. Resistance: Once people get over their initial shock and realize that change is
inevitable, they resist it. It is important to understand that we all—in one way or another,
and at one level or another—fear change. Change always takes us out of our comfort zone.
Outside of our comfort zone, we may grow—but we also may fail.

APPLYING THE CONCEPT_O. 1

Variables of Change
Identify the change variable involved in each situation.
strategy

structure
technology

o o0 o o

people
1. We installed a new computer system to speed up the time it takes to bill ticket customers.

2. With the increasing number of pro basketball leagues, we're going to have to devote more time and
effort to keeping our existing customers.

3. Jamie, I'd like you to consider getting a college degree if you're serious about a career in manage-
ment with this team.

4. We're changing suppliers to get higher-quality components for our tennis rackets.

5. We are laying off some assistant coaches to increase the number of players reporting to one coach.
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Describe how the
AD at a Division
Il college would
use the strate-
gies in table 6.2
to overcome the
players’ resis-
tance to change.
Assume that the
AD is adding
more women's
teams to comply
with Title IX of
the Education
Amendments of
1972.
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3. Exploration: When implementation is launched, people explore the change, often
through training, and they begin to better understand how it will affect them. It is helpful
to solicit input from affected individuals. Inviting and encouraging them to be part of the
change process are key to successful implementation.

4. Commitment: Through exploration, people commit (or don’t commit) to making
the change a success. One’s level of commitment can also change. Be alert for naysayers,
and carefully and patiently address
statements like “It's always been
done this way.” Tony Dungy, former
coach of the Colts, is a genuinely
nice guy, and his players responded
by being committed to doing what- v A 4
ever it took to win.

Y
AN

1. Denial

4. Commitment 2. Resistance

Figure 6.1 illustrates the change 4 A
process. We present the stages as
occurring in a circular fashion
because change is rarely linear.
People go back and forth—they
waver in their resistance and com-  FIGURE 6.1 Stages in the change process.
mitment, as the arrows show.

N

Y

3. Exploration

Resistance to Change and How to Overcome It

When change programs fail, it is usually because the people involved resist—even sabo-
tage—the change.?* Although U.S. law changed to give females equal rights to participate
in sport (Title IX of the Education Amendments of 1972), people resisted, and some are
still resisting.”® As a manager, your job is to enact changes.?* To do so, you need to under-
stand why people resist and then find ways to counter resistance. See table 6.2 for an
overview.

So, why do we resist change?

e We fear uncertainty. Fear of the unknown is a universal human trait, and people
resist change in order to cope with their anxiety and fear of the unknown.*” Learning anxiet-
ies underlie many people’s resistance to change—the prospect of learning something new
can conjure up old memories of failure and remind people that failure (however unlikely
it might be) is possible.

e We don't like to be inconvenienced. We often don’t want to disrupt our routines
or the way things are because they are comfortable. At a minimum, change means having
to learn new ways, and it may mean extensive training.

e We always move to protect our self-interest. This is also a universal human trait.
When people hear about change, they ask, “How will it affect me?”?® Of course people will

TABLE 6.2 Overcoming Resistance to Change

Why people resist change How to overcome resistance

Uncertainty creates fear. Create a trust climate.

Inconvenience is off-putting. Develop a change plan.

Their self-interest is threatened. State why change is needed and how it affects people.
They fear loss. Create a win—win situation.

They don't want to lose control of their job. ' Involve people and provide support.

Follow through.
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resist change if it threatens their self-interest. And we are usually more concerned about
our own best interest than that of the organization.

e We fear loss. Change often brings loss of jobs, or it may require pay cuts**—witness
older players who can no longer demand high salaries as they did when they were rising
stars. A change in work assignments or schedules may mean losing valued social relation-
ships. Aging athletes are often happy to prolong their career for a year or two just to spend
more time with their teammates.

e We like to be in control, or at least feel as if we're in control. Actual or perceived
losses in power, status, security, and especially control often come with change programs.
Aging athletes often want to prolong their
careers to keep control of their status as
pro athletes.

I Describe an instance in which you
resisted change. Specify which
of the five reasons were behind

Now you know why people resist change. your resistance. Now, be your
The good news is that there are ways to own manager and prescribe some
alleviate their fears and overcome their proactive ways you could have
resistance. Here are some key ones: overcome your initial reluctance.

e Create a trust climate. You do this by carefully developing good relations with your
team or work group. And don’t forget to maintain those relations. You may have to ask your
group to trust you to lead them through a change for which initial resistance is especially
strong. Make sure your colleagues understand that you have their best interests in mind.
Constantly look for better ways to do things. Encourage people to suggest changes and
implement their ideas. They are valued members of your team—show it! It was evident
that Tony Dungy’s players trusted him to make the right moves during games.

e Develop a change plan. Successful implementation of change is no accident. Behind
every successful implementation stands a good plan. Develop one and then use it. Identify
possible resistance to change and plan ways to overcome it. View change from your team’s
position. Set clear objectives so that everyone knows exactly what to do during and after
the change. And make sure your plan addresses the next four issues.

e State why the change is necessary and how it will affect your group. Communica-
tion is the key. People need to know all the whys and all the hows. “Why are we doing this?
How will it affect us?” Give them the good news and the bad news. Be open, honest, and
ethical in bringing about change. You've taken great care to build trust—don’t squander it.
Giving everyone the facts as early as you can not only prevents their fears but also helps
them feel in control.** (Now they can make plans.) If the grapevine starts spreading incor-
rect information, correct the information quickly and firmly.

¢ Create a win-win situation. Obviously, you can’t always do this, but often you can
meet employee needs and achieve the objectives you've been given. Think about how you
can answer the question everyone is thinking but nobody is asking: “What's in it for me?”
People who see how they will benefit from a change will be more open to it. So, how do
you create this win-win scenario? Read on. . . .

e Involve people. It's a fact—a group’s commitment to change is critical to its success.
Here's another fact—people who help develop change are more committed to the success of
the change than are those who don’t. It's about ownership and it’s about control. Why do
we like to own houses, cars, ice skates, golf clubs (rather than renting them, for example)?
Because we can control their quality and their availability. The same goes for change at
work, on the playing field—anywhere, in fact. If we feel we “own” the change, we feel in
control, and we'll work like crazy to make it succeed.

e Provide support. Training is very important to successful change; therefore, it
behooves you and your organization to provide as much training as you can before, during,
and often after a change is made. Thorough training reduces anxieties, alleviates frustration,
and helps people realize they will “have a life” after the change.
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e Follow through. Many managers don’t understand the need for tenacity and follow
through. If a Little League or MLB coach sees a player drop his lead elbow as he swings the
bat, do you think that simply telling the player once to change his technique is enough?
Coaching in the office or on the field is all about persistent follow through to maintain
and improve performance.

Model for Identifying and Overcoming Resistance

Before initiating change of any sort, savvy managers anticipate how their team will react.”
Looking at three key components of the resistance itself—intensity, source, and focus—will
help you understand why certain members of your group may be reluctant to change.*

Intensity

We all view change differently. Some of us even thrive on it, and others are upset by it.
Most of us resist change at first but gradually accept it (with medium intensity), yet some
of us resist it forever (with strong intensity). And we view different changes differently.
Some of us think nothing of taking up bungee jumping, but we wouldn’t want to give a
formal presentation to our work group. As a manager of change, you need to prepare for
the intensity of your group’s response. Will their response be a strong one or a weak one,
or will it be somewhere in between? Let’s discuss the other two variables.??

Source

Resistance to change arises from three sources:

e Facts: All of us at one time or another have used facts to prove our point. Facts used
correctly can help overcome our fear of the unknown.

e Beliefs: Facts can be proven; beliefs cannot. Beliefs are subjective opinions that
can be shaped by others—they are our perceptions. How we perceive a situation colors
whether we believe that a change will be beneficial or detrimental. People sometimes
resist change by refusing to believe facts, even though they are proven. It is often hard to
prove how a change will affect people, so the issue becomes a matter of their beliefs versus
yours.

e Values: Values are what we believe are worth pursuing or doing.** What we value is
extremely important to us. Values pertain to right and wrong behavior (ethics), and values
help us decide what is important. Sometimes the facts collide with our values—in such
situations, values often win.

Focus

When we resist change, we do so from three viewpoints—that is, we choose a focus:

e Ourselves: All of us ask, What's in it for me?* What will I gain or lose? When we
perceive (correctly or incorrectly) that a proposed change will affect us negatively, we will
resist the change.

e Others: After considering what'’s in it for us, or when the change does not affect
us, we consider how the change will affect our friends, peers, and colleagues. If we
believe the change will affect important others negatively, we may also be reluctant to
embrace the change.

e Work environment: The work environment includes the physical setting, the work
itself, and the climate. We like to be in control of our situation, and we resist changes
that take away our feelings of control. Has a coach ever told you to change to another
position that you didn’t want to play? Has a manager asked you to do a task you didn’t
want to do?
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Sources of resistance (fact — belief — value)

1. Facts about self

4. Beliefs about self

7. Values pertaining to self

| failed the last time | tried.

¢ | have never done the task before.

e I’'m too busy to learn it.

¢ |'ll do it, but don't blame me if it's
wrong.

¢ | like the way | do my job now. Why
change?

¢ | like working in a group.

2. Facts about others

5. Beliefs about others

8. Values pertaining to others

She has the best performance
record in the department.

Other employees told me it's hard
to do.

* He just pretends to be busy to
avoid extra work.

e She's better at it than | am; let her
do it.

e Let someone else do it; | do not
want to work with her.

e | like working with him. Don’t cut
him from our department.

3. Facts about the work
environment

Focus of resistance (work — other — self)
L]

6. Beliefs about the work
environment

9. Values pertaining to the work
environment

¢ We are paid only $8 an hour.
It's over 100 degrees.

e This is a lousy job.
* The pay here is too low.

¢ | don't care if we meet the goal or
not.

¢ The new task will make me work

inside. I'd rather be outside.

Intensity (high, medium, or low for each box)

FIGURE 6.2 Resistance matrix.
Based on Hultman 1979.

The resistance matrix in figure 6.2 gives
examples for each component. Use the
matrix to identify the intensity, source,
and focus of your team. This will help you
decide which strategies will lead people to
buy into making the change work. Note that
intensity is outside the matrix because it can
be strong, moderate, or weak for the other
nine components. In Skill-Builder 6.1 on
page 189, you will use the resistance matrix to identify the source and focus of resistance
to various changes.

WIEINE Think about the situation you
4 identified in the preceding Time-
Out (p. 169), and then use the
resistance matrix in figure 6.2 to
determine your level of intensity,
the focus of your resistance, and

its source.

Organizational Culture

Organizational culture is the set of values, beliefs, and standards for acceptable behavior
that its members share. Understanding an organization'’s culture helps you understand how
it functions and how you should do things to fit in. Fit with the culture is one of the top
criteria recruiters look for when hiring students. It’s the shared understanding about the
identity of an organization. Think of culture as the organization’s personality. Sport team
culture adds a special dimension to the idea of organizational culture, because teams
form a special bond that is often very strong. With this bond come special ways of
behaving or goofing off, a special determination to win, ways of dealing with winning
and losing—in short, all the bonding mechanisms are in full display. Add to this mix the
fans who closely identify with or idolize a particular team'’s culture, image, or personal-
ity, and you have many strong forces at play. NCAA Division I and III teams tend to have
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distinctive cultures.*® Think of “good guy” teams like the Seattle Mariners and “bad guy”
teams like the Oakland Raiders.

Successful teams are often associated with having a strong team culture. “Sport team
culture originated from the establishment and development of sports teams. The sport team
culture with which all members voluntarily comply is the total of common faith, morality,
spirit, ceremony, intelligence factor, and entertainment life. The function of the sport team
culture is found in instructing people, construction of team standards, recovery, spiritual
adjustment, and meeting psychological and social demand.”*’

Behavior

The three components of culture are behavior, values and beliefs, and assumptions.*
Behavior is observable action—what we do and say. Artifacts are the results of our behavior
and include written and spoken language, dress, and material objects. Behavior also includes
rites, celebrations, ceremonies, heroes, jargon, myths, and stories. When you examine an
organization'’s culture, you find that rites, corporate myths, jargon, and all the rest play
an important part in defining that culture. Managers, particularly founders, have a strong
influence on their organization'’s culture. The late Tom Yawkey of the Boston Red Sox, the
late George Halas of the Chicago Bears, and the late Al Davis of the Oakland Raiders were
legends in their own time and are legends still to fellow players, colleagues, and fans alike
who relish the tales and anecdotes surrounding these enduring personalities.

Values and Beliefs

Values represent the way we think we ought to behave and identify what we think it takes to
be successful. Beliefs can be expressed as if-then statements. (IfI do X, then Y will happen.)
Values and beliefs are the operating principles that guide decision making and behavior
in an organization; they influence ethical or unethical behavior.>* We observe values and
beliefs only indirectly, through the behaviors and decisions they drive. Values and beliefs
are often described in an organization’s mission statement, but take care here—sometimes
an organization’s talk (its stated values and beliefs) doesn’t match its walk (values and
beliefs put into action).

Boston Red Sox Tom Yawkey and his family walked their talk. They believed in giving to
charity, and they made sure their team gave both money and personal time to the Dana-
Farber Cancer Institute. Before the 2002 baseball season, the Yawkey family sold the Red
Sox to John Henry. This new management is carrying forward the Red Sox tradition by
helping the Jimmy Fund. Even though Al Davis values his team’s maverick image and goes
to great lengths to maintain it, “bad boys” Oakland Raiders also donate substantial time
to worthwhile causes in the Oakland area.

Assumptions

Assumptions are deeply ingrained values and beliefs whose truth we never question. Because
our assumptions are the very foundation of our belief system, they are patently obvious to
us—and we assume to everyone else—so we rarely discuss them. They are the automatic
pilots that guide our behavior. Naturally, when our assumptions are challenged, we feel
threatened. Question a teammate on why she does things certain ways: If she responds
with a statement like “That’s the way it has always been done,” you have probably run into
an assumption. Assumptions are often the most stable and enduring part of culture and
the most difficult to change. For instance, although the Boston Red Sox team was known
for supporting charities, the new owners challenged basic assumptions on how the team
treated its fans and the media. Consequently, new owners have embraced both the media
and the fans with new events that encourage players to get closer to both groups.*® How-
ever, things don't always go this smoothly—some of the Red Sox pitchers (who were not
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scheduled to pitch) were drinking alcohol and eating fried chicken during games in the
dugout in the 2011 season.”

Strong Cultures and Weak Cultures

Organizational cultures range from strong to weak. In organizations with strong cultures,
people unconsciously share assumptions and consciously know the organization’s values
and beliefs. That is, they agree with the organization’s assumptions, values, and beliefs and
behave as expected. In organizations with weak cultures, many employees don’t behave as
expected—they don't share underlying assumptions. They question and challenge the beliefs.
When people don't agree with the generally accepted values and beliefs, they may rebel and fight
the culture. This can be destructive or constructive. Culture is both an entrenched phenomenon
and a fluid one. Hence cultures resist change, but they also continually adapt to the times.

There is good news and bad news about
strong cultures. Strong cultures make com-
munication and cooperation easier and
better. Unity is common, and consensus is
easier to reach. The downside is potential
stagnation and a lack of diverse opinion (no
one thinks about alternative ways of doing
things). The continually changing business
environment requires that assumptions,
values, and beliefs be questioned occasion-
ally and changed when they no longer adequately address the needs of the marketplace.

Successful organizations realize that managing culture is not a program with a starting
and ending date. It is an ongoing endeavor called organizational development (OD). You
will learn about OD later in this chapter.

A change in culture is a people change. To be effective, changes in culture have to occur
in all three components (people’s behavior, values and beliefs, and assumptions). A cul-
ture of success allows for change, and businesses that fail to move with the times lose their
competitive advantage.

Culture is an important consideration when companies merge or acquire a business. A
mismatch in cultures often leads to failed mergers and acquisitions. When larger businesses

APPLYING THE CONCEPT 0.2

Strong Cultures and Weak Cultures

Identify each statement as characteristic of an organization with (a) a strong culture or (b) a weak culture.

WIIRINE Give examples of behaviors that
5 show your organization's culture
working. What values, beliefs,
and assumptions underlie these
behaviors? Does the organiza-
tion have a strong culture or a

weak one?

6. Walking around this athletic department during my job interview, | realized I'd have to wear a jacket
and tie every day.

7. I'm alittle tired of hearing about how our team founders conducted business. We all know the stories,
so why do people keep telling them?

8. I've never met with so many people who all act so differently. | guess | can just be me rather than
trying really hard to fit in.

9. It's hard to say what is really important in our department. Management says quality is important, but
the supervisors force us to work too fast and they know we send out defective athletic equipment
all the time just to meet orders.

10. | started to tell this ethnic joke and the other employees all gave me a dirty look.

173



What product
innovations have
occurred in
baseball in the
past 10 years?
What product
innovations have
occurred in foot-
ball in the past
10 years?

174

APPLIED SPORT MANAGEMENT SKILLS

acquire smaller companies, they often try to bring the smaller company’s culture into align-
ment with their own culture, usually without much success. When developing or changing
culture, remember that what you as a manager say doesn’t count as much as what you
measure, reward, and control—these three actions are powerhouses in influencing behavior.
For example, managers who say that ethics are important but fiddle in a suspicious way
with their financial statements have a hard time establishing a trust climate.

Innovation, Quality, and the Learning Organization

In chapter 3 we noted that creativity is a way of thinking that generates new ideas and that
innovation is the implementation of a new idea. Two important types of innovations are
product innovation (new things) and process innovation (new ways of doing things). You
need to actively seek opportunities and to take action to create new products and processes.
You have to be able to adapt your current practices and thinking and go for innovation. In
fact, organizations are developing innovative climates.

Wilson Sporting Goods’ mission statement is this: “In constant pursuit of innovative
technologies and cutting edge design, to develop breakthrough products that enhance the
performance of all athletes, from the enthusiastic novice to the seasoned professional.”
Wilson has innovated in golf balls with its “longest spin technology” (the world’s first solid
wood golf ball), “solid ball distance” (off-the-tee advance), and “wound ball spin” (shot-
stopping spin around the green).*?

NASCAR has often been viewed as an innovator in car design, body design, tire devel-
opment, and radio communications between team members. For example, safety has
been a major concern for NASCAR, accelerated by the death of Dale Earnhardt on the last
lap of the 2001 Daytona 500. A new product innovation, shock-absorbing “soft walls,” is
being used to protect drivers. The walls will provide a cushion to any driver who happens
to crash into them. Soft walls were first used in the 2002 Indianapolis 500 and were suc-
cessful in reducing the impact on two drivers who hit the walls at speeds of almost 200
miles per hour (322 kilometers per hour). Watkins Glen is considering installing soft
walls in certain dangerous sections after having had numerous accidents during the 2011
races.”

Process innovation occurs when coaches bring in new concepts regarding how games are
played or how players should train for games. For example, computers are used extensively
during preparation for football games, eliminating much of the time-consuming gathering
of video and organizing of notes. Brian Billick, former head coach of the Baltimore Ravens,
is known as a real innovator in this area. His coaches can call up any play on the computer
that either their own team or a competitor has run in previous games. They can retrieve all
plays called for a certain down and yardage combination (e.g., third down and 8 yards to
gain) and what defense the other team played (e.g., a dime defense).

Coaches and players can use their iPads to play back video of plays as soon as they
finish a game or while they are on an airplane flying home from a road game. The gam-
bling industry has had success with apps for the iPhone to help speed up the betting
process.*

Teams now hire video and computer personnel to document every play. However,
teams that are overly aggressive in videotaping might be using illegal tactics. Bill Belich-
ick, head coach of the New England Patriots, was caught on the sidelines videotaping the
Jets’ defensive signals in the first half of the opening game of the season. The NFL fined
Belichick a record amount of U.S.$500,000, and the Patriots were fined U.S.$250,000
and lost one of their first-round draft picks. This incident is often referred to as
Spygate.*

Organizations are always on the lookout for innovations that will help them hold their
own against the competition and stay ahead of it. Successful companies know that innova-
tion can be a powerful competitive advantage. The multimillion-dollar pursuit is to develop
a culture that stimulates creativity and innovation.
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Innovation

To be more innovative, firms are using the
flat organization. As noted in chapter 5, flat
organizations limit their bureaucracies (tall
organizations have superfluous layers of
management, which slows them down and
makes them less able to move quickly on
opportunities); divide labor along generalist lines (not by specialties); and routinely use
cross-functional teams to get the work done, to solve problems, and to identify opportunities.
Flexibility is the name of their game. Systems are informal and authority is decentralized.
Jobs are designed to be richer in content and in responsibility, and work teams are based
on sociotechnical systems.

Large companies commonly create the small units so essential to innovation within the
framework of their divisions. Innovative organizations commonly create separate systems
for innovative groups, such as new venture units. They also recruit creative people and train
their workforce to think creatively (yes, this can be done!). Their reward system encourages
people to think about new ways to do things. Many organizations reward individuals and
groups that come up with innovative ideas; cash, prizes (such as trips), praise, and (always)
recognition encourage people to explore the less traveled path.

IZIE Describe an innovation from an
organization you have worked for
or played for. Was it a product
innovation or a process innova-
tion?

Quality

High-performing organizations believe that innovation and quality go hand in hand. In <@ EARNING OUTCOME 5
fact, the characteristics that make a corporate culture innovative are essentially the same State the core
characteristics found in organizations that pursue total quality management (TQM). Out-  5jues of TOM.
door sport and mail-order catalog firm L.L. Bean established a total quality and human
resources (TQHR) department that led the company's efforts to improve quality, efficiency,
and customer service. The TQHR department has saved the company millions of dollars
annually from process improvements.

The core values of TQM involve a companywide focus on (1) delivering customer value Do the Patriot

teams led by Bill

and (2) continuously improving the system and its processes. TQM cultures emphasize trust, Belichick in the
open communication, a willingness to confront and solve problems, openness to change, inter- past several years
nal cooperation against external competition, and adaptability to the environment. In TQM fulfill the two core
organizations, people are the most important resource. Therefore, TQM organizations go to values of TQM?

APPLYING THE CONCEFT 0.9

Getting to Innovation
Check each statement that describes an innovative corporate culture.
11. We have a very tall organization in our local soccer league.

12. |tried for months to develop a stronger skate blade for hockey, but it didn’t work. However, my boss
thanked me profusely for trying.

13. It drives me nuts when I'm given a task and my boss tells me exactly how to do the job, down to
crossing the T's and dotting the I's. Why can’t | meet the objective my way for a change?

14. This athletic footwear company has a policy, procedure, and rule for everything under the sun.

15. We strive mightily to make sure that our coaches’ jobs are broad in scope and that coaches have a
lot of autonomy to get the job done their way.
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great lengths to make sure their workforce gets the best training available, and they stress
teamwork. Employees use cutting-edge technology and innovations to improve customer
value. TQM cultures are strong cultures in which values support and reinforce the organiza-
tion's strategic purpose—that of aligning people, processes, and resources to create value
for customers through continuous improvement.

The late W. Edwards Deming developed 14 points that are pivotal in creating a TQM
culture. Deming’s points improve people’s job satisfaction as well as product quality, pro-
ductivity, effectiveness, and competitiveness.

The Learning Organization

Toqayrs. managers are knowledge workers, TR 1dentify whether TOM values are
which is a change in the realm of manage-

ment. Knowledge is a dominant source of
competitive advantage, because knowledge
leads to creativity and innovation action.
Success often comes from recognizing new opportunities through knowledge of a market,
industry, or customers. The learning organization is based on knowledge. In a learning
organization, all involved understand that the world is changing rapidly and that they must
not only be aware of these changes but also adapt to the changes and, more important, be
forces for change. The learning organization has a capacity to learn, adapt, and change as
its environment changes to continuously increase customer value.

Organizations need to focus on building “corporate learning,” which is a much broader
idea than simply developing individual skills and knowledge. The learning organization
appears to be an effective model for a fast-changing work environment. Learning organi-
zations thus focus on developing good human resources (HR) policies that will ensure that
they can recruit, retain, and develop the best and the brightest. Learning organizations see that
knowledge flows horizontally—this increases corporate learning as everyone in the organiza-
tion participates in the transfer, sharing, and leveraging of individual knowledge and expertise.
Trust is a crucial part of the learning culture because only by trusting one another can workers
fully exploit their own knowledge and expertise. Creating a learning organization demands
strong leadership, team-based structures, a commitment to empower people, open informa-
tion, strategies built through full employee participation, and a strong, adaptive culture.

operative in your organization or
team. Give specific examples to
support your conclusions.

Diversity

When we talk about diversity, we mean characteristics of individuals that shape their iden-
tities and their experiences in the workplace. Diversity refers to the degree of differences
among members of a team or an organization. People are diverse in many ways. As workers,
we are commonly classified by our race or ethnicity, religion, gender, age, and “other.” A
few of the “other” categories are military status, sexual preference, lifestyles, socioeconomic
class, and work styles.

Effective organizational cultures value innovation, quality, and diversity. Quality and
diversity have a special relationship. To improve the quality of their products and services,
organizations must first understand and address the needs of their workforce, and this
includes valuing diversity. Innovative organizations have long recognized the realities of
the new workforce and how they affect efficiency and effectiveness. Thus, sport managers
are promoting diversity for the benefits and value it brings to the organization.*® In this
section, we discuss the importance of diversity, valuing diversity, and gender diversity.

Importance of Diversity

Diversity is one of the most important issues for academics and sport mangers today.*’
Diversity programs have replaced most equal employment opportunity (EEO) and affirma-
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tive action programs. EEO stressed treating all employees equally, whereas affirmative action
was created to correct the past exclusion of women and minorities from the workforce.
Affirmative action programs established some percentages and quotas. Although quotas
are no longer used, many organizations actively recruit a diverse workforce, because they
now realize that such a workforce responds better to problems. In other words, diversity is
a good strategy in gaining competitive advantage. People with diverse backgrounds bring
diverse experiences and viewpoints to bear on problems, and more creative solutions are
often the result. Diversity helps the individual, the group, and the organization.*®

If you think that diversity doesn't really matter, or that it will not affect you, think again.
The United States population continues to grow, with around 311.6 million people,* and it
is rapidly diversifying.>® However, the Caucasian population is not growing, as there is one
birth for every death.” The population growth is coming from minorities, and more than
half the growth is from Hispanics, as they are now the largest minority group.>? Today, in 10
states, white children are a minority, and in 23 states, minorities now make up more than
40% of the child population.®® One in 12 children (8%) born in America is an offspring
of illegal immigrants; these children are U.S. citizens.>* By around 2040, less than one-half
of the total U.S. population will be Caucasian.> The diversification of America is clearly
affecting us as individuals, as well as business and government. This trend isn't going to
change, and you will witness the shifting percentages as you continue to age. Even if it wanted
to, do you believe any pro team could function without minority employees and players?

If you think that prejudice and discrimination are no longer real problems, think again.
Augusta National had a long history of refusing to allow female members.>® Discrimination
lawsuits now rank among the leading types of crises faced by business leaders. Discrimina-
tion is one of the more pressing issues in organizations today, including those in sport and
leisure. Perhaps nowhere are discrimination and oppression more evident than in NCAA
Division IA intercollegiate athletics.”” Although Title IX opened the doors for equality of
the sexes in the United States, female athletes often don't truly have equal support,*® and
women face constraints in sport organizations.>® Also, there are negative attitudes toward
lesbians and gay men, confirming sexual prejudice.®

Women and minorities are underrepresented in coaching and upper-level management
positions of sport organizations.® Some people think that African Americans make good
players but not good coaches, or that they don’t want to coach. This stereotype is a myth.¢?
However, maybe a new leadership style will be part of the future of NFL teams. The 2007
Super Bowl was a matchup between two coaches, the Indianapolis Colts’ Tony Dungy and
the Chicago Bears’ Lovie Smith, who tended to use a servant management style. This means
they first learned to lead themselves and then learned to lead their teams. Their persona
was a much friendlier, kinder, supportive type of manager. Dungy and Smith didn't curse or
sarcastically chew out players, which makes them stand out in the NFL's scream-and-holler
culture. Both believe they can get their teams to complete more fiercely and score more
touchdowns by giving directions calmly and treating players with respect.® Their method
of leadership was not just a management style but a lifestyle philosophy. Their message is
that life is as important as winning.

Tony Dungy was also known to gather the respect of his players. One former player,
Marcus Jones, said that people just didn't want to let Tony down by losing a game. “He gives
us enough space to where we can be our own people. At the same time, he’s a no-nonsense
guy.” Marcus played for Dungy while on the Tampa Bay Buccaneers. Interestingly, Dungy
was fired by the Buccaneers even though his team regularly made it to the playoffs.

Dungy'’s defensive coordinator, Monte Kiffin, commented, “You don’t feel pressure
coaching for him. You can just be yourself instead of wondering, ‘What if I do something
wrong and upset the coach?'”**

The Super Bowl matchup had the extra excitement of two African American men coaching
against each other after having coached together. They became close friends when Dungy
hired Smith as an assistant coach for the Tampa Bay Buccaneers. Lovie Smith said, "I think a
lot about John Thompson (NCAA Basketball), Bill Russell (NBA)-black coaches who were
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able to win it for the first time. Again, and I speak for Tony Dungy when I say this, we are
just happy as much as anything to lead our two teams with an opportunity to win it all."®

Valuing Diversity

Organizations have a moral obligation to accept all employees, irrespective of their indi-
vidual differences.®® When organizations value diversity, they focus on training everyone in
their workforce—from all the different races and ethnicities, religions, ages, and abilities,
as well as both men and women—to function together effectively so that all employees
are treated fairly and justly. The interest in diversity arises from the notion that a diverse
workforce can bring real, tangible benefits to the organization.®” The goal is a climate of
dignity and trust, and in such a climate everyone wins. The organization wins because its
workforce has a synergy that is fertile ground for creativity and innovation, and this can
only help the organization in its ultimate goal of continuously improving customer value.
The workforce wins because work becomes a place people can enjoy and value for its fair-
ness and team spirit and on which they can build a good life.

To attain this ideal climate, organizations need to find ways to manage diversity, because
with diversity come numerous belief systems, mores, and culturally acceptable and unac-
ceptable ways of behaving that sometimes conflict. Recall table 2.1 in chapter 2, which
details some cultural differences.

Think about something as simple as pointing your finger. This is OK in some cultures—it
is just a way to identify what you're referring to. But it is considered rude in other cultures
and even obscene in some. Or take personal space—this varies around the world, and when
personal space is violated, people get very uncomfortable. But we don’t go around asking our
colleagues whether we're in their personal space. Take winning in a team sport—different
cultures handle winning and losing very differently. This is where diversity management
and training come in. Don't look at diversity training and management as a pesky task to be
merely tolerated—it is an opportunity to understand our world better and an opportunity
for personal, professional, and organizational growth.

As shown in figure 6.3, a solid diversity management program requires four building
blocks. The first and most important building block is the support and commitment of top
management. People throughout the organization look to management to set the example.
If top management is committed and actively supports diversity programs, others will
follow their lead—hence the term diversity leadership. Diversity leaders and their teams
develop the diversity policies and practices that the entire organization commits to. The
final building block is, of course, diversity training. Skill-Builder 6.2 on diversity training
will help examine your values and belief system about working in a diverse workforce.

Gender Diversity

Before we discuss gender issues, complete the Self-Assessment to determine your attitude
toward women in the workplace. Female readers should complete this assessment also;
you may be surprised at what you learn!

Although women's sports are growing, it's hard to make social change to true equality
between the sexes. Do women get equal treatment at work today? According to the U.S.

Top management support and commitment

A

v v v

Diversity leadership Diversity policies and practices Diversity training

FIGURE 6.3 Managing diversity.
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Census Bureau, despite the Equal Pay Act, which was passed more than 30 years ago and
requires equal pay for the same job, women's earnings were 77.4% of men's in 2010,
compared to 77.0% in 2009.%® Some sport organizations have promoted women to high-
level positions (e.g., the International Olympic Committee, the Canadian Interuniversity
Sport organization, and the NCAA). Springfield College, which is known as the birthplace
of basketball and where around one-third of the student body play on 27 intercollegiate
athletic teams and more than 70% of the student body play intramural sports, had its first
female AD in 2000. However, the glass ceiling is still a fact of life as women struggle to
access middle and upper managerial jobs in commercial, voluntary, and nonprofit sport
organizations.® According to the National Golf Foundation, golf is dominated by men.”
Part of the reason is that men have the power in all types of sports and so far have been
able to keep it.”” Women have largely been limited to coaching other women, whereas men
commonly coach both men and women. Men coach women’s NCAA basketball and the
WNBA, but women do not tend to coach men’s NCAA basketball or the NBA. In youth sport
in many areas, mothers are generally not role models, because it is much more common
for the fathers to coach their daughters. Females are also much more willing to watch males
play sports than males are to watch females.

Title IX was actively debated in 2007, which was the 35th anniversary of the landmark
U.S. decision. The third prong stipulates that a school is in compliance if it “is fully and

el

Women at Work

For each statement, select the response that best describes your belief. (Be honest!)

Strongly agree Agree Not sure Disagree Strongly disagree
5 4 3 2 1

—_

. Women lack the education necessary to get ahead.

Women's entering the workforce has caused rising unemployment among men.
Women are not mentally strong enough to succeed in high-pressure management jobs.
Women are too emotional to be effective managers.

Women managers have difficulty in situations calling for quick and precise decisions.
Women work to earn extra money rather than to support a family.

Women are out of work more often than men.

© N 2 Ok @ N

Women quit work or take long maternity leaves when they have children.
9. Women have a lower commitment to work than men.

10. Women lack the motivation to get ahead.

___ Total
To determine whether you have a positive or negative attitude, total your score and place it on the following
continuum.
Positive attitude Negative attitude
10 20 30 40 50

Each statement represents a commonly held attitude about women in the workplace. However, research has
shown all of these statements to be false. Such statements stereotype women unfairly and create glass ceilings.
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effectively accommodating the interests and abilities of the underrepresented sex.” The
clarification allows institutions to use web-based surveys to demonstrate insufficient inter-
est. Former world number-one female tennis player and current women'’s rights advocate
Billie Jean King called the clarification ludicrous, suggesting that most females will not take
the time to complete the surveys.”

A Title IX decision that carried a significant amount of damages was awarded during the
35th anniversary of the landmark decision. Lindy Vivas, a former Fresno State University
volleyball coach, was awarded U.S.$5.85 million for having been illegally fired from her
coaching position. A jury ruled that the school discriminated against her for speaking up
on behalf of female athletes. The more Lindy Vivas asked for equal opportunity (adequate
equipment and practice facilities) for her team, the more her male counterparts worked
against her.”?

Sexual Harassment

Women are also more commonly sexually harassed than men at work, and same-sex
harassment also takes place at work. Sexual harassment is any unwelcome behavior of a
sexual nature. Actions such as touching private body areas (defined for kids as the bath-
ing suit area) or requiring sex for getting, keeping, or advancing on the job are considered
sexual harassment the first time. With other sexual behavior, however, things are not
always so clear, as illustrated in Applying the Concept ahead. When you are in doubt,
tell the person not to repeat the behavior again or you will report the offense as sexual
harassment; if the behavior is repeated, report it internally; and if no satisfactory action
is taken, consider legal action with the Equal Employment Opportunity Commission
(EEOC). For more information on sexual harassment, visit the EEOC website at www.
€eoc.gov.

Mentoring

A word about mentoring is pertinent here. Mentors are highly skilled people who prepare
promising employees for advancement; they function at every level of the organization.
Mentoring enhances management skills, encourages diversity, and improves productivity.
Mentoring programs also help women and minorities break the glass ceiling.

Skilled mentors can help you develop expertise, poise, confidence, and business savvy.
Ask about mentoring opportunities at work. If your organization doesn’t have a mentoring
program, seek out a person whose professional attributes you admire and would like to
emulate and ask him or her to mentor you.

APPLYING THE cONCEPT 0.4

Sexual Harassment
Check each behavior that would be considered sexual harassment in the workplace.
_____16. Jose tells Claire she is sexy and he'd like to take her out on a date.
17. Sue tells Josh he'll have to go to a motel with her if he wants that promotion.

18. Joel and Kathy hang pictures of nude men and women in their office cubicles in view of people walk-
ing by.
19. For the third time after being politely told not to, Jamal tells Anita a sexually explicit joke.

20. Ray puts his hand on his secretary Lisa’s shoulder as he talks to her.
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Organizational Development

Organizational development (OD) is the ongoing planned change process that organiza-
tions use to improve performance. HR departments (discussed in chapter 7) are usually
responsible for OD. Change agents are people selected by HR management to be respon-
sible for the OD program. Change agents may be members of the organization or hired
consultants.

Lewin’s Change Model

In the early 1950s, Kurt Lewin developed a model that is still used today to change people’s
behavior and attitudes. Lewin’s change model consists of three steps (see table 6.3).

1. Unfreezing: This involves reducing the strength of the forces that maintain the status
quo. Organizations often accomplish unfreezing by introducing information that
shows discrepancies between desired performance and actual performance.

2. Moving: In this step, behavior begins to shift to the desired behavior. That is, people
begin to learn the new desired behavior, and they also begin to embrace the values
and attitudes that go with it. Shifts in strategy, structure, technology, and people or
culture may be needed to attain the desired change.

3. Refreezing: The desired change becomes the new status quo. Reinforcement and
support for the new behavior are often required for refreezing.

TABLE 6.3 Two Change Models

Lewin’s change model Comprehensive change model

Step 1: Unfreezing Step 1: Recognize the need for change.

Step 2: Moving Step 2: Identify possible resistance to the
change and plan how to overcome it.

Step 3: Refreezing Step 3: Plan the change interventions.
Step 4: Implement the change interventions.

Step 5: Control the change.

Comprehensive Change Model

Today’s rapidly evolving business environment has necessitated expansion of Lewin's
original model. The expanded model (also presented in table 6.3) involves the following
actions:

1. Recognize the need for change. Clearly state the change needed—set objectives.
Consider the systems effect—that is, how will the proposed change affect other
areas of the organization?

2. Identify possible resistance to the change and plan how to overcome it. Use the
resistance matrix in figure 6.2 on page 171, and then follow the guidelines in
table 6.3.

3. Plan the change interventions. A careful diagnosis of the problem (step 2) often
indicates the appropriate interventions. (Interventions are discussed next.)

4. Implement the interventions. Change agents oversee the interventions (from start
to finish) to bring about the desired change.

5. Control the change. Follow up to ensure that the change is being implemented and
maintained. Make sure the objective is met. If not, take corrective action.
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Change Interventions

OD interventions are specific actions taken to implement specific changes. What follows is a
brief survey of common interventions (see figure 6.4).

Training and Development

Most interventions include some
form of training and development.”
Training is the process of develop-
ing skills, behaviors, and attitudes
that will enhance performance.
MLB players, for example, spend
the month of March in Florida and
Arizona in spring training. During
this time, teams work on develop-
ing hitting, pitching, and fielding
skills. (We examine training and

Y

Training and development

Y

Force-field analysis

Y

Survey feedback

Grid OD

Y

development in more detail in oD s Sensitivity traini
Chapter 7.) interventions > ensitivity training
Force-Field Analysis > Team building

Particularly useful for small-group
(4-18 members) problem solv-
ing, force-field analysis involves
assessing current performance and
then identifying the forces hinder-

Process consultation

Y

ing change and those driving it. " Job design
The result is a diagram that gives
an overview of the situation (see ,

> Direct feedback

figure 6.5 for an example). The
process begins with an appraisal of
current performance—this assess- FIGURE 6.4 Organizational development interventions.

ment appears in the middle of the

diagram. Forces that are holding back performance (hindering it) are listed at the left side
of the diagram. The forces driving change are listed at the right side. Diagramming the
situation clarifies thinking and helps change agents develop strategies. The basic thrust is
to find ways to strengthen the driving forces and simultaneously diminish the hindering
forces. The diagram often points the way to a promising strategy. As an example, we created
a force-field diagram (see figure 6.5) for a hypothetical footwear company that has been
losing market share. Our analysis indicates that the footwear company should focus on
production and sales forecasting.

Survey Feedback

One of the oldest and most popular OD techniques, survey feedback uses a questionnaire
to gather data that are used as the basis for change. Survey feedback is commonly used
in step 1 of the change model. Different change agents use slightly different approaches;
however, a typical survey feedback includes six steps:

1. Management and the change agent do preliminary planning to develop an appro-
priate survey questionnaire.
2. The questionnaire is administered to all members of the organization or unit.

3. The survey data are analyzed to uncover problem areas for improvement.



SPORT CULTURE, INNOVATION, AND DIVERSITY

Hindering forces Present performance Driving forces

Y
A

High cost of production Good company reputation

Quality competitive
products

A

Slow production process
resulting in lost sales

Y

Footwear company
losing market
share

A

Excellent service
Poor forecasting of demand

resulting in some models

Y

sitting in inventory while
other models lose sales

A

Good sales staff

Relatively competitive
prices

Y
A

Tough competition

FIGURE 6.5 Force-field diagram for a footwear company.

4. The change agent presents the results to management.
5. Managers evaluate the feedback and discuss the results with their teams.

6. Corrective intervention action plans are developed and implemented.

Grid 0D

Robert Blake and Jane Mouton have developed a packaged approach to OD. Grid OD is
a six-phase program, with a standardized format, procedures, and fixed goals, designed
to improve management and organizational effectiveness. The six phases are as follows:

Phase 1: Training. Teams of five to nine managers, ideally from different functional
areas, are formed. During a weeklong seminar, team members assess their own leader-
ship style by determining their position on the grid. (You will learn about the grid in
chapter 12.) They work at becoming “9,9 managers” (also explained in chapter 12) who
show high concern for production and people by developing skills in team building,
communication, and problem solving.

Phase 2: Team development. Managers return to the job and use their new skills as 9,9
managers.

Phase 3: Intergroup development. Work groups improve their ability to cooperate and
coordinate their efforts. This is fostered by joint problem-solving activities.

Phase 4: Organizational goal setting. Management develops a model for the overall
organization that it will strive to achieve.

Phase 5: Goal attainment. The changes needed to become the model organization are
determined and implemented.

Phase 6: Stabilization. The first five phases are evaluated to determine whether imple-
mentation is working, to stabilize positive changes, and to identify areas that need
improving or altering.

Sensitivity Training

Sensitivity training includes a training group (a T-group) of 10 to 15 people. The training
sessions have no agenda. People learn about how their behavior affects others and how
others’ behavior affects their own. Understanding each other’s styles and qualities helps
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people get along better. The popularity of T-groups peaked in the 1970s as organizations
questioned the on-the-job value gained through the training. Although T-groups are still
used, they have largely been replaced by team building and process consultation.

Team Building

Team building is probably the most widely used OD technique, besides training; it includes
training, and its popularity will continue to grow as more companies use teams. Team
building helps work groups increase structural and team dynamics and thus performance.
Team building is a powerful tool and a crucial one as well, because team effectiveness and
ineffectiveness, both within teams and between teams, affect the results of the entire orga-
nization. Team building can be used as a comprehensive program, in which top executives
first go through the program and then go through it with their middle managers, who
then go through it with their groups, and so on throughout the organization. However,
team building is more widely used by new or existing groups to pinpoint ways to improve
effectiveness.”

Team-building activities are quite diverse—indeed, they use many techniques developed
in coaching sports. Teams may play in a golf tournament, play a single game of baseball or
rugby, or participate in an “autocross” competition in which teams are timed as they drive
cars through obstacle-course drills until a winning team is determined. The activities are
tied to classroom instruction on the principles of effective team building.

Team-building goals The goals of team-building programs also vary considerably, depend-
ing on the group’s needs and the change agent’s skills.” Typical goals include the following:

e To clarify the objectives of the team and the responsibilities of each team member

¢ To identify problems preventing the team from accomplishing its objectives

e To develop team problem-solving, decision-making, objective-setting, and plan-
ning skills

e To develop open, honest working relationships based on trust and an understand-
ing of group members

The team-building program  Team-building agendas and the length of time vary with team
needs and the change agent'’s skills.”” Typical programs go through six stages:

1. Climate building and goals: The program begins with change agents’ establishing a
climate of trust, support, and openness. Change agents discuss the program’s pur-
pose and goals based on data gathered before the program. Team members learn
more about each other and share what they would like to accomplish through team
building.

2. Structure and team dynamics evaluation: Team building endeavors to improve both
how the work is done (structure) and how team members work together as they
do the work (team dynamics). The team evaluates its strengths and weaknesses in
both areas.

3. Problem identification: Change agents use interviews or feedback surveys to
help the team identify its strengths and its weaknesses (areas it would like to
improve). The team next lists several areas where it can improve and then priori-
tizes these areas in terms of how improving each area will help the team improve
performance.

4. Problem solving: The team takes the top priority and develops a solution. It then
moves down the priorities in order of importance. Force-field analysis may be used
here for problem solving.

5. Training: Team building often includes some form of training that addresses the
problems facing the group.
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6. Closure: The program ends with a summary of what has been accomplished. Team
members commit to specific improvements in performance. Follow-up responsibili-
ties are assigned, and a meeting is scheduled to evaluate results.

Process Consultation

Process consultation is often used in the second stage of team building, but it is also
commonly used as a separate, more narrowly focused intervention. Process consultation
improves team dynamics. Whereas team building frequently focuses on how to get the job
done, process consultation focuses on how people interact as they get the job done. Team
dynamics (or processes) are about how the team communicates, allocates work, resolves
conflict, and handles leadership and how leadership solves problems and makes deci-
sions. Change agents observe team members as they work to give them feedback on
the operative team processes. Under the change agent’s guidance, the team discusses
its processes and how to improve them. Training to improve group processes may also be
conducted at this point. The ultimate objective is to train the group so that process con-
sultation becomes an ongoing team activity. (We examine team dynamics in more detail
in chapter 9.)

Job design, discussed in chapter 5, is also an OD intervention. Job enrichment, which
is part of job design, is commonly used.

Direct Feedback

Situations can occur, particularly with rap-
idly changing technologies, that require a
solution outside the company’s core exper-
tise. In these situations, outside consultants
are often brought in to act as change agents
and to recommend action directly. For
example, some pro teams have hired IBM
to set up their computer systems.

IR Give an example of an OD inter-
vention used recently in your firm
or team. Was it effective? Why
or why not?

0D Interventions

Identify the appropriate OD interventions for each situation.

a. training and d. grid OD h. job design
development e. sensitivity training i. direct feedback
b. force-field analysis f. team building
survey feedback g. process consultation

21. We're not winning, our fans are leaving in droves, our costs are skyrocketing, the voters are unhappy
about funding expensive stadiums that are often empty at games, and the players are about to go
on strike.

22. Everyone can see that team morale is at an all-time low—but why?
23. We need a new scouting system; our present one isn't delivering the goods.
24. We've got a cutting-edge fitness machine and no one to run it.

25. We've got a lot of prima donna star athletes who are more interested in publicity than in winning.
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(@ D TAKE IT TO THE NET

Please visit www.HumanKinetics.com/AppliedSportManagementSkills and go to this
book’s companion web study guide, where you will find the following:

A list of websites associated with the concepts in this chapter
Exercises that you will need Internet access to complete

Online versions of chapter exercises and end-of-chapter learning aids
An exercise that helps you define the Key Terms

LEARNING AIDS

1.

Identify the driving forces behind change.

The forces for change come from the external and internal environment. Changes
in economic, social, demographic, and technological forces require organizations
to adapt to their environments.

List the four variables of change.
Change occurs in strategies, structures, technologies, and people.

Differentiate between fact, belief, and values.
Facts are provable statements that identify reality. Beliefs cannot be proven because
they are subjective, not objective. Values address what is important to people.

Describe the three components of organizational culture.

The three components are (1) behavior (the actions we take), (2) values (the way
we think we ought to behave) and beliefs (if-then statements), and (3) assumptions
(values and beliefs that are so deeply ingrained we never question their truth). The values,
beliefs, and assumptions of an organization guide its decision making and behavior.

State the core values of TQM.
The core values of TQM involve a companywide focus on (1) delivering customer
value and (2) continuously improving the system and its processes.

Describe a learning organization.

Learning organizations consciously create a culture in which people have the
capacity to learn, adapt, and change with the environments to continuously increase
customer value.

Explain how diversity can affect innovation and quality.
A diverse workforce can be more innovative and also more effective at achieving

quality.

. State how force-field analysis and survey feedback differ.

Force-field analysis is used by small groups to diagnose and solve specific prob-
lems. Survey feedback uses questionnaires with large groups to identify problems;
the group does not work together to solve the problem. Force-field analysis is used
to solve problems identified through survey feedback.

Explain the difference between team building and process consultation.

Team building is broader in scope than process consultation. Team building
improves both how the work is done and how team members work together as
they do the work (team dynamics). Process consultation improves team dynamics.
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REVIEW AND DISCUSSION QUESTIONS

1. How do the management functions relate to change?
How does the systems effect relate to the four variables of change?
List the four stages in the change process.

Which of the five reasons for resisting change do you believe is most common?

LA SN

Which of the six ways to overcome resistance to change do you believe is the most
important?

@

Select two sport organizations and discuss the differences between their cultures.

7. Discuss how the two types of innovations could be used by a manufacturer of golf
balls.

8. Discuss how you would use team building to improve the effectiveness of a team
you are playing on or have played for.

9. Do you agree with the core values of TQM? If not, how would you change them?

10. Do you believe that online surveys are an effective method for analyzing the effec-
tiveness of Title IX in the United States?

11. Do you consider yourself to be a creative, innovative person? Why or why not?
12. How has diversity affected you personally?

13. Should men break the glass ceiling and promote more women to top positions?
Why or why not?

14. Should the government get involved in breaking the glass ceiling? Why or why not? If
yes, what should the government do? State pros and cons of government involvement.

15. Do you believe that it is acceptable for people who work together to date each other?
16. Do you have a mentor? Will you get one? Why or why not?

17. As a manager, which, if any, OD interventions will you use?

CASE

Big-Time ADs

Until the late 1970s, the job of a college AD was easy. In the old days, colleges often gave
the AD job to the football coach when he retired.” Playing golf with alumni was a big part
of the job then. The times, how they change!

To say that ADs have many more job responsibilities today is a bit of an understatement.
ADs in the United States supervise coaching staff and teams, oversee million-dollar budgets
and requisitions, work with coaches to schedule events and travel itineraries, help plan
facilities, issue contracts for home contests, watchdog player eligibility, maintain records
of players and insurance coverage for all athletes, manage crowd behavior at events (are
you tired yet?), fund-raise, attend booster club meetings, supervise the sport information
director, maintain marketing publications, attend professional meetings, develop staff, and
conduct weekly meetings to monitor progress!

The AD job is just one of many positions in large U.S. collegiate organizations—college
sports are big business today. The AD may have an associate director, a sport information
director, academic advisors, ticket managers, and event managers. For instance, at Ohio
State University, Gene Smith is in his seventh year as AD.” He oversees a department of
more than 300 employees, 377 acres (1.52 square kilometers) of land, 16.9 million square
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feet (1.57 square kilometers) of buildings, 926 varsity athletes, and 36 varsity sports. His
major constraint (besides human ability) is the National Collegiate Athletic Association
rulebook. Ohio State must comply with these rules or face sanctions. Smith has a nine-
person NCAA rules-compliance staff.

AD jobs are also more complicated because external factors are changing so rapidly.
ADs must keep up with legal issues such as Title IX in the United States, which requires
equal access to education (including athletics) for women. Recruiting athletes is increas-
ingly competitive because more colleges actively pursue athletes as they endeavor to build
winning teams. And unfortunately, athletes (like the wider population) face a wide variety
of social problems such as AIDS, drug addiction, and sexual harassment.

Fund-raising is a constant endeavor—athletic operations are extremely expensive. The
athletic department at Ohio State is expected to operate like a business and at least break
even. As AD, Gene Smith uses the sales and marketing strategies of professional sport: seat
licenses, luxury boxes, corporate sponsorships, new arenas, and high ticket prices. In fiscal
year 2006, Ohio State’s athletic department earned a profit of U.S.$2.9 million on revenues
of U.S.$104.7 million. The football team alone brought in U.S.$60.7 million with a net
profit of U.S.$28.4 million.*

However, the Ohio State football team was not to play in the postseason in 2012, and
the program was to lose nine scholarships between 2012 and 2015 as a result of a scandal
that cost football coach Jim Tressel his job. The NCAA found Ohio State guilty of failure
to monitor the program after it said eight players had received cash from the owner of a
tattoo parlor. AD Smith was surprised that the punishment was so severe.®'

Would you like to be an AD? An assistant AD? A coach? A sport information
director? Visit www.jobsatosu.com for information on jobs in Ohio State’s athletic
department.

Case Questions
Select the best alternative for the following questions. Be able to explain your answers.

1. The forces for change in an AD’s job came from which environment?
a. external
b. internal
c. both

2. The change variable in AD jobs has primarily been what type of change?
a. strategy
b. structure
c. technology
d. people
3. ADs in the United States are not obliged to provide equality for women'’s sports.
a. true
b. false
4. Part of the reason for change in an AD's job responsibilities was to make the athletic
department more cost-effective.
a. true
b. false

5. The primary way to overcome resistance to change as an AD is by
a. developing a trust climate
b. planning
c. stating why change is needed and how it will affect employees
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creating a win-win situation
involving employees
providing support

R N I

all of the above

6. An AD'’s job should be organized around the principles of TQM.
a. true
b. false

7. Ohio State has learned to use professional marketing techniques such as cor-
porate sponsorships to keep up with increasing costs in running an athletic
department.

a. true
b. false

8. ADs perform which of the following job responsibilities?
a. helping plan facilities
b. watchdogging player eligibility
c. scheduling events
d. organizing travel itineraries
e. all of the above
9. Managing diversity is an important part of an AD’s job.
a. true
b. false

10. ADs are in a position to mentor many employees.
a. true
b. false

11. In what sorts of situations do you think ADs use team-building skills?

SKILL-BUILDER EXERCISES

Skill-Builder 6.1: Identifying Resistance to Change
Objective

To develop your ability to identify resistance to change

Preparation

Following are 10 statements made by people who were asked to make a change. Identify
the source and focus of their resistance using the matrix given in figure 6.2 on page 171.
(Because it is difficult to identify intensity of resistance on paper, skip the intensity factor
in this Skill-Builder. However, when you deal with people on the job, don’t skip this step,
because it is often very important.) Select the number (1-9) of the resistance matrix box
that best describes the responses.

1. “But we've never done the butterfly stroke that way before—can't we just do it
the way we've been doing it?”

2. Star tennis player Jill is asked by her coach to try Louise as her doubles partner.
Jill's response: “Come on, coach, Louise is a lousy player. Betty is much better;
please don’t break us up.”
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Team manager Winny tells Mike to stop letting everyone on the team take
advantage of him by sticking him with extra work. Mike’s response: “But I want
the team to like me—if I don't help people, they might not like me.”

“I can’t learn to use the new computer—I'm just a jock, and I'm not smart
enough.”

Star defensive back Chris is asked to help develop a rookie player: “Do I have
to? I broke in our last rookie, Wayne. He and I are getting along really well.”

Rookie Tina has an idea for a new soccer play. Coach Chuck quickly dismisses
it—"Learning this new play would be a waste of time; our current plays
are fine.”

Diane organizes ticket sales. Her manager, Sue, directs her to take on a new
responsibility—arranging the softball team’s travel itinerary. Diane’s response:
“The job I'm doing now is more important.”

“I don’t want to play with that team. It has the lowest performance record in
the league.”

“Keep me in the kitchen part of the sports bar. I can’t work the bar because
drinking is against my religion.”

“But I don't see why I have to stop showing pictures of racing car accidents to
help sell tickets to our racing events. I don’t think it’s unethical. Our competi-
tors do it.”

In-Class Application

Complete the preceding skill-building preparation before class.
Choose one (10-30 minutes):

e Break into groups of three to five members and present your findings on the pre-
ceding questions. Try to reach a group consensus on the most probable resistance
for each statement.

e Conduct informal, whole-class discussion of student findings.

Wrap-Up

Take a few minutes to write your answers to the following questions:
What did I learn from this experience? How will I use this knowledge?

As a class, discuss student responses.

Skill-Builder 6.2: Diversity Training

Objective

To increase your appreciation for the value of diversity and your understanding for what
it feels like to be different



SPORT CULTURE, INNOVATION, AND DIVERSITY

Preparation
Fill in the blanks. (You can elect not to share your responses in your group.)
Race and Ethnicity
1. My race: My ethnicity:
2. My name is It is significant because it means
or | was named after
3. One positive thing about being a is

4. One difficult or challenging thing about being a
is

Religion

5. My religion:

6. One positive thing about being a is

7. One difficult or challenging thing about being a
is

Gender

8. My gender:

9. One positive thing about being a is

10. One difficult or challenging thing about being a
is

11. Men and women are primarily different in because

Age
12. My age:

13. One positive thing about being my age is

14. One difficult or challenging thing about being my age is
Ability
15. Tam of (high, medium, low) ability in college and on the job. I (do, don't) have a
disability.

16. One positive thing about being of
ability is

17. One difficult or challenging thing about being of
ability is
Other

18. One major way in which I'm different from other people is

19. One positive thing about being different in this way is

20. One difficult or challenging thing about being different in this way is
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Prejudice, Stereotypes, Discrimination

21. Describe ways in which you have been prejudged, stereotyped, or discriminated
against.

In-Class Application

Complete the preceding skill-building preparation before class.
Do each activity (10-30 minutes for each):

¢ Break into groups of three to five members. Strive to make your group as diverse
as possible. If necessary, your instructor will reassign students to improve group
diversity. Present your findings on the previous questions. Select a spokesperson to
present one or two of your group’s best examples for item 21 to the class.

e Inyour group, role-play the stereotyping situation assigned to you by your instructor.
Discuss how it feels to be on the receiving end of stereotyping.

e Conduct informal, whole-class discussion of student findings.

Wrap-Up

Take a few minutes to write your answers to the following questions:
What did I learn from this experience? How will I use this knowledge?

As a class, discuss student responses.

SPORTS AND SOCIAL MEDIA EXERCISES

1. Does your local professional sport team have a diversity policy on its website?

2. Ifyou were the marketing director for your local professional sport team, what forms
of electronic media would you use to promote the diversity goals of your team?

GAME PLAN FOR STARTING A SPORT BUSINESS

Building an organization with a diverse workforce doesn't just happen. Can you think of
three strategies to help increase diversity in your new sport organization?

1. Diversity strategy 1

2. Diversity strategy 2

3. Diversity strategy 3




Human Resources
Management

LEARNING OUTCOMES

After studying this chapter, you should be able to

—

describe the four parts of HR management;

2. differentiate between a job description and a job specification and explain why they are needed;
3. state the two parts of attracting employees;
4. explain how hypothetical questions and probing questions differ;
5. state the purposes of orientation and training and development;
6. describe job instructional training;
7. define the two types of performance appraisals;
8. explain the concept “You get what you reward”;
9. state the two major components of compensation;
10. describe how job analyses and job evaluations are used; and
11. give a brief history of labor relations in Major League Baseball.
KEY TERMS
human resources management assessment centers comparable worth
bona fide occupational orientation labor relations
qualification (BFOQ) training salary caps
strategic human resources development reserve clause
. p'a"”'“9 ] vestibule training free agent
job description . . -
. AT e performance appraisal collective bargaining
job specifications . .
i compensation strike
recrwt.lng job evaluation lockout
selection
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DEVELOPING YOUR SKILLS

The most important resource of any organization is its people—human resources (HR). You
need to understand the HR laws and regulations—the rules of the game—to be a successful
sport manager. HR managers need to recruit and select talented employees and players to
win games. They also need good managers and coaches to train and develop the human
resources. In addition, they need to evaluate the HR performance, retain top talent, and possibly
engage in union negotiations. On a more personal level, in this chapter, you can develop your
skills by using the models to interview candidates, train HR, and assess their performance.
You may also consider HR management as a sport management career.

REVIEWING THEIR GAME PLAN
Finding Job Openings in Sport Management

The goal of many sport management students is to work in the sport industry. How do you
make this career goal happen? Learn to work with HR departments. The HR department of an
organization is involved in the entire hiring process. This includes helping write the criteria for
the job opening, posting the advertisement in various publications and on websites, selecting
the initial set of candidates, interviewing the candidates, and negotiating a salary and benefit
package for the chosen candidate.

The first step in job searching is to research the field of interest. Conduct a broad search of
current job openings to gain some insight into the various types of positions that HR depart-
ments are trying to fill. As of this writing, the following were six available positions advertised
at www.teamworkonline.com.

1. Executive Director, Golden State Warriors Community Foundation - Golden State
Warriors (Oakland, CA)

Vice President of Sales and Marketing - Sportsdigita (Minneapolis, MN)
Ms&E Corporate Ticket Account Executive - Sacramento Kings (Sacramento, CA)
Creative Services Coordinator - New Orleans Hornets (New Orleans, LA)

Premium Seating Manager - Sacramento Kings (Sacramento, CA)

o o & 0N

Assistant, Human Resources - Memphis Grizzlies (Memphis, TN)

The sixth position listed was specifically in the field of human resources. The HR assistant
for the Memphis Grizzlies of the NBA provides assistance in recruitment and staffing, person-
nel records, employee relations, benefits, and training. Starting as an assistant in HR can lead
to a career as the vice president of HR for an organization. Would you like to work in HR?

For current information on job openings in sport management, please visit www.team-
workonline.com. (For more information on careers in sport management, see the appendix.)

LEARNING OUTCOME 19> Human Resources
Describe fhe four Management Process and Department

parts of HR man-

agement. Every team and organization is only as good as its players and workers. Thus, the key

driver of business success is HR manage-

ment practices of hiring and developing B Doscribe your experiences with

greaF people. HR manggement is about the HR department in the orga-
helping the entire organization understand o
nization you work for or play for.

and manage its people, and you should be
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Human resources planning
Strategic human resources <

Y

planning
Job analysis
A
Y Y
Retaining employees
Compensation Attracting employees
Health and safety < > Recruiting
Labor relations Selecting
Termination and outplacement
A A
Y

Developing employees

Orientation
Training and development
Performance appraisal

Y

A

FIGURE 7.1 Managing human resources.

committed to treating your people well.! Human resources management (also known as
staffing) consists of planning, attracting, developing, and retaining employees. HR practices
affect firm performance. Figure 7.1 gives an overview of this four-part process; the arrows
indicate how the parts mesh to create a systems effect. For example, how an organization
compensates its employees affects the caliber of people it will attract; labor relations affect
planning; job analysis affects training; and turnover affects attracting and developing
employees. Thus, systems thinking is important to sport management.

One of the four major functional departments in organizations, the HR department is a
staff department that advises and assists all other departments. Larger companies (usually
about 100 or more employees) tend to have a separate HR department that plans HR prac-
tices for the entire organization. HR managers are responsible for developing HR practices
and systems,? which you will learn about throughout this chapter.

Legal Environment

All organizations have to conduct business in accordance with the law. It is the job of the
HR department to ensure that everyone in the organization complies with the law. The laws
tell organizations what they must and must not do. Recall the importance of Title IX, which
requires equality for females in sport in the United States.? Also, Title VII of the Civil Rights
Act of 1964 prohibits employment discrimination based on race, color, religion, sex and national
origin.* Just as all athletes should be treated fairly and justly, irrespective of differences, so
should all employees.® The legal environment affects HR practices in significant ways, so
understanding HR law is important to sport management. As a manager, you will most likely
be involved in hiring employees; and if you break the law you and your organization can
get into legal problems and end up in court, and you can even be sent to jail. This section
teaches you the basics of HR equal employment opportunity law and what you can and
can't ask candidates during employment recruiting.

Equal Employment Opportunity

Equal employment opportunity (EEO), a 1972 amendment to the U.S. Civil Rights Act of
1964, prohibits discrimination in the workplace on the basis of sex, religion, race or color,
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or national origin and applies to virtually all private and public organizations in the United
States that employ 15 or more employees. Who is considered a minority by the EEO? Just
about anyone who is not a white male, not of European heritage, or not adequately edu-
cated. Thus, in the United States, Hispanics, Asians, African Americans, American Indians,
and Alaskan natives are minorities. Women are not a minority, but they also get protection.
The EEO also protects disadvantaged young people, disabled workers (Americans With Dis-
abilities Act), and people older than 40 years (Age Discrimination in Employment Act).¢

Although the law protects women from discrimination in employment, they are not con-
sidered a legal minority in the United States because they make up half of the population
and in some situations constitute a majority. Also, although overweight people are not a
minority in the United States (127 million American adults are overweight, and nearly 70
million are obese), overweight people in the United States suffer discrimination in selec-
tion and hiring, promotions, earning potential, and compensation.’

The Equal Employment Opportunity Commission (EEOC), which is responsible for enforcing
EEO mandates, has field offices across the United States and operates a toll-free line (1-800-
USA-EEOC) around the clock to provide information on employee rights. It also has a website
(www.eeoc.gov). If you are not sure whether your HR policies are legal, contact the EEOC.

The U.S. General Counsel is responsible for conducting EEOC enforcement litigation under
Title VII, the Equal Pay Act, the Age Discrimination in Employment Act, and the Americans
With Disabilities Act. Violation of antidiscrimination laws can lead to investigation by the
EEOC or to class action or individual lawsuits. Courts find discrimination when selection
criteria are vague, elusive, unstructured, undefined, or poorly conceived. As a manager, you
should be familiar with your organization’s EEO compliance. Although laws are in place
and progress has been made, discrimination in HR practices still exists in the United States.

Preemployment Inquiries

No one in your organization—not recruiters, interviewers, other HR staff, or line manag-
ers—can legally ask discriminatory questions, either on the application or during interviews.
Here are two rules to guide you:

1. Besure that every question you ask is job related. When developing questions, make
sure you have a purpose for using the information. Ask only for information that
you plan to use in the selection process.

2. Ask all candidates the same gen-
eral questions. Asking women and JJ|[{ZillJf Have you or anyone you know
minorities different questions can ever been asked for discrimina-
lead to legal problems. tory information when you were
screened for a job? If yes, explain

The list under “Preemployment Inquiries the situation.

summarizes U.S. laws concerning what you

can ask for during the selection process

(lawful information you can use to disqualify candidates) and what you cannot ask for
(prohibited information you cannot use to disqualify candidates). Complete the Applying
the Concept box on page 198 for a better understanding of what questions are and are
not legal to ask.

Actually, an organization can discriminate legally for a bona fide occupational qualifi-
cation (BFOQ) for the job. A BFOQ allows organizations to base their hiring decisions on
otherwise discriminatory attributes that are reasonably necessary to the normal operation
of a particular organization. For instance, being a practicing Jew is not a BFOQ for a fitness
instructor at a Jewish Community Center; however, being a practicing Jew is a BFOQ for a
rabbi and teacher of Jewish religion classes. If challenged, the organization must provide
evidence that the BFOQ is needed to do the job.

What BFOQ would an HR assistant for the Memphis Grizzlies have to be concerned
with if she were trying to fill a senior equipment mechanic position?



Topic

Name

Address

Age

Sex
Marital and family

status

National origin,
citizenship, or race

Language

Criminal record

Height and weight

Religion

Credit rating or
garnishments

Education and
work experience

References

Military record

Organizations

Disabilities

Preemployment Inquiries

Can ask

Current legal name and whether the can-
didate has ever worked under a different
name

Current residence and length of residence
there

Whether the candidate’s age is within a
certain range (if required for a particular
job; for example, an employee must be 21
to serve alcoholic beverages); if hired, can
ask for proof of age

Candidate to indicate sex on an applica-
tion if sex is a BFOQ

Whether candidate can adhere to the
work schedule; whether the candidate has
any activities, responsibilities, or commit-
ments that may affect attendance

Whether the candidate is legally eligible
to work in the United States, and whether
the candidate can provide proof of status
if hired

What languages the candidate speaks,
writes, or both; can ask candidate to
identify specific language or languages if
these are BFOQs

Whether the candidate has been con-
victed of a felony; if the answer is yes, can
ask other information about the conviction
if the conviction is job related

Whether the candidate meets BFOQ
height or weight requirements and
whether the candidate can provide proof
if hired

Whether candidate is of a specific reli-
gion if religious preference is a BFOQ;
whether the candidate must be absent for
religious reasons or holidays

For information if a particular credit rating
isa BFOQ

For information that is job related

For names of people who are willing to
provide references or who suggested the
candidate apply for the job

For information about candidate’s military
service that is job related

About membership in job-related organiza-
tions, such as unions or professional or
trade associations

Whether candidate has any disabilities
that would prevent him or her from per-
forming the job being applied for

Cannot ask

Maiden name or whether the person has
changed his or her name

Whether the candidate owns or rents his
or her home

How old are you?

What is your date of birth?

Can you provide a birth certificate? How
much longer do you plan to work before
retiring?

Candidate’s sexual preference

Specific questions about marital status or
any question regarding children or other
family issues

Specific questions about national origin,
citizenship, or race of candidate or par-
ents and relatives

What language the candidate speaks
when off the job or how the candidate
learned the language

Whether the candidate has ever been
arrested (an arrest does not prove guilt);
for information regarding a conviction that
is not job related

Candidate’s height or weight if these are
not BFOQs

Candidate’s religious preference, affilia-
tion, or denomination if not a BFOQ

Unless it is a BFOQ
For information that is not job related

For a reference from a religious leader

Dates and conditions of discharge from
the military; National Guard or reserve unit
of candidate

About membership in any non-job-related
organization that would indicate candi-
date’s race, religion, or the like

General questions about disabilities
(focus on abilities, not disabilities)
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APPLYING THE CONCEPT /. 1

Legal or lllegal Questions

Use "Preemployment Inquiries” to identify the following 10 preemployment questions as

a. legal (can ask)
b. illegal (cannot ask)

—_

. What languages do you speak?

Are you married or single?

How many dependents do you have?

Are you a member of the racecar drivers’ union?

How old are you?

Have you been arrested for stealing on the job?

Do you own your own car?

Do you have any form of disability?

What type of discharge did you get from the military?

© © ® 39 2 g r ODN

—_

Can you prove you are legally eligible to work?

Human Resources Planning

HR develops the HR plans for the entire organization. HR practices guide employees as
they carry out the mission, strategy, and objectives of the firm. Strategic human resources
planning is the process of staffing the organization to meet its objectives. The job of the HR
department is to provide people with the right skills at the right time to meet their goals.?
If a company's strategy is growth, then employees will need to be hired. If its strategy is
retrenchment, then there will be a layoff. One study found that few sport organizations
have adopted a formal HR strategy, and HR practices vary widely across organizations.’
Hiring strategies in professional sport are important elements affecting competitive balance
among teams and revenue sharing.

General managers (GMs) of professional sport teams need to be involved in strategic HR
management. The director of player development for professional teams typically spends
time finding replacements for injured players, working on problems with the coaching staff, and
preparing for contract negotiations. The GMs help to decide when a team releases an aging player,
when a player is no longer worth a long-term contract, and which free agents are worth large
amounts of cap money. If GMs don’t answer these questions correctly, they will likely be fired.

LEARNING OUTGOME 2> Job Analysis

Differentiate

between a job Strategic HR planning determines the number of people and skills needed, but it does not
description and a specify how each job is to be performed. An important part of HR planning is reviewing
job specification information about the job itself. Job design (chapter 5) is the process of developing and
and explain why combining the tasks and activities that compose a particular job. Job analysis is the process
they are needed. of determining what the position entails and the qualifications needed to staff the position.

Thus, job analysis is the basis for the job description and the job specifications.
The job description identifies the tasks and responsibilities of a position. In other words,
it identifies what employees do all day to earn their pay. See the sample job description
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ahead for the athletic director of Division
[T Elms College.*

The next step is to determine job speci-
fications. Job specifications identify the
qualifications needed to staff a position.
The job specifications thus identify the types
of people needed. It answers the question,
What competencies are important for per-
forming the job?!

The process of planning and job analysis is an important first HR activity because it is
your basis for the other three HR processes: attracting, developing, and retaining employ-
ees. If you don't understand the job, how can you select employees to perform it? How
can you train them to do the job? How can you evaluate their performance? How do you
know how much to pay them?

An essential part of job analysis is developing a realistic job preview (RJP). The RJP provides
the candidate with an accurate, objective understanding of the job. Research indicates that
employees who believe they were given accurate descriptions are more satisfied and express
alower desire to change jobs than do those who believe they were not given an accurate job
description. The RJP can lead to job satisfaction, which tends to improve performance.!?

UZE Perform a job analysis on your
current job or one you recently
held. Use your analysis to write
a simple job description and job
specifications. Were you given
a realistic job preview when you
were hired? Explain.

Attracting Employees

After hiring needs have been determined and jobs analyzed, the HR department typically
recruits promising applicants, and line managers select people to fill positions. Thus, it is
a good idea for you to understand the recruiting and selecting process even if you don't
choose HR as your career. During your career you will be interviewed, and as a manager
you will most likely conduct job interviews. This section discusses recruiting methods and
the selection process and then teaches you how to prepare for and conduct a job interview.
Although our focus is on hiring, many nonprofits (NGOs) also have to attract volunteers,
who need to be recruited and selected, especially for mega-events like the Olympic Games.*?

Recruiting

Recruiting is the process of attracting qualified candidates to apply for job openings. For an
organization to fill an opening, possible candidates must be made aware that the organiza-
tion is seeking employees. They must then be persuaded to apply for the jobs. For instance,
recruiting and retaining sport management professors have been challenging in recent years.
Professors with sport management doctorates are in short supply and in high demand as
numerous colleges add new sport management programs to their offerings. Administrators
have to use all types of recruitment methods to attract qualified new doctorate and experi-
enced sport professors. The website higheredjobs.com is increasingly used by colleges and
universities to recruit for sport-related positions.** Recruiting is conducted both internally
and externally; figure 7.2 lists more possible recruiting sources.

General managers have to recruit players by selling unique factors to attract star athletes.
GMs try to attract players by highlighting the nice weather, the large and enthusiastic fan
base, the option to live in a large urban city, and so on. When LeBron James of the Cleveland
Cavaliers became a free agent in 2010, he became part of one of the most public recruitment
processes in sport. James ultimately decided to play with the Miami Heat. James left his
hometown, Cleveland, to be part of Miami's plan to start him, Dwayne Wade, and Chris
Bosh, who was another free-agent acquisition.'®

NCAA football teams also need to recruit high school players to play at their universi-
ties. An ESPN study found that Florida, Texas, USC, Alabama, Florida State, Notre Dame,
Georgia, LSU, Miami, Ohio State, and Oklahoma had had the best recruiting programs since
2007. Of course, recruiting great high school players to play in college is effective only if

< LEARNING OUTCOME 3

State the two
parts of attracting
employees.
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Division 111 College

Position Description

Job Title: Athletic Director

Sample Job Description

Exempt (Y/N): Yes
Department: Athletics
Approved:
Incumbent:

Salary Level:

Supervisor: Vice President of Student Services
Date:

Status: Full-time, 12-month

General Responsibilities

The director is responsible for administering and developing the athletic programs and policies while
supporting student athletes and coaches. He or she is responsible for all areas of compliance as

applied to a Division Il program.

Specific Responsibilities

* Administer all athletic programs.

* Develop athletic programs that reflect the vision outlined by the college.

* Make recommendations for the quality of all athletic programs.

* Ensure consistency between athletic programs, college policies, and strategic plan.

* Monitor compliance as it applies to the student athlete concept, the principles governing intercol-
legiate athletics, gender equity, NCAA Division Il and conference regulations, and legislation.

* Develop marketing concepts in collaboration with the college marketing department.

* Develop and implement promotions and public relations programs in collaboration with the col-
lege marketing department.

* Plan and participate in fund-raising efforts.

* Work with the dean of academics and the dean of students to integrate and administer a high-
quality athletics program.

» Supervise all summer sports camps for children.
* Manage and oversee department budgets.
* Lead and supervise direct reports.

* Develop and implement student athlete recruiting strategies that are in agreement with the
approach and philosophy of the admissions office.

* Monitor recruiting efforts by coaches, making adjustments as needed.

* Monitor coaching styles to reflect the college philosophy surrounding student athletes, making
adjustments as needed.

* Work collaboratively with the human resources office to ensure that college personnel policies
and issues are handled with consistency.

These duties and responsibilities are required of this position. However, the list is not all-inclusive.

Other responsibilities and duties may be assigned to meet mission or strategic plan requirements of
the college, and cooperation of all personnel is expected.




Supervisory Responsibilities

* Administrative assistant

* Contest management

* Director, sport information

* Athletic trainers

* Full-time and part-time coaches

Qualifications and Requirements

Education, Experience, Skills

The ideal candidate for this position will have demonstrated skills and experience in stra-
tegic leadership, written and oral communications, creative approaches, problem solving,
operations, and administration management. Qualifications include a master's degree in
athletic administration, sports management, physical education, or a related field; 5 years
of related experience in a college athletic department; and conference, coaching, and
NCAA experience.

Standards of Performance

* Flexibility and adaptability: Is able and willing to support the strategic plan, mission,
and vision of the college.

* Judgment and decision making: Demonstrates a proactive role in judgment and deci-
sion processes.

¢ Communication: Maintains effective internal and external communications.

* Planning and organizing: Demonstrates skills in managing all aspects of the athletic
department.

* Procedural expertise: Adheres to the procedures and processes as established by
the college.

* Management of projects: Demonstrates leadership skills in meeting desired outcomes
and in oversight of projects.

* Goals and objectives: Develops and implements strategies that support the goals
and objectives established by the athletic department and the college.

* Use of resources: Demonstrates a prudent use of all resources.

 Safety, security, environmental awareness: Consistently exhibits behavior and depart-
ment oversight that promote the safety and security of people and facilities while
ensuring responsible behavior for our environment, both on and off campus.

* Promotes the college’s mission, purpose, and goals and understands the role of this
position in achieving those goals.

Physical Demands and Work Environment

The physical demands described here are representative of those that must be met by an
employee to successfully perform the essential functions of this job. Reasonable accom-
modations may be made to enable individuals with disabilities to perform the essential
functions. The incumbent is exposed to a typical, climate-controlled office environment and
various weather-related conditions (extreme temperature ranges, rain), typical office equip-
ment (computer, printer, fax machine, telephones), usual sport equipment, and associated
items. This position requires sitting, standing, bending, reaching, vision (near, distance),
walking, lifting, climbing stairs, and manual dexterity to perform essential job functions.

Reprinted, by permission, from Elms College.
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they learn to win games together.
The top 10 recruiting universities > Walk-ins
hana won their .share.of NCAA Promotion |¢
National Championships.'¢ from within

s »| Educational
Internal Recruiting institutions

Employee | Internal External

Internal recruiting involves filling referrals |~ sources | sources
job openings with current employ- N e
ees or personal referrals. Promo-
tion from within and employee Previous | ¢
referrals are two common types LT
of internal recruiting. Others > Advertising
include previous employees and

previous applicants who can still -
be contacted. NCAA Division 111 FIBURE72  Recruiting sources.
teams have been criticized for

doing too much internal recruiting of their IR (dentify the recruiting sources
own graduates and have been encouraged to .
4 used to hire you both for your

. -
expand their job searches. current job and for previous jobs.

¢ Promotions from within: Many
organizations post job openings on bulletin
boards, in company newsletters, and on their websites. Current employees can then apply
or bid for the open positions.

e Employee referrals: When job openings are posted internally, employees may be
encouraged to refer friends and relatives for the positions. Typically, employees refer only
good candidates. However, the government has stated that this referral method is not
acceptable when current employees are predominantly white or male because it tends
to perpetuate the present composition of the workforce, which results in discrimination.

External Recruiting

The following are external recruiting sources:

e Walk-ins: Sometimes good candidates come to the organization “cold” (i.e., without
an appointment) and ask for a job. However, professionals tend to send resumes and cover
letters requesting an interview.

e Educational institutions: Organizations recruit at high schools, vocational and
technical schools, and colleges. Many schools offer career planning and placement services
to aid students and potential employers. Take advantage of your career center. Educational
institutions are good places to recruit people without prior experience.

e Agencies: There are three major types of agencies: (1) Temporary agencies, like Kelly
Services, provide part- or full-time help for limited periods. They are useful for replacing
employees who will be out for a short period of time or for supplementing the regular
workforce during busy periods. (2) Public agencies are nationwide government state employ-
ment services in the United States. They generally provide job candidates to employers at
no, or very low, direct cost. (3) Private employment agencies charge a fee for their services.
Agencies are good for recruiting people with experience. Executive recruiters are a type of
private agency often referred to as “headhunters.” They specialize in recruiting managers
or those with high-level technical skills, like engineers and computer experts, and tend to
charge the employer a large fee.

e Advertising: It is important to use the appropriate media source to reach qualified
candidates. A simple “Help Wanted” sign in the window may be appropriate for some posi-
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tions, but newspaper ads will reach a larger audience. Professional and trade magazines are
more suitable for specific skill categories.

Technology is changing how organizations recruit and select employees. Employers now
routinely advertise on the Internet. Numerous websites match applicants and job opportuni-
ties. For instance, websites such as www.teamworkonline.com have become a very popular
source of advertising open positions and finding new candidates. You may want to visit
the website to find sport-related job openings; it has links to jobs and internships with the
NBA, WNBA, NFL, NHL, and MLB. See the appendix for a list of sport management-related
websites. Also, virtually every major organization’s website has a link to career opportuni-
ties, with a list of job openings, most of which can be applied for online.

Selection Process

Selection is the process of choosing the most qualified applicant recruited for a job. Selec-
tion is a crucial activity because bad hiring decisions haunt an organization for years.

Organizations don't follow a universal, set sequence in their selection process. Nor do
they use the same selection process for different jobs. That said, the selection process is
typically composed of the application form, screening interviews, testing, background and
reference checks, interviewing, and hiring. The selection process can be thought of as a
series of hurdles that the applicant must overcome to be offered the job.

Application Form

The first hurdle is typically the job application form. The data that applicants provide on
this form are compared with the job specifications. If they match, the applicant may prog-
ress to the next hurdle. Organizations use different application forms for different jobs.
For professional jobs, resumes often replace the application form.

APPLYING THE CONCEPT /.2

Recruiting Sources

Select the recruiting source that would be most appropriate for the five job openings described.

promotion from within
employee referrals
walk-ins

educational institutions
advertising

agencies

executive recruiters

@ -~ o 2 0 T o

11. You need a 1-month replacement for Jason, who was hurt on the job manufacturing hockey skates.
12. Bonnie, a first-line supervisor in the fitness center, is retiring in 2 months.

13. You need an engineer to design new fitness equipment with very specific requirements. There are
very few people with the qualifications you want.

14. Your sales manager likes to hire young people without experience in order to train them to sell insur-
ance to athletes.

15. The maintenance department for your athletic center needs someone to perform routine cleaning
services.
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Organizations also often use computers to scan application forms and resumes. Before
sending a resume, find out whether the company you are applying to does this. If so, the
HR department can give you specific instructions to make sure your information is scanned
accurately.

Screening Interview

Specialists in HR departments often conduct interviews to screen candidates—those
who they think are promising will continue in the selection process. This saves line
managers precious time. Organizations also now use computers to conduct screening
interviews.

Testing

Tests can be used by organizations when the tests meet EEO guidelines for validity (people
who score high on the test do well on the job, and those who score low don’t) and reliability
(people taking the same test on different days get approximately the same score each time).
Illegal tests can result in lawsuits. Testing achievement, aptitude, personality, and interest
have all been deemed appropriate, as have physical exams. Many organizations are also
testing for the use of illegal drugs, and candidates who fail are dropped from the search.

Both internal and external candidates for management positions are tested
through assessment centers. Assessment centers are places where job applicants
undergo a series of tests, interviews, and simulated experiences to determine their
potential.

Background and Reference Checks

Carefully checking references to verify the information on a candidate’s application form
and resume helps organizations avoid poor hiring decisions. Unfortunately, many applica-
tions contain false statements about applicants” education and experience.

Interviewing

The interview is the most heavily weighted selection criterion and is usually the final hurdle
in the selection process. Interviews give candidates a chance to learn about the job and
size up the organization firsthand. (Is this a place where I want to work?) Interviews give
managers a chance to size up candidates in ways that applications, tests, and references
just don't. (Is he a people person? Is she a leader? Would he be more productive as a team
player or as an independent contributor?) Because job interviewing is so important, in the
next section we take you through the do’s and don'ts of preparing for and conducting job
interviews.

Hiring
After reviewing the information gathered,
managers compare the candidates without Il Create a simple table of the selec-

bias and decide who is best suited for the job. tion methods discussed in this
Managers consider many criteria—qualifica- section, and identify which ones
tions, salary requirements, availability, issues were used for a job you were
of diversity in the department or organiza- offered or for a position you were
tion. The chosen candidate is then contacted offered on a team you played for.
and offered the job. If he doesn’t accept the If a test was used, specify the
offer—or accepts but leaves after a short type of test.

period of time—the next best candidate is

offered the job.
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el Lt

Career Development

The focus of this chapter is on hiring others. But let's take a few minutes to determine how ready you are to
progress in your career.
Answer the questions on a scale from 1 to 5. Place the number (1-5) on the line before the question.

Does not descrihe me Describes me
1 2 3 4 5

—_

. I know my strengths, and | can list several.

| can list several skills that | have to offer an employer.
| have career objectives.

| know the type of full-time job that | want next.

| have, or plan to get, part-time, summer, or internship experience related to my career objectives.

© o & © DN

| have analyzed help-wanted ads or job descriptions and determined the most important skills | need
to get the type of full-time job | want.

7. | know the proper terms to use on my resume to help me get the job | want (full-time, part-time,
summer, internship).

8. lunderstand how my strengths and skills developed in school and on the job are transferable or how
they can be used in jobs | apply for.

9. | can give examples (on a resume and during an interview) of how my strengths and skills can be
used in the job | am applying for.

10. | can give examples (on a resume and during an interview) of suggestions or direct contributions |
have made that increased performance, reduced time or cost, increased sales, or changed a process.

11. If I have limited job experience, | focus more on the skills | developed than on giving job titles, stating
how the skills relate to the job | am applying for.

12. If I have limited job experience, | give details of how my college education, and the skills developed
in college, relate to the job | am applying for.

13. | have a written job objective (preferably on a resume) that clearly states the type of job | want and
the skills | will use on the job.

14. | have, or plan to have, a resume for every job | apply for (full-time, part-time, summer, or internship).

15. | plan to customize each resume, changing the skills and ways in which they are transferable, to each
job | apply for, rather than use one generic resume for all jobs.

Add up your scores, place the number here , and put it on the following continuum.
In need of
Career ready career development
75 65 55 45 35 25 15
Interviewing

Interviewing is a skill you will use over and over, both as an interviewer and as an inter-
viewee. Study this section carefully, and complete Skill-Builder 7.1 on page 226. Figure 7.3
lists the types of interviews and the types of questions used in them.
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Interviews Questions

Structured ¢ ¢ l ¢ j

Unstructured
Semistructured Closed-ended Open-ended Hypothetical Probing

FIGURE 7.3 Types of interviews and questions.

LEARNING OUTCOME 4 >

Explain how hypo-
thetical questions
and probing ques-
tions differ.

206

Choosing the Type of Interview

The three types of interviews are based on structure. (1) In structured interviews, interviewers
use a list of prepared questions to ask all candidates. (2) In unstructured interviews, interview-
ers do not use preplanned questions or a preplanned sequence of topics. (3) In semistruc-
tured interviews, interviewers ask questions

from a prepared. lis.t but a}lso ask unplanned TR What types of job interviews have
que.stlons; that is, 1r1'terv1ewers depart fr.om you participated in?

their prepared questions when they believe

itis appropriate. HR people generally prefer

semistructured interviews because they help

prevent discrimination (the prepared questions are asked of all candidates) and also give
interviewers flexibility in pursuing lines of questioning and conversation that give them
accurate assessments of candidates’ motivation and attitudes. At the same time, the standard
set of questions makes it easier to compare candidates. The amount of structure you should
use in interviews depends on your experience and on the situation. The less experienced
you are, the more structure will help you conduct effective interviews.

Formulating Questions

The questions you ask give you control over the interview; they allow you to dig out the
information you need to make your decision. Make sure your questions all have a purpose
and are job related. Ask all candidates for the same information.

Interviewers use four types of questions. (1) Closed-ended questions require a limited
response, often a yes or no answer, and are appropriate for dealing with fixed aspects of
the job. “Do you have a class I license and can you produce it if hired?” (2) Open-ended
questions allow an unlimited response and are appropriate for determining abilities and
motivation. “Why do you want to be a general manager for our company?” “What do you
see as a major strength you can bring to our team?” (3) Hypothetical questions require can-
didates to describe what they would do and say in a given situation; these questions help
you assess capabilities. “What would you do if a free-agent baseball player wanted his own
private locker room?” (4) Probing questions require candidates to clarify some aspect of their
background or some aspect brought up by the interviewer and help you understand an
issue or point. Probing questions are not planned. “What do you mean by ‘it was tough’?”
“What was the dollar increase your team achieved in ticket sales?”

Preparing for the Interview

Going through the formalized procedure 7
shown in figure 7.4 will help you improve
your interviewing skills.

SR List the types of questions you
have been asked when you inter-
viewed for jobs, and give an
example of each one.
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1. Review the 2. Plan your 3. Plan the type 4. Develop 5. Develop a 6. Develop
job description realistic job of interview. questions form. 3 questions for
and preview. for all 4 each
specifications. candidates. candidate.

FIGURE 74 Preparing to interview.

1. Review the job description and specifications. You cannot conduct an effective
interview if you do not thoroughly understand the job for which you are assessing applicants.
If the job description and job specifications are outdated, or don’t exist, conduct a job analysis.

2. Plan your realistic job preview. One of your jobs as interviewer is to help applicants
understand what the job is and what they will be expected to do. They should know the
job’s “good news” and its “bad news.” Use the job description to plan this preview. It often
helps to give candidates a tour of the work area.

3. Plan the type of interview. What level of structure will you use? The interview
should take place in a private, quiet place, without interruptions. It may be appropriate to
begin in an office and then tour the facilities while asking questions. Plan when the tour
will take place and what questions you will ask. Take your form with you if you intend to
ask several questions.

4. Develop questions for all candidates. Use the job description and specifications to
develop questions that relate to each job task and responsibility. Use a mixture of closed-
ended, open-ended, and hypothetical questions. Don't be concerned about the order of
questions; just write them down at this point. Now check that your questions are job related
and nondiscriminatory. Ask them of all candidates.

5. Develop a form. Once you have a list of questions, determine the sequence. Start
with the easy questions. One approach starts with closed-ended questions, moves to open-
ended ones, and then moves to hypothetical ones, using probing questions as needed.
Another approach structures the interview around the job description and specifications;
the interviewer explains each and then asks questions relating to each responsibility.

Write your questions in sequence, leaving space for checking off closed-ended
responses, for making notes on the responses to open-ended and hypothetical questions,
and for writing follow-up questions. Add information gained from probing questions
where appropriate. Recording the candidate’s responses on this form will help guide you
through the interview and help keep you on topic. Use a clean copy of the form for each
candidate, and make a few extra copies to use when filling the same job in the future or to
help you develop forms for other jobs.

6. Develop questions for each candidate. Review each candidate’s application or
resume. You will most likely want to verify or clarify some of the information given during
the interview. “I noticed that you did not list any employment during 2012; were you
unemployed during that time?” “On the application you stated you had computer training;
what types of computer software are you trained to operate?” Be sure that these individual
questions are not discriminatory—for example, don’t ask only women whether they can
lift a specific amount of weight; ask every candidate this question.

You can note individual questions on the standard form, writing them in where they
may be appropriate to ask, or you can add a list at the end of the form.

Conducting the Interview

Following the steps in figure 7.5 will help make you an effective interviewer.

1. Open the interview. Endeavor to develop rapport with applicants. Put them at ease
by talking about some topic not related to the job. Maintain eye contact in a way that is
comfortable for you and for them.
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1. Open the 2. Give your 3. Ask your 4. Introduce top 5. Close the
interview. > realistic job > questions. > candidates to > interview.
preview. coworkers.
FIGURE 75 Interviewing.

2. Give your realistic job preview. Be sure applicants understand the job require-
ments. Answer any questions they have about the job and the organization. If the job is
not what they expected or want to do, allow applicants to disqualify themselves and close
the interview at that point.

3. Ask your questions. Steps 2 and 3 can be combined if you like. To get the most out
of ajob interview, take notes on applicants’ responses to your questions. Tell each applicant
that you have prepared a list of questions and that you plan to take notes.

During the interview, applicants should do most of the talking. Give them a chance
to think and respond. In addition to making sure the person fits the job requirements, you
also need to determine whether the candidate fits the company and its culture. If some-
one doesn't give you all the information you need, ask an unplanned probing question.
However, if it's obvious that the person doesn’t want to answer the question, don't force
it. Go on to the next question or close the interview. End with a closing question such
as, “I'm finished with my questions. Is there anything else you want to tell me about or
ask me?”

4. Introduce top candidates to coworkers. Introduce top candidates to people with
whom they will be working to get a sense of their interpersonal skills and overall attitude.
Introductions can also give you a sense about whether the person is a team player.

5. Close the interview. Be honest without making a decision during the interview.
Don't lead candidates on. Thank them for their time, and tell them about the next step in
the interview process, if any. Tell candidates when you will contact them—be specific, and
keep your word. You might say, for example,
“Thank you for coming in for this interview.
I'll be interviewing over the next two days
and will call [or e-mail] you with my deci-
sion by Friday of this week.” (Be sure that
you make that call; simple courtesy demands
that you give applicants closure.) After the
interview, jot down general impressions not
covered by specific questions.

IR Use figure 7.5 to analyze an inter-
view in which you were the job
seeker. Did your interviewer use
all the steps we have examined?
If not, why might the interviewer
have skipped some steps?

Avoiding Problems When Selecting

Sport managers often struggle with hiring decisions.'® After all interviews are completed,
compare each candidate’s qualifications with the job specifications to determine who
will be best for the job and will fit with the organizational members and culture. Gather
coworkers’ impressions of each candidate. Here are some tips for the selection process:

e Don't rush. Take your time—this is an important decision. Don’t be pressured into
hiring just any candidate. Find the best person available.

e Don't stereotype. Don't prejudge with assumptions, for example that overweight
people are lazy. Don't leap to conclusions. Be objective and subjective; use analysis to
match the best candidate to the job, but also trust your gut.

e Don'tlook for employees who are copies of you. Remember the tangible benefits of
diversity (chapter 6). A department of your clones will not be an effective team. You want
people with strengths that can offset your weaknesses.
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e Don't look for “halos” and “horns.” Don't judge a candidate on the basis of one
or two favorable or unfavorable characteristics. Look at the total person and at the entire
pool of candidates.

e Don't jump prematurely. Don’t make your selection based solely on the person’s
application or resume, and don't decide right after interviewing a candidate who impressed
you. Don’t compare candidates after each interview. The order in which you interview
applicants can be strongly influential. Be open-minded during all interviews, and make
a choice only after you have finished all interviews. Compare all candidates on each job
specification.

Developing Employees

After an organization has attracted employees, it must develop its employees by orienting
and training them and also by appraising their performance: This is the third HR process.
The topic of this section is orienting and training; in the next section, we discuss apprais-
ing performance.

Orientation

Orientation introduces new employees to the organization, its culture, and their jobs.
Orientation is about learning the ropes. Effective orientation reduces the time needed to
get new hires up to speed, reduces their new-job jitters, and gives them an accurate idea
of what is expected of them. Good orientation and training programs reduce turnover
and improve attitudes and performance. Allowing coworkers to help with orientation is a
good idea because they can pass along unwritten rules of behavior and cultural norms in
the organization.

Although orientation programs vary in formality and content, five elements are shared
by effective programs:

1. Explaining what the organization does (products and services) and the department
functions that the new person will be part of. Many organizations show videos to
explain what the organization is all about.

2. Explaining what the new employee’s job task and responsibilities are.

3. Going over the standing plans (policies, procedures, and rules) that need to be fol-
lowed to get the job done.

4. Then giving the new employee a tour of the facilities.

5. Introducing the new employee to coworkers.

Professional leagues such as the NBA
conduct orientation programs with rookie
players to highlight complexities of being a
professional player. The orientation includes
discussions on the use of illegal drugs and
fiscal responsibility.

IZIlJ§ Describe an orientation you par-
ticipated in recently. Which ele-
ments of effective programs did
it include? Which ones did it
exclude?

Training and Development

Orientation and training often take place simultaneously. Training is about acquiring the
skills necessary to perform a job. Development is ongoing education that improves skills
for present and future jobs. The NBA has the NBA Developmental League to help young
players improve their skills before entering the NBA." Less technical than training, devel-
opment endeavors to strengthen people skills, communication skills, conceptual abilities,
and decision-making skills in managerial and professional employees. Today, ongoing

< LEARNING OUTCOME 5

State the purposes
of orientation and
training and devel-
opment.

How would the
Memphis Griz-
zlies' orientation
program differ
for its first-round
draft pick com-
pared with its
new ticket sales
manager?
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Describe job
instructional train-

ing.
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training is required to help employees keep up with the latest trends, and training has been
recognized as added value to both organizations and employees.

Getting back to sports, some people complain that U.S. colleges and universities are
training foreign athletes to compete against Americans in the Olympics.? If you want to
talk about cross-training, how about the fact that many of the workouts the NFL quarter-
backs learn are straight from baseball, and that ex-MLB pitcher Tom House is teaching
quarterbacks how to throw fastballs?*

Off the Job and on the Job

As the name implies, off-the-job training is conducted away from the worksite, often in
a classroom setting. A common method is vestibule training, which develops skills in a
simulated setting. Vestibule training is used to teach job skills when teaching at the worksite
is impractical. In preparation for the regular season, MLB baseball players attend spring
training in Florida and Arizona every spring to practice before playing on their home fields.

On-the-job training is done at the worksite with the same resources the employee uses
to perform the job. Managers, or employees selected by the managers, usually conduct
the training; and because of its proven track record, job instructional training is a popular
method used in training worldwide. Spring training helps develop teams that are well
coached and players who make fewer errors and have fewer injuries.

Job Instructional Training

Job instructional training (JIT) is composed of four steps (see figure 7.6). Remember that
what we know well seems very simple to us, but new hires and athletes don't yet share this
perspective.

1. Preparation of the trainee: Put trainees at ease as you create interest in the job and
encourage questions. Explain the quantity and quality requirements and their
importance.

2. Presentation of the task by the trainer: Perform the task yourself at a slow pace,
explaining each step several times. Once trainees seem to have the steps memorized,
have them explain each step as you perform the job at a slow pace. Write out complex
tasks with multiple steps, and give trainees a copy.

3. Performance of the task by the trainee: Have trainees perform the task at a slow pace,
explaining each step. Correct any errors and help them perform any difficult steps.
Continue until they can perform the task proficiently.

4. Follow-up: Watch trainees perform the task and correct any errors or faulty work
procedures before they become a habit. Be patient and encouraging. Tell trainees
whom to go to for help with questions or problems. Gradually leave them alone.
Begin by checking quality and quantity frequently, and then decrease the amount
of checking based on the trainee’s skill level.

Training cycle IIIZI}} Identify which JIT steps your

trainer used to teach you your

Figure 7.7 shows the steps in the training Glirant (o) Vs he! iralning on

cycle. Following these steps ensures that

. . - or off the job?
training is systematic and thus effective.
1. Preparation of 2. Presentation 3. Performance 4. Follow-up.
the trainee. > of the task by > of the task by >
the trainer. the trainee.

FIGURE 76 Steps in job instructional training.
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1. Conduct a needs assessment.
Before you begin trainin 1. Conduct a
y 8 . & needs
you must determine your assessment.
staff’s training needs. Based
on your knowledge as a
coach, what skills and plays ¥

Y

do they need to work on? 5. Measure and 2. Set objectives.
RS biecti A . evaluate
. Set objectives. Any train- training results.

ing program should have

well-defined, performance- 1

based objectives. As with all 4
plans, begin by determin- 4. Conduct the 3. Prepare for
ing the end result you want training. training.
to achieve. Your objectives

should meet the criteria dis- A

cussed in chapter 4.

3. Prepare for training. Before
conducting a training ses-
sion, have written plans and
all the necessary materials and equipment ready. If you have ever had an instructor
come to class or a coach come to practice unprepared, you know why preparation
before training is necessary for success.

FIGURE 7.7 The training cycle.

Selecting the training method is an important part of your preparation. You have already
learned about JIT. Table 7.1 lists various training methods. Whatever method you develop,
break the task into steps. Write each step and go through the steps yourself to make sure
they work.

4. Conduct the training. Have your written plan with you, as well as any other materi-
als you will need.

5. Measure and evaluate training results. Linking training outcomes and results will
make you more effective as a trainer. During training and at the end of the program,
measure and evaluate the results to determine whether you achieved your objectives.
If you met your goals, training is over. If you didn’t meet your goals, either continue
the training until your objectives are met or take employees off the job if they cannot
meet the standards.?*> Revise and improve your written plans for future use.

Training Methods

Table 7.1 lists the various training methods available, many of which can be used as part
of JIT. The third column lists the primary skill developed. However, some of the technical
methods can be combined. Technical skill
also includes acquiring knowledge that can
be tested.

When selecting a training method, keep in
mind the sequence of least effective to more
effective training. People learn the least from
what they read only, a little more from what they hear, and more from what they see. People
learn better when combining what they see and hear, and they learn more when they talk
with others. People learn much more from what they use and do in real life, and they learn
even more when they teach someone else. We learn more by doing. Unfortunately, there
is a big gap between knowing and doing. Filling this gap is the foundation of this book’s
focus on learning concepts, applying them, and developing skills that can be used in your
personal and professional lives.

HIEIE Describe the methods used to
‘I 1 train you in your current job.
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TABLE 71  Training Methods

Method
Written material

Lecture

Video

Question and answer

Discussion

Programmed learning

Demonstration

Job rotation

Projects

Role-playing

Behavior modeling

Cases

In-basket exercise

Management games

Interactive video

Definition
Trainees read manuals and books.

Trainees listen to spoken instructions and class lec-

tures.

Trainees learn from television and class videos.

After using the other methods, the trainer asks the
trainees questions about what they read, heard, and

watched.

A topic is presented and discussed.

A computer or book is used to present material,
followed by a question or problem. Trainees select

a response and then are given feedback on their
answers. Depending on the material presented, pro-
grammed learning may possibly develop people skills

and conceptual skills.

Trainers show trainees how to perform the task. This
is step 2 in JIT. Demonstrations can also be used to
develop people skills and decision-making skills.

Employees learn to perform multiple jobs.

Trainees learn via special assignments, such as
developing a new product or a new team. Projects
that require working with people and other depart-
ments also develop people skills and conceptual

skills.

Trainees act out a possible job situation, such as
handling a customer complaint, to develop skill at
handling similar situations on the job.

(1) Trainees observe how to perform the task cor-
rectly. This may be done via a live demonstration or
a videotape. (2) Trainees role-play a situation using
the observed skills. (3) Trainees receive feedback on
how well they performed. (4) Trainees develop plans
for using the new skills on the job.

Trainees are presented with a situation and asked
to diagnose and solve the problems involved. They
are usually asked to answer questions. (Cases are
included at the end of each chapter of this book.)

Trainees are given actual or simulated letters,
memos, reports, and telephone messages typically
found in the in-basket of a person holding the job
they're being trained for. Trainees are asked what, if
any, action they would take for each item and are told
to assign priorities to the material.

Trainees manage a simulated company. They make
decisions in small teams and get the results back,
usually on a quarterly basis, over a period of several
game “years!” Teams are in an “industry” with several

competitors.

Trainees sit at a computer and respond as directed.

Skill developed
Technical

Technical
Technical

Technical

Technical

Technical

Technical

Technical and
conceptual

Technical

People and com-
munication

People and com-
munication

Conceptual and
decision making

Conceptual and
decision making

Conceptual and
decision making

Any of the skills
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APPLYING THE CONCEPT /.9

Training Methods
Select the most appropriate training method for the following situations.
a. written material f. programmed learn- J. role-playing
b. lecture ing k. behavior modeling
c. video g. demonstration l. management games
d. question-and-answer h job.rotation m. in-basket exercise
session Il. projects n. cases

e. discussion

16. Your large department has a high turnover rate. Staff must know the rules and regulations in order
to sell high-quality bicycles.

17. In the athletic center you manage, you occasionally need to teach new employees how to handle
problems they face daily.

18. Your boss has requested a special report.
19. You need your staff to be able to cover for each other as lifeguards at the center's swimming pool.

20. Your staff must know how to handle customer complaints about weather conditions at the ski resort
you manage.

Performance Appraisals < LEARNING OUTCONET

Define the two

After people are hired and trained, organizations need to know how the new employees  types of perfor-
are working out. Is their performance outstanding or merely adequate? For hiring errors, mance appraisals.
dismissal may be needed.?® The HR department is responsible for helping develop per-
formance appraisals for long-term employee development, which is the topic for this
section. Many workers and managers dread performance appraisals.?* A major reason
is that they are not conducted effectively. But if you follow our guidelines here, you can
do a good job.

Performance appraisal is the ongoing process of evaluating employee performance. Per-
formance appraisals (PAs) are a critical part of understanding and managing people. PAs
come in two types—developmental and evaluative. Developmental PAs are used to improve
performance. Evaluative PAs are used to decide pay raises, transfers and promotions, and
demotions and terminations. Evaluative PAs focus on the past, whereas developmental
PAs focus on the future. However, developmental plans are always based on evaluative
PAs. The primary purpose of both types is to help employees continuously improve their
performance. Most firms place the biggest emphasis on evaluation, which is a mistake
because it doesn’t develop employees.

When developmental and evaluative PAs are conducted together—which they commonly
are—the developmental PA is often less effective, especially when an employee disagrees
with the evaluation. Most managers are not good at both judging and coaching. Therefore,
separate meetings make the two uses clear and make the process more productive for both
employee and manager.

Performance Appraisal Process

Figure 7.8 shows the connection between the organization’s mission and objectives and
the performance appraisal process. The feedback loop indicates the need to control human
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Organizational mission
and objectives

A

Y

Y
A

Step 1. Job analysis

Y

Step 4. Prepare for and Step 2. Develop standards
conduct the formal PA and measurement methods

Y

A A

Step 3. Informal PA— .
coaching and discipline

A\ 4

FIGURE 78 The performance appraisal process.

resources performance. Employees’ performance should be measured against the achieve-
ment of the organization’s mission and objectives (chapter 4).

1. Analyze the job. This includes working up the job description and job specifica-
tions. The responsibilities laid out in the job description should be ranked in order of
importance.

2. Develop standards and measurement methods. After determining what it takes to
do the job, you can develop standards and methods for measuring performance. (In the
next section we describe several common measurement methods; we discuss how to set
standards in chapter 13.)

3. Carry out informal PAs through coaching and discipline. Effective PA systems
encompass more than just the once-a-year formal interview; appraising performance is
an ongoing process. We all benefit from regular informal feedback on our performance.
Coaching involves giving praise for a job well done to maintain performance and taking
corrective action when standards are not met. Someone performing below standard may
need daily or weekly coaching or discipline to meet standards. In chapter 13, we examine
coaching and discipline in more detail.

4. Prepare for and conduct the formal PA. Follow the steps in figure 7.9, presented
later in this section.

Performance Standards

Your employees need to know what the organization’s standards are and what your stan-
dards are. Job performance must be defined precisely. Discrimination is prevalent within
sport organizations.” Thus, although intuition is used in appraising performance, you
need to use objective standards to help avoid discrimination. If you give an employee an
average rating rather than a good one, you must be able to clearly explain why. Otherwise,
you may face allegations of discrimination. The employee also needs to understand what
she can do during the next appraisal period to earn a higher rating. If your standards are
clear and you are coaching effectively, there should be no surprises during the formal PA.
In chapter 13, you will learn how to set standards in the areas of quantity, quality, time,
cost, and behavior.
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Preparing for the PA

Evaluative PA
1. Make an 2. Ask employee to 3. On a PA form, 4. Identify his/her 5. Think about how
appointment. perform a self assess his/her strengths and he/she might react
assessment. performance using >  areas for and how you can
your notes and improvement. address his/her
his/her SA. concerns.
Developmental PA
1. Make an 2. Ask employee to 3. Lay out objectives
appointment. develop some that you want the
objectives for employee to
improving his/her accomplish.
performance.
Conducting the PA
Evaluative PA
1. Open the 2. Go over the PA 3. Agree on 4. Close the
interview. form, inviting strengths and interview.
discussion and areas for >
employee’s improvement.
responses.
Developmental PA
1. Open the 2. Agree on 3. Together, develop 4. Make follow-up 5. Close the
interview. objectives a plan for meeting appointment(s) to interview.
—>  together. —>  the objectives. —>  check on how >
things are going.
FIGURE79 Steps in solid performance appraisals.
You Get What You Reward “«LEARNING OUTGOME 8

All of us will do what we are rewarded for doing. We seek information concerning what
activities are rewarded and then endeavor to do (or at least pretend to do) those things,
often to the exclusion of activities not rewarded. The extent to which this occurs depends
on the attractiveness of the rewards. For example, if a professor gives a class a reading list
of several sources but tells students (or the students realize without being told) that they
will not discuss those sources in class or be tested on them, how many students will acquire
and read this list? How about if your professor tells that you A, B, and C from this chapter
will be on the test, but X, Y, and Z will not? Would you spend equal time studying both
groups? So clearly tell employees what you expect, and reward (or punish) accordingly.

Measurement Methods

People giving formal PAs often use a standard form (typically rating scales) developed by
the HR department to measure employee performance. Table 7.2 lists commonly used PA
measurement methods. Which PA method is best? This depends on your objectives, on the type
of people in your group, on the work being evaluated, and on your organization’s culture.
Combinations usually work better than any one method. For developmental PAs, critical
incidents and management by objectives (MBQO) work well because they are tailored to the
individual. For evaluative PAs, ranking methods work well because they help you select the best.

Explain the concept
“You get what you
reward.”
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TABLE 7.2 Performance Appraisal Measurement Methods

Critical incidents file: Managers note an
employee’s positive and negative performance
behavior throughout the performance period.
This form of documentation is particularly nec-
essary in today's litigious environment.

Rating scale: Managers simply check off the
employee’s level of performance. Typical areas
evaluated include quantity of work, depend-
ability, judgment, attitude, cooperation, and
initiative.

Behaviorally anchored rating scale
(BARS): This method combines rating and criti-
cal incidents. It is more objective and accurate
than the two methods separately. Rather than
using ratings like excellent, good, average, and
poor, managers choose from several statements

Ranking: Managers rank employee perfor-
mance from best to worst. That is, managers
compare employees to each other, rather than
comparing each person to a standard measure-
ment. An offshoot of ranking is the forced distribu-
tion method, which resembles grading on a curve.
A predetermined percentage of employees are
placed in performance categories: for example,
excellent—5%; above average—159%:; aver-
age—609%; below average—15%; and poor—5%.

Management by objectives (MBO): Manag-
ers and the employee jointly set objectives for
the employee, periodically evaluate the person'’s
performance, and reward according to the
results (see chapter 4 for details).

Narrative: Managers write a statement about
the employee’s performance. The system varies.
Managers may be allowed to write whatever
they want, or they may be required to answer
specific questions about performance. Narra-
tives are often combined with another method.

the one that best describes the employee’s
performance for the given task. A good BARS
makes standards clear.

The problem with most PA forms is that they include measures of non-performance-
related stuff, like initiative, creativity, willingness to take responsibility, and promotability,
which nobody really knows how to measure. As a result, employees try to please the boss
rather than focus on results. Under these conditions, having a good relationship with your
boss—not results—gets you ahead in the firm. Such measures are also very subjective. Suc-
cessful PAs depend on your people skills as a manager and on your fair and objective analysis.

Performance Appraisal Interview

Always plan before you conduct PA interviews. Everybody comes out ahead when you
are well prepared. Figure 7.9 gives you the steps you should follow in your all-important
preparation and in the interview itself. When you conduct interviews, encourage employ-
ees to talk. You want them to feel free to talk and to share concerns; employees’ feeling
of freedom (or lack thereof) builds the trust (or distrust) that makes them more open (or
closed) to viewing the evaluation objectively. Note that figure 7.9 presents the preparation
and conduct of the evaluative and developmental PAs separately. We do this to show you
how they differ and also how they resemble each other. Note the collaborative tone in the
steps. Remember, you and the employee are on the same side—maximizing their potential
is in the best interest of both of you.

As an employee, you should relish a development conversation, because it is your
opportunity to improve your performance and thus get ahead in the organization. So be
sure to leave your PA with a clear understanding of how to improve your performance for
the next session.

Retaining Employees

We have discussed the HR processes of planning, attracting, and developing employees,
so now we present the fourth and last process—retaining employees. Organizations must
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APPLYING THE cONCEPT /.4

Selecting Performance Appraisal Methods

Use table 7.2 to select the most appropriate PA method for the given situation.

critical incidents
rating scales
BARS

ranking

MBO

narrative

-~ ® 2 0 O o

21. The roller-skating rink you started 6 years ago now has 10 employees. You're overworked, so you
want to develop one PA form that you can use with every employee.

22. You've been promoted to middle management at Golf Balls Deluxe. You've been asked to select your
replacement.

23. Winnie, who markets the new line of basketballs, isn't performing up to standard. You decide to talk
to her about ways she can improve her performance.

24. You want to create a system for helping employees realize their potential.

25. Your roller-skating rink has grown to 50 employees. Some of them are concerned that the form you're
using doesn’t work well for the various jobs, so you've hired a professional to develop a PA system
that is more objective and job specific. You have specifically asked him to develop more focused PA
forms.

have HR systems in place to retain good people. High turnover rates can reduce productiv-
ity and profitability.?° Replacing a good employee is expensive; costs vary depending on
the job. Thus, organizations go to great lengths to keep the employees they have because
it's the biggest way to save money.?” If you became a manager of a Walmart sporting goods
department, you'd face an 85% turnover rate of your staff. If you had 100 employees, 85
would have to be attracted and developed every year, so the organizing management func-
tion of interviewing and training would take up most of your time. In the nonprofit sector,
retaining volunteers is also critical to many organizations, including the Olympic Games.

There are numerous strategies for retaining employees. People who believe they are being
justly rewarded tend to stay with an organization. A good work environment keeps people.
So do challenging work and good feedback.?® And so does an informed and highly skilled
HR department. Therefore, in this section we examine three areas that affect employee
retention: compensation, health and safety, and labor relations. Because no company has
100% employee retention, we also discuss termination and outplacement.

Compensation <LEARNING OUTCOME 10

State the two major
components of
compensation.

Compensation is the total cost of pay and benefits to employees. Compensation is piv-
otal in both attracting and retaining employees. Compensation schemes are also related
to performance. For example, NCAA Division III has less funding and thus can have more
challenges in attracting and retaining coaches than does Division I. An important strategic
decision is the organization’s pay level. Pay level refers to whether the organization aims
at being a high-, medium-, or low-paying organization. Low-paying firms may save money
by low-balling wages, but such savings can be lost to the high cost of turnover. However,
Division III colleges can offer coaches and sport managers an opportunity to work in a
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Describe how job
analyses and job
evaluations are

used.
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smaller educational system, often in a rural atmosphere. Overall, sport managers need to
be ethical and not discriminate when compensating employees.

Pay Systems

There are three general compensation methods, and organizations use all three. (1) Wages
are paid on an hourly basis. (If you work 40 hours, you get paid your hourly wage times 40
hours.) (2) Salary is figured weekly, monthly, or annually but does not take into account
the number of hours worked. (If you work 30 hours or 75 hours, your weekly salary stays
the same.) (3) Incentives are paid for performance, which can motivate employees to higher
levels of performance. Incentives include piece rate (pay based on production), commis-
sions (pay based on sales), merit raises (the more productive workers get paid more), and
bonuses. Two common bonuses include a specific reward for reaching an objective and
profit sharing, in which employees get a part of the profits. Pay for performance is also
commonly used. Professional athletes sometimes receive enormous salaries regardless of
performance—MLB player Alex Rodriguez was the highest paid at U.S.$32 million for the
2012 season.?” MLS soccer star David Beckham made $46 million in compensation (pay
and sponsorships) in 2012.3° However, many athletes are paid a base amount and then get
incentive pay if they perform well—that is, if they reach a certain number of hits, touch-
downs, quarterback sacks, or games played. General managers believe that incentive pay
motivates players to excel—to give it their all.

Determining Pay

How much to pay each employee is a difficult decision that all organizations face. Some
organizations use an external approach—they find out what other organizations pay for the
same or similar jobs and set their pay based on that. Other organizations use an internal
approach that involves job evaluation. Job evaluation determines the worth of each job
relative to other jobs in the organization. Organizations commonly group jobs into pay
grades. The higher the worth or grade of the job, the higher the pay. The two approaches
are frequently used together. Comparable worth is yet another approach that has been
around for a while but remains controversial. In comparable worth, jobs that are distinctly
different but that require similar levels of ability, responsibility, skills, and working condi-
tions are valued equally and paid equally. This means that many jobs traditionally held by
women would rise in pay, even though we have previously valued them less than certain
jobs traditionally held by men. In 2012, Congress considered a comparable-worth bill, but
as in the past, it did not become a law.

Benefits

Benefits are the part of a compensation package that is not direct wages. They are also not
merit based. Legally required benefits in the United States include workers’ compensation
to cover job-related injuries, unemployment compensation for when people are laid off or
terminated, and Social Security for retirement. Employers match the amount the U.S. govern-
ment takes out of each person’s pay for Social Security. Benefits that are technically optional
but that are offered in almost all large U.S. companies are health insurance; paid sick days,
holidays, and vacations; and pension plans. Optional benefits (health insurance and pen-
sion plans) are commonly split between employee and employer or are paid completely
by the employee. Other benefits less commonly offered include dental and life insurance,
membership to fitness centers, membership in credit unions, and tuition reimbursement.
Benefits such as elder care and child care are
also on the increase as organizations focus
on work-life issues.

The benefits portion of compensation
packages has been increasing over the years,

1111211} Describe the compensation pack-
1 2 age offered by your employer.
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primarily attributable to the high cost of health insurance. The benefits portion varies with
the level of job from one-third to two-thirds of compensation, but it has been estimated that
the average U.S. worker receives slightly more than 40% of her compensation from benefits.

Health and Safety

The U.S. Occupational Safety and Health Act (OSHA) of 1970 requires U.S. employers to
pursue workplace safety. Employers must meet OSHA safety standards, maintain records of
injuries and deaths attributable to workplace accidents, and submit to on-site inspections.
HR departments commonly are responsible for ensuring the health and safety of employ-
ees. They work closely with other departments and often conduct new-hire training and
ongoing training in this area as well as maintaining health and safety records. A growing
area of concern is workplace uncivil behavior and violence. To learn more about the U.S.
Department of Labor’s OSHA, visit www.osha.gov.

As a manager, you must know the safety rules, make sure that your employees know
them, and enforce them to prevent accidents. OSHA investigated the death of Minnesota
Vikings offensive lineman Korey Stringer, who died of heatstroke during practice. OSHA
determined that the Vikings managers were not to blame. They had given their athletes
proper training on heat stress and provided ample water and a first aid truck.® Stringer’s
death led some teams to add some more safety measures, such as providing plenty of ice,
water, and shade for all players.?

Labor Relations

Labor relations are the interactions between management and unionized employees. Labor
relations are also called union-management relations and industrial relations. There are many
more U.S. organizations without unions than there are with unions. Therefore, not all
organizations include labor relations as part of their HR systems. Unions are organizations
that represent employees in collective bargaining with employers. They are also a source
of recruitment. In the United States, the National Labor Relations Act (also known as the
Wagner Act, after its sponsor) established the National Labor Relations Board (NLRB) in
1935; this board conducts unionization elections, hears unfair labor practice complaints,
and issues injunctions against offending employers.** (To learn more about the NLRB, visit
www.nlrb.gov.)
There are typically five stages in forming a union, as figure 7.10 shows.

Union Organizing in Baseball

American baseball has outlasted panicky owners, spoiled players, scandal, and embarrass-
ment for more than 100 years. America’s national pastime thus provides a rich example of
labor relations. Conflicts between baseball players and owners date back to the 1880s. Fans
have endured five strikes since 1966, and the owners have locked players out three times.
The following brief history provides a background for labor issues in pro sports.

Salary caps are the maximum amount of money a team can spend on players. Today,
capologists are hired to help teams stay under the salary cap limit. The Denver Broncos
hired longtime NFL player agent Mike Sullivan to run their salary cap as director of football
administration. Denver hired Sullivan to direct the club’s negotiating and structuring of
all player contracts.**

However, back in the 1880s, MLB owners established the first salary cap in pro sport—
their U.S.$2,000 salary cap was not peanuts, although it seems paltry today, even taking
into account inflation. MLB's first challenge to its hold on the sport came in 1913, when
Federal Base Ball (FBB) tried to start a new league. Eventually, FBB’s major investors joined
up with MLB.

Player-owner spats continued unabated, however. Have you heard of the Black Sox
scandal? Eight White Sox players threw the 1919 World Series, supposedly because of owner

Do you think an
HR assistant
for the Memphis
Grizzlies has to
be concerned
with OSHA?

<{LEARNING OUTCOME 11

Give a brief history
of labor relations
in Major League
Baseball.
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1. Initial organizing activities

A

If 30% of employees do 2. Signing authorization cards
not sign, the process ends.

3. Determining the bargaining unit

A

If fewe.r than 50% vote for 4" Election
the union, the process ends.

5. Certification

A

Decertification, union voted
out.

FIGURE 7.10  The union-organizing process.

Comiskey’s stinginess.>® Players who dared to criticize management’s infamous reserve
clause (which basically married players to their clubs for life with no chance of divorce)
were called “persons of avowed Communist tendencies” by 1949 Brooklyn Dodgers execu-
tive Branch Rickey. The reserve clause allowed teams to automatically re-sign their players
at the end of the season. By the 1950s, star players were creating their own associations to
discuss such issues as minimum salaries and retirement pensions. However, these associa-
tions were not real unions, so the owners didn't take them seriously.

By the 1960s, baseball players began to believe that a players’ union was the only way
to negotiate better benefits. LA Dodgers star pitchers Sandy Koufax and Don Drysdale held
out before the 1966 season. When they did sign, both players received substantial salary
increases. Koufax settled for 1 year at U.S.$125,000, and Drysdale accepted U.S.$110,000.3°

The late 1960s and early 1970s saw the players’ union try to break management’s infamous
reserve clause. In 1969, St. Louis Cardinals star player Curt Flood asked for a substantial
salary increase but instead found himself promptly traded to the Philadelphia Phillies. He
sued to stay in St. Louis. This case went all the way to the U.S. Supreme Court, which ruled
against Flood, citing the Federal Base Ball decision of 1915. The Flood case showed that
the Supreme Court was unwilling to change the reserve system.*”

A successful challenge to the reserve clause didn’t occur until the 1970s. The first case
came when Charles Finley, owner of the Oakland Athletics, withheld part of Catfish Hunter’s
U.S.$100,000 salary. Hunter's contract stipulated that half of his salary go toward purchas-
ing an annuity in an insurance fund. Finley didn't pay because of a tax question, so he had
not fulfilled the contract; and this allowed Hunter to become a free agent, a player who is
free to negotiate a contract with any team. Catfish Hunter went on to sign a huge contract
with the New York Yankees, and it was the beginning of the end for the reserve system.
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Rather than sit out the 1975 season, Andy Messersmith of the Los Angeles Dodgers
played under the standard contract that was renewed by the Dodgers, but he never signed it.
Courts later ruled that when Messersmith chose to play at the Dodgers’ option, but without
signing the new contract, he became a free agent. Today, subsequent to several versions of
free agency, free agents can sign with any team that will sign them, and the original team
receives a draft pick.

Owners and players still tangle periodically. The 1976 baseball season started without a
contract, so owners locked players out of spring training that year. Owners were subsequently
found guilty in court of three instances of collusion. Collusion meant that the owners were
guilty of working together to organize how they would bid or not bid for free-agent ballplay-
ers. The 1994-1995 baseball season ended in a strike, and the World Series was cancelled.
Even the 2002 season was played under the shadow of labor tensions and threats of a strike.
Fortunately, the two sides were able to negotiate a last-minute settlement, and the 2002
season was completed as scheduled. Since 2002, there has been an ongoing investigation
of the use of steroids in baseball. However, in terms of labor relations in baseball between
owners and players, it has been a period of peaceful coexistence.

Collective Bargaining

Collective bargaining is the process whereby unions and management negotiate a con-
tract that covers employment conditions at the organization. Contracts typically stipulate
compensation, hours, working conditions, and health benefits. Contracts can include other
issues—job security, for example, which is a hot issue for unions today. The NFL and the
NFL Players Association met regularly before the 2011-2012 off-season as their previous
contract was due to expire. However, the two sides could not agree, and a lockout situation
occurred. The two sides finally reached an agreement late in the summer of 2011. When
they agreed, there was a tender moment between the New England Patriots owner, Robert
Kraft (whose wife had passed away days earlier), and player Jeff Saturday from the India-
napolis Colts. The two sides agreed on player health and safety issues; for example, players
can remain in a medical plan for life, and $50 million was set aside for medical research
and health care programs.*® Retired players would receive $900 million to $1 billion over
the next decade, with $620 million ticketed for pre-1993 retirees. Players can become
unrestricted free agents after four accrued seasons.*

Another collective bargaining example is the 2011-2012 NBA season, which was shortened
to a 66-game season. The NBA and the player’s union had a difficult time negotiating a new
labor contract. The league wanted to reduce player costs since it claimed that many teams
were no longer profitable. The players wanted the rich teams to be able to spend money
to help keep free-agency bidding competitive. The complicated final agreement allows the
league to save $3 billion over 10 years while the players will still have a competitive free-
agent market. Many experts felt that the NBA “won” the labor dispute since the players
were struggling with the concept of not having a season.*

The NBA season eventually started on Christmas Day with great fanfare. The fans quickly
returned to watching and attending NBA basketball games. The television ratings for the
NBA Finals were the same as they had been the previous year—with one fewer game.”

To avoid a strike (employees refuse to go to work) or a lockout (management refuses to
let employees in to work) and to handle grievances by either side, involved parties sometimes
agree to use neutral third parties, called mediators, from the U.S. Federal Mediation and
Conciliation Service. Mediators are neutral parties who help management and labor settle
disagreements. In cases in which the two parties are unwilling to compromise but still want
to avoid a strike or lockout, they may choose to call in an arbitrator. Arbitrators differ from
mediators in that arbitrators’ decisions are binding (must be followed). Arbitrators more
typically work to settle grievances; mediators deal with impasses in collective bargaining.

The NHL arbitration process pits the team management (which downplays a player’s
worth) against a player’s agent (who plays up the player’s value). An independent arbitrator
selects a 1- or 2-year award no more than 48 hours later. A team then has 48 hours to accept
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the award or walk away from it. Does player performance increase, decrease, or remain the
same after a free agent changes teams?

Termination and Outplacement

Employees leave organizations in two ways: (1) voluntarily (for other jobs or for other
reasons like retirement or health issues) and (2) involuntarily (because they are fired or
are laid off). These employees usually need to be replaced. Employees who leave volun-
tarily are often interviewed to find out why they are leaving. The exit interview, usually
conducted by the HR department, helps identify problem areas that may be causing
turnover. Involuntary termination occurs in one of two ways—firing (when employees
break important rules or are otherwise found wanting) and layoffs (which occur because
of downturns in the economy or problems in the organization and through mergers and
acquisitions). There is an ongoing research debate about an optimal level of turnover that
is good for the organization.*?

In 2007, the Carlsbad-based golf equipment company TaylorMade-adidas Golf cut its
workforce by 41. The cuts were the result of determining how well the company’s workforce
met its needs.”” When companies undergo layoffs, they sometimes offer outplacement
services to help employees find new jobs. Why would companies bother? The reasons are
simple—for goodwill (they may want to hire those people back someday) and to avoid
wrongful-termination lawsuits.

As we bring this chapter to a close, you should understand the HR process of planning
(job analysis and the HR legal requirements), attracting employees (recruiting and select-
ing), developing employees (orientation, training and development, and performance
appraisal), and retaining employees (compensation, health and safety, labor relations,
termination, and outplacement).

(@ DTAKE IT TO THE NET

Please visit www.HumanKinetics.com/AppliedSportManagementSkills and go to this
book’s companion web study guide, where you will find the following:

A list of websites associated with the concepts in this chapter
Exercises that you will need Internet access to complete

Online versions of chapter exercises and end-of-chapter learning aids
An exercise that helps you define the Key Terms

LEARNING AIDS

CHAPTER SUMMARY

1. Describe the four parts of HR management.
The four parts are (1) human resources planning, (2) attracting employees, (3)
developing employees, and (4) retaining employees.

2. Differentiate between a job description and a job specification and explain why
they are needed.
Job descriptions identify what a worker does on the job, whereas job specifica-
tions list the qualifications needed to do the job. Job analysis is an important basis
for attracting, developing, and retaining employees.
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3. State the two parts of attracting employees.
The two parts are recruiting and selecting. Recruiting is about persuading qualified
candidates to apply for job openings. Selecting is about choosing the most qualified
applicant recruited for a job.

4. Explain how hypothetical questions and probing questions differ.
Hypothetical questions are planned; they require candidates to describe what
they would do and say in a given situation. Probing questions are not planned and
are used to clarify responses.

5. State the purposes of orientation and training and development.
Orientation introduces new employees to the organization, its culture, and their
jobs. Training and development help employees acquire new skills that they will
use to perform present and future jobs.

6. Describe job instructional training.
Job instructional training includes (1) preparation of the trainee, (2) presentation
of the task, (3) performance of the task by the trainee, and (4) follow-up.

7. Define the two types of performance appraisals.
Developmental PAs are used to improve performance. Evaluative PAs are used to
determine pay raises, transfers and promotions, and demotions and terminations.

8. Explain the concept “You get what you reward.”
People seek information concerning what activities are rewarded and then
endeavor to do those things, often to the exclusion of activities not rewarded.

9. State the two major components of compensation.
The two components are pay and benefits.

10. Describe how job analyses and job evaluations are used.
Job analyses determine what the job should entail and the qualifications needed
to staff the position. Job evaluations determine how to pay employees for their work.

11. Give a brief history of labor relations in Major League Baseball.

MLB labor relations have been difficult for more than 100 years. Both manag-
ers and players have tangled over such issues as salary caps, reserve clauses, free
agency, and benefits. The result has been a series of strikes and lockouts. The
two sides tiptoed past another strike in 2002. Since 2002, aside from the ongoing
investigation of steroid use in baseball, labor relations between owners and players
have been peaceful.

REVIEW AND DISCUSSION QUESTIONS

1. How do you feel about bona fide occupational qualifications?
2. What are the components of a job analysis?

3. What do you think about promoting from within for pro baseball teams? Why
would this work or not work?

4. Should the interview be the primary criterion in selecting a coach? Why or why not?
5. What website helps people find jobs in sport?

6. Suppose the firm you work for has an HR department. What does this mean for
you as a manager? What services will this department typically provide? What will
you still need to do?

7. How does setting objectives affect measuring and evaluating training results for a
general manager? For a coach? For an athlete?

223



224

APPLIED SPORT MANAGEMENT SKILLS

8. How does compensation help attract and retain employees? Why do some organi-
zations elect to be low-paying organizations whereas others elect to be high-paying
ones?

9. Why don’t most employees realize how expensive benefits are and how much they
contribute to compensation cost?

10. Do players expect more than they are worth? Or do management and owners take
too large a share of the profits for themselves? What do their stances imply for the
future of pro sports?

11. What is the difference between mediators and arbitrators?
12. Define the reserve clause and free agency.

13. Curt Flood's name is often associated with free agency. But what other players fol-
lowed Flood to help create the process of free agency?

14. What is the difference between a strike and a lockout?

15. How do you feel about the saying that it's not what you know but who you know
that counts in getting a job? Is using connections to get a job a form of positive
discrimination? To reduce discrimination, should using connections to get a job
be illegal?

16. What is your view of performance appraisals? How can they be improved?

17. What pay system do you prefer? What compensation do you expect after gradua-
tion? State the pay and the benefits you expect. Add up the pay and benefits to get
your compensation. If you can’t estimate the cost of benefits, use 30% of your pay
(multiply your pay times 0.30 [which is the cost of benefits] and add the result to

your pay).

CASE|
Coach Jekyll and Coach Hyde

Bobby Knight is not an easy coach to fathom. One of the youngest coaches ever to achieve
700 wins in NCAA basketball, Knight argues that his style may not be pretty but his teams
win. He is right about that. Knight achieved his 880th career win on January 1, 2007. He
is currently second on the list of most career victories in NCAA Division I men’s college
basketball.*

Knight's coaching style is certainly not pretty—in fact, it is vocal, confrontational, and
loaded with controversy.*> Mention Bobby Knight, and chair throwing comes to mind
(Indiana vs. Purdue, 1984-1985 season)—so does winning (Indiana was NCAA champion
in 1976, 1981, and 1987).

Fans like winners, and Knight, a true basketball genius, built a large and loyal following
in the state of Indiana. Knight was very successful at externally recruiting players. But there
can be costs to winning, and sometimes they are too high. Knight's costs came home to
roost in March 2000, when his high-visibility style got him into hot water. Knight's coach-
ing style is to be highly energized and to control his team as much as possible. However, a
former player, Neil Reed, asserted that in 1997 Knight choked him on the court. Allegations
by other former Indiana players began to surface. Knight held on to his coaching position
for a while but was fired in September 2000 for what university president Myles Brand
considered a pattern of unacceptable behavior.

Of course, much of Knight's personnel information at Indiana is private. But it behooves
us to wonder. Where was HR as his behavior began to deteriorate? Are some people above
HR? Are some positions above the behavior parameters set for others? If so, is the orga-
nization still liable for unacceptable behavior from people in such positions? Did HR
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let Knight and the university down? Did Knight receive fair treatment? Was a program of
progressive discipline or counseling undertaken before he was fired? Does he have a case
against Indiana if he didn’t receive counseling? Do his former players have a case against
Indiana for allowing them to be endangered? Did the fact that Knight brought fame and
fortune to the Indiana campus enter into Indiana’s winking at his behavior? Should it have?

In 2001, Texas Tech reached outside the university in its search for candidates to coach the
men’s basketball team. Tech selected Knight, and he led the team to an NCAA tournament
appearance. In November 2006, it appeared that Knight might have slipped into his old
pattern. He gave a quick head slap to a player who was coming off the court after receiving
an ill-advised foul. Although the incident caused a great deal of media attention, it quickly
died out because most observers believed that the incident was a harmless attempt at making
a point. Some have speculated that Knight receives attention for actions that would not be
noticed if done by another coach. Overall, Knight led by being a fairly positive example at
Texas Tech. He retired from coaching at Texas Tech in February 2008. Knight was able to
hand off the coaching responsibilities to his son and assistant coach, Pat Knight. Coach
Bobby Knight said he might have wished he had done a few things differently in his career,
but he was proud of his teams, players, and accomplishments.

After nearly three seasons, Pat Knight was fired subsequent to losing a series of close
games in the last few minutes. He gave the following speech at one of his last postgame
interviews. "We've lost seven games in the last minute," he said, according to the Associated
Press. "This program is competitive. But that's not for me. I mean, honestly, I'm going to
be coaching here, I'm going to be coaching somewhere else. I've proven I can coach. I run
a clean program, I don't cheat, my players graduate and we have discipline. So if you don't
want me here there's going to be someone else that wants me."*¢

Pat Knight left Texas Tech for Lamar University. In 2012, at Lamar, Knight led the team
to the NCAA men's basketball tournament for the first time since 2000. However, he also
threw a temper tantrum at the end of the game toward his players for the poor quality
of play and the lack of effort by his senior players. You can watch this 9-minute rant at
www.nesn.com/2012/02/lavar-university-basketball-head-coach-pat-knight-goes-on-rant-
reminiscent-of-his-fathers-tirades-vi.html.

For a multimedia presentation on Bobby Knight, see http://sportsillustrated.cnn.com/
multimedia_central/news/2000/03/15/knight_mmc.

Case Questions

1. Which area of training would benefit Bobby Knight?
a. technical training
b. people skills and conceptual training

2. AtIndiana, Knight's primary recruiting source for players was
a. internal

b. external

3. There were good employee relations between Bobby Knight and Indiana University.
a. true
b. false

4. Coach Pat Knight received a reserve clause after he was terminated.

a. true
b. false

5. Coach Knight's management style was to let his players run the team.

a. true
b. false
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Knight left Indiana University for which reason?
a. retirement

b. another job

c. breaking the rules

d. layoffs

Internal recruiting occurred when Knight accepted the position at Texas Tech.

a. true

b. false

Texas Tech's replacement for Knight was his assistant coach, Pat Knight; this is an
example of what recruiting method?

a. walk-in

b. educational institution

C. agency

d. promotion from within

Apparently, Texas Tech was comfortable with Bobby Knight's record at Indiana.

Based on Knight's prior coaching behavior, this is an example of possibly not using
effectively.

a. application form

b. screening interview

C. testing

d. background check

Bobby Knight eventually met with Texas Tech'’s president to discuss the possibility

of taking the coaching position. This is an example of which stage of the selection
process?

a. application form
b. interview

C. testing

d. background check

Use the Lamar University website at the end of the case to learn about Knight's
behavior during the past collegiate basketball season.

Why do you think there is such a high turnover rate among college coaches?

Do you believe that Indiana University gave Bobby Knight enough chances before
they fired him?

SKILL-BUILDER EXERCISES

Skill-Builder 7.1: Selecting a Tennis Coach

Objective

To perform a job analysis and to develop your interviewing skills

Preparation

You're in your first year as a high school athletic director, and you have an opening for a
tennis coach. Compensation, which is competitive with other schools in the area, is set in
the budget and will be paid in one lump sum at the end of the season. You don’t have a
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recruiting budget, so you do some internal recruiting and contact some athletic directors
in your area to spread the word about the opening.
Your efforts yield three candidates. Here are their qualifications:

e Candidate A has taught history at your school for 10 years. He also coached tennis
for 2 years, but it has been 5 years since he coached the team. You don’t know why
he stopped coaching or how good a job he did. He never played competitive tennis.
However, someone told you he plays regularly and is pretty good. You guess he’s
about 35 years old.

e Candidate B supervises the graveyard shift for a local business. She has never coached
before, but she was a star player in high school and college. She still plays in local
tournaments, and you see her name in the paper now and then. You guess she is
about 25 years old.

e Candidate C has been a basketball coach and physical education teacher at a nearby
high school for the past 5 years. She has a master’s degree in physical education. You
figure it will take her 20 minutes to get to your school. She has never coached tennis
but did play high school tennis. She currently plays tennis about once a week. You
guess she is about 45 years old.

Preparing for the Interviews

Follow the steps given in figure 7.4 on page 207. For step 1, there are no job descriptions
and specifications. Because there are only three candidates, you've decided to interview
them all.

In-Class Application

Complete the preceding skill-building preparation before class, and bring your interview
questions to class.
Choose one (1-2 hours):

e Break into groups of three and present the questions you developed. As a group,
critique the various lists and then use the best questions to develop a PA form that
you think best serves this situation. Now meet with another group and take turns
using your master list to interview the three “candidates” from the other group.
Allot no more than 15 minutes per interview (even though this is unrealistic in a
real-world setting). (Follow the steps outlined in figure 7.5.) Observing members
give feedback after each interview.

e Conduct informal, whole-class discussion of students’ interview questions.
Wrap-Up
Take a few minutes to write your answers to the following questions:

What did I learn from this experience? How will I use this knowledge?

As a class, discuss student responses.

Skill-Builder 7.2: Resume

Objective

To develop a resume for getting a full-time, part-time, or summer job or an internship
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Preparation

For help developing your resume, visit your college career center or the Proven Resumes
website (www.provenresumes.com). Before finalizing your resume, improve it by using the
following resume assessment. Bring three hard copies of your resume to class.

Resume assessment: Answer with yes, somewhat, or no.

1.

Within 10 seconds, can a recruiter understand the job you are applying for and the
qualifications (skills, experience, and education) you have to get the position?

. Does the resume have an objective that clearly states the position you are applying

for (such as sales rep)?

Does the resume list skills and experience that support your ability do the job? (For
example, if you don't have sales experience, list sales skills developed on other jobs.
List courses and explain how they developed your sales skills. List communication
skills and product knowledge, explain that you enjoy meeting new people, and
mention that you easily converse with people you don’t know.)

If education is the major qualification for the job, does the resume include the skills
developed or courses taken in school that will qualify you for the position applied
for?

Does the resume clearly list accomplishments and valuable contributions made
during education or experience?

In-Class Application

Complete the skill-building preparation and bring your resume to class.

Break into groups of three and give each other copies of your resume. Separately, each
member assesses the resumes using the preceding five questions, providing a rating for
each question (yes, somewhat, or no). Write rating and suggestions on each resume; cor-
rect any errors and offer ideas for improvement. After all members have made their written
assessments, talk about recommended changes to improve each resume. Provide feedback
to one group member at a time.

Wrap-Up

Take a few minutes to write your answers to the following questions:

What did I learn from this experience? How will I use this knowledge?

As a class, discuss student responses.

SPORTS AND SOCIAL MEDIA EXERCISES

Sign up for LinkedIn. LinkedIn is a free networking site. It is easy to sign up and learn how
to connect to other professionals in your field on www.linkedin.com. Your task is to search
for three sport management positions posted in the JOBS link.
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GAME PLAN FOR STARTING A SPORT BUSINESS

Hiring people to work for your organization is a real-life commitment on your part to build
your organization. Look on LinkedIn to find three qualified people to help you manage
your sport organization.
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Leading

Leading is the third function that is required for sport managers to be suc-
cessful. Behavioral issues including power, politics, conflict, and stress are
covered with regard to developing skills to handle these issues and ensure
career success (chapter 8). The stages that groups go through to become a
great team are presented to aid you in building your own great teams (chapter
9). Ways to develop communication skills for individual-level interactions and
for broadcasting in radio, television, and the Internet are described in chapter
10. Traditional theories and models of motivation (chapter 11) and leadership
(chapter 12) are presented, using sport managers and teams as examples.
Great motivational leadership examples in sport, such as Phil Jackson of the
Los Angeles Lakers, are discussed to help you learn how to motivate and lead
others on and off the field.
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Behavior in Organizations
Power, Politics, Gonflict, and Stress

LEARNING OUTCOMES

After studying this chapter, you should be able to

-y

describe the Big Five personality traits;

2. understand the perception process and the two factors on which it is based;
3. explain how personality, perception, and attitude are related and why they are important;
4. state what job satisfaction is and why it is important;
5. define power and explain the difference between position and personal power;
6. explain how reward power, legitimate power, and referent power differ;
7. understand how power and politics are related;
8. explain what networking, reciprocity, and coalitions have in common;
9. describe the five conflict management styles;
10. use collaboration to resolve conflict; and
11. explain the stress tug-of-war analogy.

KEY TERMS

organizational behavior (OB) power functional conflict
win—win situation politics initiators
personality networking BCF statements
perception reciprocity mediator
attribution coalition arbitrator
attitudes conflict stress

Pygmalion effect dysfunctional conflict stressors
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DEVELOPING YOUR SKILLS

Effective leaders share at least one thing in common—they all have amazing people skills.
People skills include understanding personality traits, perceptions, and attitudes and how
they affect performance. In this chapter, you can develop your people skills through gain-
ing and using power and organizational politics ethically. Models will also provide you with
step-by-step guides so you can resolve conflicts and negotiate successfully to improve your
performance. You can also develop your skill at recognizing the causes of stress and methods
for reducing stress—fighting and winning the stress tug-of-war.

REVIEWING THEIR GAME PLAN

Applying Legitimate Power at the USADA

The goal of the USADA (United States Anti-Doping Agency) is to preserve the integrity of
Olympic sport, preserve the integrity of competition, and ensure the health of athletes. Floyd
Landis, the apparent winner of the 2006 Tour de France, fought with the USADA in court to
keep his tour title. Some have called the race Tour de Chaos.'

The USADA tries to help athletes in four ways: The first is to conduct research on sub-
stances that are prohibited. The second is to educate athletes about the dangers of using
banned substances and about policies concerning banned substances. The third is to
develop quality and consistency in testing in and out of competition. The fourth is to maintain
an adjudication system that relies on arbitrations before the American Arbitration Association
(AAA)/Court of Arbitration for Sport under modified AAA commercial rules, which have been
agreed to by the relevant stakeholders.

The USADA board consists of nine members, five of whom came from outside the Olym-
pic family and four of whom (two each) were elected by the Athlete Advisory Council and
the National Governing Body Council. The agency was created because the U.S. Olympic
Committee’s integrity had been questioned internationally for a number of reasons. So the
USADA had some difficult organizational problems to solve. The group’s work, helping ath-
letes to behave ethically and to take care of their bodies, was bound to cause some conflict
and stress.

The USADA lawyers treated the Landis case as they normally would, using the scientific
facts generated from their lab testing. USADA attorney Richard Young said that the Landis
case was just like dozens of other athlete doping cases in which tests indicated the use of
a banned substance.

Landis was not the only rider in the 2006 Tour to be found guilty of doping. But he was
the first to loudly appeal the finding. Landis used his case as a forum to expose the fraudulent
way the USADA does business. Landis did everything in his own power to keep pressing
that he had not used a banned substance. He steadfastly maintained his innocence among
his circle of bicycling friends, in the global media, and in his arbitration appearances.

In September 2007, an arbitration panel upheld charges that Landis had used perfor-
mance-enhancing drugs. Landis was stripped of his title by the International Cycling Union
(ICU) and banned from competitive cycling for 2 years.2 The 2007 Tour de France (which
Landis agreed not to participate in because his case was still pending) itself was disgraced
again as the leader Michael Rasmussen was eliminated from the event. His Rabobank team
accused the rider of having lied about his whereabouts before the Tour to evade doping
controls.

OnJune 30, 2008, Landis lost his final chance to regain his title when a three-person panel
at the Court of Arbitration for Sport upheld the previous panel's decision.®

In a related case, Alberto Contador was stripped of his 2010 Tour de France title and was
banned for 2 years after the Court of Arbitration for Sport suspended the three-time Tour
champion. The court rejected his claim that his positive test for clenbuterol was caused by
eating contaminated meat on a 2010 Tour rest day.*
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Tour de France champion Lance Armstrong gave up fighting allegations that he used ille-
gal substances during his reign as the champion of the tour and was stripped of his seven
titles by the ICU.®

However, the use of performance-enhancing drugs in sport appears to still be a problem.
MLB thought it had put the problem in the past after the Barry Bonds, Roger Clemens, and
Mark McGwire era. Testing procedures were improved, and punishments to major and minor
league players who tested positive were implemented. However, Manny Ramirez accepted a
50-game suspension in early 2009. Ryan Braun, 2011 National League player tested posi-
tive for a banned substance. The positive result came about from elevated levels of synthetic
testosterone in Braun's system.® Braun denied taking a banned substance and was found
not guilty since his sample had not been handled properly. The collection samples were not
shipped for testing as soon as possible.” It should be noted that the new guidelines set up
by MLB appear to have been effective in catching marginal players trying to improve their
performance by using performance-enhancing drugs.®

Understanding the role that the USADA plays in Olympic sport is crucial for those who
intend to pursue a career in sport administration. For more information about the USADA,
visit www.usada.org.

Organizational Behavior

Have you ever wondered why you do certain things and why teammates and coworkers
behave the way they do? This is what organizational behaviorists look at. Our behavior
consists of what we say and do—in a word, our actions. Organizational behavior (OB)
is the study of actions that affect performance in the workplace. Organizational behav-
iorists endeavor to explain and predict actions in the workplace and show how such
actions affect performance. Considerable research has highlighted the importance of
leader behaviors for team performance. Effective leaders attempt to create win-win situa-
tions. Win-win situations occur when organizations and their employees get what they
want.

The better you understand OB, the more effectively you will work with others in teams
both as a manager and as a worker. OB skills are based on people and communication
management skills (chapter 1). OB skills are sometimes referred to as soft skills, and
employers seek employees with these skills. In this chapter, you can develop your OB
skills.

Three components—our personality, perception, and attitudes—drive our behavior.
They are the foundations on which our behavior is built, and they are observable through
our every action. Understanding how personality, perception, and attitude drive behavior
gives you insight into how people will behave in certain situations. These are the topics of
our next two sections.

OB has three levels of focus: individual, group, and organizational. In this chapter we
examine individual behavior, and in chapter 9 we discuss group behavior. Organizational
behavior is covered in chapter 5 (as organizational development). There are also several
areas of OB. Power, politics, conflict, negotiation, collaboration, and managing stress are
areas of OB that are discussed in this chapter.’

Personality

Look around you. You will see outgoing, shy, loud, quiet, warm, cold, aggressive, and passive
people—we are diversified. These differences are what behaviorists call individual traits.
Personality is the combination of traits that compose individuals. Our personality affects
our behavior, our perceptions, and our attitudes. Take sport announcers. Quiet announc-
ers—no matter how good their knowledge or skill—could hurt Monday Night Football
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on ESPN or NFL on Fox. Only extroverts need apply for announcer jobs. Think about Billy
Packer, John Madden, Charles Barkley, and Deion Sanders—where would their viewer-
ship be if they didn’t have lively on-air personalities? Personalities are pivotal in garnering
viewership."

Our personalities are shaped by our genes and by the environment. Our genes we are
born with; the environment that forms us is composed of our families, our friends, and our
life experiences. Researchers have developed numerous ways to classify personality. Two
widely recognized ones are the single traits system and the Big Five personality traits, our
first two topics of this section, followed by the perception process and bias in perception.
Either way, personality is a good predictor of team performance."

Single Traits System of Personality

Key traits in the single traits system are locus of control, optimism, risk propensity, self-
esteem, and self-efficacy. (Self-esteem and self-efficacy are based on perception, so they are
discussed with perception.) This system places each trait on a continuum.

Locus of Control

This trait, which deals with who we believe controls our destiny, lies on a continuum with
externalizers at one end and internalizers at the other. Externalizers believe that they have
no control over their fate and that their behavior has little to do with their performance.
Internalizers believe just the opposite—that they control their fate and that their behavior
directly affects their performance. Internalizers obviously tend to perform better. Do you
believe you can succeed if you work hard? Do you take responsibility for your actions, or
do you blame others when things go wrong?

Optimism

The continuum here is between optimists and pessimists. Optimists believe that things will
go well, and they approach life with a can-do attitude. Pessimists believe that everything
that can go wrong will go wrong, and this infuses their approach to life. Optimists take
action to meet objectives because they believe they can make a difference, whereas pes-
simists give up easily and are defeated much earlier than optimists. You may have heard
the old saying “Winners never quit and quitters never win.” As Winston Churchill said,
“Success is the ability to go from failure to failure without losing your enthusiasm.” Are
you persistent, or do you give up?

Optimistic people are happier. Do you like to be around unhappy people who complain
all the time? As Lou Holtz said, “You choose to be happy or sad; happiness is nothing
more than a poor memory for the bad things that happen to you.” Are you an optimist or
pessimist, and are you happy? To be more optimistic and happy, quit complaining, take
responsibility for your actions, and focus on the good things in your life.'?

Risk Propensity

This trait lies on a continuum between risk takers and risk avoiders. To be innovative, you
must take risk."® Successful organizations seek managers who take reasonable risks; ESPN
and the cable networks continue risk taking with various combinations of former players
and media personalities in the broadcast booth. ESPN has tried various combinations
of traditional play-by-play hosts (Mike Tirico), former coaches (Bill Parcells), players
(Keyshawn Johnson), and many other football experts, looking for the right combina-
tion of personalities to attract viewers to its pre- and postgame shows. Part of the attrac-
tion of watching football is seeing and hearing from these personalities during shows
such as NFL Live and Sunday NFL Countdown.'* Are you a reasonable risk taker or a risk
avoider?
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Big Five Personality Traits <« LEARNING DUTCOME 1

Describe the Big
Five personality
traits.

Before reading about the Big Five, complete the Self-Assessment personality profile on
page 238 to better understand your personality.

The Big Five trait system is the most widely accepted way to classify personalities. The
five personality traits, presented here, are also defined as continuums.

e Extroversion: This trait lies on a
continuum between extroverts and intro- IR} Use the five traits given in the
verts. Are you outgoing or shy? Review your
answers to the Self-Assessment extroversion
column for items 1, 6, 11, 16, and 21.

Self-Assessment to characterize
the personality of your current
boss or coach.

e Agreeableness: This trait lies on a
continuum between cooperators and com-
petitors. Do you cooperate with your coworkers or do you compete with them? Teams
whose members cooperate with each other and compete with external teams show higher
levels of performance than teams whose members compete with each other. Review your
answers to the Self-Assessment agreeableness column for items 2, 7, 12, 17, and 22.

e Emotionalism: The continuum here is between emotionally stable and emotion-
ally unstable. Stable people are calm, secure, and positive, whereas unstable people are
nervous, insecure, and negative. Can you take trash talk during the game, or do you get
emotional? Review your answers to the Self-Assessment emotionalism column for items
3, 8,13, 18, and 23.

e Conscientiousness: This continuum has responsible-dependable at one end and
irresponsible-undependable at the other. Conscientious people are more satisfied with life
than nonconscientious people.'* Can your family, team, and coworkers count on you to get
the job done well? Review your answers to the Self-Assessment conscientiousness column
for items 4, 9, 14, 19, and 24.

e Openness to experience: This aspect varies from being very willing to try new
things to being very afraid to try new things. Do you like change, or do you prefer routines?
Review your answers to the Self-Assessment openness to experience column for items 5,
10, 15, 20, and 25.

Big Five at Work

From an individual perspective, there are no simple right and wrong ways to be, but from
the organization’s perspective, there are. Organizations therefore go to great lengths to
recruit and retain people with positive traits because understanding personality helps to
predict performance.'® For example, extroverts tend to do well in sales, whereas introverts
don't. Firms want agreeable, cooperative team players who can self-regulate their behav-
ior.’” Conscientious people tend to follow the rules, are more ethical, and outperform
irresponsible people.!® In today’s quickly changing global economy, organizations want
employees who are open to new experiences; they are more creative.® Do you have the Big
Five personality that organizations want?

The good news is that you very likely fall on the positive personality trait side. Why?
Because people who score low in every trait don't get very far in life (e.g., extreme pessi-
mists and externalizers don't have the determination to get into college, let alone succeed
there). The bad news is that you're not perfect, so there are probably aspects of yourself that
you need to work on. As you assess each trait in the Self-Assessment, realize that you can
change if you work at it every day throughout the day. For example, if you catch yourself
being negative, stop and replace your thoughts and words with positive ones. To be more
extroverted, reach out to others every day until it feels natural. If you get emotional, calm
down rather than go with it. Make a greater effort to be conscientious every time you have
something to do, and remember that doing more than you are asked to do is a key to career
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SELF-ASSESSMENT O. |

Your Big Five Personality Profile

There are no right or wrong answers, so be honest and you will really increase your self-awareness. Using the
scale shown, rate each of the 25 statements according to how accurately it describes you. Place a number from
1 to 7 on the line before each statement.

Like me Somewhat like me Not like me
7 6 5 4 3 2 1

—_

. | enjoy meeting new people.

| am concerned about getting along well with others.

| have good self-control; | don't get emotional or angry and yell.

I'm dependable; when | say | will do something, it's done well and on time.

| try to do things differently to improve my performance.

| feel comfortable speaking to diverse people (different age, race, gender, religion, and intelligence).
| enjoy having lots of friends and going to parties.

| perform well under pressure.

| work hard to be successful.

© © ©®© 3 2 O r 0N

| go to new places and enjoy traveling.

11. | am outgoing and initiate conversations, rather than being shy and waiting for others to approach me.
12. |try to see things from other people’s point of view.

13. | am an optimistic person who sees the positive side of situations (the cup is half full).
14. | am a well-organized person.

15. When | go to a new restaurant, | order foods | haven't tried.

16. | am willing to go talk to people to resolve conflicts rather than say nothing.

17. | want other people to like me and consider me to be very friendly.

18. | give people lots of praise and encouragement; | don't put people down and criticize.
19. | conform by following the rules of an organization.

20. | volunteer to be the first to learn and do new tasks at work.

21. | try to influence other people to get what | want.

22. | enjoy working with others more than working alone.

28. |view myself as being relaxed and secure rather than nervous and insecure.

24. | am considered to be credible because | do a good job and come through for people.

25. When people suggest doing things differently, | support them and help bring it about. | don’t make
statements like these: “It won't work,” “We've never done it before,” “No one else has ever done it,’
“We can't do it

Next determine your personality profile: (1) In the blanks, place a number from 1 to 7 that represents your
score for each statement. (2) Add up each column—your total should be a number from 5 to 35. (3) On the
number scale to the right of each column, circle the number that is closest to your total score. Each column
in the chart represents the specific personality dimension listed.
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6. 30 7. 30 8. 30 9. 30 10. __ 30
11. 25 12. 25 18. _ 25 14, 25 16. _ 25
16. 20 17 20 18. _ 20 19. 20 20. _ 20
21. 15 22. 15 23. . 15 24, 15 25. 15
Total 10 Total _ 10 Total _ 10 Total _ 10 Total _ 10
5 5 5 5 5

The higher the total number, the stronger is the personality dimension that describes your personality.
What are your strongest and weakest dimensions?

To see how others perceive you and how this fits with your perception of yourself—and to prepare for our
next topic (perception)—have people who know you well assess your personality using this form. Do their
scores agree with yours?

success.”’ Be open to new experience; try new foods, play other sports or engage in other
forms of recreation, go to new places, and volunteer for new assignments.

Your answers to the Self-Assessment are telling you something very important. This is
the real you that you are looking at—do you really want to change? More importantly, are
you willing to work at changing?

Perception Process <LEARNING OUTCOME 2

Understand the
. ” . .o - .
Referees make mistakes, but why do some of us view a referee’s videotaped decision as fair perception process

whereas others do not? We all see the same videotaped play, but we don’t perceive it the .4 the two factors
same way. Because perceptions are the starting point of behavior, they affect our behavior.22 5 which it is based.
For example, African Americans, relative to white Americans, perceive race and opportu-
nity as limiting their ability to obtain a head coaching position, and thus fewer apply for
coaching jobs.?
Perception is the process through which we select, organize, and interpret information
from the surrounding environment. Our behavior follows our perceptions of people, events,
learning, work, and organizations. Because this perception process colors everything, no
two people experience anything exactly the same way.

How Perception Influences Behavior Why is it debated
whether the

We tend to treat people we perceive as likable differently than people we perceive as unlik- USADA is doing

able. We tend to work harder for someone we perceive as a good transformational manager a good job of

than for someone we perceive as ineffective.?* Perception is our individual interpretation of .managi.ng doping

reality. Right or wrong, rational or irrational, it is the lens through which we view life. To issues in Olympic

sport? Some
see the USADA
as doing a great
job, and others

improve the accuracy of your perception, try to see things through the eyes of your rivals.?
How we select, organize, and interpret information is based on numerous internal
individual factors—our personality, self-esteem, attitudes, intelligence, needs, and values.

These compose the internal component of perception. Self-esteem, or self-concept, is our think it is too
perception of ourselves. Self-esteem derives from interpersonal comparisons of our traits, powerful. What is
abilities, goals, and performance with those of others. When you compare yourself with your perception
others, be realistic. Don’t compare yourself with former NBA star Michael Jordan; compare of how powerful
yourself with your peers. And never put yourself down. Everyone makes errors, but don't the USADA is in
simply justify your mistakes; you need to learn from your mistakes and go on to improve.?° Olympic sport?
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Do you believe
that the USADA
should investigate
an athlete based
on rumors?
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As we noted earlier, self-esteem is also a personality trait; it varies between high-positive and
low-negative. Do you like yourself? Do you consider yourself a valuable person or employee?
Do you believe you are a capable person? Organizations endeavor to recruit people with
positive self-esteem, because people with high self-esteem (and positive self-efficacy—belief
in ability to succeed in a given situation) perform better on the job.?”

The second component of this process is the information itself—this is the external
component. The more accurate our information, the more closely our perception will
resemble reality. Inaccurate information causes our perceptions to veer wildly from reality
and can be a serious problem for organizations. The USADA must deal with all types of
rumors (e.g., that lab technicians make errors, or that athletes are asked to inform on other
athletes) and determine whether they are violations of USADA rules.

Others’ perceptions of us, which build our reputation, are important to career progression.
If your boss and higher-level managers perceive you as highly competent you will advance,
but if you get a bad reputation you won't advance. Reputation explains why iconic athletes
such as former NBA player Michael Jordan are highly paid to endorse products, whereas
boxer Mike Tyson is not.?® In 2010, golfer Tiger Woods went from fan favorite to unloved
after a series of extramarital affairs went public. After 2 years, some people were happy to
see Tiger regain his winning form, while other fans continued to dislike Tiger because of
the poor choices he had made in the past.”’

Customer and fan perception is also important to organizations, including teams.
Perhaps nowhere are the topics of identity, image, and reputation more relevant than in
the arena of sport. Teams with good reputations, often based on winning, tend to have
good reputations and high levels of fan support and attendance; and reputations and fan
loyalty can change from season to season, again often based on winning, because people
generally love a winner.

Why We Attribute Reasons for Behavior

Attribution is the process of determining why we behave certain ways. Most of us continu-
ally try to find reasons behind behavior—our own behavior or that of those around us. The
process (shown in figure 8.1) begins when we observe an act directly or learn of it indirectly
(by reading or hearing about it). We want to know if the person’s intent was situational
(accidental or beyond the person'’s control) or intentional (within the person’s control). We
may not use these words, but this is what we are doing. We judge intent (or lack thereof)
by three variables: distinctiveness (does Metta World Peace, formerly known as Ron Artest
and unfortunately known for some on-court physical controversies and off-court outspoken
behavior,*° behave this way in other situations?), consensus (does his whole team behave
this way?), and consistency (does Metta World Peace behave this way most—or all—of the
time?). We also look for reasons for the behavior (did Metta decide that publicity, even
negative publicity, was a good way to set himself apart—that is, a good career strategy?).
Last, we decide on a response—we may abhor Metta's behavior or be amused by it or even
admire it. Or we may simply not care. All of these responses drive our behavior—we may
abstain from watching any game he is in, we may drive long distances to see him play, or
we may affect his style of dress and buy T-shirts emblazoned with his name. See figure 8.1
for the attribution process.

Attribution is how we determine reasons for our behavior and that of others. However,
most of us spend more time mulling over why other people behave the way they do. We
spend less time examining our own behavior; but when we do look at our own behavior,
we tend to credit our successes as being intentional. Conversely, when we fail, we tend to
blame the situation. We also tend to reverse

intention (Sally failed because she didn't MM Explain how you used the attri-
practice enough) and situation (Jamal just 2 bution process (a) in a recent

got lucky) wl/len we z}ttrlbut.e feasons fc?r incident in professional sport and
other people’s behavior. This is a classic (b) in a recent incident at work

example of perception differences.




Behavior ——— > Determine intent as:

FIGURE 8.1
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/ Situational \
\ Intentional —— > Determine reason /

for behavior

The attribution process.

We can’t see people’s motives for their behavior; we can only perceive the reason for the
behavior through attribution. If a teammate makes a negative remark to us, is it because
the player doesn’t like us or is the person just kidding around? We sometimes misperceive
motives and let them damage relationships; misunderstandings are common. So when in
doubt about why someone did something to offend you, talk to the person about it. Others
may not even realize that their behavior bothers you. Later in this chapter, you will learn
how to resolve conflicts without hurting relationships.

Bias in Our Perception

Why does each of us perceive the same behavior differently? In two words, personal bias.
Bias has several components—selectivity, frame of reference, stereotypes, and expecta-
tion—and we are all subject to these biases.

Selectivity

Selectivity is the manner in which we screen information to favor the outcome we desire.
We often go to great lengths to find information that supports our point of view yet ignore
information that does not. In other words, we hear only what we want to hear. For example,
we might hear 10 good points about the USADA and only one bad point. If we want the
outcome of receiving this information (our response) to square with the fact that we like
to disparage the USADA, we will focus on the one negative point and disregard the posi-
tive information. This enables us to conclude that the USADA doesn’t do a good job of
managing doping in Olympic sport. A related bias is the halo-horns effect, in which we
judge others based on our perception of a single trait of theirs. (A person with a halo can
do no wrong—a person with horns can do no right.)

Frame of Reference

Our frame of reference is our bias of seeing things from our own point of view. Do you and
your parents always agree? Managers and employees tend to have different perceptions. Do
you and your boss or coach agree on how well you perform?

Thus, as a manager or coach, don’t be surprised if your team doesn't perceive things the
way you do. Remember, it is not your perception but the employees’ perceptions that will
influence their behavior and performance. Try to see things from others’ perspective,® and
create a win—win situation so that all parties get what they want.

Stereotyping

Stereotyping happens when we project the characteristics or behavior of an individual onto
a group. Women and minorities continue to be stereotyped in sport,>* and stereotyping
leads to discrimination.** Think about breakthrough athletes like MLB’s Jackie Robinson or
high school female wrestlers. All faced stereotypes that charged (falsely) that they shouldn't
play with other groups or couldn’t be good at what they did. Don’t let stereotyping get
in your way of seeing true strengths and true weaknesses. Researchers hope that people
in the sport industry can debunk stereotypical myths of what an ideally fit body should

Determine behavioral response

Do you tend to
select positive or
negative informa-
tion about the
USADA?

Could athletes
create a win-
win situation by
complying with
USADA require-
ments?
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Explain how per-
sonality, perception,
and attitude are
related and why
they are important.
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look like. Managers can then provide opportunities
for nonstereotypical, qualified applicants and show
fitness customers what group fitness instructors and
personal trainers can look like.** Keep an open mind

when you are hiring sport employees and managers. Bird
in the
. the hand
Expectations

Read the phrase in figure 8.2.
Did you read the word the twice? Or, like most FIGURE8.2 Check your expectations.
people, did you read what you expected to read, only
one the? Our expectations also bias our perceptions. Many of us, especially when we know
each other well, don’t really listen to each other. We hear what we expect to hear.
Another expectation bias is the “like us” assumption—that others perceive things as
we do because they are like us. Don't expect
others to behave as you do or perceive things
the way you do, and don’t judge others’
behavior as wrong on the sole basis that
it differs from yours. Remember to value
diversity. As discussed in chapter 6, there are
benefits of having cultural diversity in sport
organizations.

WIEINE Think about a misunderstanding
that arose when you and another
person perceived the same situa-
tion differently. Which perceptual
biases do you think contributed to
the misunderstanding?

Attitudes

Attitudes are positive or negative evaluations of people, things, and situations. Attitude is
a major factor in determining performance,** and your self-esteem and self-efficacy have a
significant effect on your attitude.® Therefore, organizations look for people with high self-
esteem and positive attitudes toward their careers and personal lives, because such people
tend to be loyal and reliable workers. Our personalities, perceptions, and input from others
(family, friends, teachers, coworkers, the mass media) form our attitudes. Collective attitudes
influence sport organization performance.
Sport fans’ attitudes influence attendance at
events and merchandise purchases.” In this
section, we examine how the attitudes of
management affect employee performance
and the importance of job satisfaction.

IR Relate incidents in which your
4 attitude affected your workplace
behavior negatively and positively.

How the Attitudes of Management Affect Performance

Managers affect employee self-efficacy, job satisfaction, and performance.*® The Pygmalion
effect has to do with how management’s attitude toward workers, expectations of workers,
and treatment of workers affect their performance. It's pretty simple—how you view your
staff is what you get! That is, your attitude toward your staff directly affects the quality
of their work. There is much research to support this. When you as a manager view your
staff as competent and highly skilled (even though they might not be initially), they will
rise to the occasion (it may happen slowly, but it will happen). Likewise, when you don’t
believe your staff to be competent or trustworthy, guess what—they won't surprise you!
Management's attitudes become a self-fulfilling prophecy. In summary, then, your attitude
is an essential part of your effectiveness as a manager. John Wooden, the legendary former
basketball coach at UCLA, expected excellence from every player. The result was 10 NCAA
National Championships. Wooden constructed his “pyramid of success” (check it out at
www.coachwooden.com) out of such concepts as “keep it simple” and “teamwork is not
a preference, it’s a necessity.”’
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All this said about the Pygmalion effect
and self-fulfilling prophecies, you as an
employee or a manager are still responsible
for your own actions. Others’ attitudes can
affect your behavior and performance, but
only if you let them. Ignore negative com-
ments, stay away from people with negative
attitudes, and continue to get better at what you do. Look at a negative boss as a gift—you
need to learn how to work with difficult people; just don’t let them defeat you. Show them
you have what it takes to succeed.

Attitudes and Job Satisfaction < LEARNING OUTCOME 4

b satisfaction is h ith ‘obs. Th . State what job sat-
Job satisfaction is how content we are (or are not) with our jobs. The continuum ranges isfaction is and why

from high satisfaction (positive attitude) to low satisfaction (negative attitude). Job attitudes i is important.
and job performance are perhaps the two most central and enduring sets of constructs in
individual-level organizational research. Why? Because job satisfaction affects employee

absenteeism, morale, performance, and turnover. Thus, organizations measure job satisfac-

tion in organizational development surveys (chapter 6) and create cultures to maintain and

increase job satisfaction. A person has to fit the task (P-T fit) and the organization (P-O

fit) to achieve job satisfaction.*°

Have you ever been unhappy on a team or at work because you just didn't fit in? P-O
fit has a lot to do with finding a job that you like to perform and that you are also good
at. Will you be happy performing a job you don't like or that you fail to do well? Were you
happier as a star of the team or sitting on the bench? Were you happier playing on winning
teams than on losing teams? Also, job satisfaction affects our satisfaction with life—having
a job that satisfies us affects the way we view our lives outside work.

What determines job satisfaction? According to management guru Ken Blanchard, the
number-one indicator of job satisfaction is the relationship you have with your boss."! But
your boss is not the only determining factor. To find out the others, complete the Self-
Assessment ahead.

Because job satisfaction is based on personality and perception, it can be changed. If you
work at being more positive by focusing on the good parts of your job and spend less time
thinking about and especially complaining to others about your job, your job satisfaction
will improve. Thus, managers need to recruit and retain employees with positive attitudes.
If you ask job candidates about their prior jobs and they make negative statements, cannot
think of anything good to say, or hesitate, they may have a negative personality and job
attitude. Improving your human relationship skills can help you get along better with
coworkers and managers and increase your job satisfaction, as well as your chances for
growth and opportunity for advancement and higher compensation.

1I=1]1} Describe how expectations of you
on the part of someone (a parent,
friend, teacher, coach, or boss)
strongly affected your success
or failure.

Power <«LEARNING OUTCOME 5

.. Lo L. L Define power and
Itis important to understand power structures within sport organizations.** To be effective in explain the differ-

an organization, you need to understand how people gain power and how they use power.  gnce between posi-
Power used properly enhances your job effectiveness and organizational performance.**  tion and personal
Therefore, in this section you will examine power—its importance, its bases, and its impli-  power.
cations—so that you can use power wisely.

Organizational Power

Power is often viewed as one’s ability to make people do something or as one’s ability to
do something to people or for them. These definitions are valid, but they also cast power as
manipulative, or even destructive, as does Lord Acton’s saying “Power corrupts and absolute
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SELF-ASSESSMENT ©.2

Joh Satisfaction

Select a present or past job or, if you prefer, a sport team. For each of the following determinants of job satisfac-
tion, identify your level of satisfaction by placing a check on the continuum.

Personality
| have a positive self-esteem. / | have a negative self-esteem.

Work Itself
| enjoy doing the tasks | perform. / | do not enjoy doing the tasks | perform.

Compensation
| am fairly compensated. / | am not fairly compensated.

Growth and Upward Mobility
| have the opportunity to learn new things and get better jobs. / | have
no opportunity to learn new things and get better jobs.

Coworkers
| like and enjoy working with my coworkers. / | do not like and enjoy
working with my coworkers.

Management

I'm happy with the working relationship | have with my boss. / | do not
enjoy my working relationship with my boss.

| believe that managers are doing a good job. / | do not believe manag-
ers are doing a good job.

Overall Job Satisfaction

When determining overall job satisfaction for yourself, you cannot simply add up a score based on these six
determinants, because they are most likely of different importance to you. Thus, thinking about the six factors,
rate your overall satisfaction level with your job. It is quite normal to have high job satisfaction and not like some
aspects of your job.

| am satisfied with my job | am dissatisfied with my job
(high level of satisfaction) (low level of satisfaction)
6 5 4 3 2 1
How might the power corrupts absolutely.” Unfortunately, some people abuse power.** The imbalance of

USADA useits  power has constrained women and minorities in sport organizations.*> Power can intoxicate
power construc-  ysand blind us to our flaws, and makes some people more comfortable committing unethi-
tively to solve cal acts that they might otherwise be reluctant to commit, like lying.*® But it is important to
some _Of the ) look at power as a constructive tool, as a way to organize action and get something done.
troubling dopin P Y & 8 &

. g doping For our purposes, then, power is the ability to influence the actions of others. Mark

issues facing . . . .

Olympic sport? Emmert, president of the NCAA, is thus a powerful person, as is every effective coach and
athletic director. FIFA is a powerful organization because of the influence it wields around
the world. Some charge that the USADA uses its power coercively; others say the USADA

g p y y
is just doing what needs to be done.

Without power, organizations and managers cannot achieve objectives. Leadership and
power go hand in hand.*” Employees are not influenced without a reason, and the reason
is often the power a manager has over them. You don't always have to use your power to
direct people. Often it is the perception of power, rather than the wielding of it, that influ-

peop p p p g
ences others. An estimated 83.9 million Americans spend an average of 3.6 hours per week
volunteering, with an estimated 20% of them volunteering in sport and recreation.*®
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Power can be derived from one’s position and from one’s personal attributes. Manage-
ment has the power of position. You can also have personal power based on your personality,
abilities, and skill. Position power is more effective when it is accompanied by personal
power. The most effective leaders toggle between the two power sources. Just as it can be
gained, every type of power can also be lost (ask Pete Rose, all-time base hit champion,
who was banned from the Baseball Hall of Fame for betting on baseball games).

Bases of Power

The seven bases of power, along with their two sources, are shown in figure 8.3. People who
get results and who have good people skills are often granted power (either formally by
promotion or informally by general agreement of the group). Note that building a power
base does not necessarily mean taking power away from others. People who are willing to
step forward and do the work are given power.

Coercive Power Should the

USADA have
The source of coercive power is position power; coercive power uses threats or punish- coercive power
ment to achieve compliance. It gets its effectiveness from our fear of humiliation (in the over Olympic ath-
form of reprimands, probation, suspension, or dismissal). Coercive power also uses verbal letes?

abuse and ostracism (both dramatic but not very productive). Group members may use
coercive power to enforce norms. Coercion does have appropriate uses—for example,
when employees or players break the rules. The USADA uses coercive power routinely, as
do innumerable governing bodies.

Connection Power

When people use their relationship with influential or important people to influence your
behavior or attitudes, they are using connection power. Connection power is therefore a
combination of position and personal power. Connections can help you find work and
get the resources you need to succeed.*” Networking is about developing relationships to
increase connection power. We discuss networking in a later section.

Reward Power < LEARNING OUTCOME 6

. s . . . . Explain how reward
As a manager, you will have the ability to praise, recognize achievement, raise wages, and power, legitimate

promote people. This is reward ppwer—the ability to influence .others by giving them power, and referent
something they value. As we noted in chapter 7, as a manager you will get whatyoureward. o er differ.
You will learn how to give praise that motivates in chapter 11.

Legitimate Power

Power given to people by organizations or by society is legitimate power. Managers have
legitimate power. So do police officers. (And both have coercive power as well.) Legitimate
power is position power. When our boss asks us to do something, we typically think we
should do it because it’s a legitimate request that is part of our job, so we do the task. If

Position power Personal power

» <&
> <

Coercive Connection Reward Legitimate Referent Information Expert

FIGURE 8.3 Sources and bases of power.
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we don't think it is a legitimate request, for example if it seems unethical, we may try to
get out of doing the task.

Referent Power

Referent power is about voluntarily giving someone power over you. Therefore, in your
behavior you will refer to what you think the power holder would do or would want you to
do. People using referent power don't give orders; they make relationship-related requests
like “Please do this as a favor for me” and “Will you please do this for me?” Star athletes
such as NBA star and Los Angeles Lakers shooting guard Kobe Bryant and WNBA star and
Los Angeles Sparks forward Candace Parker have referent power over their fans. This is
personal power, of course. It is about the referent’s charisma, interpersonal openness, and
experience as someone older and wiser or more successful and more skilled. Managers gain
this power when they are respected by their work group.

Infoermation Power

In this age of information, people who have knowledge or data that others need have
information power. This is personal power, although sometimes it is also position power,
because you happen to be in the right place (position) to acquire the knowledge or gather
the data. As a manager, you will need to rely on information supplied by others. They will
therefore have power over you because your work can be only as good as the informa-
tion it is based on. You will also be a conveyer of information—to your staff and to your
bosses—and as such will also have information power. You will improve your communica-
tion skills in chapter 10.

Expert Power

People who have expertise or specialized skills that others need have expert power. This too
is personal power. NBA forward LeBron James and MLB outfielder Ichiro Suzuki have expert
power that their teams need. The fewer the people who possess a particular expertise, the
more power the expert has. The best managers and coaches are not always the ones with
the most expertise. Expert power is essential to people who work with other departments
and other organizations. They have no direct position power, but being seen as an expert
gives them credibility and standing.

Gaining Power

Why do some people want and seek power whereas others refuse it even if it's pressed on
them? D. McClelland and D.H. Burnham wrote that the answer is based on one’s need
for power.”® (You can measure your need for power in the Self-Assessment in chapter 11.)
Power needs to be used wisely and ethically; greed and the need for power have ruined
careers and organizations. Successful companies have great managers, but poor manage-
ment can sink a company.*

Do you want to increase your power? Power is gained only with time, experience, success,
and the increasing respect of your colleagues. Power grabbers may succeed for a while, but
they usually ultimately fail. People are easy
to lead when they believe you have legiti-
mate power and impossible to lead when
they sense that you are a power grabber.

If you are highly competent, have good
people skills, and develop good relation-
ships, you will gain power easily. To gain
more power, you can use coercion sparingly
and only when necessary, network to gain

HUZIE Think about several bosses or
coaches whom you are in a posi-
tion to observe. Describe the
types of power they have and the
ones that they use. Do you think
they use their power well? Why
or why not?
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APPLYING THE CONCEPT . |

Using Power

Identify the appropriate power to use in each situation.

a. coercive
connection
reward or legitimate

referent

® o 60 T

information or expert

1. Bridget, one of your top people, normally needs very little direction. However, recently her performance
has faltered. You suspect that Bridget's personal problems are affecting her work.

2. You need a new computer to help you organize ticket sales more efficiently. Computers are allocated
by a committee, which is very political in nature.

3. Jean, a promising assistant coach, wants a promotion. Jean has talked to you about getting ahead
in sport management and has asked you to help prepare her for when the opportunity comes.

4. John, one of your worst players, has ignored one of your directives once again.

5. Whitney, who continually needs direction and encouragement, is not working to standard today. As
she does occasionally, she claims that she doesn't feel well but can't afford to take time off. You have
to get an important customer order for golf clubs shipped today.

connections, praise and reward others for a job well done, make only legitimate requests
of others, gain information about your field and organization, and develop your expertise
so that others come to you.

Politics in the Office and on the Field <LEARNING OUTCOME 7

.o . . Understand how
Before you read about the nature of politics at work, political behavior, and how to develop power and politics

political skills, complete the Self-Assessment that follows. are related.

Nature of Politics in the Workplace

Politics is the efforts of groups or individuals with competing interests to obtain power and
positions of leadership. Like power, office politics has a negative connotation because it
can be manipulative and destructive. So we have to be ethical in using power and political
behavior. However, you can't really do a job well without political skills. In the economy,
the medium of exchange is money; but you don’t use money to get what you want at work:
You use politics. Politics is about give and take. Research supports that successful manag-
ers spend more time using political behavior than average managers, that you need to be
political to climb the corporate ladder (or at least keep from being thrown off), and that
the higher up you get, the more important politics becomes.

Political Behavior < LEARNING OUTCOME 8

Explain what net-
Networking, reciprocity, and coalitions are important political skills. The goal is to build  working, reciprocity,
a net that works (networking) and helps you to develop useful relationships. Developing  and coalitions have
relationships is easier if you learn to use reciprocity and build solid coalitions. in common.
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SELF-ASSESSMENT ©.9

Political Behavior
Select the response that best describes your behavior on your job or team.

Rarely Seldom Occasionally Frequently Usually
1 2 3 4 5

1. | get along with everyone, even difficult coworkers.

2. lavoid giving my personal opinion on controversial issues, especially when | know others don't agree
with me.

| try to make people feel important by complimenting them.
| often compromise when | work with others, and | also avoid telling people they are wrong.

| try to get to know key managers and find out what is going on in every department.

o o &> W

| dress the way the people in power dress and pursue the same interests (watch or play sports, join
the same clubs) as they do.

7. | network with higher-level managers so they will know who | am.
8. | seek recognition and visibility for my accomplishments.
9. | get others to help me get what | want.

10. | do favors for others and ask favors from them in return.

To determine your score, add your answers. The higher your score, the more political your behavior in the work-
place. Place your score here and on the continuum.

Nonpolitical 10 20 30 40 50 Political

Networking

Networking is about developing relationships to gain social or business advantage. Net-
working is important to career success. Companies are using social media for business,>?
and young people today are called the greatest networkers, as they use social media
effectively.”® More people get jobs through networking than through all other methods
combined.> Some companies are using social media to hire people.>> However, some
young people are not good at networking face-to-face, which is also important on the job.*°
Many people develop networks through playing and talking about sports. For example,
people have been offered a job on the playing field. Many business deals have been made
on the golf course. People network by taking up sports that their boss and people at other
higher levels play and watch, even when they have no interest in the sport. Talk sports to
those who are interested, but talk about other topics of interest to people who are not into
sports.

Reciprocating

Reciprocating is about returning in kind. Reciprocity thus involves using mutual depen-
dence to accomplish objectives. Have you heard the expressions “I owe you one” and “You
owe me one”? When someone does something for you, you incur an obligation that the
person may expect to be repaid in kind. Likewise, when you do something for someone,
you create a debt that you may be able to collect later when you need a favor. Reciprocity
is commonly used to get the job done.
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Coalition

A coalition is an alliance of people with similar objectives who have a better chance of
achieving their objectives together than alone. It often takes a coalition to get changes that
you want to make. Networking and reciprocity are work in continual progress. In contrast,
coalitions often come together temporarily and then dissolve once their objectives are
accomplished.

Most important decisions are made by coalitions outside of the formal meeting in which
the decision is made. For example, let’s say you are on a team and the captain is selected by
a nomination and vote of the team members. If you want to be captain, you can “politic”
by asking close teammates whom they will vote for and trying to get their votes, and if they
are supportive you can ask them to ask others to vote for you. If the majority of the team
say they will vote for you, you won the election before the coach even starts the meeting.
If you don’t get any support from your close teammates and others, you drop the effort to
build a coalition, knowing that you will lose. This same coalition-building process is used
to influence all types of decisions.

Developing Political Skills |21} Give examples of how your firm

or team uses networking, reci-
procity, and coalitions to achieve
objectives.

If climbing the corporate ladder is your goal,
political skills should be in your tool kit.
Review the statements in the Self-Assessment
and strive to become comfortable with net-
working, reciprocating, and working with coalitions. Learn what it takes in the organization
where you work as you follow the guidelines in figure 8.4.

Learn the Organizational Culture of Success

By now, you know how important organizational culture is (chapter 6). Make sure you
learn yours well—culture defines the ground rules for politicking at work, so watch how
your managers use political behavior. It is very important to understand what it takes to
get ahead in the organization. Unfortunately, both managers and staffers are often clueless
about the ingredients for success. So in addition to asking, observe the people who are

Networking

e Learn the
organizational culture

e Learn the power players

e Don't surprise your boss

¢ Be an honest team player

¢ Stay tuned to the networking
grapevine

* Resolve conflicts

Reciprocity Coalitions

FIGURE 8.4 Developing political skills.
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advancing and figure out why, and learn to read between the lines. Promote yourself in
politically acceptable and ethical ways.

Learn the Power Players

Power players are people who have the ability to help you in your career. When you under-
stand the power players in your group, department, and organization, you can tailor your presen-
tations to meet their pet criteria. For example, some managers want details; others are impatient
with the details and just want the big picture. Do things your boss’s way, or convince the boss
that your way is better and get support for your work so you stand out for advancement.

Develop a Good Working Relationship With Your Boss

When the performance appraisal system is subjective, it doesn’t objectively indicate ranking
of performance; having a good relationship with your boss—not results—gets you ahead.>”
And even with objective measures, if you want to get ahead, you need to have good working
relationships with your managers. Here are some tips on how to succeed:

Know what the boss expects from you and do it, and give more than asked for.

e Getyour boss’s advice and inclusion in your coalition when you think that forming
a coalition is the best strategy.

e Give your boss the good news—and the bad news. Let the boss know early on if you're
having a problem. No boss wants to find out about your problem from somebody else.

e Don't talk negatively about your boss behind his back, because he will likely find
out and it will hurt your chances of advancement. So follow the old rule—if you
can’t say something nice, don’t say anything at all.

e Don't criticize your boss in public, even if asked to, because most bosses don’t really
want to hear anything negative about themselves.

e Don’t show up a boss in public.

® Be very, very careful about going over your boss’s head to complain, because if your
boss has a good relationship with the person higher up, you will lose, and your boss
may take revenge on you.

e Ifyour boss doesn’t give you excellent performance reviews, find out why and what
it takes to get an excellent review—and do it if you want to get ahead.

e [f you are not capable of meeting your boss’s expectations or not willing to do so,
consider looking for another job within the firm or at another organization. If you
seek another job, don’t complain about your boss; the manager you want to work
for may think that you were the problem and not want to take a chance on you.

¢ Ifyou make a political mistake that hurts your working relationship with your boss,
the consequences may be isolation, extra work, bad tasks, and unfavorable evalua-
tion of your performance.

Be an Honest Team Player

Secrecy breeds politics, so be open and honest.*® High-functioning organizations are built
on respect, confidence, and trust. If you are caught lying or cheating, your boss and team
will not trust you. Self-discipline, teamwork, and fair play are great values on the playing
field and in the office.

Stay Tuned to the Networking Grapevine

The grapevine can be a good thing—it can help you learn your organization’s culture and
its key players. It can also let you know what is going on in the organization and what
is coming up, such as job openings. Your grapevine should include people both inside and
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outside your organization. Be active in trade IR Which suggestions for develop-

or professional associations to keep up in your ina political skills feel least com-
field and increase your skills and knowledge.” 8 9p :
fortable to you? Explain.

Resolve Conflicts

As you climb the corporate ladder, take care not to get thrown off. Choose your stands
carefully. Avoid fights you can’t win. If you find yourself suddenly out of the information
loop, or if your boss or coworkers start treating you differently, find out why. Use your
network or grapevine to find out whether someone is trying to undermine you and why.
Understand where your enemies are coming from, how they operate, who's behind them,
and what weapons they might use. Confront individuals or groups you suspect of instigat-
ing conflict. If you did something to offend a coworker, an apology from you may be in
order. Admit mistakes; don't try to justify them.*° In any case, approach your adversary and
try to resolve the conflict using the ideas in the next section.

Managing Conflict

A conflict exists whenever argument becomes antagonistic. Conflict is inevitable in busi-
ness, and well-meaning people differ all the time. When the issues are important and the
opposing opinions strong, conflict can ensue. Managers spend hours weekly sorting out
personality conflicts among staff members. Thus, effective conflict resolution and negotia-
tion skills are imperative if you want to succeed as a manager. How well you handle conflict
also affects your own job satisfaction and stress levels.

Contflict occurs everywhere. Part of the reason that Shaq left the LA Lakers was conflict
with Kobe Bryant. In an effort to stay ahead of any conflicts in golf attributable to steroids,
the Ladies Professional Golf Association (LPGA) started to conduct steroid testing back in
2008. In this section you will learn why people get into conflict, how conflict helps and
hurts at work, and five styles of handling conflict.

Ground Rules

Implicit in all of our interactions with others is a psychological contract that we'll call the ground
rules. These are our—and others'—expectations. At work, we all have a set of expectations about

APPLYING THE CONCEPT O.2

Political Behavior
Identify each behavior as (a) effective or (b) ineffective.

6. lJill is taking golf lessons so she can join the Saturday golf group that includes some higher-level
managers.

7. Paul tells his boss’s boss about mistakes his boss makes.
8. Sally avoids socializing so that she can be more productive on the job.

9. John sent a very positive performance report about himself to three higher-level managers to whom
he does not report. They did not request copies.

10. Carlos has to drop off daily reports by noon. He brings them around 10 on Tuesday and Thursday
so that he can run into some higher-level managers who meet at that time near the office where the
report goes. On other days, Carlos drops the report off around noon on his way to lunch.
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Describe the five
conflict manage-
ment styles.
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what we will contribute to the organization (effort, time, skills) and what this will provide
us (compensation, job satisfaction, status). These are our unspoken, implicit ground rules,
and we don’t want them violated. We may believe that there is mutual agreement on the
ground rules, when in fact this may not be true. And therein lies the problem.

Thus, we get into conflict because our ground rules get broken. We fail to make explicit
our own expectations, and we fail to inquire into the expectations of other parties. We fur-
ther assume that other parties hold the same expectations as we do. As long as people meet
our expectations, everything is fine; but when they don't, the result very often is conflict.
Thus, sharing expectations, figuring out all the hidden agendas, and carefully negotiating
explicit ground rules are key to avoiding conflicts.

Functional and Dysfunctional Conflict

Mention conflict, and people think of fighting and disruption. This is dysfunctional con-
flict—conflict that prevents groups from achieving their objectives. Functional conflict
fosters disagreement and opposition that actually help achieve a group’s objectives. We
would all agree that too much conflict is dysfunctional. It so happens that so is too little
conflict. Too little conflict means resistance to change and lack of diverse viewpoints.
Too few viewpoints means that not enough alternatives are being explored and that
opportunities in the environment are being overlooked. Functional conflict is one way to
get to innovation and increased performance.® So the issue, then, is how to manage conflict
so that it doesn’t impair group functioning and so that it benefits team and organization
performance.

The NCAA needs to resolve two very important but conflicting goals—the increasing
commercialism of college sport and the development of young amateur athletes. If growing
revenue through sponsorships and commercials becomes the NCAA's primary goal, it will
be harder and harder to square this with keeping college athletes in amateur status. The
NCAA has grappled with this dilemma for many years.®

Styles of Conflict Management

Conflict management is based on two dimensions (concern for others’ needs and concern
for your own needs), which result in three types of behavior (passive, aggressive, and asser-
tive). Taken together, these five components give us five different styles of conflict resolution,
which are presented in figure 8.5 and discussed next.

Avoiding

Some employees try to manage conflict by avoiding it. They refuse to take a stance, with-
draw mentally, or simply leave. This approach is neither assertive nor cooperative, and it
resolves nothing. Both sides lose.

The advantage of avoidance is that it maintains relationships that would be hurt through
resolving the conflict. The first disadvantage, of course, is that nothing gets resolved. The
second disadvantage is that habitual avoiders become “rugs,” and people who get walked
on internalize a lot of conflict and stress. People walk all over avoiders, which can cause
passive-aggressive behavior (in which the avoider loses control and really turns up the heat
by getting into a yelling match).®® Avoider managers allow employees to perform poorly
without confronting them. This, of course, just makes the problem worse. The longer people
wait to confront others, the more difficult the confrontation.

All this said, there are times when avoidance is appropriate: (1) when the conflict is
trivial (trivial issues are not worth conflict), (2) when your stake in the issue is not high
(you have everything to lose and nothing to win), (3) when confrontation could damage
an important relationship (no sense burning big bridges), (4) when you don’t have time to
resolve the conflict (hurried resolutions are rarely good resolutions), and (5) when emo-
tions are high (wait until heads are cooler).



BEHAVIOR IN ORGANIZATIONS

High concern 4

High concern

for others’ needs Accommodating conflict style Collaborating conflict style for others’ and
Passive behavior Assertive behavior own needs
You win, | lose You win, | win

Negotiating conflict style
Assertive behavior
You win some, | win some

Avoiding conflict style Forcing conflict style
Low concern Passive behavior Aggressive behavior
for others’ and You lose, | lose You lose, | win High concern
own needs > for own needs

FIGURE 8.5 Styles of conflict management.

Accommodating

People who resolve conflict by passively giving in are managing conflict by accommoda-
tion. Accommodators satisfy the other party but neglect their own needs in the process.
The opposing party wins; the accommodator loses.

Avoidance and accommodation differ in one significant way. Avoiders basically do noth-
ing, but accommodators have to do something they don't really want to do. For example,
if your professor asked the class for a volunteer to pick up and distribute course evalua-
tion forms and you don’t want to do it, you can simply avoid volunteering. However, if
the professor asks you personally and you do it, you have used the accommodating style.

Habitual accommodation maintains relationships by doing things the other person’s way.
However, relationships built on one side’s continual capitulation are not healthy ones and
don’t last. And giving in is counterproductive if the accommodator has the better solution.
As with avoiders, people also take advantage of accommodators.

Accommodation, however, is appropriate in certain situations: (1) when you enjoy doing
things for others (it's part of friendship), (2) when maintaining the relationship outweighs
all other considerations, (3) when the changes agreed to are not important to you but are
to the other party, (4) when time is limited, and (5) when you have an autocratic boss who
resolves conflicts by force.

Forcing

People who use aggression to get their way resolve conflict by “going to combat.” Forcers
are uncooperative and aggressive—they do whatever it takes to satisfy their needs at the
expense of others. Forcers threaten, intimidate, and call for majority rule when they know
they will win. They also enjoy dealing with avoiders and accommodators because these are
easy wins. Forcers win; everyone else loses.

When forcers have the better idea, the organization wins, but at a cost—in the form of
low morale and wounds that may affect later situations. Plus, forcers make enemies right
and left. Forceful managers use position power to force others to do things their way.

Force is appropriate in conflict resolution (1) when unpopular action must be taken on
important issues, (2) when maintaining relationships is not critical, (3) when the conflict
resolution is urgent, and (4) when you are dealing with an insubordinate employee.

Negotiating

People who resolve conflict through assertive give-and-take sessions are managing conflict
by negotiation (also called compromise). Negotiators are both assertive and cooperative.
Everyone wins some and loses some.
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Negotiators typically resolve conflict quickly, and because everybody has given and
gotten something, working relationships are maintained. The disadvantage is that the
compromises negotiated may be suboptimal decisions. Negotiators often ask for more
than they need in order to get what they want, particularly in collective bargaining, which
can result in playing games.

Negotiation is appropriate to use (1) when the issues are complex and critical and there is
no simple, clear-cut solution, (2) when parties have about equal power and are interested in
different solutions, (3) when a solution will be only temporary, and (4) when time is short.

Collaborating

People who jointly and assertively try to get to the best solution, one that all parties can
buy in to, resolve conflict by collaboration. Collaborators are problem solvers. They are
both assertive and cooperative. Of the five styles, only collaborating focuses on finding the
best solution. Avoiders and accommodators focus on avoiding conflict, and forcers focus
on winning at all cost. Collaborators are willing to change positions if a better solution
is presented. Negotiation is often based on secret information, whereas collaboration is
based on open and honest communication.® This is the only conflict management style
in which all parties win.

Collaboration often leads to strong solutions. The disadvantage is that greater skill, more
effort, and more time are required to get there. Collaboration is difficult in the four situa-
tions in which negotiation is appropriate to
use, and also when a forcer blocks the pro- TN Which style of conflict manage-
cess. Collaboration offers the most benefits
to individuals, groups, and organizations.

Collaboration is appropriate (1) when
an important issue requires an optimal
solution and compromise would result in a
suboptimal solution, (2) when people place the group goal before self-interest, (3) when
maintaining relationships is important, (4) when time is available, and (5) when the con-
flict is among peers.

There is no one best style for resolving conflict. The style we prefer personally may meet
our needs but not the needs of the situation. If you wish to become a truly effective leader,
you must become proficient at all five styles. And you must learn to judge a conflict and select
the style that will best resolve it. Avoidance,
accommodation, and force are the easiest to W2 Which one style of conflict man-
learn—indeed we've been using them for a
long time. Most people find negotiation and 1 []
collaboration the hardest to learn. Therefore,
we explore negotiation and collaboration in
more depth in the next two sections.

ment does your current boss or
coach use most often? Explain
using a typical example.

agement do you use most often?
Why? Give several examples.

Negotiation

Negotiating is about trying to get what you want, and you do it every day, even though
you may not realize it. Good negotiators get better jobs with higher pay. Does this interest
you? Negotiators attempt to hammer out agreements in which everyone gets something
and everyone gives something. Negotiation is used to complete business deals, resolve
disagreements, and reduce conflicts. Negotiation is appropriate and common in collec-
tive bargaining, buying and selling goods and services, and (sometimes) getting a job and
raises. “Take it or leave it” situations, of course, leave no room for negotiation. Power and
politics are important negotiating tools.

Negotiation often occurs in zero sum conflicts, in which one party’s gain is the other
party’s loss. For example, each knockdown in price that athletic directors can negotiate for
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APPLYING THE CONCEFT O.9

Selecting Conflict Management Styles

Identify the most appropriate conflict management style for each situation.

avoidance
accommodation
forcing
negotiation

® o 0 T o

collaboration

11. While serving on a committee that allocates athletic funds for building a new football stadium, you
make a recommendation that another member opposes quite aggressively. Your interest in what the
committee does is low, although you can see quite clearly that yours is the better idea.

12. The task force you've been assigned to has to select new fitness equipment. The four alternatives
will all do the job. Members disagree on their brand, price, and service.

13. You manage golf cart sales for the Hole in One stores. Beth, who makes a lot of the sales, is in the
midst of closing the season’s biggest sale, and you and she disagree on which strategy to use.

14. You're late and on your way to an important meeting. As you leave your office, at the other end of the
work area you see Chris, one of your employees, goofing off instead of working.

15. You're over budget for labor this month. Work is slow, so you ask Kent, a part-time employee, to leave
work early. Kent tells you he doesn’t want to because he needs the money.

a new scoreboard is their gain and the seller’s loss. Thus, negotiators must sell the other
party on their ideas, or they must exchange something for what they want. For a deal to
work over a period of time, all parties in the negotiation need to believe they got a good
deal. If a players’ union believes that management won, player morale may dip, which could
affect performance. Also, if fans (who are the nonrepresented third party in the wrangle
between owners and the players’ union) believe they got a bad deal, attendance might drop
dramatically, as it has following past strikes.

Let's now describe the four stages of the negotiation process presented in figure 8.6.
Skill-Builder 8.1 on page 272 gives you practice using the process.

Planning for the Negotiation

Solid preparations, or lack thereof, can mean the difference between success and failure.
Be clear about what it is you are negotiating—is it price or salary, options, delivery time,
sales quantities, or all of these? Planning entails four steps:

1. Research the other party.

Know the key players, know the issues, and know the context. Before you negotiate,
try to find out what the other parties want and what they are and are not willing to give up.
Use your networking grapevine to size up negotiators’ personalities and negotiation style.
The more you know about the other side, the better your chances of reaching an agreement.
Think about what worked and did not work in previous negotiations with these parties.
People often say that Donald Trump moves quickly in negotiating deals, but he says the
reason he moves fast is that he prepares himself thoroughly.

2. Set objectives.
Based on your research, what can you expect? Limit your goals. Focus on just a few
important points that you actually might be able to get.
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Agreement
- /Close the deal.
Plan » Negotiations
: !
I
I
R Postponement No agreement
1. Research the other 1. Develop rapport and focus 1. Other party postpones and Find out why for the future.
party(ies). on obstacles, not the person. you may create urgency.
2. Set objectives. 2. Let the other party make the ~ 2.You postpone and the other
3. Try to develop options and first offer. party may create urgency.
trade-offs. 3. Listen and ask questions to
4. Anticipate questions and focus on meeting the other
objections and prepare party’s needs.
answers. 4. Don't be too quick to give in
and ask for something in
return.

FIGURE 86 The negotiation process.

e Set a lower limit below which you are willing to agree. This lets you know when
to walk away from a negotiation and not make a deal.

e Set a target objective that you believe is fair.

e Set an objective for the opening offer that is higher than you expect to get.

People in the other party may be doing the same thing, so don't view their opening
offer as final. The key to successful negotiations is for all parties to get between their mini-
mum and their target. This is the “I win some, you win some” situation that negotiations
strive to achieve. It is helpful to have “must” and “want” criteria (chapter 3).

3. Try to develop options and trade-offs.

Suppose you are a free-agent NBA player. If you have multiple offers from other teams,
you are in a strong power position to get your target salary. Remember context, however.
If the job market is soft or you really want a particular job for whatever reason, dickering
over salary may not be in your best interest. But don't shortchange yourself; explore your
alternatives. If you have to give up something or cannot get exactly what you want, be
prepared to ask for something else in return. If you cannot get the salary or raise you want,
maybe you can get more days off or more in your retirement account.

4. Anticipate questions and objections and prepare answers.

The other party may want to know why you are negotiating. Be prepared to answer
the unasked question—what’s in it for you? Don't focus on what you want but on how your
deal will benefit the other team. Talk in terms of you and we, not I, unless you are telling
others what you're going to do for them.

There is a good chance that the other side will raise objections—reasons why the
negotiations won't result in agreement. When agents ask for a raise, management typically
says the team can't afford it. If, however, agents have done their homework, they strengthen
their case by quoting profit numbers to prove their point. Unfortunately, parties don't
always state their real objections. Thus, you need to listen and ask questions to find out
what is preventing the agreement.

Make sure that you fully understand yourself, your position, and your deal and that
you project confidence. If the other party doesn’t trust you or believes the deal is not a good
one, you won't reach an agreement. Thus, it's your job to convince the other party that she
is getting a good deal. When you are being interviewed for a job, you have to convince the
manager that you can do the job.

Negotiating

Now you are ready to negotiate the deal. Face-to-face negotiations are preferable because
you can assess nonverbal behavior (discussed in chapter 10) and better understand objec-
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tions. However, telephone and written negotiations work, too. Again, know the other
party’s preference.

1. Develop rapport and focus on obstacles, not the person.

Building rapport is important.®®> Smile and call the other party by name as you greet
him. A smile tells people you like them, are interested in them, and enjoy them. Open with
some small talk. How much time to wait until you get down to business depends on the
other party’s style. Some people like to get right down to business, but others want to get
to know you before they discuss business. However, you want the other party to make the
first offer, so don’t wait too long or you may have to make the first move.

Never attack people on the other side or put them down with negative statements
like “You're being unfair to ask for such a salary cut.” The other party will become defensive,
you will end up arguing, and prospects for agreement will dim if not disappear altogether.
Instead, ask questions like “You think my salary request is too high?” Then state your com-
petitive advantage in a positive way. If people perceive that you're pushing, threatening, or
belittling, they won't trust you and negotiations will stall or reach an impasse. Avoid the
“take it or leave it” approach, and if others use it, ask why they are refusing a deal that you
believe is fair. Use open-ended questions to keep the other side talking.

2. Let the other party make the first offer.

There is always the possibility that the other party will offer you more than your
target objective—you can then close the deal and be on your way. On the other hand, if
offered less than your target, you can work from the assumption that this is a lowball offer
and negotiate up by asking questions like “What is the salary range for this position?”

When others pressure you to make the first offer with questions like “Give us your
salary requirement, and we'll tell you whether we'll take it,” put the ball back in their court
by asking, “What do you expect to pay?” If things go well during steps 1 and 2, you simply
close the deal—you agree to agree. If you're not close to agreement, all is not yet lost.

3. Listen and ask questions to focus on meeting the other party’s needs.

Again, focus on what'’s in the deal for the other party, not you. Create opportunities
for revealing reservations and objections. When you're speaking, you may be revealing more
than you want to; but when you're listening, the other person is doing the talking, which
is what you want. That is, you are receiving information that will help you to overcome
objections. If you go on and on about what you have to offer, you're not finding out what
the other person is really interested in, and you may be killing the deal. Ask questions—
“Is the salary out of the ballpark?” “Is it a reasonable amount?”—and then listen. Don't
forget to listen. Perhaps the other person’s objection involves a “want” criterion: Human
resources wants to hire someone with 2 years of experience and you have only one. Play
up the features you have that are wanted, and you may get an agreement. If the objection
is a “must” criterion that you cannot meet, at least you know and you can stop chasing a
deal that is not going to happen.

4. Don't be too quick to give in—ask for something in return.

Those who don't ask don’t get. You want to satisfy the other party without giving
up too much, and you want to get something in return. Don't go below your minimum
objective—if it is realistic, you may have to walk away. If you do walk away, you may or
may not be called back; and if not, you still may be able to come back for the same
low salary, but not always. If the other side knows you are weakening and will accept
a low agreement, they will be less likely to move from their stance. Think about “Must
sell—need cash” signs. What type of price do you think they get? Don't let comments such
as “Are you kidding me, that’s too much” intimidate you. Also, when you are not getting
what you want, having other options in your bag—fallback positions—can give you bar-
gaining power.

Avoid giving in quickly. Recall your planned trade-offs. Don't give something for
nothing. If the other party asks you to accept a lower salary, ask for a concession such as
an extra year added to the contract.
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Postponing

When you are not making progress, it is often wise to postpone the negotiations. Be pre-
pared to postpone and to deal with the other party’s postponing.

They Postpone—You Greate Urgency

The other party says, “I'll get back to you.” When you're not getting what you want, you can
create urgency—for example, “This specific deal ends today.” But don't be dishonest. The
primary reason negotiations work is mutual trust and respect. Establishing a relationship
of trust is key to closing a deal. Indeed, honesty and integrity are the most important assets
a negotiator can possess. That doesn’t mean you can't look at your options. Maybe you do
have other job offers—in which case, it's perfectly acceptable to say, “I've got another job
offer pending. When will you let me know what you've decided?”

But what if urgency doesn’t work and the other person says, “I'll think about it”? Your
response? “That’s a good idea.” But you also should quickly review the parts of your deal
that the other person does like—leave her thinking about what she is walking away from.
Putting her in the position of having second thoughts may keep the door open. If the other
person doesn’t appear to have second thoughts, then don't let the session end without pin-
ning her down: “When can I expect to hear whether I get the job offer?” Ask for a specific
time and note that if you don't hear from her by that date, you will call. Follow up with a
letter, e-mail, or fax, thanking the other person for her time and highlighting the features
she liked.

When the other party becomes resistant, the hard sell won’t work. Take the pressure off
by backing off. Ask where she wants to go from here, but don’t press for an answer. This is
the place to leave things open-ended. Waiting and giving the other person some breathing
room may keep the door open. This is where you say, “Why don’t we think about it and
discuss it some more later?” Learn to read between the lines. Some people will not come
right out and tell you “no deal.”

You Postpone—They Create Urgency

Don’t be hurried by others, and don't rush yourself. If you're not satisfied with the deal
or you want to shop around, tell the other party that you want to think about it. You may
also need to check with others for advice or approval (your boss) before you can finalize
the deal. If the other party is creating urgency, be sure it is real. In many cases, you can get
the same deal at a later date, so don’t be pressured into making a deal you are not satisfied
with or may regret later. If you do want to postpone, give a specific time that you will get
back to the other person, and do so with more prepared negotiations, or simply say you
cannot make an agreement.

Agreeing or Not Agreeing

Negotiations eventually end up with or without making a deal. Sometimes we agree and
make a deal, but sometimes we don't agree to the terms of the other party, so we don't
make a deal.

Agreeing

Once you've got an agreement, restate it. It is common to follow up an agreement with a
letter of thanks that restates the agreement to ensure that the other parties have not changed
their mind regarding the terms. After the deal is made, stop selling it. Change the subject
to a nonbusiness one or leave, whichever is appropriate. The MLB and the Major League
Baseball Players Association realized there was a drug problem in professional baseball.
The two sides negotiated an agreement to try to stem the use of drugs in baseball. Some
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researchers believe that the two sides negotiated a more rigorous agreement than neces-
sary.®® However, the drug problem that had plagued MLB since 2002 required a rigorous
set of rules to restore respect for players and for the game.

Failing to Agree

Not making an agreement is not necessarily a failure. Why should you settle for less than
you deserve? It’s not uncommon to lose one deal only to get a better one later. Refusal
and failure happen to everyone—no one wins them all. The difference between also-
rans and successful people lies in how they respond to failure. Successful people keep
trying, learn from their mistakes, and continue to work hard. If you cannot come to an
agreement, analyze the situation, determine why the negotiation failed, and get it right
the next time.

< LEARNING OUTCOME 10

Use collaboration to
resolve conflict.

Collaboration

To understand how collaboration works, we need to define two new terms. Initiators are
people who approach other parties to resolve conflicts. Skillful initiators use BCF statements
and then get involved parties to respond in BCF statements. BCF statements describe
conflicts in terms of behavior, consequences, and feelings. That is to say, when you
do B (behavior), C (consequences) happens, and I feel F (feelings). The sequence can
be varied to fit the situation. An example of a BCF statement is “I fear [feeling] that the
advertisement is not going to work [behavior| and that our hockey team will lose money
[consequences].”

The idea is to resolve the conflict while maintaining the relationship.®” So keep people
from becoming defensive. When we become defensive, we go into behavior modes that
are counterproductive. Two things are sure to make people defensive—when you don't let
them talk and when you fix blame. Therefore, when you develop your opening BCF state-
ment, be descriptive, not evaluative. Keep your opening statement short. The longer
your statement, the more defensive you are likely to make the other party. And don't
assess blame. Timing is also important. If people are busy, make arrangements to see
them later to discuss the conflict. In addition, don’t confront a person on several unrelated
issues at once.

Now that you know what BCF statements are, you can use them to collaboratively resolve
conflict. Figure 8.7 outlines the process of collaboration, and Skill-Builder 8.2 on page 273
gives you practice using the process. Next, we focus on initiating resolution and mediating
conflict.

Initiating conflict resolution Responding to conflict resolution Mediating conflict resolution
Step 1. Plan a BCF statement that Step 1. Listen to and paraphrase Step 1. Have each party state the
maintains ownership of the the conflict using the BCF complaint using the BCF
problem. model. model.
Step 2. Present your BCF Step 2. Agree with some aspect of Step 2. Agree on the conflict
statement and agree on the complaint. problem(s).
the conflict. Step 3. Ask for or give alternative Step 3. Develop alternative conflict
Step 3. Ask for or give alternative conflict resolutions. resolutions.
conflict resolutions. Step 4. Make an agreement for Step 4. Make an agreement for
Step 4. Make an agreement for change. change.
change. Step 5. Follow up to make sure the
conflict is resolved.

FIGURE 8.7 Resolving conflict by collaboration.
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Initiating Conflict Resolution

As presented in figure 8.7, there are four steps to successfully initiating a conflict resolution.

1. Plan a BCF statement that maintains your ownership of the problem.

First let’s look at what “ownership of the problem” means. Suppose you don’t smoke
and someone who is visiting you starts smoking. Who “owns” this problem? The smoke
bothers you, not your visitor, so it's your problem. BCF statements that call on respondents
to help you solve your problem don’t assess blame or evaluate the behavior yet state the
problem behavior clearly. State exactly what behavior bothers you.® This approach reduces
defensiveness and establishes an atmosphere of problem solving that keeps doors open.
Telling the other person he is stupid to smoke and will get cancer will only make him
defensive and will likely start an argument rather than resolve the problem.

Put yourself in the other person’s position. What presentation would keep you most
open to solutions? Show concern for his issues as well as concern for your issues. Finally,
if possible, practice your BCF statement before you approach the other party—you don'’t
want to lose your cool. An example of a BCF statement is “When you smoke in the locker
room [behavior], I have trouble breathing and become nauseous [consequence], and I feel
uncomfortable and irritated [feeling].”

2. Present your BCF statement and agree on the conflict.

After you make your statement, let the other party respond. If she doesn’t understand
or refuses to acknowledge the problem, persist gently but firmly. You can't resolve a conflict
if the other party won't acknowledge its existence. Explain the problem in different terms
until you get an acknowledgment or realize that it's hopeless. But don’t give up too easily.

3. Ask for and give alternative conflict resolutions.

Ask the other party what he thinks can be done to resolve the conflict. If you agree,
great; if not, offer your solution. The idea is to get to collaboration. If the other party
acknowledges the problem but is not responsive to resolving it, appeal to common goals.
Make him realize the benefits—to him and to the organization.

4. Make an agreement for change.
Find specific actions you can both take. Clearly state, or for complex agreements
write down, the specific changes that all parties must do to resolve the conflict. People don't

always live up to their agreements, so follow

up to make sure the conflict is resolved. ISR Use figure 8.7 to outline how you
1 1 could have resolved a conflict you

recently faced.

Mediating Conflict

Frequently, parties in conflict cannot resolve their dispute alone. In these cases, mediators
can be very helpful. A mediator is a neutral third party who helps resolve conflict. In non-
unionized organizations, managers are commonly the mediators. But some organizations
have trained staff who are designated mediators. In unionized organizations, mediators
are usually professionals from outside the organization. However, resolution should be
sought internally first. As a manager you may be called on to mediate a conflict. In this
case, remember that you are a mediator, not a judge, and your job is to remain impartial.
Get the employees to resolve the conflict themselves if possible.

If the conflict is not resolved through mediation, an arbitrator may be used as a
follow-up. An arbitrator is a neutral third party whose decisions are binding. Arbitrators
commonly use negotiation. Arbitration should be kept to a minimum because it is not a
collaborative style. Arbitration is more commonly used in sport than is mediation. The
reason is that collective bargaining agreements in sport focus on arbitration instead of
mediation.

Dealing with different personality types, varying perceptions and attitudes, power, poli-
tics, and conflict can be very stressful. Therefore, in the next section we examine the causes
and consequences of stress and how to manage it.



BEHAVIOR IN ORGANIZATIONS

Stress

Our lives today abound with tension caused by deadlines, traffic jams, long hours at work
and school, the need to excel in an uncertain competitive climate, lack of time to fulfill
our responsibilities—the list is seemingly endless. Stress is our body’s internal reaction to
external stimuli coming from the environment. Our emotional reactions drive our bodies’
physical reactions. How well do you handle stress? In this section, you will learn about
functional and dysfunctional stress, causes of stress, signs of stress, and, most important,
how to manage stress and play the stress tug-of-war.

Functional and Dysfunctional Stress

Stress is functional when it helps us perform better by challenging and motivating us to
meet objectives. We all perform best under some pressure. When deadlines approach and
the clock is ticking, our adrenaline flows and we often rise to the occasion with better than
usual performance. The operative word here is some: some pressure but not too much.
Think of stress as existing on a bell-shaped curve. On the left side, when you have too little
stress, performance is lower; optimum stress is at the peak of the curve; but too much stress
moves you to the right side of the curve, which lowers your performance.® Or, think of a
race car “stress-o-meter.” In low gear you go slow; when the gage is in the yellow zone, it's
at its peak (time to shift), but going into the red can burn out the engine.”

Too much pressure is a serious, endemic problem in today’s workplace. Excessive physical
and mental stress can cause physical illness as well as mental and emotional problems.”
Too much stress increases appetite and cravings and causes abdominal fat; so it makes you
soft, flabby, and much older than you truly are.”” As you may know, you can overtrain or
compete and burn out, which results in lower athletic performance.”

Stressors are situations in which people feel overwhelmed by anxiety, tension, and
pressure. Stress that is constant, chronic, and severe can cause burnout. Burnout is the
constant lack of interest and motivation to perform one’s job because of stress. From the
organizational side, high stress results in job dissatisfaction, absenteeism, turnover, and
lower levels of productivity.

Our abilities to handle pressure vary. In the same situation one person will be comfortable
and stress free and another will be overwhelmed and stressed out. What stresses you out?

Causes of Stress

To overcome stress, it is important to understand what causes you stress.”* There are five
common job stressors. Before you read further, complete the Self-Assessment ahead to
determine your stress personality type, which affects how you handle stress.

Type A, Type B Personality

Are you a type A or a type B personality? This is an important question for your health,
because how much stress we personally set up in our lives is attributable, in part, to our
personality type. Type A personalities are characterized as fast moving, hard driving,
time conscious, competitive, impatient, and preoccupied with work. And as you have no
doubt discerned, type A people set up fast-moving, hard-driving lives: They choose stress-
ful lives. Type B personalities are just the opposite of type A personalities. As you can well
imagine, type A people are more stressed than type Bs. Therefore, if you are a high type A
personality, you may want to implement the stress management ideas presented here to
offset the stress.

Even though personality types A and B are the most well-known classifications, other
personality types exist. For instance, the type T personality has been described by various
psychologists as a thrill-seeking or risk-taking personality. People with type T personality
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SELF-ASSESSMENT ©.4

Stress Personality Type

Identify how frequently each item applies to you at work or when you are playing on a team.

Rarely Seldom Occasionally Frequently Usually
1 2 3 4 5

—_

. | enjoy competition and | work and play to win.

| skip meals or eat fast when there is a lot of work to do.
I'min a hurry.

| do more than one thing at a time.

I'm aggravated and upset.

| get irritated or anxious when | have to wait.

| measure progress in terms of time and performance.

| push myself to work to the point of getting tired.

| work on days off.

© © ©® 3 2 0 r 0N

| set short deadlines for myself.

11. I'm not satisfied with my accomplishments for very long.
12. |try to outperform others.

13. | get upset when my schedule has to be changed.

14. | consistently try to get more done in less time.

15. | take on more work when | already have plenty to do.

16. | enjoy work or school more than other activities.

17. | talk and walk fast.

18. | set high standards for myself and work hard to meet them.
19. I'm considered a hard worker.

20. | work at a fast pace.

. Total. Add up your scores (1-5) for all 20 items.

Your total score will fall between 20 and 100. Place an x on the continuum that represents your score.

Type A personality 100 90 80 70 60 50 40 30 20 Type B personality

find an outlet by participating in extreme sports.”” Type T people can use their creativity to
develop new sports like snowboarding and BMX or motocross racing.

Organizational Culture

Employee stress levels are directly affected by whether the culture is a cooperative one or
an autocratic one and whether morale is high or low. The more positive an organization’s
culture, the less stress employees experience. Organizations that push their people to high
levels of performance create stress, of course, but this can also give them high job satisfac-
tion, which is de-stressing. So what type of culture is a good fit for you?
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Management’s Skill at Managing

The more effectively managers supervise their employees, the less stress experienced by all.
Today’s successful managers are making an effort to be nice to employees to help reduce
stress, but at the same time they continue to work employees hard to get results, creating a
better balance. How much stress does your boss cause you and the rest of the team?

Work Performed

Some work is more stressful than other work, and part of our stress comes from whether
we enjoy our work. Those of us who enjoy the work itself handle stress better than those
of us who don’t. Thus, finding work that you enjoy is a wise move. University of Kentucky
coach Rick Pitino became the Boston Celtics’ coach. However, Pitino discovered that his
coaching style, which had worked so well in college basketball, did not work with pro
players. His response was to return to what he did well; he left the Celtics to coach college
basketball at the University of Louisville, doing what he loves and what he does best—the
secret of career success.

Human Relations

When people don't get along, stress increases. Our relationships with our coworkers are a
very important factor in our job satisfaction. People who don't like their work but enjoy
the people they work with can still be happy at work. However, when both components are
missing—employees don't like the work and don't fit with coworkers—high absenteeism
and turnover are often the result.

Signs of Stress

It is important to understand when stress is coming on so that you can deal with it.”® Mild
signs of stress include an increased breathing rate and an excessive amount of perspira-
tion. When stress continues for a period of time, disillusionment, irritableness, headaches
and other body tension, a feeling of exhaustion, and stomach problems can result. When
you continually feel pressured and fear that you aren’t going to meet deadlines, you are
experiencing stress. When you start to think about failing (missing that shot or striking
out), you are feeling stress.

People under stress do many things to find relief. They watch TV, movies, or video games
(too much); drink (too much) and take illegal drugs; eat (too much); sleep (too much);
and turn to pornography and abusive sex. Do you do these things to relieve stress? Using
these escapes for a short time to get through a bad situation may not have negative long-
term effects. However, be careful, because over a longer period of time people who watch
too much TV often lose their interest in exercising and playing sports; people who drink or
take drugs can become addicted; people who overeat become overweight; and most miss
out on experiencing life. Obesity is a major problem, and employee alcohol and drug use
costs American businesses billions annually in lost production, absenteeism, and health
costs. No one starts out thinking I'm going to become inactive, fat, or addicted to substances;
it happens over time.

Former University of North Carolina head basketball coach Dean Smith and former
University of Nebraska head football coach Tom Osborne helped launch a nationwide
campaign to rid televised college sports of alcohol advertising. Still, alcohol producers
(especially beer companies) have a long tradition of advertising during college sporting
events, and this trend will be hard to change. Unfortunately, well-known athletes have
experienced alcohol problems; NFL wider receiver Hines Ward of the Pittsburgh Steelers
and Diana Taurasi of the WNBA Phoenix Mercury were arrested for drinking and driving.
Taurasi spent a full day behind bars, and this made her realize that "Once you make a
mistake and put the control of your life in someone else's hands, it's scary."”” Sadly, Josh
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Hancock of the St. Louis Cardinals died while driving drunk. These are stories that point
to the need for better methods to relieve stress.”

Managing Your Stress

As already discussed, first you have to identify the stressors in your life. Next, you look at
what'’s causing them and the consequences of living with them (and without them—maybe
you really don’t want to quit college!). Finally, you find ways to eliminate or decrease the
stressors. Helping employees stay fit increases productivity and is cost-effective. To combat
the negative effect of stress, organizations are offering a variety of wellness programs. Harvard
researchers found that medical costs dropped by about $3.27 for every dollar a company
spent on wellness programs.” The stress management techniques we present here are widely
effective, and you don't need to stress about using all of them.

Manage Your Time

Good time management skills can decrease job stress. Chapter 14 gives details on time
management.

Relax

Start by getting enough rest and sleep to rejuvenate your body.*® The average American
doesn't get enough sleep; there is no magic number for everyone, but hardworking athletes
generally need more sleep than the average person to perform at the top of their game. Here
are some signs that you may not be getting enough sleep: trouble retaining information,
irritability, minor illnesses, poor judgment, increased mistakes, and weight gain. Are you
energetic, and do you recover sufficiently from your workouts?

Have some fun and laugh; try to slow down and enjoy yourself. Take some breaks during
work and eat lunch; this reduces stress and mistakes. You will find that time down and
time off make you more effective at school, on the field, and at work and may actually save
you time! Pursue some enjoyable off-the-job interests. Socialize with friends and family,
listen to music, pray, meditate—all of these options work for different people.® Find the
ones that work for you.

Use Relaxation Exercises

Simple relaxation exercises can relieve stress. One of the most popular and simplest is deep
breathing because it relaxes the entire body and can be done anywhere.®? Consciously relax-
ing your entire body going from toe to head is another. Table 8.1 describes some relaxation
exercises that you can do almost anywhere.

Deep breathing can be done during or between the other exercises. Simply take a slow
deep breath, preferably through your nose, hold it for a few seconds (count to five); then let
it out slowly, preferably through lightly closed lips. Make sure that you inhale by expanding
the stomach, not the chest. Breathe in without lifting your shoulders or expanding your
chest. Think of your stomach as a balloon. Slowly fill it, and then empty it. As you inhale,
visualize breathing in healing energy that makes you feel better, more energetic, and less
pained. As you exhale, visualize breathing out tension, pain, illness, and other stress. Use
this visualizing technique during the other relaxation exercises.

Eat Right

Good health is essential to everyone’s performance, and nutrition is a major factor in health.
Obesity is a pervasive health problem. Stress often leads to overeating and compulsive
dieting, and being overweight is itself stressful. Accurate and helpful information about
nutrition and healthy eating habits is widely available. Here's the short version: Limit your
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TABLE 8.1 Quick Tricks for Relaxation

Muscles
relaxed Exercise
All Take a deep breath, hold it for about 5 seconds, and then let it out slowly. See
page 264 for details. Deep breathing may be performed during or between
other relaxation methods.
Forehead Wrinkle your forehead by trying to make your eyebrows touch your hairline for 5
seconds. Relax.
Eyes, nose Close your eyes tightly for 5 seconds. Relax.

Lips, cheeks, jaw = Draw the corners of your mouth back tightly (grimace) for 5 seconds. Relax.

Neck Drop your chin to your chest, and then slowly rotate your head without tilting it
backward. Relax.

Shoulders Lift your shoulders up toward your ears and tighten for 5 seconds. Relax.

Upper arms Bend your elbows and tighten your upper arm muscles for 5 seconds. Relax.

Forearms Extend your arms out against an invisible wall and push forward with your
hands for 5 seconds. Relax.

Hands Extend your arms in front of you and clench your fists tightly for 5 seconds.
Relax.

Back Lie on your back on the floor or a bed and arch your back up off the floor while
keeping your shoulders and buttocks on the floor. Tighten for 5 seconds. Relax.

Stomach Suck in and tighten your stomach muscles for 5 seconds. Relax. Repeating
this exercise several times throughout the day can help reduce the size of your
waistline.

Hips, buttocks Tighten buttocks for 5 seconds. Relax.
Thighs Press your thighs together and tighten them for 5 seconds.

Feet, ankles Flex your feet with toes pointing up as far as you can and tighten for 5 sec-
onds, then point your feet down and tighten for 5 seconds. Relax.

Toes Curl your toes under and tighten for 5 seconds, and then wiggle them. Relax.

For all exercises, tighten your muscles as much as you can without straining, and perform as many tightening-relax-
ing repetitions as needed to feel relaxed without straining.

intake of sugar and white flour (which most processed foods are full of); eat breakfast;
don't eat junk food; consume less fat, caffeine, and salt; limit starchy carbohydrates (breads,
grains, potatoes, rice, and so on); and eat more fruits and vegetables.® To assist with eating
right, many firms are offering healthier meals at work.** If you have an eating disorder,
acknowledge it (because it can kill you) and get professional help. Your college most likely
offers free counseling or can get you to the right people.

Are soft drinks bad for you? Do diet drinks contribute to weight gain? A study indicated
that diet soda does in fact lead to weight gain. People who consumed one or more soft
drinks per day (regular or diet) were 44% more likely to have metabolic syndrome, 31%
more likely to be obese, 25% more likely to have high blood sugar, and 18% more likely to
have high blood pressure.®* Sounds like a good reason to delete these drinks from your diet.

Exercise

It is well established that physical exercise has numerous beneficial effects on our health.
Many firms pay all or part of gym memberships and have exercise facilities and offer classes.
Google offers 230 exercise classes. More gyms leads to more sport management jobs. Exer-
cising is an excellent way to break up your workday and release stress.®® Always check with
a doctor before starting an exercise program. Because your objective is to relax and reduce
stress, not increase it, you should avoid the no pain-no gain mentality—leave that on the
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Explain the stress
tug-of-war analogy.
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court or playing field. Aerobic exercises that increase the heart rate for 30 minutes three or
more times a week are generally recommended. The key is to pick an exercise you enjoy
doing; if you hate to jog, how long will you stick with it?

Think Positively

Optimists experience less stress than pessimists because they focus on the positive, not dwell-
ing on the negative.’” Get rid of your negative self-talk. Talk to yourself in the affirmative:
“This is easy” or “I can do this.” Repeat positive statements while doing deep breathing, but
be realistic. Positive thinking doesn’t guarantee that you will be free of stress headaches, but
pessimism and negative self-talk push many people into headaches and various illnesses.

Don’t Procrastinate: Don’t Be a Perfectionist

Procrastinating is stressful. When you procrastinate, you don’t accomplish tasks that you're
supposed to do. The resulting feeling of failure causes stress, and the longer you wait to do
the task, the more stressed you get. Even if

you eventually complete the j(ask, the results MM Choose a major stressor in your
will be poorer than they might have been .I life right now and develop a plan

ha(; you notfprocra?tlngtecl.. . il to manage it, using the sugges-
triving for perfectionism 1s stresstul. tions noted here or others that

Here we are talking about wprk tasks, not you think would work well for you.
athletic performance. Reworking something
excessively usually isn’t worth the time and
effort and may make you rush through another task that is more important. Sometimes
reworking actually makes things worse. Define a job as done “perfectly enough” and stop.

Build a Support Network

Talking to others about your stressful situa-
tion helps reduce stress. Talk to your friends,
family, teammates, and coworkers—that'’s
what they are there for.%® Don’t be proud and
clam up when things are getting you down.
But don't continually complain and whine
either; you'll wear out the welcome mat. Be
there for others in return; that's what networking is all about.

IRINHE Which of the stress management
techniques noted here are you
best at and worst at? Develop
a plan to improve your weakest
stress management skills.

Stress Tug-of-War

Think of stress as a tug-of-war with you in the center, as shown in figure 8.8. On your left
are ropes (causes of stress) pulling you to burnout. Stress that is too powerful will pull
you off center. On your right are ropes (stress management techniques) that you can use
to pull yourself back to the center. The stress tug-of-war is an ongoing game. On easy days
you move to the right, and on overly tough days you move to the left. Your objective in
this game? Find ways to stay centered. But when you can't, it is also important to recover
after being stressed out.*

Managing stress well doesn’t mean that you have to use all the techniques. Use what
works best for you, but be aware that taken together, the techniques add up to a pretty good
definition of a healthy life. What if you are using these techniques and your stress levels
are still off the charts? Consider getting out of the situation. Ask yourself two questions:
“Is my long-term health important?” and “Is this situation worth hurting my health?” If
you answered yes and no, in that order, it may be time to drop the ropes and walk away.

We've covered a lot in this chapter; you have learned about OB and creating win-win
situations, about the Big Five and your personality profile, about your attitudes and how
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APPLYING THE CONCEPT 0.4

Stress Management Techniques

Identify the technique being used in each statement.

a.
b.
(0}
d.
e.

f.

time management

relaxation

nutrition

exercise

positive thinking

support network

16. | talk to myself to be more optimistic about my foul shooting.

17. I've set up a schedule for myself to meet season ticket sales goals.

18. | get up earlier and eat breakfast to improve my performance.

19. I'm talking to my partner about my problems in acquiring funding for our athletic department.

20. | pray.
EEEr G e Stress management
- techniques
. @ .

Personality type Time management
Organizational culture Relaxation
Management behavior Nutrition

Work performed Exercise

Human relations Positive thinking

Support network
Burnout Functional stress Stress free
Low performance High performance Low performance

FIGURE 8.8 The stress tug-of-war.

they affect your performance and job satisfaction, how to use power and politics ethically
to get what you want, how to manage conflicts, how to negotiate and collaborate, and
how to manage your stress. Now it’s time to apply this knowledge in your personal and
professional life to develop the OB people skills that employers seek and to improve your
quality of life and that of the people you interact with.

(@ DTAKE IT TO THE NET

Please visit www.HumanKinetics.com/AppliedSportManagementSkills and go to this
book’s companion web study guide, where you will find the following:

A list of websites associated with the concepts in this chapter
Exercises that you will need Internet access to complete

Online versions of chapter exercises and end-of-chapter learning aids
An exercise that helps you define the Key Terms
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LEARNING AIDS

CHAPTER SUMMARY

10.

268

. Describe the Big Five personality traits.

Five continuum traits exist: extrovert and introvert (the extroversion trait); coop-
erative and competitive (the agreeableness trait); stable and unstable (emotional-
ism); dependable and not dependable (conscientiousness); and willingness and
unwillingness to try new things (openness to experience).

. Understand the perception process and the two factors on which it is based.

Perception is the process of selecting, organizing, and interpreting information
from the external environment. How we do this is based on internal individual factors
that include our personality and our attitudes. The second factor in the perception
process is the information itself.

Explain how personality, perception, and attitude are related and why they are important.
Our personalities affect our perceptions and our attitudes. Perception affects atti-
tudes, and vice versa. Changing self-esteem and adjusting attitudes actually change
single personality traits such as optimism. Personality, perception, and attitude are
important because combined, they directly affect behavior and performance.

State what job satisfaction is and why it is important.
Job satisfaction is a person’s attitude toward her job. Job satisfaction is important
because it has direct relationships with absenteeism, turnover, and performance.

Define power and explain the difference between position and personal power.

Power is the ability to influence others” behavior. Position power is derived from
top management and delegated down the chain of command, whereas personal
power is derived from the followers based on the individual’s behavior.

Explain how reward power, legitimate power, and referent power differ.

The difference is based on how the person with power influences others. Reward
power is the user’s ability to influence others with something of value to them. Legiti-
mate power is given by the organization and is a type of position power. Referent
power has to do with the user’s personal power relationship with others.

Understand how power and politics are related.
Power is the ability to influence the behavior of others. Politics is the process of
gaining and using power. Therefore, political skills are a part of power.

Explain what networking, reciprocity, and coalitions have in common.

Networking, reciprocity, and coalitions are all political behaviors. Networking
is used to develop relationships to gain social or business advantage. Reciprocity is
used to create obligations and develop alliances and then use them to accomplish
objectives. Coalitions are alliances of people with similar objectives who together
have a better chance of achieving their objectives.

. Describe the five conflict management styles.

Avoiders passively ignore conflict rather than resolve it. Accommodators resolve con-
flict by passively giving in to the other party. Forcers use aggressive behavior to get their
own way. Negotiators resolve conflict through assertive give-and-take concessions. Col-
laborators resolve the conflict by finding the best solution that is agreeable to all parties.

Use collaboration to resolve conflict.
Collaboration involves (1) planning a BCF statement that maintains your owner-
ship of the problem, (2) presenting your BCF statement, (3) agreeing on the conflict,
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(4) asking for or giving alternative solutions, (5) agreeing on change, and (6) fol-
lowing up to see whether the conflict was truly resolved.

Explain the stress tug-of-war analogy.

The stress tug-of-war puts us between stressors that try to pull us off balance
and stress management techniques that can keep us centered so that our stress is at
functional levels and our performance high. If the causes of stress pull us off center,
we burn out and our performance suffers.

REVIEW AND DISCUSSION QUESTIONS

—_

PN e W N

10.

11.
12.

13.
14.
15.
16.
17.
18.
19.
20.

CASE

Are the conflicts that the USADA faces functional or dysfunctional?

How could the USADA use negotiation to solve some of its conflicts?

Could the USADA use mediation to solve some of its conflicts?

Can college athletes use stress management to improve their performance?

What are the Big Five personality traits?

What are the four biases in perception?

What factors determine job satisfaction? Are they of equal importance to everyone?
What are the seven bases of power?

Can management order the end of power and politics in the organization? Should
it? Why or why not?

Why should you learn your organization’s culture and identify power players where
you work?

How do you know when you are in conflict?

What is the difference between functional and dysfunctional conflict, and how does
each affect performance?

What is the primary reason for your personal conflicts? Your work conflicts?
What is meant by “ownership of the problem”?

How are BCF statements used?

What is the difference between a mediator and an arbitrator?

What are the characteristics of type A personalities?

What type T sports do you like to either participate in or watch on screen?
What are some stress management techniques?

Draw a simple diagram of John Wooden'’s pyramid of success. You can find it at the
official Wooden website www.coachwooden.com/index2.html.

What Is Involved in Scheduling College Football and Baskethall Games?

So, you still think being an athletic director for a major university is an easy job? Think
again. For instance, scheduling games in all sports and at all divisions has become increas-
ingly more complex. The need to have open dates to play in busy arenas, transportation
costs for each team, referee availability, weather concerns, gasoline costs, and housing costs
all make the process very complex.
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The first case is the scheduling of a University of Michigan versus University of Mas-
sachusetts (UMass) football game in 2012. This would be a rematch against Michigan and
would be played at Michigan Stadium.

Why would Michigan, with a stadium that sits around 100,000 fans, want to play
UMass, with a home stadium that fits only a few thousand fans? First of all, on April 20,
2011, UMass announced its move to the Football Bowl Subdivision (FBS) and the Mid-
American Conference (MAC) and would play a full FBS and MAC schedule beginning with
the 2012 football season. Thus it wanted to develop a strong nonconference schedule that
would help build its growing football program.” Secondly, Michigan athletic director Dave
Brandon was looking for a game with a lower-tier opponent since Michigan had a diffi-
cult schedule against many college football powerhouses, such as Alabama, Notre Dame,
and Nebraska.” Lastly, UMass was happy to receive $650,000 to help build its football
program.

A second case involving UMass was an unfortunate cancellation of the University of
Kentucky versus UMass basketball game during the 2007-2008 basketball season. Travis
Ford, the UMass coach, had a personal connection with Kentucky since he had been a
star basketball player for Kentucky. Kentucky coach Tubby Smith helped arranged a game
between Kentucky and Ford’s UMass team, which was to be played in Boston. However,
Tubby changed coaching jobs (he went to the University of Minnesota) soon after the 2006
season. The new Kentucky coach, Billy Gillispie, decided not to play UMass in Boston as
prearranged. The result was not only a cancellation of a single game, but also a great deal
of dysfunctional conflict between the athletic administrations at the two schools. Instead
of having started a positive long-term relationship, it seemed more likely that the two col-
leges would be unwilling to trust each other. In essence, Kentucky used its long history as a
basketball powerhouse to coerce UMass into making last-minute changes. There might have
been a good basketball reason for Kentucky to cancel the game, but it felt more as though
Kentucky was exhibiting its superior attitude as a team that had a much richer tradition of
success in collegiate basketball.

What could be some of the reasons to cancel a scheduled game and create so much
dysfunctional conflict between the two parties? First, it is possible that Gillispie wanted
to minimize the number of road trips during the season. Second, he might have believed
that the long road trip to Boston was not worth the effort. Third, he might have preferred
to play (and hopefully win) against a higher-ranked opponent that would give Kentucky a
higher ranking at the end of the season. Fourth, the personal connection that Ford had with
Kentucky was not strong enough for either Ford or UMass AD John McCutcheon to use to
save the game. Either way, Kentucky and Gillispie controlled the situation and forced the
cancellation. Kentucky paid a prearranged cancellation fee of U.S.$50,000. UMass ultimately
lost an expected U.S.$300,000 in revenue that the game would have generated. Maybe the
real lesson was learned by UMass AD McCutcheon, who said, “This is a bad practice and
maybe next time we should have a higher buyout.”?

For more information on the game that was never played, visit the following ESPN
website: http://sports.espn.go.com/ncb/news/story?id=2877223.

Case Questions

Support your answers to the following questions with specifics from the case and text or
with information you get from the web and other sources.

1. Which type of power base did the University of Kentucky use when it cancelled its
game with UMass?

a. coercive
b. connection
c. reward
d.

legitimate
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e. referent

f. information
Which type of power did Michigan's AD use when Michigan worked closely with
UMass?
coercive
connection
reward
legitimate
referent

- A n T

information

. The scheduling of collegiate basketball games has nothing to do with organizational

politics.
a. true
b. false

Are attitudes an issue in the Kentucky-UMass case?
a. yes
b. no

. What style of conflict management was used by the Kentucky athletic department

to resolve the problem with UMass?
a. avoiding

b. accommodating

c. forcing

d. negotiating

. Did Michigan and UMass achieve a win-win situation?

a. yes

b. no

Did the University of Kentucky and UMass achieve a win-win situation?
a. yes

b. no

What type of conflict was involved in the Kentucky-UMass case?

a. functional

b. dysfunctional

c. resolve

d. psychological

What type of stress was placed on the UMass athletic director John McCutcheon?
a. functional

b. dysfunctional

c. management

d. organizational

Why do conflicts arise when scheduling collegiate basketball and football games?
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SKILL-BUILDER EXERCISES

Skill-Builder 8.1: Contract Negotiation

Objective

To develop negotiation skills

Preparation
Reread the section on the negotiating process (pp. 254-259).

In-Class Application
Activity (10-20 minutes):

Break into partners.

One of you is Butch Steel, your team'’s star football player, and one of you is the
general manager. Negotiations to re-sign Butch with the team are about to begin.
Your instructor has just handed you your confidential sheets. Read them and jot
down some plans for the lunch meeting you are about to have (your basic strategy,
what you will say).

As part of your preparation, read the following negotiating checklist and keep it by
you during the negotiations for reference and note taking:

. The appropriate plan for this situation:

general single-use project plan detailed standing-policy plan

Your basic plan:

Your lower limit, target, and opening salary:

. Can you imply that you have other options or trade-offs? If so, what are they?

Can you anticipate questions and objections? If so, what are they, and what are
your answers?

Did you develop rapport and focus on obstacles, not the person? If not, why not?

Did you let the other party make the first offer? If not, why not?
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8. Did you listen? Did you ask questions that focused on meeting the other party’s
needs? Did you ask for something in return for concessions? If so, what?

9. Were you able to use postponement as a strategy? If so, how did the other side
create urgency?

10. Did you reach agreement? If so, state the final offer. If not, why not?

¢ You do not have to finalize the contract. Begin negotiations.

e After you sign the contract, or agree not to sign, read your partner’s confidential
sheet and discuss the experience.
Choose one (10-20 minutes):

e Volunteers present their negotiations, and class critiques them.
e Hold informal, whole-class discussion of student experiences.
Wrap-Up
Take a few minutes to write your answers to the following questions:

What did I learn from this experience? How will T use this knowledge?

Had the stakes been real, would this task have caused you some stress?

As a class, discuss student responses.

Skill-Builder 8.2: Initiating a Collaboration
Objective

To develop your ability to resolve conflict

Preparation

During class you will role-play a conflict you are currently facing or have faced in the past.
Students have told us that this exercise helped them successfully resolve real conflicts with
roommates, coworkers, and teammates. Fill in the following information before class:

Other party or parties (use fictitious names):

Pertinent information (relationship to you, knowledge of the situation, age, background):

Describe the conflict:
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The other party’s possible reaction to your initiating a discussion to resolve the conflict
(how receptive will he or she be to collaborating? What might he or she say or do during
the discussion to resist change?):

How will you overcome this resistance to change?

Write your opening BCF statement (keep it short, maintain ownership of the problem, and
don't assess blame):

In-Class Application

Complete the preceding skill-building preparation before class. Break into groups of three,
and use the conflict papers you prepared before class to role-play a possible resolution.
Take turns acting as initiator, responder, and observer. Observers will make notes on the
feedback sheets provided in class (or use the form provided) and then lead a short discus-
sion on the collaboration’s effectiveness. Change groups and role-play the same conflicts
with different people.

Choose one (10-15 minutes):

e Volunteers present examples of effective and ineffective resolutions. Select one stu-
dent’s example and as a group present it to the entire class.

e Conduct informal, whole-class discussion of student experiences.
Wrap-Up
Take a few minutes to write your answers to the following questions:

What did I learn from this experience? How will I use this knowledge?

As a class, discuss student responses.

Observer’s Feedhack Form

Note comments for improving each step in the collaboration. Cast them in positive terms,
if you can. Be descriptive and specific, and for all improvements have an alternative posi-
tive behavior (APB) (if you had said or done it
would have improved the conflict resolution by ).
Was the initiator’s opening BCF statement well planned and effective? Give specifics on
how to improve it.
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Did the initiator present the BCF statement effectively? Why or why not?

Did the initiator and responder agree on the conflict? If not, why not?

Who suggested alternative solutions? Was the suggestion made effectively? How could it
have been improved?

Was there an agreement for change? If so, was it a reasonable resolution? If not, why not?

Other suggestions:

SPORTS AND SOCIAL MEDIA EXERCISES

Use espn.com and search for articles related to conflict. Review three articles that discuss
conflict in a sport situation.

1.

GAME PLAN FOR STARTING A SPORT BUSINESS

Power, politics, conflict, and stress are part of every organization. What is one thing you
learned from the chapter that you will implement to help manage each of these behaviors
that organizations exhibit?

Power

Politics

Conflict

Stress
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Team Development

LEARNING OUTCOMES

After studying this chapter, you should be able to

—

N 2 O A 0N

stage;

oo

9. lead a meeting.

KEY TERMS

group
team

group performance model

group structure dimensions
group types

explain how groups and teams differ;

explain the group performance model;

categorize groups by their structure;

define the three major roles group members play;
explain how rules and norms differ;

describe cohesiveness and why it is important to teams;

explain how group managers and team leaders differ; and

command groups

task groups

group composition

group process

group process dimensions

describe the five major stages of group development and the leadership style appropriate for each

group roles

norms

group cohesiveness
status

stages of group development
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DEVELOPING YOUR SKILLS

For groups to maximize their performance, they must have effective organizational context,
group structures, group process, and group development. In this chapter, the skills focus is
on developing group process skills, analyzing the group’s development stage, and selecting
the leadership style appropriate to the stage. You can also develop your skills at leading and
participating in meetings, including dealing with problem team members in meetings.

REVIEWING THEIR GAME PLAN

Getting Kids to Team Play

Playing together, learning together, working together: These activities start early in life and
continue throughout our lives. They shape us in crucial and fundamental ways into functioning
adults, functioning communities, and functioning societies. Set them up wrong and you can
take the word functioning out of the preceding sentence. Our society endeavors in numer-
ous ways to keep functioning as a descriptor for our nation. Groups like the Boys & Girls
Clubs of America, the YMCA, Jewish Community Centers (JCCs), town sport leagues, and
Little League Baseball-to name only a very few—all work to shape kids into team players and
high-functioning adults.

The mission of the Boys & Girls Clubs of America is simple—to be available for kids. As the
organization notes in its mission statement, “In every community, boys and girls are left to find
their own recreation and companionship in the streets. An increasing number of children are
at home with no adult care or supervision. Young people need to know that someone cares
about them! Boys & Girls Clubs offer that and more. Club programs and services instill a
sense of competence, usefulness, belonging, and influence. “Boys & Girls Clubs are a safe
place to learn and grow—all while having fun. They are truly The Positive Place for Kids."

Whether leading basketball at the YMCA, coaching softball at the JCC, or leading a Boy
Scouts or Girl Scouts troop, the men and women in these organizations devote their lives
to helping kids and being positive role models. Their dream? That eventually the kids they
coach will carry forward the torch of good sport conduct; integrity and hard work; and a love
of sport as coaches, parents, teammates, teachers, and community leaders.

These organizations also need you. Join them—it's time for you to pass the torch forward.
You can either volunteer or look for careers helping these organizations. You will find that
this is a boomerang endeavor. What you give away will come back in deep satisfaction, in
surprising joy, in strength you never knew you had, and in wisdom you won't gain anywhere
else. For example, the 2012 NBA All-Star Game in Orlando helped the Boys & Girls Clubs in
Central Florida. LeBron James, along with Sprite, installed a new outdoor play area, including
an all-new baseball diamond, soccer pitch, and picnic area at the Walt Disney World Branch
of the Boys & Girls Clubs of Central Florida. LeBron also donated new sport equipment to
help with athletic programming. Tony Parker's victory in the Taco Bell Skills Challenge resulted
in a $25,000 scholarship for a young club member. The members were also able to watch
practices of the East and West teams.’

For current information on local recreation centers, see www.bgca.org for the Boys & Girls
Clubs of America, www.ymca.net for the YMCA, and www.jcca.org for the Jewish Community
Centers of North America.

Did you ever
experience a

great sense of Importance of Teamwork to Performance

teamwork when
you belonged to ~ Kids learn to work with each other when they join a youth organization like the Boys &

ayouth organiza-  Girls Clubs. They learn there are good times (winning games and laughing) and bad times
tion? (losing games and getting hurt), but either way they learn to stand with each other. Perfor-
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mance is important, and individuals working together make teams.? You might be familiar
with the saying “There is no ‘I in ‘team’” On the other hand, managers have to be sure
there is ‘team’ in ‘teamwork’! Cal Ripken and Tony Gwynn retired with great individual
accomplishments and accolades; but the Seattle Mariners won more American League
games as a team than any team ever before.> Although there are great leaders, they know
that success belongs to the team.*

You already understand the importance of teamwork to athletic performance. The same
teamwork skills need to be applied to both athletics and sport management. Organiza-
tions are increasingly using groups as their fundamental unit of organizational structure
to respond more flexibly and quickly to rapidly changing environments.®> Thus, teamwork
skills are becoming more important, and recruiters are looking to hire job candidates with
the ability to work well within teams.

You have developed some teamwork skills that will help you get a job, so including team
experience on your resume is a sure winner. But in hiring sport managers, firms are seeking
candidates who possess team leadership-related knowledge and skills, especially for deal-
ing with team challenges. By reading this chapter, you can improve your teamwork skills,
but more important to sport management, you can understand the factors that contribute
to team performance, learn how to improve team performance, and develop some team
leadership skills. Team skills are part of people skills, so essentially all of the skills covered
in other chapters will improve your teamwork. But before reading on, complete the Self-
Assessment to determine whether you are more of an individual player or a team player.

SELF-ASSESSMENT 9.1

Are You a Team Player?
Answer the questions on a scale from 1 to 5. Place the number (1-5) on the line before the question.

Descrihes me Does not descrihe me
5 4 3 2 1

—_

. | focus on what | accomplish during team projects.

| don't like to compromise.

| depend on me to get things done.

| prefer to work alone, rather than in a group, when | have a choice.
| like to do things my way.

| do things myself to make sure the job gets done right.

| know that teams do better when each member has a separate job.

© N 2 Ok @ N

I'm more productive when | work alone.

_ 9. ltryto get things done my way when | work with others.

__10. It bothers me if | can't get the group to do things my way.

Add up your scores, place the number here, and put it on the continuum below.

Individual Team player
50 45 40 35 30 25 20 15 10

There is no right or wrong here, but the manager’s job is to get the work done through others. If you have
a very high score, indicating individuality, you may want to work at being more of a team player. You may also
consider seeking a professional job (sales) within the field of sport management rather than a supervisory
position.
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LEARNING OUTCOME 1>

Explain how groups
and teams differ.

LEARNING OUTCOME 2 >

Explain the group
performance model.
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Lessons of the Geese

Ever wondered why geese fly south for the winter in “V” formations? What scientists have
found has implications that teams would do well to learn and apply.

e Each bird flapping its wings creates an uplift (thrust) for the bird following. Flying
in a “V” adds 71% greater flying range compared to flying in disorganized clusters
or flying alone.

Lesson: Travel on the thrust of each other (synergy). A common direction and a
sense of community can get your team to the finish line faster and easier.

e Falling out of formation causes individual birds to feel the sudden drag and the
higher (and more difficult) resistance of going it alone. This helps them continually
adjust their flying to keep the formation.

Lesson: There is strength, power, and safety in members who travel in the same
direction.

e When lead birds get tired, they rotate to the back of the formation, and another
goose flies point.
Lesson: Take turns doing the hard jobs.

e Geese at the back of the “V” honk to encourage front flyers to keep speed.
Lesson: We all need to be reminded with active support and praise.

e When a goose gets sick or is wounded and falls out of the “V,” two geese follow
it down to help and protect it. They stay with the downed goose until the crisis is
resolved, and then they launch out on their own in a “V” formation to catch up
with their group.

Lesson: Stand by each other in times of need.

There Are Groups and There Are Teams

Although we often use the words group and team interchangeably, they are different. All
teams are groups, but not all groups are teams. Groups have a clear leader and two or
more members who perform independent
jobs with individual accountability, evalua-
tion, and rewards. Teams are groups whose
members share leadership and whose
members perform interdependent jobs,
with individual and group accountability,
evaluation, and rewards. Table 9.1 and figure
9.1 further distinguish between groups and
teams.

As table 9.1 and figure 9.1 show, it's not
always easy to clearly distinguish when a group is also a team. The reason is that there are
shades of team and group structures—they exist on a continuum—and most groups lie
somewhere in between “extreme groups” (with little latitude in autonomy) and “extreme
teams” (with great latitude in autonomy). The terms management directed, semiautonomous,
and self-managed (or self-directed) are commonly used to differentiate groups along this
continuum. Management-directed groups are clearly groups, self-directed groups are clearly
teams, and semiautonomous groups are somewhere in between.

28 Describe a current work group
or team you play for in terms of
figure 9.1 and the six character-
istics given in table 9.1. Use this
group or team for the remaining
Time-Outs in this chapter.

Group Performance Model

Several factors contribute to team effectiveness. The performance of groups is based on four
factors (as shown in figure 9.2). In the group performance model, performance is a function
of organizational context, group structure, group process, and group development stage.
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TABLE 9.1 Differences Between Groups and Teams

Characteristics Groups Teams

Size Two or more; can be large. | Typically 5 to 12 members.

Leadership One clear leader makes Leadership is shared among members.
decisions.

Jobs Jobs are distinct and clear- = Jobs are fluid and overlap in responsibility and
cut; individual members do | tasks performed. Members perform numerous
one independent part of interdependent tasks with complementary skills;
the work. the team completes an entire task or project.

Accountability and = Leader evaluates each Members evaluate each other’s individual per-

evaluation member’s performance. formance and the group’s performance.

Rewards Rewards are based on Rewards are based on both individual and
individual performance. group performance.

Objectives Set by the organization Objectives are set by the organization and the
and group leader. team.

Level of autonomy

Group Team
Management-directed Semiautonomous Self-directed
vl A
Y Ll

FIGURE 9.1 Level of autonomy.

APPLYING THE CONCEPT 3. 1

Is It a Group or Is It a Team?

Identify each statement as characteristic of (a) groups or (b) teams.

_____ 1. My boss conducts my performance appraisals, and | get good ratings.

______ 2. We don't have departmental goals; we just do the best we can to accomplish our mission.
______ 8. My compensation is based primarily on my club’s performance.

_____ 4. |getthe assembled tennis racket from Jean; then | paint it and send it to Tony for packaging.
______ 5. There are about 30 people in my department.

Each factor is like a link on a chain; if any factor is weak, the team can fall apart. Before we
get into the details of the four factors, read about pro team success next.

High Performance and Evaluating Team Worth

Bill Belichick’s phenomenal success in leading the New England Patriots to three Super Bowl
victories in five appearances is the stuff legends are made of. Belichick no doubt has other
pro teams scratching their heads. Patriot star players are willing to be paid less than market
value to be part of a team with a strong chance of winning the Super Bowl again. How does
he do it? Everyone on the team knows that star players, such as Tom Brady and Wes Welker,
set examples of team behavior that any new players joining the team are expected to follow.

What is the key to making teams in pro sport and in business work? Valuing everyone's
contributions. This means that team members must understand and accept the idea that
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Group ) Organizational Group Group Group development
performance context structure process stage
High to low Environment Type Roles Orientation
Mission Size Norms Dissatisfaction
Strategy Composition Cohesiveness Resolution
Culture Leadership Status Production
Structure Objectives Decision making Termination
Systems and Conflict resolution
processes

(f) = a function of

FIGURE9.2 Group performance model.

LEARNING OUTCOME 3 >

Categorize groups
by their structure.
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some players or workers are the stars and are key to the team’s success. Of course, the flip
(and equally important) side is that star players and star workers need to understand that they
can’t win alone—the team must work together seamlessly. This is especially true for the Patriots.®
Determining the value of pro teams is a sport unto itself these days. Forbes valued NFL
Dallas Cowboys (U.S.$1.850 billion), the Washington Redskins (U.S.$1.555 billion), and
the Patriots (U.S.$1.4 billion) as the three most valuable teams.” Why is this of such inter-
est? Because pro sport teams are first and foremost businesses, and increasing the value of
a franchise is good business (buy, make money, and sell higher). Building a strong team
brand is a surefire way to increase the value of a franchise, because each league can produce
only one champion a year. Losing teams need to make money, too.® Building fan trust in
the team is more important than focusing too much on player identification, and it’s more
important in the long run compared to a short-term strategy of attracting star players.’

Organizational Context

A number of factors in the organization and the environment—called context—affect how
groups function and their level of performance. We discussed these factors in previous
chapters.

Group Structure

Group structure dimensions include group leadership, type, size, composition, and objec-
tives (see figure 9.3).

Group Leadership

To a large extent, leaders both provide and determine group structure. Teams succeed or
fail based on leadership.'® The leader’s relationships with team members are different, and
the relationships affect team performance. Generally, better relationships lead to higher
performance. Thus, your success and the fate of your teams will be determined by how
effectively you lead them. Table 9.1 highlights the fact that the leadership requirements
for groups and teams are different. Leadership is often a response to environment, context,
group size, composition, and objectives.

Types of Groups

Group types can be formal or informal, functional or cross-functional, and command or
task. We spend a great deal of our life working in groups. Thus, you need to understand
the different types of groups that you will be part of during your career.
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Y

S

Size of group

Type of group < > Composition of group

A A

A4 Y

Leadership of group Obijectives of group

A N

FIGURE 9.3 How groups are structured. The arrows indicate the effect that each dimension has on
the others (or systems interrelationship).

Formal or Informal

Formal groups, such as departments, are created by organizations as their official structures.
Informal groups are not part of the organization'’s official structure: They are spontaneous
creations that occur when members come together voluntarily because of similar interests.
You get a job in formal groups, and you develop informal relationships and form informal
groups. Kids join a formal team when they join a Little League Baseball team. They join an
informal team when they play a pickup game of baseball at a Boys & Girls Club.

Functional or Cross-Functional

Groups organized by function (vertically) perform work of one type. Accounting, human
resources, and sales departments are functional groups. Groups whose members come
from different functional areas are cross-functional (horizontal) groups. Groups organized
around projects are typically cross-functional groups. Managers coordinate activities between
functional and cross-functional groups and thus serve as their links (see figure 9.4). Rensis
Likert called this the linking-pin role. Higher-level managers need to make important deci-
sions across functional areas." The use of cross-functional groups is on the rise because of
the need to coordinate functional areas.'?

Command or Task

Command groups consist of managers and
their staffs, and they get the job done—what-
ever the job is. People are hired to be a part
of a command group. Command groups can
be either functional or cross-functional. The
president and vice presidents in an organization form a cross-functional command group;
each vice president and his managers are a functional command group.

Task groups are composed of staff who work on a specific objective, in other words, com-
mittees. There are two primary forms of task groups: task forces and standing committees.

Task forces are temporary groups formed for a specific purpose. Project teams and ad hoc
committees (chapter 5) are task groups in which members have a functional leader and
work with cross-functional departments as needed. One person from each functional area
involved in the work serves on the task force. Volunteers in sport organizations are often
placed on task forces (temporary committees) to help with specific tasks. For instance, at
the Olympics, volunteers coach, perform marketing activities, assist in medical situations,

I 1dentify the task groups in the
organization you work for or play
for. Specify whether they are task
forces or standing committees.

Do you recall
having a better
experience on
formal or informal
teams when you
were younger?
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President
e e o = o o |- ————————— 1
! 1
1
Vice president, Vice president, Vice president, : Vice president, :
finance operations marketing | human resources :
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FIGURE 9.4 Functional and cross-functional groups. Each manager serves as the linking pin between each group vertically
and horizontally.

and distribute food and water at events. At the Athens Olympics, volunteers were motivated
to help because of nostalgia, camaraderie and friendship, Olympic connection, and sharing
and recognition of expertise.'?

Standing committees are permanent groups that work on ongoing organizational issues.
Membership in standing committees is often rotated every year so that new ideas and fresh
perspectives are brought in. For example, membership may be for 3 years, with one-third
of the committee replaced every year. Some firms have budget committees and sport event
committees.

Command groups and task groups differ in several ways. One difference is the member-
ship. Command groups are usually (although not always) functional, whereas task groups
are typically cross-functional. Another difference is in who belongs to which type of group.
Everyone in an organization belongs to a command group, but employees often work for
organizations for many years without ever serving on a task force or standing committee.
Generally, the higher the level of management, the more time is spent serving in task groups.

Did you like Group Size

smaller or larger

groups in your There is no ideal group size. The sizes of groups vary depending on their purpose. Groups

youth? that are too small limit ideas and creativity and tend to be too cautious. Issues of overwork
and burnout can also arise because the workload is not distributed over enough members.
On the other hand, groups that are too large tend to be slow; individuals don’t always get
to contribute as much as they can in smaller groups, and some members just sit back and
let the others do all the work—social loafers or free riders.

Group size affects group process, so leadership style must be tailored to the size of the
group. The larger the group, the more formal or autocratic the leadership should be. Smaller
groups need less formal and more participative management styles. Larger groups inhibit
equal participation. Generally, participation is most equal in groups of around five. This is
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why teams are small in size. The larger the group, the more the members need support in
the form of formal structured plans, policies, procedures, and rules.

Managers typically have no say in the size of the groups they manage. However, manag-
ers of large departments can choose to organize their department into teams. Committee
chairs are often able to select the group’s size and in doing so should keep the group size
appropriate for the task.

Teams are often small (10-15 players) when kids join a formal Little League Baseball
team. The small number of players on the team allows the players to get to know each other
very well over the course of a season. Kids would not be able to feel as close to all of their
classmates in a physical education class at school with 100 students.

Composing the Group Did you prefer to
belong to com-

Group composition is the mix of members’ skills and abilities. Research in sport has petitive teams

supported the importance of team composition.'* Deciding whom to put on a project or when you played

a team is one of the biggest challenges facing a manager or team leader, and determin- sports as a

ing how to mix and match newcomers with old-timers to form new configurations is an youth?

important decision in designing teams. Coaches in the NFL, the NCAA, and high school
face this decision every season.

New England Patriots coach Bill Belichick is known for bringing in a few key players Were the teams
every year and bringing in a few complementary players at the same time. Belichick blends you played on as
the acquisition of key star players and a few complementary players and stockpiles draft a youth cohesive?
picks, techniques that have been used as a blueprint for many teams in the NFL.!> Were they diversi-

. . . . ied?
Attracting, selecting, and retaining the best people for the job are among the most fied

important functions of a manager, and this really hits home in building teams. Diversity
is an important issue for sport managers today, so try to assemble a diverse group.'® Your
management skills may be stretched, but it will be worth it; as we have noted previously,
diverse groups often outperform homogeneous groups. When assembling teams, select
people with complementary knowledge and skills to maximize performance.!”

Objectives

In chapter 4 we explored the benefits of set-
ting objectives. These benefits apply to both
individuals and groups. In groups, objectives
are commonly very broad—usually about
fulfilling the organization’s mission. Teams
frequently develop their own objectives. One reason teams often outperform groups is that
having developed their objectives, they own them in a way that groups do not. A sport
team, for example, might set goals to best last year’s win-loss record, to make the playoffs,
or to win the championship. Recreational sport teams might emphasize teamwork and
exercise. Work teams might set objectives to increase customer satisfaction, team rapport,
sales, or profits.

Setting and then achieving objectives lead to increased confidence, motivation, and job
satisfaction. This is why effective managers pay close attention to objective setting. They
guide their team in setting objectives that can be met, that are clear, and that can solve the
problem. If your group or team doesn’t have any objectives, consider taking the lead to
help the team set some goals.

ISR State the type of group or team
you belong to and describe its
size, composition, leadership, and
objectives.

Group Process

Group process is the patterns of interactions that emerge as group members work together.
Group dynamics is another word for group process. Dynamics are about how people work
together as they get the work done, not the work itself. Group process often changes over
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Define the three
major roles group
members play.

LEARNING OUTCOME 5

Explain how rules
and norms differ.
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time, and it is not something people figure out on their own. Women tend to be more
sensitive to group dynamics,'® but careful and thoughtful training in group process is crucial
for teams to be effective.

The six components of group process dimensions are roles, norms, cohesiveness, status,
decision making, and conflict resolution.

Group Roles

Group roles are different from job roles, because group roles focus on how people interact
as they do the job, and they help or hinder getting the job done."” Group roles are task,
maintenance, and self-interest.

Group members play task roles when they do and say things that help to accomplish the
group'’s objectives. Task roles are often described as structuring, job centered, production,
task oriented, and directive.

Group members play maintenance roles when they do and say things that shape and
sustain the group process. Maintenance roles are described as consideration, employee
centered, relationship oriented, and supportive.

Members play self-interest roles when they do and say things that help the individual
but hurt the group. When members put their own needs before those of the group, the
group'’s performance can suffer.

How Group Roles Affect Performance

To be effective, groups need their members to focus on both their task roles and their
maintenance roles while minimizing self-interest roles. When members focus only on tasks,
performance can suffer because maintenance roles not only help members deal with conflict
effectively but also develop relationships. Group process without maintenance roles may
even become dysfunctional. Obviously, groups whose members focus solely on having a
great time don’t get the job done. And groups whose members place self-interest ahead of
group interest don't produce to their fullest

potential. ) State th ; |
Of course, many situations benefit both TIMEOUT ol az; : di n(; oz:l?uarg n?::; ri gr::)j;
the individual and the group. As you strive 4

. L . or team.
to achieve objectives, you need to distin-

guish between self-interests that benefit

both the individual and the organization (win-win situations) and those that benefit the
individual but hurt the organization (win-lose situations). Group performance typically
increases dramatically when members aren’t concerned about who gets credit for specific
accomplishments (teamwork of passing rather than trying to score all the points yourself).

Leadership Implications

Savvy group leaders and members watch the roles being played in their group and facili-
tate helping behaviors among members. They step in to guide the group back to balance
when members shift too far to a task focus or a maintenance focus, and leaders reign in
star members who put their self-interest ahead of the group’s interest. For example, hockey
players who strive to score the most goals themselves are acting in their own self-interest,
not necessarily the interest of the team. Such athletes might cost the team goals because
they don’t pass to teammates who are in better positions to score. Thus, the coach has to
take leadership action, such as talking to the player and benching.

Group Norms

Whether or not policies, procedures, and rules are in place to guide behavior, every group
eventually develops group norms—unwritten and unspoken rules about how things are
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APPLYING THE CONGEPT 9.2

Roles

Identify the role fulfilled in each statement.

a. task
b. maintenance
c. self-interest

6. Wait. We can't decide yet—we haven't heard Rodney's idea.

7. | don't understand. Could you explain why we're practicing our power play again?

8. We've tried that play before; it doesn't work. My play is much better.

9. What does who's going to the dance have to do with the game tonight? We're getting sidetracked.

10. Ted's solution is much better than mine. Let's go with his idea.

done. Our behavior and attitudes (chapter 8) are shaped by what people around us con-
sider appropriate, correct, or desirable.’ Norms are the group’s shared expectations of
members’ behavior. Norms determine what should, ought, or must be done for the group
to maintain consistent and desirable behavior. Developing the norm of trusting the other
team members is important to performance.” Team norms can develop in four situations:
during practices, during competition, in social situations, and during the off-season. Norms
affect our behavior, but they also affect our attitudes.??

How Norms Develop

Norms develop spontaneously as members interact. Each group member brings to the group
cultural values and past experiences (beliefs, attitudes, and knowledge) that shape norms.
If working hard becomes a group norm, the entire group will perform to that expectation;
if it doesn't, the group will not.

Groups develop their own rules for what is acceptable (and not acceptable) in humor,
socializing, ways of talking (smearing), ways of letting new members know what is accept-
able and not acceptable—the list is endless and encompasses obvious behavior and subtle,
nuanced behavior.

How Norms Are Enforced

Group pressure is a powerful influence over health behaviors, including alcohol and drug
use, smoking, and exercise.”> Have you ever seen peers pressure others to comply with
norms? Think about how you and others have experienced peer pressure, and you know
how norms are enforced. Have any of your peers ever pressured you to push harder (or
back off) or change your game at practice or during play?

Group norms can help or hinder a group. Norms can promote healthy group process—
for example, when helping each other, working hard, being the best performers, and not
being a prima donna are group norms. Or
they can sabotage performance—for exam-
ple, when bending the rules, heavy social
drinking, using drugs, and underperform-
ing are the group norms. Negative norms
have hindered teams, including women and
minorities.?* Rarely does any one individual

WIIZIE Identify at least two norms in your
current work group or team. How
do you know these are norms?
How does the group enforce
these norms?
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set an entirely new norm, but group leaders help perpetuate or shift norms.?> So as a group
leader or member, be aware of your group’s norms. Work to develop positive norms and
try to eliminate negative ones.

Group Cohesiveness

The extent to which a group abides by and enforce its norms depends on its cohesiveness.
Group cohesiveness is the extent to which members stick together. The more cohesive the
group, the more it sticks together as a team. Members identify themselves with the team and
want to be with the team.?® The more desirable membership in the group is, the more willing
members will be to comply with the group’s norms. In highly cohesive groups, all members
follow the norm even if the norm is to produce less than required or, conversely, if it is to work
a lot harder than the company expects. This doesn't happen in groups that have moderate or
low cohesion; the members produce at varying levels, and the norms are not strongly enforced.
This has important consequences; for example, if a highly cohesive group’s norm is social or
performance-enhancing drug use, some group members will use drugs that they wouldn't use
on their own simply to be accepted by the group. The authors of one study interviewed athletes
and coaches from eight teams in the Atlanta Olympics about their performance. The four teams
that failed to meet performance expectations had problems with team cohesion.?”

Factors Influencing Cohesiveness
Six factors influence cohesiveness:

1. Objectives: The stronger the agreement and commitment made to achieving the
group’s objectives, the higher the group’s cohesiveness. Lack of commitment leads
to lower cohesiveness and performance.?®

2. Size: The smaller the group, the higher the cohesiveness. Three to nine members
appears to be a good group size for cohesiveness.

3. Homogeneity: Generally, the more similar group members, the higher the group'’s
cohesiveness. People tend to be attracted to people who are similar to themselves.
The dilemma here is that diverse groups often outperform homogeneous ones.

4. Participation: The more equal the member participation, the higher the group’s
cohesiveness. A study that examined cohesion and performance in team sports con-
cluded that a “positive cohesion-performance relationship was linked to a stronger
perception that athletes would train in the off-season.”?

5. Competition: The focus of the competition affects cohesiveness. If the group focuses
on internal competition, members try to outdo each other, and low cohesiveness
results. If the group focuses on external competition, members tend to pull together
as a team to beat rivals.

6. Success: The more successful a group is at achieving its objectives, the more cohesive
it becomes. Success breeds cohesiveness, which breeds more success. People want
to be on a winning team.

Many studies have compared cohesive and noncohesive groups. Think about teams you
played for. Did you push harder and play better with teammates you really liked and got
along well with, versus when you didn't? Did the truly cohesive teams do better and enjoy
playing on the team more? One study found that NBA teams with a high shared experience
and a low turnover tended to improve their win-loss records significantly.

Managing a lower turnover of players led to improved win-loss records for both
winning teams and losing teams. This is important because it would appear that
losing teams have little reason for keeping their roster intact. Teams with more
losses than wins in 1 year won an average of 5.7 more games in the following
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year if their level of shared experience also rose. However, teams won only 1.2
more games on average if they had shuffled their rosters. In other words, teams
that stayed together tended to play a lot better together.*

Cohesiveness is associated with performance in the following ways:

e Groups with the highest productivity
were highly cohesive and accepted
management’s directives on produc-
tivity levels.

W Identify your work group or team’s
cohesiveness as high, medium,
or low. Support your assessment
with examples.

e Groups with the lowest productivity
were also highly cohesive but rejected management'’s directives on productivity levels;
they set and enforced their own levels, which were below those of management. This
can happen in organizations with unions that have an “us against them” attitude.

e Groups with intermediate productivity were low-cohesive groups, irrespective of
their acceptance of management’s directives. The widest variance in individuals’
performance was among the groups with the lower cohesiveness. They tended to
be more tolerant of nonconformity with group norms.

Leadership Implications

Your goal as a leader is to develop cohesive groups that hold high productivity as a group
norm. Participative management style helps groups develop cohesiveness and builds agree-
ment on, and commitment toward, objectives. All members need to be included and feel
as though they are part of the team; no one should be left out. Coaching also encourages
cohesiveness. Some intragroup competition may be helpful, but leaders should focus pri-
marily on intergroup competition. Winning teams become cohesive very naturally, which
in turn motivates the group to higher levels of success. The trick is to develop a cohesive
but diversified group.

Status Within the Group

As group members interact, they develop
respect for one another in numerous ways.
The more respect, prestige, influence, and 7
power a group member has, the higher
her status within the group. Status is the
perceived ranking of one member relative
to other members in the group. Status is based on several factors—one’s performance, job
title, salary, seniority, expertise, people skills, appearance, and education, among others.
Depending on the group’s norms, the sports and the levels at which members play affect
their status, with professional status at the top.*

Members who conform to the group’s norms typically have higher status than members
who don’t. Conversely, a group is more willing to listen to and overlook a high-status
member who breaks the norms, but group leaders tend to conform to the group norms.
High-status members also have more influence on the development of norms and on deci-
sions made by the group. Because members with less status often find their ideas ignored,
they tend to copy high-status members’ behavior.?? They also find acceptance by agreeing
with the high-status members’ suggestions. When people need help and advice, they go to
a person with high status.

I List each member in your current
work group or team, including
you, and identify each person’s
status in the group. Support your
assessment with reasons.

How Status Affects Group Performance

High-status members have a major impact on the group’s performance. If high-status
members support positive norms and high productivity, chances are the group will too.
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Another important factor influencing group performance is status congruence, which is the
acceptance and satisfaction that members receive from their status in the group. Members dis-
satisfied with their status may not participate as actively as they would if they were satisfied with
their status. Dissatisfied members may therefore physically or mentally escape from the group
and not perform to their full potential. Or they may cause conflict as they strive to gain status.

Leadership Implications

To be effective, leaders need high status. Therefore, it behooves leaders to maintain good
relations with the group, particularly with high-status informal leaders, and to be sure
they endorse positive norms and objectives. However, the leader also needs to have good
relationships with lower-status members to help them feel comfortable with their status.
In addition, leaders should be aware of conflicts that may be the result of status incon-
gruence. White males tend to have higher status than women and minorities, and it's the
manager’s job to value diversity so that everyone’s status is based on performance only. The
most productive groups consist of members with equal or close to equal status, in which
all members feel they are contributing.

Decision Making and Conflict Resolution

Organizations depend on teams to make important decisions, and how decisions are made
by groups directly affects performance. In youth programs, coaching performance would be
better if parent volunteers were required to receive training and education to be a coach.?
Volunteer organizations need to focus on empowering their volunteers through the fit of
the volunteer to the task, organization, and appropriate managerial treatment.>*

Conflict is common in groups and teams, and unresolved conflicts can have a nega-
tive effect on performance.* In chapter 8 you developed your skills at resolving conflict.
Understanding and applying group process will make you a more effective group and team
member and leader. Figure 9.5 summarizes the six group processes.

Stages of Group Development and Leadership Styles

As we have noted, groups have organizational contexts, structures, and processes. They
also go through developmental stages as they grow from a collection of individuals to a

> Cohesiveness <
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A 4 / \ Y
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Norms Status
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< >
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Y

Conflict resolution

FIGURE 9.5 Six group processes. The arrows indicate the effect that each dimension has on the
others (or systems interrelationship).
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APPLYING THE CONCEPFT 9.9

Group Process

Identify the group process operative in each statement.

a. roles d. status
b. norms e. decision making
cohesiveness f. conflict resolution

11. Although we have occasional differences of opinion, we really get along well and enjoy playing together.

12.  When you need advice on how to do things, go see Shirley—she knows the ropes around here better
than anyone.

13. I'd have to say that Carlos is the peacemaker around here. Every time a disagreement occurs, he
gets the players to work out the problem.

14. Kenady, you're late for the team meeting. Everyone else was on time, so we started without you.

15. What does fund-raising for a new scoreboard have to do with solving the problem? We're getting
sidetracked.

smoothly operating and effective group or team. As organizations rely more on teams, the
role of leaders in developing teams is crucial. The stages of group development are ori-
entation, dissatisfaction, resolution, production, and termination. Savvy managers change
their leadership style as the group develops. See figure 9.6 for an illustration of the stages
as you read about each stage in this section.

Stage 1: Orientation

Command groups are rarely started with all new members. Therefore, the orientation stage is
more characteristic of task groups that are clearly beginning anew. Orientation, also known
as the forming stage, is characterized by low development (D1, high commitment and low
competence). When people first form a group, they often come with a moderate to high
commitment to it. However, because they haven’t worked together, they lack competence
as a team, even though they may be highly competent individuals.

During orientation, members must work out structure issues about leadership and group
objectives. The size of the group and its composition are checked out. Members may be
anxious over how they will fit in (status), what will be required of them (roles and norms),
what the group will be like (cohesiveness), how decisions will be made, and how members
will get along (conflict). These issues must be resolved if the group is to progress to the
next developmental stage.

In teams in athletics, it is common to start the season having newcomers replace players
who have left the team (age, graduation, retirement), joining those who stay. Thus, mixing
and matching newcomers with old-timers is a big challenge facing managers. Training camps
held before a season begins are an important mechanism not only for deciding which players
will make the team but also for developing group norms and resolving orientation issues.
Thus, a swimming league not only trains before school starts but also has social functions
so that swimmers (and sometimes parents) can get to know each other.

The appropriate leadership style during orientation is autocratic (high task and low
maintenance). When groups first come together, leaders need to help the group clarify its
objectives and provide clear expectations for members. Leaders can also set a friendly tone
that helps members start to get to know one another.
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FIGURE9.6 Group development stages and leadership style.

Stage 2: Dissatisfaction

This stage, also known as the storming stage, is characterized by moderate development level
(D2, lower commitment and some competence). After working together for a time, mem-
bers typically become dissatisfied in some way with the group. Uncomfortable questions
arise: Why am I a member? Are we ever going to win or accomplish anything? Why don’t
other members do what's expected of them? Often the task is more complex and difficult
than anticipated; members mask their own feelings of incompetence with frustration. The
group has developed some competence to perform the task, but not as much as members
would like, so there is impatience as well.

During dissatisfaction, the group needs to resolve its structure and process issues before
it can progress to the next developmental stage. This is a dangerous stage because groups
can get stuck in dissatisfaction and never progress to becoming a fully functioning team.
Coaches in the swimming league may be frustrated with certain participants because they
are trying to balance swim practice with band camp, and beginning swimmers may ques-
tion whether they will ever get in good enough shape.

The appropriate leadership style during the dissatisfaction stage is consultative (high task
and high maintenance). When satisfaction drops, leaders need to focus on the maintenance
role to encourage members to continue to work toward the objectives. At the same time,
leaders must continue to focus on the task—swimming skills and endurance.

Stage 3: Resolution

Resolution, also called the norming stage, is characterized by a high development level (D3,
variable commitment and high competence). With time, members often resolve the incon-
gruence between their initial expectations and the realities that the objectives, tasks, and
skills represent. As members develop competence, they typically grow more satisfied with
the group. Relationships develop that satisfy group members’ affiliation needs. Members
learn to work together as they develop a structure and process with acceptable leadership,
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norms, status, cohesiveness, and decision-making styles. During periods of conflict or
change, the group will return to resolve these issues yet again.

Commitment varies from time to time as the group interacts. If the group does not deal
effectively with its process issues, it may regress to stage 2 (dissatisfaction), or it may plateau
and stagnate in both commitment and competence. If the group succeeds at developing
positive structures and processes, it will develop to the next stage. The swimming league
developed a series of organized practices that fit all of the swimmers’ schedules. This reso-
lution was not an easy task, but accomplishing it made the team close-knit as they worked
together to find ways to carpool.

The appropriate leadership style during resolution is participative (low task and high
maintenance). Once group members know what to do and how to do it, there is little
need to direct their task behavior. Groups in resolution need their leaders to focus on
maintenance. When commitment varies, this is usually attributable to some problem in
group process, such as a conflict. Leaders should then focus on maintenance behavior to
get groups through the issues they face. If leaders continue to overmanage task behavior,
groups can become dissatisfied and regress or plateau at this level.

Stage 4: Production

The production stage, also called the performing stage, is characterized by a high level of
development (D4, high commitment and high competence). At this stage, commitment
and competence don’t fluctuate much. Groups function smoothly as teams with high levels
of satisfaction. They maintain positive structures and processes. The fact that members are
very productive further fuels positive feelings. Group structure and process may change
with time, but issues are resolved quickly and easily; members are open with each other.
The swimming team in our example moved into the production stage and routinely takes
swimmers to national competitions.

The appropriate style during the production stage is empowerment (low task and low
maintenance). Groups that achieve this stage play appropriate task and maintenance roles;
by this stage, leaders don’t need to play either role, unless there is a problem, because the
group is effectively sharing leadership.

Stage 5: Termination

Termination, also called the adjourning stage, is not reached in command groups unless
there is some drastic reorganization. However, task groups do terminate. During this stage,
members experience feelings of loss as they face leaving the group. Closure is important.
The swimming league’s annual awards
dinner, which carefully honors every team
member, helps swimmers who are going
on to college—and their parents—say
good-bye to members who have become
friends.

Two key variables identified through
each stage of group development are work
on the task (competence) and the socioemo-
tional tone or morale (commitment). These
two variables do not progress in the same
manner. As figure 9.6 shows, competence continues to increase steadily through stages 1 to 4,
whereas commitment fluctuates—it starts out high in stage 1, drops in stage 2, and then rises
through stages 3 and 4. The success and failure of a team are often based on the manager.>
Thus, selecting the appropriate leadership style is important. You will develop the skill of
analyzing a team and selecting the appropriate leadership style to use in Skill-Builder 9.2 on
page 305.

2R Identify your work group’s or
team's developmental stage and
the leader's management style.
Is his or her style appropriate for
your group’s stage? What could
be done to improve your group'’s
structure and process?
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Developing Groups Into Teams

As table 9.1 on page 281 shows, groups and teams are different. The trend is to empower
groups to become teams because teams are more productive than groups. As you work to
make groups into teams, consider the size of the department or group. If your group has
20 or more members, break it into two or three teams. In this section, we examine train-
ing and the functions of management—planning, organizing and staffing, leading, and
controlling teams—and how group managers and team leaders differ.

If teams are to succeed, members need training in group process skills so they can
make decisions and handle conflict. A team-building program, as discussed in chapter 6,
is also very helpful in turning groups into teams. The management functions are handled
differently in groups and teams. Here we discuss how the manager’s job changes with
teams.

¢ Planning: Setting objectives and decision making are important parts of planning. In
teams, team members set objectives, develop plans, and make the decisions. The manager’s
role is to involve and coach members and make sure they understand the objectives, accept
them, and are committed to achieving them.

¢ Organizing and staffing: Team members participate in selecting, evaluating, and
rewarding members. Jobs are more interchangeable and are assigned by members as they
perform interdependent parts of the task.

e Leading: Although teams share leadership, most teams identify someone as leader;
the difference is that these chosen leaders lead with the permission of the team and are lead-
ing a group of leaders, so to speak. Thus, the official team leader doesn't tell people what to
do. Effective team leaders are highly skilled
in group process and team building. Leaders
spend a great deal of time developing group
structure and process. Effective leaders work
to bring the team to the production stage,
and they change leadership styles with the
team'’s developmental stage.

1|R1]1}} State whether your current boss
or coach is a group manager or
a team leader. Give reasons for
your choice.

e Controlling: Team members monitor their own progress, take corrective action,
and perform quality control. Successful team leaders tend to have strong people skills and
develop relationships that motivate members to high levels of performance. These leaders
don’t spend much of their time checking on employees; rather, they spend time developing
leadership skills of all team members.

In summary, the roles of group manager and team leader differ in significant ways.
Group managers perform the four functions of management. Team leaders empower
members to perform the management functions and focus on shaping group structure and
group process, and these leaders get the team to the mature developmental stage, that of
production.

Getting to Better Meetings

With the increasing use of teams, meetings take up an increasing amount of time in orga-
nizations. Therefore, leading effective meetings is an important skill. Successful meetings
depend on the leader’s skill at managing group process. People commonly complain that
there are too many meetings, they are too long, and they are unproductive—a waste of
time.?” Committees have been known to keep minutes and waste hours. Therefore, in this
section, we give you pointers on how to plan and conduct meetings and how to handle
problem group members.
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Planning Meetings

Your preparations and those of your team are crucial for conducting effective meetings.
Unprepared leaders conduct unproductive meetings. Planning is needed in at least five
areas: (1) setting objectives, (2) selecting participants, (3) making assignments, (4) set-
ting the agenda and the time and place for the meeting, and (5) leading the meeting.
A written copy of the plan should be sent to members before the meeting (see “Meeting
Plans”).

Objectives

Have an objective—or don't call a meeting. Amazing numbers of meetings are called with-
out a clear purpose. Before you call a meeting, clearly define its purpose and set out the
objectives that you wish to accomplish.*® Clarifying the purpose of the meeting will ensure
that all participants start the meeting with the same purpose and objective.

Participants and Assignments

Before you call a meeting, decide who needs to attend.’* When too many people attend,
your ability to complete the work slows down considerably. Look at your objectives and
decide who is affected by them and who should have input. Do you need an outside spe-
cialist to provide expertise? Participants should know in advance what is expected of them.

Meeting Plans

Content

 Time: List date, place, and time (both beginning and ending).

* Objectives: State the objectives and purpose of the meeting. The objectives can be listed with
agenda items, as shown in the following example, rather than as a separate section. Make sure
that objectives are specific (chapter 4).

* Participation and assignments: If all members have the same assignments, list them. If different
members have different assignments, list their names and assignments. Assignments may be
listed as agenda items, as shown for Ted and Karen in the example.

* Agenda: List each item to be covered in priority order with its approximate time limit. Accepting
the minutes of the last meeting may be an agenda item.

Example

Boys Club Baseball Team Meeting
December 15, 2013, Boys Club Central Office, 1 to 2 p.m.

Participation and Assignments

All members will attend and should have read the list of players available for each of the six teams
before the meeting. Be ready to discuss your preferences for selecting players.

Agenda

Ted will lead a discussion of the process to be used in selecting players—15 minutes.

Karen will lead the process of selecting players—40 minutes.

Ted and Karen will present dates for teams to hold practice without discussion—5 minutes. Discussion
will take place at the next meeting after you have given the possible practice dates some thought.
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Give adequate notice if any preparation is required on their part (reading material, doing
research, or writing a report). Make sure members are accountable for their assignments.

Agenda

Before you call a meeting, identify the activities that will take place and list them in order
by importance—this is your agenda. Agendas tell people what is expected and how the
meeting will progress.*° Setting time limits for each item keeps everyone on task and avoids
the needless (and endless) discussion and getting off topic that are so common at meetings.
When digression occurs, take the group back to topic. But be flexible and allow more time
when it is really needed. Members may also submit agenda items they want included. The
reason for listing items in order of priority is that if the group doesn't get to every item, the
least important items will carry forward.

Date, Place, and Time

To determine which days and times of the week are best for meetings, get members’ input.
People tend to be more alert early in the day. When members work in close proximity, it is
better to have more frequent, shorter meetings that focus on one or just a few items. How-
ever, when members have to travel, meetings must be fewer and longer. Select an adequate
place for the group and plan for their physical comfort.

A current trend is to hold important meetings at sport stadiums. Conference rooms in
newer stadiums are often larger than those available at hotels. Holding a meeting at a sport
stadium such as Yankee Stadium or at Madison Square Garden in New York City lends a
lot of prestige to the event.

Leadership

Think about what leadership style best fits your objectives for the meeting. Each agenda item
may need to be handled differently. For example, some items simply call for disseminating
information; others may require a discussion, vote, or consensus; still other items require
a simple, quick report from a member. Develop your team members’ leadership skills by
rotating meeting leaders.

Technology

E-mail, teleconferences, and videoconferences have reduced the need for some meetings.
These technologies save travel costs and time, and they may result in better and quicker
decisions. Minutes (notes on what took place during a meeting) can be taken on laptops
or tablets (and by some on smart phones), and hard copies or e-mails can be distributed
at the end of the meeting.

Conducting Meetings

At a group’s first meeting, the group is in the orientation developmental stage. Therefore,
develop objectives, but give members time to get to know one another. Introductions set
the stage for subsequent interactions. A simple technique is to start with introductions
and then move on to the group’s purpose, objectives, and members’ jobs or assignments.
Sometime during or following this procedure, take a break to enable members to interact
informally. If members see that their social needs will not be met, dissatisfaction may occur
more quickly.
Effective meetings have three parts:

1. Begin the meeting on time and identify objectives. Waiting for late-arriving par-
ticipants penalizes those who are on time and develops a norm for coming late. Begin by
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reviewing progress to date, the group’s objectives, and the meeting’s purpose or objective.
If minutes are recorded, they are usually approved at the beginning of the next meeting.
For most meetings, a secretary should be appointed to take minutes.

2. Cover agenda items in priority order. Try to keep to the approximate times, but be
flexible. However, if the discussion begins to digress or becomes a destructive argument,
move on.

3. Summarize and review assignments, and end the meeting on time. Whoever is lead-
ing the meeting should summarize what took place and whether the meeting’s objectives
were achieved. Review the assignments given. The secretary or leader should record all
assignments. This sets up accountability and follow-up on assignments to ensure results.

Meeting leaders need to focus on group structure, process, and development. As already
noted, leadership needs change with the group’s developmental level. Assess the stage your
group is in as you decide how to lead meetings. Provide appropriate task or maintenance
behavior only as it is needed, and avoid self-interest roles and problem members.

Problem Members

As groups and teams develop, certain personalities emerge that can cause the group to be
less efficient. We call these personalities Silent Ones, Talkers, Wanderers, Arguers, the Bored,
and the Social Loafer. Personality, position, and status affect meeting behavior.*

Silent Ones

In effective groups, every member participates. Silent Ones do not give the group the benefits
of their input. Encourage Silent Ones to participate, without being obvious or overdoing it.
One technique that works well is rotation, in which all members take turns giving input.
Rotation is generally less threatening than being called on directly. However, rotation is
not appropriate all the time. To build up the confidence of Silent Ones, call on them with
questions they can easily answer.

If you are a Silent One, push yourself to participate. Remind yourself that you have good
ideas too and that others in the meeting feel as you do. Preparing what you will say before
the meeting will give you confidence to speak up.*?

Talkers

Talkers have something to say about everything. They dominate discussions and drown
out other voices. Talkers can cause intragroup problems such as low cohesiveness and con-
flicts. Your job is to slow Talkers down, not to shut them up. But above all, don’t let them
dominate. Rotation works well here too because it limits Talkers” amount of “floor.” When
rotation isn’t appropriate, gently interrupt Talkers and present your own ideas or call on
other members to present theirs.

If you are a Talker, restrain yourself. Remember, powerful people listen. As a Talker, you
are likely a leader, and thus it is your job to help others develop, so give them a chance to speak.

Wanderers

Wanderers are distracters. They digress, they joke too much, they change the subject, and
they provide roadblocks to getting anything done. Your job is to keep the group on track.
If Wanderers want to socialize, cut it off. Be kind. Thank them for their contribution, and
then throw out a question to the group to get it back on topic.

If you are a Wanderer, you are likely high maintenance and low task oriented. Change
your habits and try to develop a balance between these two roles. Check your urge to stray
from the topic, and pull your thoughts and comments back on track. Think about why you
wander—are you subconsciously trying to sabotage the group?
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Arguers

Like Talkers, Arguers like to be the center of attention. For Arguers, arguing is an end in
itself. Whether it is constructive or destructive doesn’t concern them. They view everything
as a win-lose situation, and they cannot stand losing. Your job is to resolve conflict, but
not in an argumentative way. Don't get into an argument with Arguers; that is exactly what
they want. Should they start an argument, bring others into the discussion. If the argument
gets personal, cut it off. Make it clear that you will not tolerate personal attacks. Keep the
discussion moving, and keep it on target.

If you are an Arguer, practice backing off. Lose on purpose—it is not the end of the world.
Think about why you have to be the center of attention. What makes you need to fight and
win? Strive to change your win-lose view of life. (Win-win is much more pleasant.) Learn
to convey your views assertively, not aggressively—by the way, this is good for your blood
pressure! All of us get to be wrong. Learn to admit mistakes gracefully.

The Bored

The Bored are not interested in the meeting, the group, or its objectives. Maybe they are
preoccupied. Maybe they feel superior. Whatever their reason, they don't pay attention
and they don’t participate. Assign the Bored tasks. Have them record ideas on the easel or
record minutes. Call on the Bored; bring them into the group. Don’t allow the Bored to sit
back—boredom is contagious, and you don’t want it to spread.

If you are one of the Bored, think about why. Should you change jobs? If not, then par-
ticipate—you owe this to your team and to yourself. Remember, motivation comes from
within. Take more of a leadership role.

The Social Loafer

This Social Loafer (or free rider) problem member doesn’'t want to take individual respon-
sibility and do a fair share of the work. Following all the previously mentioned meeting
guidelines helps, especially giving clear individual assignments. Don't let the group develop
norms that allow social loafing, and use peer pressure to get people to do their work.
Confront Social Loafers assertively using the conflict resolution model in chapter 8. When
necessary, threaten to go to the boss. If these methods do not work, go to the supervisor
(professor or boss) and explain the situation; specify the behavior that is lacking and explain
that you and the group have tried to resolve the problem but that the Social Loafer refuses
to perform to standards.
If you are a Social Loafer, step up to the plate and do your fair share of the work.

Working With Problem Members

Here are the rules you do not want to break: Do not embarrass, do not intimidate, and do
not argue with any members, no matter how much they provoke you. If you do, they will
be martyrs and you will be a bully. If you
have serious problem members who don't
respond to the preceding techniques, talk
with them individually outside the group. 1
Review the BCF statements (behavior, con-
sequences, feelings) in chapter 8, and main-
tain ownership of the problem. Be honest,
be firm, and lay your cards on the table.

As we bring this chapter to a close, recall
the importance of teamwork, the lessons of
the geese, and the differences between groups and teams. Know the group performance
model—group performance is a function of organizational context, group structure, group

WIEIY Recall a recent meeting you
attended. Write a critique of the
meeting, laying out what went well
and why and what went wrong
and why. Were there problem
members? How did the leader
handle them?
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process, and group development. Develop effective group structure for the type of group;
select the appropriate size, composition, and leadership style; and set objectives. Manage
group process through group roles, set positive norms, develop cohesiveness, maintain status
congruence, make good decisions, and resolve conflict. Analyze the group’s development
stage and use the appropriate leadership style, and bring groups to the production stage
of development. Develop groups into teams by training and empowering your members
to participate in management functions. Run effective meetings so you don’t waste the
group'’s time.

APPLYING THE concerT 9.4

People Who Sabotage Meetings

Identify the person in each statement as

a. Silent one

b. Talker

c. Wanderer

d. Bored

e. Arguer

f. Social loafer

16. Charlie is always first or second to give his ideas. He elaborates and expounds and then elaborates
again.

17. One of the usually active team members is sitting back quietly today for the first time. The other

members are doing all the discussing and volunteering for assignments.

18. As the team discusses game strategy for next Saturday, Billy asks if they heard about the team owner
and the mailroom clerk.

19. Eunice usually shrinks from giving her ideas. When asked to explain her position, she often changes
her answers to agree with others in the group.

20. Dwayne loves to challenge members' ideas. He likes getting his own way. When someone doesn'’t
agree with Dwayne, he makes wisecracks about the person’s prior mistakes.

(@ ) TAKE IT T0 THE NET

Please visit www.HumanKinetics.com/AppliedSportManagementSkills and go to this
book’s companion web study guide, where you will find the following:

A list of websites associated with the concepts in this chapter
Exercises that you will need Internet access to complete

Online versions of chapter exercises and end-of-chapter learning aids
An exercise that helps you define the Key Terms
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LEARNING AIDS

1.

Explain how groups and teams differ.

Groups and teams differ by size, leadership, jobs, accountability and evaluation,
rewards, and objectives. Groups have a clear leader and two or more (possibly many
more) members who perform independent jobs with individual accountability,
evaluation, and rewards. Teams typically have fewer members who share leadership
and who perform interdependent jobs with both individual and group account-
ability, evaluation, and rewards.

Explain the group performance model.
Group performance is a function of organizational context and the group’s struc-
ture, process, and developmental stage.

Categorize groups by their structure.

Groups can be structured as formal or informal, functional or cross-functional, and
command or task. Formal groups are part of the organizational structure; informal
groups are not. Functional group members come from one area; cross-functional
members come from different areas. Command groups are composed of managers
and their staff working to get the job done; task groups work on specific objectives.
Task forces are temporary; standing committees are ongoing.

. Define the three major roles group members play.

Group task roles are played when members do and say things that directly aid in
the accomplishment of the group’s objectives. Group maintenance roles are played
when members do and say things that develop and sustain the group process. Self-
interest roles are played when members do and say things that help the individual
but hurt the group.

Explain how rules and norms differ.

Rules are formally established by management or by the group itself. Norms are
the group’s shared but unspoken expectations of its members’ behavior. Norms
develop spontaneously as members interact.

Describe cohesiveness and why it is important to teams.

Group cohesiveness is the extent to which members stick together. Group cohesive-
ness is important because highly cohesive groups that accept management's directives
for productivity levels perform better than groups with low levels of cohesiveness.

Describe the five major stages of group development and the leadership style appro-
priate for each stage.

(1) Orientation is characterized by low development level (D1—high commit-
ment and low competence), and the appropriate leadership style is autocratic. (2)
Dissatisfaction is characterized by moderate development level (D2—lower commit-
ment and some competence), and the appropriate leadership style is consultative. (3)
Resolution is characterized by high development level (D3—variable commitment
and high competence), and the appropriate leadership style is participative. (4)
Production is characterized by outstanding development level (D4—high commit-
ment and high competence), and the appropriate leadership style is empowerment.
(5) Termination is not reached in command groups unless there is some drastic
reorganization. However, task groups do terminate.

. Explain how group managers and team leaders differ.

The group manager takes responsibility for performing the four functions of
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management. The team leader empowers the members to take responsibility for
performing the management functions and focuses on developing effective group
structure, group process, and group development.

Lead a meeting.

Make sure the meeting has a purpose. Begin meetings by covering the objec-
tives for the meeting. Cover agenda items in priority order. Keep people on track.
Conclude with a summary of what took place and assignments to be completed for
discussion at future meetings.

REVIEW AND DISCUSSION QUESTIONS

w

N o ok

10.
11.

12.

13.

14.
15.
16.

17.

18.

19.

20.

Which are usually larger, groups or teams?
Give one reason the New England Patriots is a successful team.

One study found that NBA teams with a high shared experience and a low turnover
tended to have significantly better win-loss records. Why?

Why is diversity important to group composition?
Why are objectives important to groups?
How do groups enforce norms?

Recall the study cited in the text that examined the performance of eight U.S. teams
in the 1996 Olympics at Atlanta. What was the reason given that four of the teams
failed to meet expectations?

Does members’ commitment to the group continue to increase through the first
four stages of group development?

Are the four functions of management equally important to both groups and teams?
Why is it important to keep records of meeting assignments?

Describe the five types of problem members in meetings. How do they cause prob-
lems?

What are four reasons that volunteers gave for volunteering to work at the 2004
Athens Olympics?

Describe the team structure for a volunteering effort you have been involved with
at your college.

Which lesson of the geese is most lacking and needed in teams today? Why?
Is it really worth making a distinction between groups and teams? Why or why not?

Which part of the group performance model is the most important to high levels
of performance? Why?

Select any type of group (work, school, sport) that you belong to or have belonged
to in the past. Explain how each of the group’s five structure components affected
its performance.

Select any type of group you belong to or have belonged to in the past. Explain how
each of the group’s six group process components affected its performance.

Based on your experience in meetings, and what you have read and heard from
others, which part of planning a meeting is most lacking?

Which type of group problem member is most annoying to you? Why? How can
you better work with this type in the future?
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CASE

Building a Fantasy Sport Team

Fantasy Sports used to be called Rotisserie Baseball. Back In the 1980s, it was called roto
for short. What is really involved in building a fantasy team? The fantasy business has
been growing rapidly, and fantasy sports have become popular with sport fans. One study
found that fans play for entertainment and escape, competition, social interaction, or some
combination of these.*

A league first needs to be formed. Many leagues use yahoo.com or espn.com as a platform
for managing their teams. Owners need to be found to select players. In the early stages
of selecting teams, owners do not usually know everybody who is selecting a team. Still, a
date is selected and agreed upon by all owners.

Next, a commissioner, or leader, is selected to start the league on one of the sites. The owner
of each team then drafts his team in a rotating sequence. Owners often have a sum of fantasy
dollars to spend on their time. It takes great skill to build a team that performs to a high stan-
dard, is not injury prone, hits for home run power yet also for a high batting average, and so on.

But, how does an owner form a team? Does he pick players who work well together? Does
he pick players on his favorite professional teams? Do you pick a few high-salaried players
and fill in with a few extra players on the bench? Do you make trades with other owners
in the league who you feel are similar to you? What looks like an unorganized group of
players is actually a well-orchestrated selection of players who work together like a team.

At this stage, owners are beginning to know all the other owners in the league. They establish
some normal behavior. For instance, all changes in a lineup have to be completed before game
time. Injured players can be replaced by the pool of players who are not currently selected. One
of the reasons fantasy baseball is addictive is that owners can add, delete, and trade players
for most of the season. Owners like to have rules, since this helps to keep the league on track.

At the end of the regular season, the fantasy season also finishes. A playoff takes place,
and one team is crowned champion. In reality, the team of owners is disbanded until the
new season takes place next year.

Case Questions

1. Why do people play fantasy baseball?
a. entertainment

b. competition

c. social interaction

d. escape

e. all of the above

2. When owners meet for the initial drafting of players, what developmental stage are
the owners experiencing?
a. orientation
b. dissatisfaction
c. resolution
d. production
e. termination

3. When owners trade players during the season, what developmental stage are the
owners experiencing?
a. orientation

b. dissatisfaction
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c. resolution
d. production
e. termination
4. You would expect group cohesiveness to be stronger during the initial drafting of

players as compared to the productive stage of making trades with other owners
during the season.

a. true
b. false

5. Being an owner in a fantasy league requires little teamwork.
a. true
b. false

6. Describe any experiences you have had with fantasy sports. Are these experiences
that you would like to build a career on?

SKILL-BUILDER EXERCISES

Skill-Builder 9.1: Group Performance

Objective

To use group structure, process, development, and meetings to improve group performance.
Note: This exercise is designed for class groups that have worked together for some time.
(Five or more hours of prior class work is recommended.)

Preparation

Answer the following questions as they apply to your class group or team.

1. Using figure 9.1 and table 9.1, would you classify your members as a group or a
team? Why?

Group Structure
1. Our group or team is structured (circle one in each category)
formally/informally

functionally/cross-functionally (by majors)

by command/by task
2. Thereare____ students in our group or team, which is (circle one)
too large too small just right

3. Describe the composition of your group or team.

4. Is there a clear group or team leader? Name the leaders.
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5. List your group’s or team's objectives.

6. List some ways in which your group’s or team'’s structure could be improved to
achieve its objectives.

Group Process

1. List each member of your group or team (including you) and the major roles you

each play.
1. 4.
2. 5.
3. 6.

2. Identify at least three group or team norms. Are they positive or negative? How does
the group or team enforce them?

3. Is your group or team a high-, moderate-, or low-cohesive group?

4. List each group or team member, including you, in order of status. If this does not
apply, tell why.

1. 4.
2. 5.
3. 6.

5. How does your group or team make decisions?

6. How does your group or team resolve conflict?

7. List some ways in which your group’s or team'’s group process could be improved
to achieve its objectives.
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Developmental Stage

1. At what stage of group development is your group or team? Explain.

2. List some ways in which your group or team can move to a higher developmental
stage to increase group performance.

Meetings

1. List some ways in which your group or team meetings could be improved to increase
group performance.

2. Does your group or team have any problem members? What can be done to make
them more effective?

In-Class Application

Complete the preceding skill-building preparation before class.
Choose one (10-30 minutes):

® Meet with your assigned group or team and present your findings on the preceding
questions. Brainstorm ways to improve your group’s or team’s structure, process,
developmental stage, and meetings.

e Conduct informal, whole-class discussion of student findings.
Wrap-Up
Take a few minutes to write your answers to the following questions:

What did I learn from this experience? How will I use this knowledge?

Skill-Builder 9.2: Group Development and Leadership Style
Objective

To develop your skill at determining the group'’s level of development and selecting the
appropriate leadership style
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Preparation

Read about and understand the stages of group development and leadership styles. To help
you with this exercise, use figure 9.7. For this exercise, read and complete the 12 situations
following these steps.

1. Select the level of development. Place D1, D2, D3, orD4ontheD ____ line
following the situation.

2. Read the four alternative leadership actions. Each action represents one of the four
leadership styles. Determine the leadership style (LS) and place each letter (A, C, P,
E)ontheLS___ lines.

3. Circle the letter of the one style that matches the development level.

Using the Group Development and Leadership Style Model

1. The first step is to use the top of the model to determine the level of group develop-
ment (D1-4).

2. The second step in using the model is to select the leadership style (LS1A, 2C, 3P,
4F) to match the level of development. Just follow the development arrow down
to the leadership style.

Level of development

Y

Y

>
>

Orientation (D1) low Dissatisfaction (D2) moderate| Resolution (D3) high Production (D4) outstanding
High commitment/ Lowered commitment/ Variable commitment/ High commitment/

Low competence Some competence High competence High competence

Members come to the group Members become dissatisfied | Commitment changes over Commitment and competence
committed, but they have not | with the group as they begin time but competence remains | remain high.

developed competence to develop competence. constant.

working together.

| | | |

Appropriate leadership style—Roles for the level of development

(LS1A) Autocratic (LS2C) Consultative (LS3P) Participative (LS4E) Empowerment

High task/ High task/ Low task/ Low task/

Low maintenance High maintenance High maintenance Low maintenance

Clarify the group’s objectives Continue to provide directives | Cut back on directives and Let them lead. The group

and member’s responsibilities. | to further develop competence | focus on maintenance to keep | provides its own task and

Provide some social time. as you also work at regaining | commitment. maintenance.
commitment.

FIGURE 9.7 The group development and leadership style model.

Situations

1. Your group works well together; members are cohesive and have positive norms.
They maintain a fairly consistent level of production that is above the organizational
average, as long as you continue to play a maintenance role. You have a new assign-
ment for them. To accomplish it, you would D

a. Explain what needs to be done and tell them how to do it. Oversee them while
they perform the task. LS
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b. Tell the group members how pleased you are with their past performance. Explain
the new assignment, but let them decide how to accomplish it. Be available if
they need help. LS

c. Tell the group what needs to be done. Encourage them to give input on how to
do the job. Oversee task performance. LS

d. Explain to the group what needs to be done. LS

2. You have been promoted to a new supervisory position. The group you supervise
appears to have little talent to do the job, but they do seem to care about the qual-
ity of the work they do. The last supervisor was fired because of the group’s low
productivity level. To increase productivity, you would D

a. Let the group members know you are aware of their low production level, but
let them decide how to improve it. LS

b. Spend most of your time overseeing group members as they perform their jobs.
Train them as needed. LS

c. Explain to the group that you would like to work together to improve productiv-
ity. Work together as a team. LS

d. Tell the group how productivity can be improved. With the members’ ideas,
develop methods and make sure they are implemented. LS

3. Your department continues to be one of the top performers in the organization. The
members work well as a team. In the past, you generally let them take care of the
work on their own. You decide to D

a. Encourage group members on a regular basis. LS

b. Define members’ roles and spend more time overseeing performance. LS
c. Continue things the way they are; leave the members alone. LS
d

. Hold a meeting. Recommend ways to improve, and get members’ ideas as well.
After agreeing on changes, oversee the group to make sure it implements the new
ideas and does improve. LS

4. You have spent much of the past year training your employees. However, they do
not need you to oversee production as much as you used to. Several group members
no longer get along as well as they did in the past. You've played referee lately. You
D

a. Have a group meeting to discuss ways to increase performance. Let the group
decide what changes to make. Be supportive. LS

b. Continue things the way they are now. Supervise them closely and be the referee
when needed. LS

c. Leave the group alone to work things out for themselves. LS
d. Continue to supervise closely as needed but spend more time playing a main-
tenance role; develop a team spirit. LS

5. Your department has been doing such a great job that it has increased in size. You
are surprised at how fast the new members are integrated. The team continues to
come up with ways to improve performance, without prompting from you. Because
it has grown so large, the department will be moving to a larger location. You decide
toD

a. Design the new layout and present it to the group to see if the members can
improve on it. LS

b. Allow the group to design the new layout. LS

c. Design the new layout and put a copy on the bulletin board so employees know
where to report for work after the move. LS
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d. Hold a meeting to get employees’ ideas on the layout of the new location. After
the meeting, think about their ideas and finalize the layout. LS

. You are appointed to head a task group. Because of the death of a relative, you had

to miss the first meeting. At the second meeting, you notice that the group seems to
have developed objectives and some ground rules. Members have volunteered for
assignments that have to be accomplished. You D

a. Take over as a strong leader and change some ground rules and assignments.
LS

b. Review what has been done so far, and keep things as they are. However, you
take charge and provide clear direction from now on. LS

c. Take over the leadership but allow the group to make the decisions. Be supportive
and encourage them. LS

d. Given that the group is doing so well, leave and do not attend any more meet-
ings. LS

. Your group was working at, or just below, standard. There has been a conflict within

the group, and as a result, production is behind schedule. You D

a. Tell the group how to resolve the conflict. Then closely supervise to make sure
people do what you say and production increases. LS

b. Let the group work it out. LS

c. Hold a meeting to work as a team to come up with a solution. Encourage the
group members to work together. LS

d. Hold a meeting to present a way to resolve the conflict. Sell the members on its
merits, ask for their input, and follow up. LS

Your organization allows flextime. Two of your employees have asked if they can
change work hours. You are concerned because the busy work hours need adequate
coverage. The department is very cohesive and has positive norms. You decide to
D

a. Tell them things are going well; we'll keep things as they are now. LS

b. Hold a department meeting to get everyone’s input, and then reschedule their
hours. LS

c. Hold a department meeting to get everyone’s input; then reschedule their hours
on a trial basis. Tell the group that if there is any drop in productivity, you will
go back to the old schedule. LS

d. Tell them to hold a department meeting. If the department agrees to have at least
three people on the job during the busy hours, they can make changes, giving
you a copy of the new schedule. LS

You have arrived 10 minutes late for a department meeting. Your employees are
discussing the latest assignment. This surprises you because in the past, you
had to provide clear direction and employees rarely would say anything. You
D

Take control immediately and provide your usual direction. LS

a.

b. Say nothing and just sit back. LS

c. Encourage the group to continue, but also provide direction. LS
d.

Thank the group for starting without you and encourage them to continue. Sup-
port their efforts. LS

Your department is consistently very productive. However, occasionally the members
fool around and someone has an accident. There has never been a serious injury.
You hear a noise and go to see what it was. From a distance you can see Sue sitting



TEAM DEVELOPMENT

on the floor, laughing, with a ball made from company material in her hand. You
D

a. Say and do nothing. After all, she’s OK, and the department is very productive;
you don't want to make waves. LS

b. Call the group together and ask for suggestions on how to keep accidents from
recurring. Tell them you will be checking up on them to make sure the behavior
does not continue. LS

c. Call the group together and discuss the situation. Encourage them to be more
careful in the future. LS

d. Tell the group that’s it; from now on you will be checking up on them regularly.
Bring Sue to your office and discipline her. LS

11. You are at the first meeting of an ad hoc committee you are leading. Most of the
members are second- and third-level managers from the marketing and financial
areas; you are a supervisor from production. You decide to start by D

a. Work on developing relationships. Get everyone to feel as though they know
each other before you talk about business. LS

b. Go over the group’s purpose and its authority. Provide clear directives. LS

c. Ask the group to define its purpose. Because most of the members are higher-
level managers, let them provide the leadership. LS

d. Provide both direction and encouragement. Give directives and thank people
for their cooperation. LS

12. Your department has done a great job in the past. It is getting a new computer system.
You have been trained to operate the computer, and you are expected to train your
employees to operate it. To train them, you D

a. Give the group instructions and work with people individually, providing direc-
tion and encouragement. LS

b. Get the group together to decide how they want to be instructed. Be very sup-
portive of their efforts to learn. LS

c. Tell them it's a simple system. Give them a copy of the manual and have them
study it on their own. LS

d. Give the group instructions. Then supervise their work closely, giving additional
instructions as needed. LS

In-Class Application

Complete the preceding skill-building preparation before class (10-50 minutes):

The professor goes over the first few situations using the model explaining the answers.
The class can meet in groups of two or three to go over the remaining situations. Or the
professor may simply give the answers.

Wrap-Up

Take a few minutes to write your answers to the following questions:
What did I learn from this experience? How will I use this knowledge?
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SPORTS AND SOGIAL MEDIA EXERCISES

Sport Business Radio is a new age site that uses all facets of social media. For now, go to
the site at www.sportsbusinessradio.com/audio/interviews and listen to the Erik Spoelstra
interview. What comments does he have about coaching his Miami Heat team?

GAME PLAN FOR STARTING A SPORT BUSINESS

Not many people run a business all alone. It normally takes a team of people to help start
and grow a business. List four people you know that you would want on your team.

Team member 1

Team member 2

Team member 3

Team member 4




Communicating
for Results

LEARNING OUTCOMES

After studying this chapter, you should be able to

—
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understand how communication flows through organizations;
list the four steps in the communication process;

use transmissions channels well;

communicate effectively in person;

select appropriate channels for your messages;

solicit feedback properly;

explain how we receive messages;

choose appropriate response styles; and

calm an emotional person.

KEY TERMS

communication encode

vertical communication receiver

horizontal communication transmit

grapevine decode

communication process nonverbal communication

sender

message-sending process

feedback

paraphrasing
message-receiving process
listening

reflecting

empathy
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DEVELOPING YOUR SKILLS

Humans are all about talk, and, frankly, the best managers talk better than the rest of us. They
stay on target and get their messages across time and again to all manner of recipients, from
staff to stockholders to the news media. Fortunately, this is a skill you can develop. Through
this chapter you will understand the communication process and develop your skills at send-
ing, receiving, and responding to messages through the use of models. You can also develop
skills at dealing with emotional people and improve your ability to give and receive criticism.

REVIEWING THEIR GAME PLAN
Courting the Changing Media

Think about your favorite “viewer sports” (the ones you like to watch) for a moment. Short of
envisioning yourself playing them, you are just as likely to conjure up a TV image or favorite
radio announcer’s voice as you are to think of a game or tournament you watched live. Like
eyeglasses and contact lenses for those of us who don't have perfect vision, TV, Internet,
radio, and print media are the lenses through which most of us view most of the sports we
follow. This makes the media especially important to sport organizations. Sport organizations
that don't have great relationships with their market's media aren’t doing their job.

Often the first way in which fans and customers access an organization’s products, whether
the product is a star shortstop or a hotly desired catcher's mitt, is through the media. The
conduits of sport information that first come to mind are, of course, television, radio, and
print media. However, media sources are proliferating. Online magazines, blogs, chat
networks, e-mail marketing, and websites buzz 24 hours a day, 7 days a week—all over
the globe. For example, SiriusXM satellite radio broadcasts over our radios but also
through our computers and cell phones via the Internet. Sirius has stations for NFL,
MLB, NASCAR, and the Professional Golfers’ Association (PGA), to name a few. Comcast
makes available Red Zone, which is part of Comcast's Sports Entertainment Package for
less than $8 per month and is produced by NFL Network. The channel airs every Sunday
from 11:30 a.m., providing fans with live look-ins, game highlights, fantasy stats, and more."
ESPN increased its online presence with live feeds on its interactive website, ESPN360.
com. ESPN shows over 3,500 events per year. Some of the events, such as lacrosse and
cricket, are smaller niche sports.

Savvy organizations monitor a great variety of media to see how their team or company
is being portrayed. “Dish” is ever more important. If a false rumor spread on the Internet can
send a company's stock plummeting, think about what a crank fan's website or a cranky
sport columnist can do. Media conglomerates such as Time Warner, which owns Sports
lllustrated, FOX, CNN, and Warner Brothers music and movies, wield great power. In an
entertainment-driven world, not talking about your team—the silent treatment—can be just as
devastating as false buzz.

Company websites allow customers and fans to e-mail comments and suggestions. Cus-
tomers get to vent and applaud, and fans get to feel as though they are part of the action. Not
surprisingly, more and more fans and customers are hitting the “Send” button. The response
has been so great that companies have had to hire new personnel to support their websites.
Website marketing communication does activate attitude change within consumers.? There is
the potential to use website communication for sport event organizers to enhance consumer
attitudes toward the event and increase attendance.®

The importance of building strong relationships with the media, then, cannot be stated
too strongly. Your organization, be it the Seattle Mariners, a local high school, or a private
youth sport league, needs to garner the interest of local newspapers to continually generate
public interest. Watching children play in local leagues is a wonderful experience, but without
media attention, few people beyond the players’ families know about these games. That may
be OK. Then again, it may not if you need to grow your team. This may mean courting local
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reporters to help them cover your team extensively and responsibly. It may mean courting
local sport talk shows to rev up excitement about the team.

A positive example of using sport talk shows to keep fans at a fever pitch was the long-
running afternoon radio talk show Mike & the Mad Dog on New York’s WFAN radio station.
This show had been at or near number one in the market ratings since its conception in 1989.
Mike (Francesa) and the Mad Dog (Chris Russo) were voted two of the most powerful sport
figures in New York year in and year out. The simple (and brilliant) idea behind their show
was basically two guys in a bar talking sports. “The words tumble out of [Mad Dog's] mouth
in a strange stew, the L's and R’s smoosh into W's particularly when he's talking fast. This
is most of the time."

But WFAN morning talk show host Don Imus learned a difficult lesson when he was fired
from his position after making racial remarks against the Rutgers women's basketball team.* Thus,
all talk show hosts (including Mike and the Mad Dog) need to be careful when they are com-
municating with their audience members. As a sign of the changing nature of sport communica-
tion, Mad Dog left WFAN for his own show on SiriusXM. As a satellite radio station, Sirius
provides Mad Dog a chance to reach sport fans outside of the New York area. Even without
Mad Dog, Mike's show on WFAN, Mike'D Up, is carried live on the YES television network.®

ESPN has its own New York radio stations—ESPN 1050 AM and ESPN 98.7 FM. Mike
& Mike in the Morning competes directly with Mike Francesa. Mike Greenberg and Mike
Golic (Mike & Mike), in particular, have a lively show every morning with the full support of
all the ESPN resources.

Of course, the Olympics, NCAA, NFL, NBA, and MLB are covered widely by ESPN,
ABC, CBS, NBC, and FOX. Think about some American traditions. Where would football
be without Monday Night Football and friendly crowds at local sport bars watching their alma
maters ravage a long-time rival on fall Saturdays? Will the WNBA, women's professional
basketball in the United States, become an American tradition? If it does, this will be in large
part because its games are shown on ABC, ESPN2, and NBATV. The jury on the WNBA's
fate is still out—only a few viewers are opting to watch WNBA games. However, ESPN signed
a 9-year agreement to broadcast WNBA games until 2016 on ABC-ESPN. ESPN'’s execu-
tive vice president for content, John Skipper, said, “We've had very good success with the
women's college basketball tournament, with women'’s college softball, and women'’s soccer.
This is an important part of that commitment."®

Large organizations have public relations (PR) departments to court the media, talk to
them, keep their interest up, and occasionally put a spin on things. In small organizations,
however, the PR hat is worn by many and, sometimes, by everyone. In one sense, every
person in an organization represents the company—people need to realize this and be trained
in communications.

For current information on Mike Francesa, see www.wfan.com.

Understanding the Importance of Good Communication <easuins ourcone 1

Communication is the process of transmitting information and meaning. The world of work
revolves around communications—effective communications may mean a problem solved
in its infancy or sidestepped altogether. Ineffective communications may mean problems
created. Unfortunately, miscommunication is common in organizations.

How much time do you spend reading, listening to, and watching sport media? The
communication industry media is big business for sport. Comcast spent $4.4 billion to
broadcast the London Olympic Games.” The field of sport management relies on commu-
nication to better understand the role of stakeholders in sport.®* Communication within an
athletic department affects its success.” Owners, managers, athletes, and all the employees
of a sport organization need to realize that their personal communications with the media,
clients, fans, suppliers, and customers are part of an environment where the spoken word
can be transmitted instantly and globally via the Internet.

Understand how
communication
flows through orga-
nizations.
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Can you provide
an example of
horizontal com-
munication for a
sport talk radio
show you listen
to?
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Effective leadership and coaching are based on communication skills." So it's no wonder
that communication and interpersonal skills were ranked first among what recruiters look
for when hiring college grads." Personal and professional relationships are based on com-
munications, as is networking. So your communication skills will have a direct impact on
your career success as well as on your personal relationships.

Although there are lots of jobs in sport media and we do discuss sport media briefly,
we focus on communicating within sport organizations, which include ESPN and other
media companies, throughout this chapter. For our purposes, there are two types of com-
munication: organizational and interpersonal. Organizational communication takes place
between organizations and among an organization'’s divisions, departments, projects, and
teams. Interpersonal communication takes place between individuals.

Using Organizational Gommunication

If an organization is to thrive, its mission, strategy, goals, and culture all must be commu-
nicated effectively within and outside the firm. “For today’s athlete and coach, winning
is no longer enough. The stakes have risen considerably, and so has the scrutiny on every
aspect of their lives. Those who excel as communicators distinguish themselves from the
rest.”’? Athletic directors (ADs) have to spend more time on image and exposure to make
sure their universities are able to maintain good reputations. ADs need to know what tra-
ditional media (television, radio) and new media (blogs, fan-generated sites) are saying
about their teams. To this end, sport managers are developing communication strategies.'?

ESPN is known as a cable television station that communicates well with sport fans.
It uses creative, humorous advertisements to gain attention for its shows and to reinforce
the idea that true sport fans must watch ESPN’s SportsCenter to know what is happening
in sport. A review of the history of ESPN, Those Guys Have All the Fun: Inside the World of
ESPN, explains how the station grew from a small cable network in 1979 to a dominant
sport brand. The authors also detail how the show hosts on ESPN are jealous of each other,
as compared to the locker room type of joking around on set."

Think about how communications flow through an organization. The first thing that
comes to mind is the formal channels. These can be vertical —down from the top (from the
CEO and corporate executives on down the chain of command) and up from the bottom
(from staff at the front line on up the chain). Communications can also be horizontal —
same-level communications between salespeople and between vice presidents, for example.
Then there are the informal channels (the grapevine) that every organization has; these
channels resemble the ricochet of bullets.

Formal Vertical and Horizontal Communication

Vertical communication is the downward and upward flow of information through the
organization. It is formal communication because it is officially sanctioned transmission of
information. To be successful, sport policies, procedures, and rules must be communicated
effectively.’” Top management’s strategies are communicated down the chain of command
to instruct employees. The delegation process is downward communication.

Upward communication, on the other hand, involves staff sending information up
through the different management levels. Managers often learn about what is going on in
the organization and with customers through staff on the front lines. To facilitate upward
communication (because it is often people
on the front line who first sense changes
in the business climate), most organiza-
tions encourage open-door management
styles and communications, with the idea
of making people feel at ease in talking to
managers. Coaches often meet with their

IR Give examples of vertical com-
1 munication and horizontal com-
munication, and list a piece of
information you got from your
organization’s grapevine.
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APPLYING THE CoNGEPFT 10. 1

Communication Flow

Identify each communication as

a. downward
b. upward

c. horizontal
d. grapevine

1. Hey, Carl, did you hear that our two linebackers, Tom and Frankie, were drinking at the prom last
week?

2. Juanita, you know when you hand the baton off to me, you need to quickly move out of my way.
3. Dwayne, here's the team roster you needed. Check it, and I'll make changes.

4. Robin, I've got two new customers who want to set up charge accounts. Please rush the credit check
so we can increase ticket sales.

5. Ted, please run this letter over to the athletic funding committee before noon.

teams when they are performing below par to get feedback from players on how the team
can start winning. Depending on the issue, the coach’s style, and the team'’s culture, the
information flow is downward (the coach tells players what they need to do), upward
(players tell the coach what needs to happen), or (ideally) both.

Horizontal communication is information shared between peers. Horizontal commu-
nication is the coordination that goes on within a department, among team members, and
among different departments. Managers meet with people from different departments (in
person and electronically) to coordinate their efforts and resolve conflicts between them.'®
More experienced players encourage each other and rev up their teammates for a big game.
Mike's’ “chewing the fat” is also horizontal communication with the listener (the audience),
which is why his fans love the show so much.

Informal Grapevine Communication

The grapevine is the flow of information through informal channels. It is informal com-
munication because it isn't official or sanctioned. This rumor mill begins anywhere in
the organization and flows in any direction. Grapevines spread false good news (the Los
Angeles Kings will be trading for Pittsburgh Penguin MVP Evgeni Malkin) and true bad
news (the media whispers appear to indicate that star Philadelphia Phillies first baseman
Ryan Howard will be out for the rest of the season) with equal aplomb and almost always
ahead of when the formal information is put out.

Grapevines are a powerful means of communication. They can be useful, and they can
be destructive. Gossip has wrecked homes, friendships, and organizations. Organizations
sometimes use grapevines to their advantage, but reining them in during times of uncertainty
can be a daunting undertaking. Effective managers provide formal information truthfully
and quickly to prevent gossip and to correct errors spreading through the grapevine.!” You
should spread good news through the grapevine. When you hear false rumors, try to nip
them in the bud. Unlike many talk show hosts, Mike Francesa carefully verifies the infor-
mation he receives, and this has paid off handsomely. One reason he is so highly regarded
is that fans know he isn’t dishing out unsubstantiated rumors. Some people prefer not to
know the dirt on their coworkers. How active are you in the grapevine at work? Do you
spread accurate information? Are you being ethical?
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2. Message transmitted
through a channel.

e
1. Encodes the message == 3. Decodes the message
and selects the and decides if feedback
transmission channel. is needed.
Sender Receiver

4. Feedback, response, or new message
may be transmitted through a channel.

The sender and receiver may continually change roles as they communicate.

FIGURE 10.1 The communication process.

Using Interpersonal Communication

The communication process is the transmission of information, meaning, and intent. In
this section, we discuss the interpersonal communication process (see figure 10.1).

LEARNING OUTCOME 2 »> 1. A sender (the person doing the communicating) encodes the message (puts it into
List the four steps in a form that the receiver of the message will understand).
the communication 2. The sender transmits the message by using a form of communication to send the
process. message (by talking, phoning, e-mailing) to the receiver.

3. The receiver decodes the message by translating the message into a meaningful
form (interprets it).

4. The receiver may (or may not) give feedback.

What sort of audi- Encoding Your Message

ence do you think
Mike and the Mad When you send a message, you initiate the communication. Your message is the informa-

Dog would attract tion, meaning, or intent that you want to get across to the receiver. Make sure you have a
if they spoke with  clear intent for your messages—if you don’t have a clear idea of what you want to get across,
a British accent?  neither will the receiver. To clarify your intent, consider your receivers and determine what
ATexas drawl?  they need to hear to understand your message. Avoid barriers that block communication
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(see figure 10.2). Mike encodes the content (message) of his show in typical New York
working-class speech, accent, and slang. This not only creates the ambience (shooting
the breeze in a bar) that the producers want listeners to imagine; it also cinches a broad
listenership. New Yorkers, from Wall Street power brokers to taxi cab drivers, have great
affection for this accent; it is part of the mystique, and they are very comfortable with it.
When encoding, be careful about the words you select because they can get people to tune
in to your message or tune out.'® Selecting the right words can help you overcome the bar-
riers leaders face,' which we discuss next.

First Barrier—The Words We Choose

Semantics and jargon can be formidable barriers for your receivers, because words mean
different things to different people (semantics), and jargon excludes people outside its
originating group. Thus, “triple double” is an expression that will be totally misinterpreted
by receivers who are unfamiliar with it and will cause them to puzzle futilely over your
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The words we choose
Information overload
Logic and order
The channel “shoe” doesn't fit
Trust and credibility
Failure to listen
Our emotions
Sender Distortion Receiver

A)
1

FIGURE 10.2 Barriers to communication.

message. Triple double means that a player in basketball accumulates more than double
digits (i.e., 10 or more) in three of the following five categories in a single game: points,
steals, rebounds, assists, and blocked shots. It is a fairly rare accomplishment. However,
Jason Kidd, formerly of the Dallas Mavericks, became quite prolific at completing the triple
double.

To overcome problems of misinterpretation, consider what your receivers need in the
way of language to understand your message, and then tailor the language you choose to
fit their needs. Effective communicators don't use jargon with people who are not famil-
iar with the terminology and especially with people from different cultures. Think for a
moment about the many ways we use sport terms. For example, take the expressions “sure
shot” (pool), “slam dunk” (basketball), and “tap in” (golf)—used outside sport, they are
all metaphors for success. Sport metaphors are so embedded in everyday language that we
don’t give them a second thought. People trying to learn American English, however, don't
have a clue as to what these phrases mean. So watch the use of jargon and if you need to,
explain it.

Second Barrier—Information Overload

All of us have limits on the amount of information we can take in and process at any given
time. New employees commonly experience information overload during their first few
days at work because they are given so much new information. With so much information
available so instantly via the Internet, we are
often dazzled and overwhelmed and don't
know what to do with it all. You would think
that all of this information would help com-
panies make decisions, but increasingly, the
opposite is true. Overload is now the norm.
We have reached the too-much-information
age.

To minimize information overload, limit
the information in your message to an
amount the receiver can reasonably take in.
Don’t give monologues, and check periodi-
cally to be sure that the receiver is keeping
up with you. Give the receiver a chance to
process the message and feed it back to you so that you can check for misunderstandings
or lapses in attention. If you talk too long, the receiver will become bored or lose the thread
of the message.

WY List three important messages
you recently sent at work, on your
team, or in your personal life and
tell how you encoded them, how
you transmitted them, and how
they were received. State which
barriers were operative and why.
If there were no barriers, tell why.
Now do this for a message your
boss or coach sent you or some-
one else.

Third Barrier—Logic and Order

Make sure that your message makes sense. One of the simplest ways to do this is to check
the order of your points. Outlines really help here. You want the receiver to be able to follow
your message easily and not become confused.

What other
encoding barriers
can you think of?
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Transmitting Your Message

After you encode your message, you must select the channel (oral or written, phone or text or
e-mail, video conference or face-to-face meeting) through which you will transmit the message.

Different channels work for different messages. Use of an inappropriate channel can kill
a communication. E-mails or cold calls just won't work in some situations. Using a phone
call to clinch a deal with a star player isn't the same as meeting with him in person. Before
you send an important message, give careful thought to which channel will help you get
your message across. In the next section, we examine various channels in detail, so let’s
continue with barriers.

Decoding the Message

Decoding occurs when receivers translate or interpret your message. They mix the content
in your message with other ideas or information they have and with emotions they are
feeling at the time, and they also look at your message through their own perceptual filters.
All of these can be barriers (see figure 10.2) to receiving a message accurately.

First Barrier-Trust and Credibility

Trust is important to collaboration. Trust opens us to working and communicating effec-
tively with others.?’ All of us as receivers consider whether we trust the sender and whether
the sender has credibility. Sport managers need to deliver the sport product effectively to
gain credibility.” When we don't trust senders—for whatever reason (they don’t know what
they're talking about, they don’t have all the facts, they don’t have good judgment, they've
betrayed others before)—we are reluctant to accept their messages at face value. Once doubt
enters the equation, it is extremely difficult to rebuild trust.

So be honest and authentic in all your communications.?? If you can’t be honest about
something (and this happens), don’t send the message! Know what you're talking about.
Get the facts straight before you send your message. Trust and credibility are precious;
don’t squander them.

Second Barrier—Failure to Listen

We are all guilty of this. Our attention wan-
ders; we're more interested in how we're
going to respond than in hearing what the
sender is saying (we've thought of some-
thing clever to say, and we stop listening
and start framing it). We want to get to the
“end of the story”—we don’t want to hear
the details, or they bore us.

So help your receivers receive your mes-
sage—help them listen. Question them in
such a way that they must paraphrase your
message and play it back to you. Stop during
along message and give receivers a chance to ask questions and to think about what you've
just said. Ask for their thoughts on what you've said so far. Make your message interesting.
If you are a problem talker (chapter 9), people will not listen to you. Later in this chapter
we discuss how to be a better listener when receiving messages.

SN Take three important messages
you recently received at work, on
your team, or in your personal life
and tell how they were encoded
and transmitted, and how they
were received. State which bar-
riers were operative and why.
If there were no barriers, tell
why. Now do this for a message
recently received by your boss
or coach.

Third Barrier-0ur Emotions

Emotions are an important part of our relationships But getting emotional can cloud our
judgment, so being calm helps communication. Our emotions color how we decode mes-
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APPLYING THE concePrT 10.2

Barriers to Communication

Identify the barriers in the following messages or responses as

perceptual filter

information overload

wrong transmission channel
emotions

trust and credibility
distortion

@ -~ o 2 0 T o

failure to listen
6. Relax. You shouldn't be so upset that our young team didn't win the championship.
7. | don't have any questions. (Really thinking, “l was lost back on step one and don't know what to ask”)

8. We are right on schedule in building our new athletic facility. (Really thinking, “We are actually behind,
but we'll catch up!”)

9. Isaid I'd do it in a little while. It's only been 15 minutes. Why do you expect it done by now?

10. You don't know what you're talking about when you give your opinions on how to play defense. | think
we will do it my way.

sages. When we are angry, sad, or irrationally attached to an idea, concept, or person, we What other
find it difficult to be objective and to hear the real message. Take the fans who call Mike decoding barriers
Francesa. These folks by definition are not exactly objective about their favorite teams and can you think of?

favorite players or about teams and players they love to hate and hate to love—they will
hear an honest but negative appraisal as an attack or as anything but the truth.

Take the receiver’s emotions into consideration when you have to send a difficult message.
Try not to get the person emotional. Also consider how your own emotions are coloring the
message you are sending. Later in this chapter we give you ways to calm emotional people.

Fourth Barrier—Distortion

Distortion occurs when we alter information that we send and receive; it’s a nice word for
lying. We don't want to use the word “lying” because we may offend someone. We may do
this for innumerable reasons. We don't like the truth, so we twist a message to fit our version
of the incident and the “facts”—we believe what we want to believe. Tell the truth. Many
people have said that things are going well only to get burned at the last minute when they
can’t deliver. This results in lost trust and credibility; it’s better to let people know of problems
early, because they may be able to help you. Likewise, when receiving messages, we hear what
we want to hear. In these situations, you may have to repeat your message. You may have
to reframe it. Asking for feedback helps you discern what the receivers are hearing. Listen
carefully. Avoid having “yes” employees who filter out bad news—problems get solved
only when they are faced honestly. Some executives are building truth-telling cultures.?

Using the Channels

Sometimes the difference between failed communications and those that hit their mark is <@LEARNING OUTCOME 3
your choice of channel. The channels through which we transmit our messages are non-  Use transmission
verbal, oral, written, and visual (see table 10.1). channels well.
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LEARNING OUTCOME 4 >

Communicate effec-
tively in person.
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TABLE 10.1  Channels for Transmitting Messages

Nonverbal Oral Written Visual
Facial expressions (smile, frown; eye Face-to-face Memos Television
contact)
Vocal quality (emotional, emotionless, = Meetings Letters Posters
loud, quiet)
Gestures (hand and body movements) = Presentations = Reports Websites
Posture (sitting up, slouching) Telephone Bulletin boards
Setting Voice mail Newsletters

Electronic means (e-mails,
faxes, instant messages,
text messages)

Nonverbal Channels

Every time we talk to someone, we use words, but we also communicate nonverbally.
Nonverbal communication consists of the messages we send without words. Nonverbal
communication is thus our body language. Try talking without body language of any
kind—it’s difficult. Your image and reputation, and those of your team, are affected by
your nonverbal communications.**

You can send some pretty complex messages nonverbally. Our frowns, chuckles, hand
gestures, posture, and tone of voice all signal excitement, purpose, despair, confidence
or lack thereof, disapproval, affection, enthusiasm, and the whole host of human
responses. Being able to read people’s facial expressions and other nonverbal messages
is an important skill.

Chicago Bears coach Lovie Smith doesn't yell at his players. When he gets mad, he stares
straight ahead in silence. His players call it “the Lovie Look” and say it's more frighten-
ing—and more effective—than a torrent of angry words. Lovie Smith believes he can
get his team to compete more fiercely and win more games by giving directives calmly
and treating players with respect.”” Screaming managers are often resented and their mes-
sages ignored.

The adage “Actions speak louder than words” is true. So be aware of your nonverbal
signals. Make them consistent with your message or, rather, make your message consistent
with your body language. When your body language is inconsistent with your message,
your receiver will know. Likewise, notice other people’s body language to understand their
real messages. All of us have the ability to read body language, but some people are better
at paying attention to it. Do you consciously read nonverbal messages? Work on it.

How you arrange your office signals numerous things (nonverbally) about your manage-
ment style. If you want open communication, make your office conducive to open com-
munication. Don't sit behind your desk and have the other person sit in front of the desk,
unless you want to signal that you are in charge. Sitting side by side signals that you are
willing to be open, that you are willing to meet the person halfway, and that you respect
what she has to contribute.

Oral Channels

We transmit messages orally by talking with each other directly (face-to-face), in meetings,
in presentations, by telephone, and by voice mail. Using oral channels is easy and fast
and allows immediate feedback. The disadvantages are that such channels are often
less accurate than other channels and may provide no record. Regardless of your career
path, you will need to excel at presenting your ideas, be it face-to-face, in meetings, or in
presentations.*®
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Face-to-Face Communications

Face-to-face communications are appropriate for delegating tasks, coaching, disciplining,
sharing information, answering questions, checking progress toward objectives, and devel-
oping and maintaining rapport. Don't be boring.?” As you learned in chapter 8, common
advice when in conflict is to sit down face-to-face and initiate a resolution. In the next
section, you will learn a step-by-step process to follow when sending messages face-to-face.

Meetings

Meetings are appropriate for coordinating team activities, delegating tasks to groups, and
resolving conflicts.?® The most common meeting is the brief, informal get-together with
two or more employees. As you learned in

chapter 9, with the increased use of teams, WA Think about a task your boss or

much more time is spent in meetings, and coach recently assigned you
the ability to lead effective meetings is an 4 Note which of the preceding'

important skill to acquire. steps he or she took, which ones
he or she didn't, and how he or
she could have sent the message
more effectively.

Presentations

Whether you are accepting an award, pro-
moting a charity, or fulfilling sponsorship
requirements, your ability to use words gracefully, lucidly, and accurately and to deliver
them well is a sure way to garner positive attention from your colleagues and your bosses.
Speaking skills are needed in virtually every job.?’ Presentation skills are not only for formal
speeches. The grace and confidence you gain in giving presentations are essential ingredients
for working with others individually and in groups. Here are a few pointers.

Begin speeches with an attention-grabbing opener—a quote, a joke, or an interesting
story that ignites interest in your topic. Following the opener, your presentations should
have three parts: (1) a beginning—a purpose statement and an overview of the main points
to be covered; (2) a middle—a discussion of the main points in enough detail to get the
message across (but not so much detail that you lose your audience); and (3) an end—a
summary of the purpose, main points, and any action required of the audience. Stories
are good at getting your message across, but they can't be boring.* If you are uncomfort-
able giving presentations, practice. Then practice some more. Join your local Toastmasters
club—these clubs have shaped many an effective speaker from the clay of pure terror. There
are numerous books on giving effective presentations.

PowerPoint is a great presentation enhancer, and you should learn how to use it. To use
PowerPoint effectively, follow these two tips. First and foremost, don't just read your slides,
unless you want to bore people senseless—death by PowerPoint is common. To help avoid
reading, go easy on the text. Just use an outline to aid you in talking to your audience. If
you can't talk to people, just show them your slides and let them read the slides for them-
selves to save everyone’s time. Second, the purpose of PowerPoint is to help you get your
point across, so don't go crazy with special effects. They may be impressive, but they often
distract from the point you are trying to make. Avoid laser pointers; they are distracting.

Telephone and Cell Phone Calls

The amount of time you spend on the phone will depend on your job. Phones are inap-
propriate for personnel matters (such as disciplining) but are good for quick exchanges of
information. They are especially useful for saving travel time. Although e-mail and texting
have gained in popularity, they are terrible for conversations, so use the phone and save time.

Here are a few pointers to keep in mind when you talk on a phone at work. Before making
calls, set an objective and list what you plan to discuss. Use your list for jotting notes during
the call. When receiving calls, determine the caller’s purpose and decide whether you or
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another person should handle it. When calls come in at inconvenient times, arrange to call
the person back. Use your cell phone responsibly and politely. Other people (in restaurants,
airports, and other public places) don’t want to hear your business conversations; but they
will if you're not considerate, because cell phone users always talk louder than normal even
though they are not aware of it. So step aside in private. And avoid using your cell phone
(especially texting) when you're driving—your life isnt the only one on the line.

Mobile phones have evolved as a personal assistant for many professionals. Phones
can be used to schedule and organize your personal calendar, deliver and receive e-mails,
browse the web, and help you get to a meeting on time by providing guided directions. They
give you an alarm clock for your hotel wake-up call; a calculator; and bar code scanning
capabilities, replacing the need to carry credit cards. However, a mobile phone also means
that your employer (if he has your phone number) can reach you at all times of the day.”

Voice Mail

Productivity took a giant leap forward when we stopped having to call back innumerable
times because someone was away from her desk or on the phone.

Written Channels

Today, every time we text, e-mail, post, tweet, or use social media, we are writing.>? Social
media are increasing in popularity of use for business.* So every organization demands
that its people have good writing skills; nothing reveals your weaknesses more clearly (and
more permanently!) than poorly written communications. Poor writing skills hinder your
college performance, job search, and career development and advancement. It is fine to text
your friends in abbreviated jargon, but not for most formal business communications.?*
So learn to write effectively. Written communications allow for accuracy and precision and
provide the all-important record. But it often takes longer to text and e-mail back and forth
than it does to just pick up the phone and talk. And don't let social media communications
take over your face-to-face and phone communications to maintain good working (and
social) relationships.
Here are the written channels you will continually use in your work.

1. Memos—commonly used to send intraorganizational messages

2. Letters

1. “Snail mail” for getting your formal messages to people outside the organiza-
tion, on company letterhead

2. Faxes for when the instant communication needs to be hard copy

3. Reports for formally conveying information, evaluations, analyses, and recom-
mendations

4. Newsletters for conveying general information to the entire organization

5. Bulletin board notices for supplementing other channels and for wide dissemina-
tion of public information

6. Signs for permanent reminders of important information, such as mission state-
ments and safety instructions

Use written channels for all manner of communications—to send general information, to
send specific and detailed information, to thank people, to send messages that require future
action, or to send messages that affect several people in a related way, to name but a few.

E-Mail, Texting, and Instant Messaging (IM)

Together, let’s call them e-comm. E-comm is commonly used for all the channels, to send
memos, letters, reports, and newsletters, and it can serve as a bulletin board and sign.
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E-comm is great for instant 24/7 communications (both formal and informal). E-comm
has been called the greatest productivity tool of our time. Conversely, some employees
and friends complain that e-comm causes information overload, wastes work time, and
is annoying.*®

Personal e-comm takes up employees” work time, at great expense to employers. As a
manager, don’t let e-comm and talking on cell phones interfere with productivity on the job.

Writing Tips

Here is a (very) short course for improving your writing. Before you write, organize your
thoughts. Decide on the content that will help your audience understand your point—out-
lines are good for this. Check the message that you've laid out in your outline for focus.
Weed out ideas and information that receivers don’t need. Consider what you want your
receivers to hear, to think, and to do. Now write from your outline.

As with effective presentations, effective written communications have a beginning (the
purpose of the communication), a middle (support for the purpose—facts, figures, reason-
ing), and an end (a summary of the major points and a clear statement of conclusions or
of action, if any, to be taken by you and the receivers). If you want your message to sizzle,
reread it and rewrite it. Do it again. Great writers use multiple drafts, and for important
business issues, so can you.

Write as though you are talking to the person.3® Write to communicate clearly, not to
impress. Keep your message short and simple. Follow the 1-5-15 rule. Limit each paragraph
to one topic, with an average of five sentences that average 15 words. Vary paragraph and
sentence length, but never let paragraphs get too long, because this discourages the person
from reading your message. Write in the active voice (“I recommend . .. ") rather than the
passive voice (“It is recommended . .. ”).

Check your work for spelling and grammar errors. Have others edit your work. If you are
writing a paper or report, search out articles in the Journal of Sport Management, a leading
journal in the field, and other sport journals.

Press Releases

You could end up working in a collegiate sport information department (SID). Among
many other responsibilities, SIDs are responsible for organizing and writing press releases.
Press releases are crisply written letters that SIDs disseminate to local media about the sport
teams, coaching staff, student-athletes, and the entire athletic department.

Many websites provide tips on writing a press release, such as the following. Make sure
the information is newsworthy and substantial; tell the audience that the information is
intended for them and why they should continue to read it; make sure the first 10 words
of your press release are effective; avoid excessive use of adjectives and fancy language; deal
with facts; provide as much contact information as possible; and make it as easy as possible
for media representatives to do their jobs. See the example that follows.

Visual Channels

Sporting event telecasts (on TV and increasingly on the Internet) are big business.>” Two
notions dominate discussions of links between sport media and sport attendance. One side
says that media use in sport both escalates with and provokes event attendance. The other
side holds that media use can act as a recreational substitute for attendance.*® What do you
think? If you aspire to work for Division IA or pro teams, you should realize that telecasting
of games is big money for teams. You may also want to consider a career in sport media.
There are lots of jobs behind the scenes, or should we say screens, of visual channel sports.

Visuals are also critical to coaching in improving performance. Many teams watch game
videos to identify strengths and areas to improve on for the next game. But watching video
right after a performance is also important in coaching, for example after a dive. Engineers
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Example of a Press Release

Springfield SLAMM Ready for 2014 Summer Pro-Am League

May 15, 2014

For Immediate Release

Media Relations Contact: Info@DrSteveSobel.com or 565-5000.

Head Coach Dr. Steve Sobel of Longmeadow, announced that The Springfield SLAMM, one of the
pro-am summer basketball teams in New England, will be playing in the 2014 Greater Hartford Pro-Am
League this season as well as selected appearances in the Greater Springfield area.

The team is NCAA sanctioned and approved for inclusion of Division | basketball players. Former
players include first round NBA draft pick Jeremy Lamb, Deandre Daniels, and Ryan Boatright, all of
the University of Connecticut. Additional former players include Missouri star Alex Oriakhi, Boston
College graduate Joe Trapani, and the University of Vermont American East Player of the Year can-
didate Michael Trimboli.

Gary Forbes of the NBA's Denver Nuggets played in 2010 as well as UMass product Stephan
Lasme.

The SLAMM reached the semi-finals last year and Sobel said he “is looking to make another sig-
nificant run to the championship in August”

The coaching staff for the 2014 campaign includes Assistant Coaches Ethan Sobel, Aaron Patter-
son, lke Miller and Community Relations Director Charles Kittredge. Robert Zeller has been appointed
director of player personnel.

The SLAMM players will also continue to visit hospitals to do clinics as they did last year at The
Connecticut Children’s Medical Center for Children and their Families. There will also be basketball
shooting clinics for junior high and high school players of all ages on June 25 and 26.

The SLAMM's first game will take place on June 29 at the Mass Mutual Center.

Used with permission of Steve Sobel.

Do you think

from BMW (yes, the car people) developed a machine that not only videos long jumps; it
spits out three crucial numbers: horizontal velocity, vertical velocity leaving the board, and
angle of flight. Bryan Clay, two-time decathlon Olympic medalist, used it in preparation
for tryouts and the London Olympics.?® At the Olympic tryouts, he set the world record.*°

Combining Channels

broadcasting the

Mike Francesa
show on televi-

Repetition helps ensure that important messages are received and that their meaning is
understood and remembered. This is where combining channels can be very useful; for

sion reduces or  example, to convey an important message, you might send a memo (sometimes several)

enhances the

and then follow up with personal visits or phone calls to see whether receivers have ques-

normal communi-  tions. There are times when you will want to formally document a face-to-face meeting,

cation process
radio?

LEARNING OUTCOME 5

Select appropriate

channels for your
messages.
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of particularly in disciplinary situations (we discuss this more in chapter 13). Mike Francesa
uses multiple channels to distribute his show. The daily radio broadcast is on WFAN; the
video simulcast is on the YES television net-
work. The show is simultaneously broadcast
using both mediums to enrich the experi-
ence for viewers.

SR Identify the channel used for an
oral message and a written one
that you recently received at work
or on your team. State whether
the sender’s choice of channel
was effective and, if it was not,
which channel would have been
better and why.

» Choosing Channels

To choose the best channel for a given mes-
sage, look at the media’s richness. Media
richness is the amount of information and
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APPLYING THE cONCEPT 10.3

Choosing Channels

Select the most appropriate channel for transmitting the following messages (which haven't been encoded
yet). When combined media will be most effective, indicate which ones.

a. face-to-face e. memo h. bulletin board
b. meeting f. letter i. poster

c. presentation g. report - newsletter
d. phone call

11. You want to know whether an important shipment of uniforms has arrived.

12. You want staff and players to turn the lights off in the locker room when no one is in it.
13. You need to explain the new community relations program to your team.

14. John has come in late for work again; you want him to shape up.

15. You've exceeded your ticket sales goals and want your boss to know about it, because it should have
a positive influence on your upcoming performance appraisal.

meaning that the channel can convey. The more information and meaning, the “richer” is
the channel. Face-to-face talk is therefore the richest channel because the full range of oral
and nonverbal communication is used. Phone calls are less rich than face-to-face meetings
because many nonverbal cues are lost. Written messages can be rich, but they must be very
well written to qualify. Video is rich because body language is evident. Key your channel
choice to how difficult, complex, or important your message is.

Sending Messages

The sender of a message should plan the message, send it effectively, and check understand-
ing (get feedback). Sending a message might seem like an easy part of proper communica-
tion. But think about how a manager you like seems to communicate ideas so much more
easily than a manager you dislike. It is rather likely that the successful manager took the
time to send the message as described in this section.

Planning the Message

Before you send a message, use this short checklist to make sure your message is on target:
Ask yourself what, who, how, which, where, and when.

e What is my goal in this message?*! (What do you want the end result of the com-
munication to be? Set an objective.)

e Who should receive my message?
e How should I encode my message?
e Which channel is appropriate for my message, my receivers, and the situation?

e Where should I deliver my message? (In your office, the locker room, or the receiver’s
workplace? Choose a place that keeps distractions to a minimum.)

e When should I transmit my message? (Timing is important. Think about your receiver
and be considerate—for example, don’t approach someone 5 minutes before quit-
ting time to transmit a 15-minute message. Make appointments when appropriate.)
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Sending Oral Messages

As noted earlier, oral channels are richer than other channels, and face-to-face, oral com-
munication is best when the message you must transmit is a difficult or complex one.
When sending a face-to-face message, follow these steps in the message-sending process:
(1) develop rapport, (2) state your communication objective, (3) transmit your message,
(4) check the receiver’s understanding, (5) get a commitment and follow up.

Step 1: Develop rapport. Put the receiver at ease. It is usually appropriate to begin com-
munication with small talk related to the message.

Step 2: State your communication objective. It is helpful for the receiver to know the
objective (end result) of the communication before you explain the details.

Step 3: Transmit your message. Tell the receiver whatever you want him to know.

Step 4: Check the receiver’s understanding. When giving information, ask direct questions
or paraphrase. Simply asking “Do you have any questions?” does not check understand-
ing. (Later we describe how to check understanding.)

Step 5: Get a commitment and follow up. If the message involves assigning a task, make
sure that the message recipient can do the task and have it done by a certain time or
date. When employees are reluctant to commit to the necessary action, managers can use
persuasive power within their authority. Follow up to ensure that the necessary action
has been taken.

Getting Receivers to Get It—Feedback

We all need feedback to know how we are doing.*> For communication to take place, at
some point you and your receiver must reach a mutual understanding about your message’s
meaning. Therefore, after you transmit your message, you will need to know whether the
receiver “gets it.” This is where you check understanding by soliciting feedback. Feedback
is needed to ensure performance.*?

Senders use feedback to verify that their meaning has been communicated (under-
stood). Feedback is the process of verifying messages. It literally feeds back to the sender
the original information, meaning, or intent transmitted in the message. Questioning,
paraphrasing, and soliciting comments and suggestions are all ways senders can check
understanding through feedback. Requiring feedback from receivers motivates them to
achieve high levels of performance and improves their attention and their retention.
Indeed, the most common reason that messages fail to communicate information, mean-
ing, or intent is a lack of feedback. Actionable feedback produces both learning and good
performance.** Before we look at effective ways to solicit feedback, let’s look at what can
g0 wrong.

How Not to Solicit Feedback

One sure way to block feedback is to send your entire message and then ask, “Do you have
any questions?” Most of the time, you have very effectively killed any chances for discus-
sion, because very few people will ask questions. Here is why they don't.

1. They feel ignorant. No one wants to look like the dim bulb in the group.

2. They are ignorant. Sometimes people don’t know enough about the topic to ask
questions. That is, they don't know whether the information given is complete, cor-
rect, or subject to interpretation.

3. They don’t want to point out your ignorance. This commonly occurs when the
sender is a manager and the receivers are staff. Asking a question in this situation
may suggest that you have done a poor job of preparing and sending the message
or that you are wrong. Neither is a comfortable situation for your receivers.
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After senders ask whether there are questions (and thereby end the discussion), they
often make yet another leap in the wrong direction. They assume that if receivers had no
questions, the receivers understood the message. If only this were true! When receivers don’t
understand the message, they will act upon the message incorrectly (e.g., perform a task
incorrectly). When this happens, the message has to be sent again; the task has to be done
again; and time, materials, and effort are wasted in the meantime. Taking a few minutes to
get feedback often saves hours of needless work.

How to Solicit Feedback

Proper questioning and proper paraphrasing help ensure that when you send your mes-
sage, your receivers get the message. In paraphrasing, receivers restate the message in
their own words. Be sure to use your own words, to say it differently, because some
people don't want you to parrot back what they said. Keep the following in mind when
getting feedback.

1. There are no dumb questions. Never sneer at a question (no matter how stupid you
think it is). Always answer patiently and explain clearly. If people sense impatience
in you, you've just stopped any question dead in its tracks. To encourage good ques-
tions, praise good questions.

2. Tune into your own nonverbals. Match your walk to your talk. If your nonverbal
messages are discouraging feedback, no amount of verbal pleading on your part will
bring forth the harvest of questions you desire.

3. Tune into your receivers’ nonverbals. Seeing a lot of puzzled or blank looks out
there? It's time to stop, backtrack, and clarify.

4. Ask your receivers questions. Ask anything (except, of course, “Do you have any
questions?”). Ask for specific information you have given. If responses are off track
or muddled, repeat the message, give more examples, or elaborate further. Ask
indirect questions: “How do you feel about such and such?” Ask “If you were me”
questions (e.g., “If you were me, how would you solve our lack of focus during
games?”). Ask third-party questions, such as “How will players respond when they
have to bring their grades up to stay on the team?” If you get receivers to talk, the
feedback gates will open.

5. Have receivers paraphrase your message. Paraphrasing is a valuable way to check
understanding. Soliciting it gracefully is also an art. Clumsy soliciting of paraphras-
ing makes people feel stupid. Saying “Joan, tell me what I just said so that I can be sure
you won't make your typical mistakes”
is not going to work—in fact, it’s
going to backfire big time! You prob-
ably will need to practice soliciting of
paraphrasing. In the beginning, before
it becomes second nature, have some
paraphrasing questions worked out beforehand; with practice they will eventually
roll off your tongue. “Now tell me what you are going to do so that we will be sure we
are in agreement.” “Would you tell me what you are going to do so that I can be sure
that I explained myself clearly?” This is known as “making feedback people-friendly.”

WIEIE Think about an especially effective
boss or coach you've had. Did
he or she solicit feedback? If so,
how? If not, why not?

Receiving Messages

So far, we've discussed the communication process from the viewpoint of the sender. Now
it's time to become a good receiver. If someone asked you if you are a good listener, most
likely you would say yes. However, unfortunately, a recent survey found that the number-
one thing lacking in new college grads is listening skills.*> Can you pay attention and listen
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(mentally paraphrase)
Don’

Take notes (when appropriate)

Listening

Pay attention

Avoid distractions Analyzing

Think

Wait to evaluate
until after listening

t assume and interrupt
Watch nonverbals
Ask questions

Paraphrase
Watch nonverbals

Y
Y

Convey meaning

Checking understanding

FIGURE 10.3 The message-receiving process.

LEARNING OUTCOME 7

Explain how we
receive messages.
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effectively at school, in sport, and at work? Complete the Self-Assessment to determine the
level and quality of your listening skills; be honest.

Careful listening clues you in to others’ needs and desires and to important information
that can make you more effective and more skillful. This is why sport managers, salespeople,
negotiators, and conflict resolution experts have to be good listeners.*® Before we sharpen
your listening skills, consider how people receive messages, summarized in figure 10.3. The
message-receiving process involves listening, analyzing, and checking understanding. To receive
the real message the sender is transmitting, you have to do all three. Receiving doesn’t end
with good listening. By using the message-receiving process, you can become a better listener.

Becoming a Listener

Failure to listen is the killer of many an otherwise effective communication. Here is how to
improve your listening skills. Spend 1 week focusing on listening. This is going to be a very
quiet week for you. Talk as little as possible, and listen, listen, listen. When your attention
wanders, bring it back. Get quiet. Take special pains to concentrate on what other people
say and on the nonverbal signals they send. Note when verbal and nonverbal messages
are particularly consistent and when they are blatantly out of sync. Note when nonverbal
messages reinforce the speaker’s words and when they detract from them. Talk only when
necessary. (You can do this—it's just for a week! Try it.)

Listening is the process of giving the speaker your undivided attention (and we emphasize
the word undivided). Poor listening is caused in part by the fact that we speak on average
about 120 words a minute, but we can comprehend 600 or so words a minute. Our abil-
ity to comprehend words five times more quickly than speakers can talk results in—you
guessed it—wandering minds. Our minds don't like to be empty, so they pack in irrelevant
thoughts. The result, of course, is that with all the background chatter, the sender’s message
loses out. Here are some reminders on how to provide undivided attention:

e Pay attention. It's that simple and that hard—because paying attention is hard, or
we would all be great listeners. So, relax (quickly) and clear your mind, and then focus on
the sender. This gets you on track right now. If you miss the first few words, you may miss
the whole gist of the message. Practice this: The next time someone interrupts your work
in order to talk, stop whatever you are doing (now, or ask for a minute to finish), and give
the person your full and complete attention. Don’t multitask when people want to talk to
you; your nonverbals will be saying “Go away, 'm too busy to talk to you.”

¢ Avoid distractions. Keep your eyes on the speaker. Do not fiddle with pens, papers,
your belt loop, or your new haircut. Put your phone on “take a message” mode. If the area
is noisy or full of distractions, move to a quiet spot.

e Stay tuned in. If your mind wanders to other topics (and it will), gently bring it
back. Continue to bring it back every time you notice yourself straying. Don’t tune out



COMMUNICATING FOR RESULTS

because you don't like something about the speaker or because you disagree with what
is being said. Don't tune out because the topic is difficult—ask questions instead. Don't
think about what you're going to say in reply. Stay tuned in by silently paraphrasing the
message. The next time your mind wanders, repeat what the person is saying to yourself;
repeating really forces you to stay tuned in. Try it! It works.

SELF-SSESSMENT 10, 1

Listening
Select the response that best describes the frequency of your behavior. This Self-Assessment is easiest to
complete online.

Almost always Usually Frequently Occasionally Seldom
A U F (0] S

1. To encourage others to talk, | show interest, ask them questions about themselves, and smile and
nod.

| pay closer attention to people who are similar to me than to those who are different from me.
| evaluate people’s words and nonverbal signals as they talk.

| avoid distractions; if it's noisy, | suggest moving to a quiet spot.

ol B N

If people interrupt me when I'm doing something, | put what | was doing out of my mind and give
them my complete attention.

6. When people are talking, | allow them time to finish. | don't interrupt them, anticipate what they're
going to say, or jump to conclusions.

7. | tune out people who don't agree with me.
8. My mind wanders to personal topics when someone else is talking or professors are lecturing.

9. | pay close attention to nonverbal signals to help me fully understand what the other person is really
saying.
10. When the topic is difficult, | tune out and just pretend | understand.
11. When the other person is talking, | think about what I'm going to say in reply.

12. When | think something is missing or contradictory in a discussion, | ask questions to get the person
to explain her ideas more fully.
13. |let the other person know when | don’t understand something.

14. When listening to other people, | try to put myself in their place and see things from their perspective.

15. When someone gives me information or instructions, | repeat them in my own words and ask the
sender whether I'm correct.

Have some of your friends fill out this assessment, giving their impressions of your listening habits.

Scoring. For statements 1, 4, 5, 6, 9, 12, 13, 14, and 15, give 5 points for an A answer; 4 for U; 3 for F;
2 for O; and 1 for S. For items 2, 3, 7, 8, 10, and 11, the score reverses: 5 points for S; 4 for O; 3 for F; 2 for
U; and 1 for A. Place these scores on the lines next to your responses and add them to get your total. Your
score should be between 15 and 75. Place your score on the following continuum.

Poor Good
listener listener

15 20 25 30 35 40 45 50 55 60 65 70 75
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e Don’t assume and don’t interrupt. Most mistakes in receiving messages are made
when we hear the first few words of a sentence, think we know what is about to be said,
finish it in our own minds, and then miss the real message. Listen to the entire message,
without interrupting, because you really do not know what the speaker is going to say.

e Watch nonverbals. People sometimes say one thing and mean something else.
Watch as you listen to be sure that the speaker’s eyes, body, and face are in sync with the
verbal message. If something seems out of sync, ask questions to clarify.

e Ask questions. Check your understanding. When you feel something’s missing or
contradictory, or you just don’t understand, don’t be afraid to ask for clarification. The
speaker will be grateful, as will other listeners. If you don’t understand a message, chances
are they don’t understand it either.

e Take notes. Write down important things. This helps you concentrate on what is
being said and helps you remember later. Always have something to write on and some-
thing to write with. Taking notes also tells the sender nonverbally that you want to get the
message right.

e Convey that you are listening. Use verbal clues (“You feel . . .,” “Yes,” “I see,” “I
understand”) and nonverbal cues (eye contact, nodding your head, leaning slightly forward)
to indicate that you are interested and listening.

Once you've put in your week of listening, take some time and think about what it
felt like to listen more than you talked. Was it hard? Now take the Self-Assessment on
page 329 again. Did your answers change? Do you still talk more than you listen? Regard-
less of how much and how well you listen, if you follow these guidelines, you will improve
your conversational ability and become someone people want to talk to and listen to. To
become an active listener, take responsibility for ensuring mutual understanding. Work
to change your behavior to become a better listener. Review the 15 statements in the Self-
Assessment on page 329. Make a habit of doingitems 1, 4, 5, 6,9, 12, 13, 14, and 15. And
avoid doing items 2, 3, 7, 8, 10, and 11.

Analyzing the Message

When we analyze a message, we think about it, decode it, and evaluate it. Therefore, as
speakers send their messages, you should be doing two things:

e Thinking: Use your excess capacity for comprehending to listen actively. Silently
paraphrase, organize, summarize, review, and interpret. When this is not working,
repeat every word to yourself. This marshals all your forces for decoding the message.

e Waiting to evaluate: When people try to listen and evaluate what is said at the same
time, they miss part or all of the mes-
sage. So listen to the entire message
and then make your conclusions.
When you evaluate the message,
base your conclusions on the facts
presented rather than on stereotypes
and politics.

I Now that you've listened for a
week and have done the Self-
Assessment twice, what do you
think is your weakest listening
skill? What are you going to do
about it?

Responding to Messages

Not every message requires a response, of course, but many do. With each response, the
communication process both begins again (you encode and transmit, and the receiver
decodes) and continues (because this is a response, not the initiating message). The roles
of receiver and sender continue to flip throughout every conversation. So feedback goes
both ways.*
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Advising Diverting Probing Reassuring Reflecting

A A Z A A

Response styles

FIGURE 10.4 Response styles.

The way you respond to a message directly affects the communication process. You, of course,
want to respond appropriately, and you have five response styles from which to choose (see
figure 10.4): advising, diverting, probing, reassuring, and reflecting. To demonstrate the different
response styles, let’s look at five responses to a rather confrontational message from a person
on your team: “You supervise me so closely that I can't do my job—I have no breathing room.”

Advisor’s Responses

“You need my directions to do a good job; you lack experience.” “I disagree. You need my
instructions and you need for me to check your work.” (Note that advice was not asked for,
but it was given anyway.) Advisors evaluate, give their personal opinion, direct, or instruct.
Advisors tend to close, limit, or redirect the flow of communication.

Giving advice is appropriate when you are asked for it. Remember, however, that giving
advice too quickly builds dependence. Developing your staff’s ability to think things
through and to make decisions is an important part of your job. When asked for advice by
employees who you believe don't really need it, ask, “What do you think is the best way to
handle this situation?” “What do you think we should do?”

" ou

Diverter’s Responses

“You've reminded me of a manager I once had who. . . . Did you see the game last night?”
Diverters switch the focus to a new message—what we commonly call changing the
subject. Diverters tend to redirect, close, or limit the flow of communication. Diversions
used early on in the conversation may cause senders to think that their message is not worth
discussing or that the other party’s message is more important.

Diversion is appropriate when either party is uncomfortable with the topic. Diversion
may be helpful when someone is sharing personal experiences or feelings but the other
person wants to edge the conversation away from something too personal, too embarrass-
ing, or too “close.” Religious and political discussions rarely change people’s minds but
often end in arguments, so divert to another subject to avoid conflict.

Prober’s Responses

“What do I do to cause you to say this?” (Not “Why do you feel this way?”) “How long
have you felt this way?”

Probers ask the sender to give more information about some aspect of the message so
the prober can better understand the situation. When probing, use “what” questions in
preference to “why” questions.

Probe during the early stages of the message to ensure that you fully understand the
situation. After probing, you often may need to use some of the other response styles.

Reassurer’s Responses

“Don’t worry, I won't do it for much longer.
provide less direction soon.”

"o

Your work is improving, so I may be able to
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Reassurers endeavor to reduce the intensity of the emotions associated with the mes-
sage. They're saying, “Don’t worry; everything will be OK.” They are pacifying the sender.

This technique works well when the other person lacks confidence, because it can include
giving praise to help people develop confidence. How often do you say something like
“Don't worry, you will pass the test” or “. . . get a hit” or “. . . win the game” or “. . . get ‘'em
next time”?

Reflector’s Responses

“My checking up on you annoys you?” “You don't think I need to check up on you; is this
what you mean?” (Note that these responses allow the person to express feelings and direct
the path of the exchange.)

Reflecting paraphrases the message and communicates understanding and acceptance.
When reflecting, do not to use the sender’s exact words; it is mimicking (and thus patron-
izing). When reflecting is used gracefully, senders feel listened to, understood, and free to
explore the topic in more depth. Use reflective responses early in the conversation to find
out what the real meaning of the message is.

Sometimes we just want someone to listen to us—so we can get our frustration out. At
these times, we don't want advice or lots of annoying questions, and we don’t want someone
to change the subject or say that everything is
OK. We just want a good listener with reflec-
tive responses. When you lose a close game
after giving 100%, what do you want to hear
from a friend? “You need to work harder.”
“Why didn’t you pass the ball more?” “Don’t
worry; you will do better next time.” “It was
a tough game.” Which response tells you
that your friend is willing to listen to your
frustration?

b

WIZIlJf State two oral messages you
received recently and your
responses to them. Identify your
response style for each message.
Give two different responses
using other styles and state why
each is appropriate or inappro-
priate.

Dealing With Emotional People

Someone with whom you work—player, coach, parent of player, boss, work group member,
customer—is going to start an emotional exchange with you. Emotions can shut down
accurate communications and divert from the real message. If you want to succeed, under-
stand emotions and learn to deal with them. Realize that feelings are

e subjective—they reveal people’s attitudes and needs,
e often disguised as factual statements, and
¢ neither right nor wrong.

We cannot choose feelings or control the feelings themselves. However, we can control
how we express our feelings. We choose our behavioral responses (what we say and do).
For example, if Rachel in the heat of a win exults in Louise’s humiliating loss in their
tennis match, Louise can choose to lower herself to Rachel’s level with a confrontational
and emotional response, and she can even become violent. Or she can rise to the occasion
and show grace, dignity, and the courage to face her loss. Louise’s response can cause the
exchange to rapidly deteriorate, or it can remind Rachel that some things are more impor-
tant than winning,.

Don Imus certainly didn’t control his emotions very well while discussing the Rutgers
women's basketball team. The lesson here? Each of us chooses our responses in emotional
exchanges, and we always have a chance to shape these exchanges into something positive.
How do you respond when players talk trash to you during the game—can you ignore them,
or do you let your emotions hurt your game?
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APPLYING THE concerT 10.4

Identifying Response Styles

Identify each response to the given situation as

a. advising
diverting
probing
reassuring

® 2 60 T

reflecting

Irate parent: Coach, do you have a minute to talk?
Coach: Sure, what's up?

Irate parent: Can you do something about all the swearing that players do on the team? It's disgusting. I'm sur-
prised you haven't done anything.

Coach:
___16. ldidn't know anyone was swearing. I'll look into it.
17. You don't have to listen to it. Just ignore the swearing.
_____18. Areyou feeling well today?
____19. Soyou find this swearing offensive?

20. What words are they saying that offend you?

Calming an Emotional Person < LEARNING OUTCOME 9
If someone explodes at you in anger, what can you do? Fortunately, there are a lot of posi- S;lg;:n emotional

tive ways to handle the situation. But first, here is what you shouldn’t do:

e Don't put the person down.
e Don't deny the anger.

e Don't accuse back.

e Don't patronize the person.
e Don’t show who's boss.

Can you list other
statements that

® “You shouldn't be angry.” (How do you know? Don't judge feelings as wrong.) you should not
make when you're
trying to calm

® “You're acting like a baby.” (Like this is going to get you somewhere?) someone?

This means that the following statements should never be said (even if you are thinking them): @

e “Don't be upset.” (Too late—the person is already upset.)

e “Just sit down and be quiet.” (This may shut the person up, but it will fuel emo-
tions. Think about it. If someone tells you to be quiet, will you calmly listen and
agree to the lecture?)

e “Tknow how you feel.” (No, you don’t. No one, even someone who has experienced
the same thing, knows how others feel.)

These statements only raise the temperature of the exchange. Belittlers cause emotional
distress and undermine confidence. Contributing to a person’s anger, fear, and panic ham-
pers performance. So avoid emotional responses, which you often will regret later anyway.
Try to get away from an emotional exchange and get to communication.
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First, you have to deal with the emotion and then you can deal with the issue, because
you can't successfully deal with the issue when emotions are high.

Fortunately, there are many productive ways you can respond. For one thing, make sure
you know chapter 8 inside and out. For another, learn to empathize. Empathy is the ability
to understand and relate to someone else’s situation and feelings. Empathic responders deal
with feelings, content, and the underlying meaning expressed in the message.

Empathic people are good listeners—in fact, with good listening comes empathy; they
are natural by-products of each other. So, remember to use good listening skills. Pay atten-
tion to what people are saying; don’t assume and don't interrupt; let them know you are
listening (honor their feelings, in other words); and withhold evaluative responses.

Carefully reflect feelings back like this. “Were you hurt when you didn't get first-string
position?” “You resent Charlie for not pulling his weight on the team—is that what you
mean?” “Are you doubtful that the job’s going to get done on time?” Very often, simply
understanding the sender’s feelings is the solution—only venting is wanted, not advice.
Other times, solutions must be found. As emotions cool (and they will if you give them
enough time), you can proceed to the crux of the problem and begin solving it. If emo-
tions continue to run high, you may have to wait until a later time before you can consider
solutions.

1{=1]1]} Recall an emotional exchange that

GlVlﬂg and REGEIVIﬂg Criticism 9 you witnessed at work or on your
You're going to give some criticism and team. Did the responder calm
you're going to get some. It's easier to the person effectively? Write a
give it than to get it, isn't it? As with other paragraph about the exchange
important endeavors, you may as well do showing where the responder
both well. went right or went wrong.

Giving Criticism

Most managers dislike giving critical feedback to underperformers.* This is part of the reason
so many people don’t do a good job. Avoid personal criticism, and don't criticize things
people can’t change. It doesn’t help to tell a player she dropped the ball; she knows it and
most likely already feels bad about it. Don’t waste time placing blame. The team wins or
loses; saying it's someone’s fault doesn’t change anything in a positive way, but it will hurt
cohesiveness. Never criticize someone publically, especially your bosses. Criticism of work,
reports, progress on schedules, and the like, of course, is part of the manager’s job. Giving
(and taking) criticism is just another tool in your tool kit—one that you can learn, hone,
and turn to your competitive advantage. Good coaching is all about giving criticism to
improve performance, and the way you give the criticism determines its effectiveness, both
on and off the field.

Here are some guidelines for giving motivational criticism to improve performance. You
will learn how to deal with problem employees and to discipline in chapter 13. Practice
empathy when you're giving criticism. Don’t focus on the negative and don't belittle some-
one, because it isn't constructive; in fact, it
oftel} lez%ds to lower performance.49 Avoid MR Think about what sorts of criti-
making judgments. Don't tell people they 1 cism you accept without getting

ar}el wrong, unzje.ss it 13 n,ecessar%’ for ex%ple emotional and defensive. Use this
whernyou are discplining employees. When insight when you give criticism.

you tell people they are wrong, they tend
to get defensive and become less open to
change. Instead, make feedback actionable; don't criticize without giving a recommendation
on how the person can improve. For example, don’t tell an employee that he’s picking
up boxes wrong. Say, “Instead of lifting the boxes using your back, try bending at the
knees and use your legs to lift so you don’t hurt yourself.” You may also demonstrate
the better way.
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The employees whom you manage are more likely to accept your criticism than are
your family and friends and coworkers. When you are not the boss, follow the guidelines
just presented, but change your approach. Rather than just telling people they are doing
something wrong and telling them how to do it better, ask whether they want criticism.
For example, don't say, “You're doing that wrong; do it this way.” Instead, say, “Would you
like me to show you how you can save time doing that?”

Getting Criticism

None of us enjoy being criticized, even when it is constructive, and many people detest
receiving it. A big part of the problem is that people are so poor at giving criticism. Now
that you know how to give criticism, you will be effective at it. But you're going to get
some criticism, maybe lots of it, so you might as well take it well. In fact, if you are
wise, you will want constructive criticism. How else are you going to realize your full
potential? View constructive criticism through the perceptual lens of wanting it. This
will put you in a position to use it constructively and to see it not as a personal attack
on you but as what it is—help, encouragement, and teaching. And taking criticism grace-
fully gives you power.

If you are overly sensitive and become defensive, people will avoid giving you the criti-
cism you need if you are to grow. Think about how you will gain when you take the pain.
If your coach simply says “Good game,” which we love to hear, can you improve in the next
game? Only if the coach or others criticize you with actionable feedback can you improve.
Think of criticism as what it is—feedback to improve your performance.

Remember that even jerks can help you improve. So no matter how poorly the person
gives criticism, don’t get defensive; stay open to ways to improve. Take responsibility. Admit
your mistakes, learn from them, and, most important, don’t repeat them.*® Don’t dwell on
your mistakes, or you will make even more mistakes. If you drop the ball or miss a shot,
get back out there with confidence and focus on getting it right.

Even extraordinary talents get their share of criticism. If you watch sports, you see lots
of coaches yelling. In 2004, New York Giants quarterback Eli Manning was criticized for
not wanting to play for the San Diego Chargers. He was again criticized for forcing a trade
to the New York Giants. By 2006, Manning was being criticized for not trusting his wide
receivers. Manning was still looking for success on the football field. Manning took the
criticism very professionally, and that was hard to do because he plays in the media
frenzy of New York City.! Manning's patience was rewarded when he calmly led the
Giants to a Super Bowl XLII victory over the heavily favored, and previously unbeaten,
New England Patriots.

@ ) TAKE IT T0 THE NET

Please visit www.HumanKinetics.com/AppliedSportManagementSkills and go to this
book’s companion web study guide, where you will find the following:

A list of websites associated with the concepts in this chapter
Exercises that you will need Internet access to complete

Online versions of c