CHAPTER 9: 

MANAGEMENT TEAMS AND MANAGING HUMAN RESOURCES
I)
Small firms (“SF”) and the need for cooperation: 
· SF need an atmosphere of cooperation and teamwork amongst participants (employees, employers, management, owners etc.) 

· good teamwork results when employees can collaborate effectively, which it improves the bottom line of SF
CONVERSELY
· there is a disproportionate effect on the atmosphere and consequently the productivity when this is missing in SF – statistically a poorly motivated employee in a SF of 5 – 10 people can result in a 10% – 20% loss in productivity – this has a direct and serious negative impact on the firm’s bottom line
· consider the small versus large firms that you are familiar with – does this ring true or make sense to you? Think about a small office and the effect that 1 miserable person who does not get along with others can have on office morale and getting work done 

FOR EXAMPLE - one summer I worked at an office where 1 person had a print out of her “job description” on her desk – any time she was asked to do something that she did not regularly do, she checked to see if it was in her job description – if it was not, she refused to do it – she also used every bit of short term disability time, long term disability time, sick days, vacation days, bereavement days etc. that she could possibly access with no regard for how her time away from the office impacted on those with whom she worked - meanwhile everyone else in the office chipped in when work had to be done - that 1 person’s strict adherence to her job description and refusal to cooperate or work as a team had a definite impact on office morale (and people really disliked her) 
II)
Personal involvement and influence of entrepreneurs:
· in most SF, employees know the owner-manager personally – they work in close physical proximity and interact on a regular if not daily basis – this is especially true in SF with less than 20 employees where extensive interaction is the norm
· this changes as the SF grows – growth inversely effects the amount/level of interaction – as the company gets bigger, the owner interacts less with the employees – their influence is filtered through layers of managers, directors, department heads etc. because the owner-manager cannot be everywhere at all times or all things to all people – they have to delegate and rely on those who work for them to interact with employees and run their departments, divisions etc. without the necessity of their constant, daily, direct oversight  
FOR EXAMPLE - consider Rogers Communications Inc. – Ted Rogers is one of Canada’s most well known, successful entrepreneurs - when Ted Rogers started his company 60 years ago, he would have had extensive contact with his employees and they would have felt his influence and known of his business aspirations, plans for the company etc. directly from him – as the company grew to be the huge corporation it is today (with 25,000+ employees), he would have understandably and predictably had fewer direct interactions with his employees (the vast majority of them likely never even met him) and his influence would have been felt through their interactions with the managers, directors etc. as opposed to through Ted Rogers directly – this does not mean that Ted Rogers gave up control over the operation and direction of the company but that those who worked for and still work for Rogers relied on their interactions with those above them, as well as other forms of company communication such as company communiqués, to learn of and feel the impact of Ted Rogers’s values, influence, business plans etc. as they pertain to Rogers Communications
· it is thus understandable that the influence is diluted as it is filtered through the layers and levels, and that the face-to-face interactions between SF owners-managers and their employees lend themselves to undiluted messages regarding the entrepreneurs’ position on the company’s integrity, customer service etc. 
III)
Leadership that builds enthusiasm: 
· as with the changes in the approach to marketing over time, the approach to leadership in businesses has progressed to, essentially, putting increased power and affording respect to, and thus long-term success of companies, someone other than the owner 

· the approach has transitioned from an autocratic, “mad men,” era in which employees were expected to do as they were told without asking questions or expecting (let alone demanding) respect to the current approach according to which respect and empowerment of employees are central tenets of good, effective leadership
FOR EXAMPLE - think of the difference between the interactions between nurses and doctors 50 years ago and now – my mother, as a nurse in the 1950s and 1960s, had unconditional respect and  loyalty to doctors – you did as the doctor told you to do and did not ask questions or challenge orders – that is not how the medical community operates today – now you see far more cooperation between doctors and nurses, and the acknowledgement that they both have important roles to play in the care of their patients – you also see doctors rely quite a bit on nurses who are far more involved in the daily care of the patients, incredibly tech savvy and have extensive knowledge about medicines, medical procedures etc. 
· in the business communities, this means that companies acknowledge the potential of employees and seek employee participation in decision making = empowerment - 

· companies take steps to empower their employees using various strategies, such as
· examples of empowering strategies include the following (the list is not exhaustive): 
(i) staff teams - they present new ideas and research to management, and then move quickly to approved ideas – very high level of employee involvement;

(ii) work teams - employees are assigned to a given task or operation, manage the task or operation without direct supervision and assume responsibility for results – number of supervisors and level of supervision required decrease when work teams work properly and effectively; 

(iii) sharing prosperity bonus - FOR EXAMPLE: Spruceland Millworks in Alberta puts the wellbeing, safety, health and comfort of their staff first, and they give their employees a prosperity bonus of several thousands of dollars through the company’s soft lumber rebates – the company is able to make substantial donations to various charities through its voluntary payroll deductions, undoubtedly as a result of the wellbeing generated by the employers; and

(iv) unlimited vacation days, no sick notes required - some companies are entirely trusting their employees to take the days off that they need – anecdotally the findings are that the employees do not take advantage of this generous and self-governing approach to time away from the office.   
· OTHER CHANGES IN THE WORKPLACE: IMPLEMENTING THE CHANGES BROUGHT ABOUT DUE TO THE #METOO MOVEMENT 
FOR EXAMPLE, increased recognition of boundaries, what should never have been and is no longer acceptable behaviour in the workplace, more willingness to speak up about sexual harassment and more willingness to act on the allegations 
ANOTHER IMPACT – creation of intimacy consultants for tv and movie sets to ensure that everyone is comfortable on set and no one crosses the line into unacceptable behaviour
· recognizing the importance of  supplementing entrepreneur’s talents with contributions of others, who are competent, resourceful and tenacious, is also an increasingly important aspect of effective management – a Business Plan that sets out the company’s strong leadership helps the entrepreneur attract a strong management team, which in turn attracts investors
IV)
Leading the external team: 

· as discussed in class, companies, from their inception and as they grow and/or diversify, often have people external to the company assist the business in different ways, for example accountants assist with the financial planning and budgeting, lawyers assist with incorporating the company and ensuring compliance with by-laws, zoning regulations etc., Board of Directors (often the owner is the Director, board may be liable to shareholders, employees) assist in ensuring the company’s financial wellbeing by directing its business, Board of Advisors (no legal standing and no liability to others) offer advice generally based on their business experience
· it is extremely important for businesses to employ and seek the advice of professionals who are likeminded in terms of ethics and who have the relevant experience in order to advise the company and make decisions that are in its best interests and in keeping with its business morals  
· remember that the prospective investors are investing in the people behind the business, as well as the product or service itself 

V)
Distinctive features of small firm management: 
· as most entrepreneurs are not trained in business methods or managing a business, three significant issues arise as the business grows: 1) the need for business training for the entrepreneur; 2) the need to address organizational issues; and 3) the need to formalize management – the entrepreneur must adopt as the business changes as they are “doers” not “planners”
· professional managers may eventually be required – they are managers who use systematic, analytical methods of management – which is quite different from founders who also act as managers as they tend to use haphazard techniques because of their lack of training and expertise
VI)
Prevalent management weaknesses in small firms:
· SF have several obstacles to their management that larger firms do not face

1) constraints: i) small bank accounts – think about what that means in terms of the business being able to pay for sales brochures, extravagant websites, market research and the number of staff; and ii) limited staff – somewhat related to the first point – without the funds to hire specialized staff, SF often have to hire more staff with more general experience and may not have funds to retain in-house professionals
2) 4 stages of growth: from launch until the company is a large business, and during its expansion, the company must adapt the company’s management style 
- Stage 1: owner-operator is sole manager and front line worker; 
- Stage 2: the employee-employer relationship is akin to a player (employee)-coach (entrepreneur manager) with the entrepreneur being extensively involved in the operations of the business, still doing the front line work and directly coordinating the efforts of the employees; 
- Stage 3: an intermediate level of supervision is added so the entrepreneur works through the intervening level of management; and 
- Stage 4: the company is a multi layered organization and the entrepreneur works through the many layers or management, directors, supervisors etc. 
-
As the company progresses through the stages of growth, the business increasingly has written policies, plans and budgets, as well as standardized practices regarding personnel 

THINK ABOUT the difference between the policies and practices at your local fruit and vegetable store versus those of your cell phone provider (Bell, Rogers, Telus, Virgin Mobile – does not matter! Take your pick)  

3) Use of managerial time: as companies grow, the need for effective management and proper use of managerial time also grow – the key is for the entrepreneur to know how and when to make these changes as the failure to do so may place a strain on the company and its management

4) Founders as managers: note the distinctions between the founder entrepreneur as manager versus the professional manager – who do you think makes the best manager?
	FOUNDERS AS MANAGERS
	PROFESSIONAL MANAGERS 

	Innovative

Intuitive

Action-oriented

Focused on long-term goals

Bold, creative, risk-taker

Doer 

MOVER AND SHAKER
	Administrative

Analytical

Planning oriented

Focused on short-term goals

Cautious, more risk adverse

Planner

ADMINISTRATOR


VII)
Nature of managerial work: 
· if management is so important to a new, growing and/or established business, what do managers do? How they plan, exercise leadership, organize and control operations are activities captured under the umbrella referred to as “management functions.”

· management is responsible for the following: 
1) preparing the firm’s long range, strategic plans, often pertaining to plans pertaining to establishing the firm’s market niche that differentiates it from the competition and provides the foundation for the further specific plans; 

2) analyzing the firm’s short range plans – action plans, often with respect to activities related to production, marketing and the firm’s budget, to be met within 12
 months or less; 

3) developing the firm’s business policies, for example the financial policies and personnel policies, which serve as guides for managerial decision-making; and 

4) establishing the firm’s standard operating procedure, its method of conducting the company’s activities.
VIII)
Goal setting: a key part of the planning process: so be S.M.A.R.T. about it
– you may have seen this acronym in other areas as it has wide application and is often referred to when people are setting goals and trying to accomplish objectives
S – specific – state exactly what you want to accomplish
M – measurable – base your goals on quantifiable outcomes, something you can measure
A – action-oriented – use steps to reach your goals, one approach is to set specific steps working backward in time from your ultimate goal and to set many goals (interim and final ones) 
R – realistic – make sure your goals are realistic and take into account outside factors, for example the customer trends, local and global considerations
T – timely – make sure that your goals have target dates
IX)
Purposes and methods of effective communication:
· what does effective communication have to do with management? 

· arguably, effective communication is key to a healthy, productive organization, and the example of what constitutes effective communication often comes from management and helps with the management of a company

· effective communication helps to avoid potential disputes and misunderstandings – it facilitates sharing ideas and information – it assists in problem solving – it promotes the disclosure of complaints before they become unmanageable – it makes employees feel heard and allows for positive feedback, which is critical to moral, as well as constructive criticism
· managers need to remember that they are dealing with people – many people detect insincerity and respond to honest efforts to treat them as responsible adults deserving of attention and respect

THINK ABOUT how it makes you feel when you talk to someone about your issues, for example at work, at home, or with your friends, and they actually listen to you – often people do not have to agree with the other person or give the person what he/she is asking for because he/she is content with the other person’s decision provided that the person heard them – paying lip service and pretending to listen is not enough – responding to e-mails or sending text messages is not enough – the person has to feel truly heard – building an atmosphere of trust and respect is paramount 

· techniques for 2-way of communication – the below list is not exhaustive – think about how many of these you have experienced and which you found most effective:

(i) periodic performance reviews – provides an opportunity to tell employees what they are doing well and where they can improve, as well as to discuss their own expectations, job dissatisfaction, ideas for the company etc.;

(ii) notice of the day through e-mails – makes employees feel included in company events and developments;
(iii) e-mails and discussions with the owner – the open door policy can make employees feel that they can address issues as soon as they arise; and 

(iv) staff meetings.

- a few caveats – some of these techniques should be used in moderation failing which the employees may find them overly intrusive and they take too much time away from work – another caveat – both sides must be willing to listen – this is not just all on the employers’ shoulders 

X)
Compensation: 
· a vital aspect of employment is how people are compensated for their work – there are many options – as you read through the list which, again is not exhaustive, think about what is important to you:
(i) wages: 
– this is the most common form of compensation – “daywork” is the term that refers to the compensation system based on increments of time, ie. being paid by the hour, day, week for the work you do
- as an employer, it is important to be competitive – think about how many times we have heard that we have to pay CEOs of different organizations incredibly high wages because we have to attract them to the jobs

- employers must offer a competitive salary to attract top personnel  

(ii) financial incentives: 
– inducements that increase productivity by having a direct correlation between the employee’s income and how they perform at work, how many items they sell 

- examples are commissions (something with which most of us are very familiar as they are common in the retail industry), profit-sharing plans (a distribution of a percentage or specified share of profits, or of profits that exceed a certain amount), to increase an employees pay based on the number of units that employee produces

- the objective should be to reward positive behaviour in the workplace, not to create a cutthroat environment 

(iii) fringe benefits: 
– for many people, the income earned from work is important but not the only issue 
– many people look for benefits that supplement their income, such as the option to work from home, more vacation, sick, bereavement, maternity/paternity etc. days, extended medical, dental and/or orthodontal insurance, coverage of physiotherapy, massage therapy, to name a few

- some people look for non-monetary benefits, such as the title associated with the job or the corner office

- things may look quite different when we come out of this pandemic – people may decide that working from home is far more important than making more money but having to go into a crowded office every day     
(iv) stock option plans: 
- primarily large employers offer their employees the option of taking some of their remuneration by way to stocks in the company – the employees assumes the risks associated with the stock marker and Nortel is a cautionary tale related to employees accepting too much of their compensation in the form of stock options – the volatility of the stock markets as a result of Covid-19 is another example of the risk
XI)
Factors that contribute to quality of work life: 
· what is important to you in your work life? What do you think makes a good work place environment? Read through the list below and think about how things may have changed as a result of the #metoo movement, the coronavirus and other international events 
· top 7 factors:

(i) freedom from harassment – interesting that it is the top factor in light of the #metoo movement;

(ii) healthy and safe workplace;

(iii) trustworthy senior management – remember my story of my friend who worked for a big GTA hospital and had a supervisor who took full credit for a big presentation that my friend had spent months preparing;

(iv) work-life balance – interesting given the number of people who want to work from home at least 1 or 2 days a week;

(v) job security;

(vi) good pay – note how far down the list this is; and
(vii) a sense of pride and accomplishment in what the employee and the company do.

· bottom 3 factors:
(i) freedom to decide how to do the job;

(ii) flex hours and schedule; and
(iii) having a say in workplace decisions.

- do you find the last one interesting given the previous information on the importance of empowerment? Would you think that the having a say in workplace decisions would be higher on the list given the somewhat obvious connection to empowering employees?

XII)
Tips to consider with respect to a law practice:
· manage your time – remember that you never know what is going to come across your desk from one day to the next if you are in litigation
· be organized – be able to find your client’s documents and assess what needs to be done without spending endless hours looking for things on your desk  
· do not procrastinate – see point above!
· delegate properly – make sure that you have the proper people doing the work that matches their skills, education, training and experience, and that you do what you must as the paralegal in charge of the file – remember that the buck stops with you! 
· use your time effectively – see point above!
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