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The World of Innovative Management

Today’s managers and organizations are being buffeted by massive and far-reaching competi-
tive, social, technological, and economic changes. Any manager who believed in the myth of 
stability was rocked out of complacency several years ago when, one after another, large financial 
institutions in the United States began to fail, automakers filed for bankruptcy, the housing 
market collapsed, European economies faced financial devastation, and a global economic reces-
sion took hold and wouldn’t let go. Business schools, as well as managers and businesses, are 
still scrambling to cope with the aftermath, keep up with fast-changing events, and evaluate the 
impact that this volatile period of history will have on organizations in the future. This edition of 
Understanding Management addresses themes and issues that are directly relevant to the current, 
fast-shifting business environment.

We revised Understanding Management, 11th edition, with a goal of helping current and future 
managers find innovative solutions to the problems that plague today’s organizations—whether 
they are everyday challenges or once-in-a-lifetime crises. The world in which most students 
will work as managers is undergoing a tremendous upheaval. Ethical turmoil, the need for cri-
sis management skills, e-business and mobile commerce, economic instability, rapidly changing 
technologies, globalization, outsourcing, increasing government regulation, social media, global 
supply chains, cybercrime, and other challenges place demands on managers that go beyond the 
techniques and ideas traditionally taught in management courses. Managing today requires the 
full breadth of management skills and capabilities. This text provides comprehensive  coverage of 
both traditional management skills and the new competencies needed in a turbulent environment 
characterized by economic turmoil, political confusion, and general uncertainty. Understanding 
Management focuses especially on small business and entrepreneurship. The theme of the 
11th edition is the food business from farming through grocery, restaurants, and waste manage-
ment. Since the typical undergraduate student is from a demographic very interested in food and 
its production, these new examples should be of great interest.

In the traditional world of work, management’s job was to control and limit people, enforce 
rules and regulations, seek stability and efficiency, design a top-down hierarchy, and achieve 
bottom-line results. To spur innovation and achieve high performance, however, managers need 
different skills. Managers have to find ways to engage workers’ hearts and minds as well as take 
advantage of their labor. The new workplace asks that managers focus on building trust, inspir-
ing commitment, leading change, harnessing people’s creativity and enthusiasm, finding shared 
visions and values, and sharing information and power. Teamwork, collaboration, participation, 
and learning are guiding principles that help managers and employees maneuver the difficult ter-
rain of today’s turbulent business environment. Rather than controlling their employees, manag-
ers focus on training them to adapt to new technologies and extraordinary environmental shifts 
and thus achieve high performance and total corporate effectiveness.

Our vision for this edition of Understanding Management is to present the newest manage-
ment ideas for turbulent times in a way that is interesting and valuable to students while retain-
ing the best of traditional management thinking. To achieve this vision, we have included the 
most recent management concepts and research and have shown the contemporary application 
of management ideas in organizations. At the end of many major chapter sections, we have 
added a “Remember This” feature that provides a quick review of the salient concepts and terms 
students should remember. Within each chapter, a feature called “Green Power” highlights how 
various organizations are responding to the growing demand for socially and environmentally 
responsible ways of doing business. Thoughtful or inspiring quotes within each chapter—some 
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from business leaders, others from novelists, philosophers, and everyday people—help students 
expand their thinking about management issues. The combination of established scholarship, 
new ideas, and real-life applications gives students a taste of the energy, challenge, and adventure 
inherent in the dynamic field of management. We have worked together with the Cengage staff 
to provide a textbook that is better than any other at capturing the excitement of organizational 
management.

We revised Understanding Management to provide a book of utmost quality that will cre-
ate in students both respect for the changing field of management and confidence that they 
can understand and master it. The textual portion of this book has been enhanced through the 
engaging, easy-to-understand writing style and the many new in-text examples, boxed items, and 
short exercises that make the concepts come alive for students. The graphic component has been 
enhanced with several new and revised exhibits and updated photo essays that illustrate specific 
management concepts. The well-chosen photographs provide vivid illustrations and intimate 
glimpses of management scenes, events, and people. The photos are combined with brief essays 
that explain how a specific management concept looks and feels. Both the textual and graphic 
portions of the textbook help students grasp the often abstract and distant world of management.

Focus on Innovation: New to the 11th Edition

A primary focus for revising the 11th edition has been to relate management concepts and theo-
ries to events in today’s turbulent environment by bringing in present-day issues that real-life 
managers face. Sections that are particularly relevant to fast-shifting current events are marked 
with a “Hot Topic” icon.

Learning Opportunities

The 11th edition includes several innovative pedagogical features to help students understand 
their own capabilities and learn what it is like to manage in an organization today. Each chap-
ter in MindTap begins with an interactive self-assessment questionnaire that directly relates 
to the topic of the chapter and enables students to see how they respond to situations and 
challenges typically faced by real-life managers. These short questionnaires provide feedback 
to the students that compares them with their classmates and give students insight into how 
they would function in the real world of management. “Remember This” bullet-point summa-
ries at the end of many major chapter sections give students a snapshot of the key points and 
concepts covered in that section. The end-of-chapter questions have been carefully revised to 
encourage critical thinking and application of chapter concepts, and “Apply Your Skills: Group 
Learning” exercises give students the opportunity to apply concepts while building team-
work skills. Ethical dilemma scenarios and our “You Make the Decision” branching activities 
in MindTap help students sharpen their diagnostic skills for management problem solving  
and thinking like a manager. Finally, the test bank has been expanded with hundreds of all-
new questions.

Chapter Content

Within each chapter, many topics have been added or expanded to address the current issues 
that managers face. Chapter text has been tightened and sharpened to provide greater focus on 
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the key topics that count most for management today. The essential elements concerning opera-
tions and information technology, subject matter that is frequently covered in other courses, have 
been combined into an appendix for students who want more information about these topics.

Chapter 1 includes a discussion of some of the high-impact events and changes that have made 
innovative management so critical to the success of organizations today and into the future. This 
introductory chapter broaches the concept of the bossless organization and discusses making the 
leap from being an individual contributor in the organization to becoming a new manager and 
getting work done primarily through the efforts of others. It touches upon the skills and compe-
tencies needed to manage organizations effectively, including issues such as managing one’s time, 
maintaining appropriate control, and building trust and credibility.

Chapter 1 also provides solid coverage of the historical development of management and 
organizations. It begins with an overview of the historical struggle within the field of manage-
ment to balance the machinery and the humanity of production. The chapter includes sections 
on managing the technology-driven workplace and managing the people-driven workplace and 
ends with a consideration of social business as one current answer to the historical struggle. The 
section on managing the technology-driven workplace includes information on big data analyt-
ics and supply chain management. Managing the people-driven workplace includes discussions 
of the bossless trend and using engagement to manage millennial employees.

Chapter 2 contains an updated view of current issues related to the environment and corpo-
rate culture, including a discussion of organizational ecosystems, the growing importance of 
the international environment, and trends in the sociocultural environment, including chang-
ing social views toward issues such as same-sex marriage and the legalization of marijuana. 
The chapter also describes how managers shape a high-performance culture as an innovative 
response to a shifting environment.

Chapter 3 takes an updated look at the shifting international landscape, including the grow-
ing clout of China and India and the proposed Trans-Pacific Partnership as well as what these 
changes mean for managers around the world. The chapter includes a new look at the shifting 
geography of the Fortune Global 500 companies, describes the importance of cultural intel-
ligence (CQ) and a global mind-set, and considers communication challenges, incorporating a 
new discussion of the role of implicit communication. The chapter includes a section on social 
entrepreneurship, discusses the bottom-of-the-pyramid (BOP) concept, and considers how the 
global supply chain brings new ethical challenges for managers in companies based in the United 
States and other Western countries.

Chapter 4 makes the business case for incorporating ethical values in the organization and 
looks at the role that managers play in creating an ethical organization. The chapter includes an 
updated discussion of the state of ethical management today, the pressures that can contribute 
to unethical behavior in organizations, the difference between “giving” and “taking” corporate 
cultures, and criteria that managers can use to resolve ethical dilemmas. The chapter considers 
corporate social responsibility issues as well, including new discussions of conscious capitalism, 
greenwashing, and benefit corporations.

Chapter 5 provides a discussion of the overall planning and goal-setting process. The chapter 
describes the socially constructed nature of goals and how managers decide which goals to pur-
sue. It also outlines the criteria for effective goals and talks about the value of key performance 
indicators. The chapter covers some of the benefits and limitations of planning and goal setting 
and includes a discussion of using management by means (MBM) to lessen the problem of too 
much pressure to attain goals. The final section describes innovative approaches to planning to 
help managers plan in a fast-changing environment.

Chapter 5 continues the focus on the basics of formulating and implementing strategy, 
including the elements of strategy and Michael E. Porter’s competitive strategies. In addition, 
the chapter explains the Boston Consulting Group (BCG) matrix and diversification strategy.

Chapter 6 gives an overview of managerial decision making, including decision-making models, 
personal decision styles, and a revised and updated discussion of biases that can cloud managers’ 
judgment and lead to bad decisions. The chapter includes a new section on quasirationality and 
a short discussion of the 5 Whys technique. The final section looks at innovative group decision 
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making, including the concept of evidence-based decision making, avoiding groupthink and 
escalating commitment, and using after-action reviews.

Chapter 7 discusses basic principles of organizing and describes both traditional and contem-
porary organizational structures in detail. The chapter includes a discussion of the strengths and 
weaknesses associated with each structural approach and looks at new positions such as chief 
digital officer (CDO) and social media director. It also offers a discussion of how companies are 
changing their physical space to enhance relational coordination and horizontal collaboration.

Chapter 8 focuses on the critical role of managing change and innovation in today’s business 
environment and includes a revised and expanded discussion of disruptive innovation and the 
ambidextrous approach. The chapter describes the bottom-up approach to innovation and the 
use of innovation contests and explains the horizontal linkage model for new product devel-
opment. In addition, it describes how some companies are using an innovation by acquisition 
strategy and discusses open innovation and crowdsourcing. The final sections of the chapter 
examine the reasons why many people resist change and discuss techniques for implementing 
change effectively.

Chapter 9 reflects the shifting role of human resource management (HRM) in today’s turbu-
lent economic environment. The chapter includes new discussions of talent management, the 
techniques of blind hiring and fast track hiring, and the types of training and development 
most desired by young professionals. The chapter also discusses pre-hire testing, using big data 
to make hiring or compensation decisions, acqui-hiring (acquiring start-ups to get the human 
talent), and using social media and internships for recruiting. The section on training and devel-
opment has been updated and includes a discussion of social learning.

Chapter 9 also has a revised section that reflects the most recent thinking on organizational 
diversity issues. This part includes an updated discussion of demographic changes occurring in 
the domestic and global workforce and how organizations are responding. It also includes a new 
section on the challenges that minorities face in organizations, including the problem of uncon-
scious bias. The chapter contains an expanded discussion of challenges that women face, includ-
ing a revised section on the glass ceiling and the “bamboo ceiling” and delves into the importance 
of mentoring and employee affinity groups for supporting diverse employees.

Chapter 10 continues its solid coverage of the basics of understanding individual behavior, 
including personality, attitudes, perception, and emotions. In addition, the chapter includes a 
section on the value and difficulty of self-awareness, techniques for enhancing self-awareness 
and recognizing blind spots, and an expanded discussion of the concept of emotional contagion. 
The chapter also describes self-management and gives a step-by-step guide to time manage-
ment. The section on stress management has been enhanced by a discussion of challenge stress 
versus threat stress and revised sections describing ways that both individuals and organizations 
can combat the harmful effects of too much stress.

Chapter 11 examines contemporary approaches to leadership, including Level 5 leadership, 
authentic leadership, and servant leadership. The chapter also discusses charismatic and transfor-
mational leadership, task versus relationship leadership behaviors, gender differences in leader-
ship, the importance of leaders discovering and honing their strengths, and the role of followers. 
The section on leadership power has been enhanced with a discussion of the differences between 
hard versus soft power.

Chapter 12 covers the foundations of motivation and incorporates sections on positive versus 
negative approaches to motivating employees and the use of intrinsic versus extrinsic rewards. 
The chapter also describes motivational methods such as the making progress principle, employee 
engagement, and building a thriving workforce.

Chapter 13 explores the basics of good communication and includes discussions of using social 
media for communication, the importance of radical candor, using redundant communication 
for important messages, and practicing powerful body positions to enhance nonverbal com-
munication. The chapter also discusses the role of listening and asking questions. It includes a 
section on creating an open communication climate and an expanded and enriched discussion of 
communicating to influence and persuade.
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Chapter 14 takes a fresh look at the contributions that teams make in organizations. It also 
acknowledges that work teams are sometimes ineffective and explores the reasons for this, includ-
ing such problems as free riders and lack of trust. The chapter looks at the difference between 
putting together a team and building teamwork, covers the types of teams, and includes a look at 
using technology effectively in virtual teams. It also discusses how factors such as team diversity, 
member roles, norms, and team cohesiveness influence effectiveness. The section on team norms 
has been enriched by a discussion of the value of promoting norms of psychological safety and equal 
participation for effective teamwork. There is also a section on negotiation and managing conflict, 
including an explanation of task versus relationship conflict and a new look at different ways of 
expressing conflict.

Chapter 15 provides an overview of financial and quality control, including the feedback control 
model, Six Sigma, International Organization for Standards (ISO) certification, and use of the 
balanced scorecard. The chapter includes a discussion of zero-based budgeting, an explanation 
of quality partnering, and a step-by-step benchmarking process. The chapter also addresses the 
current issue of electronic monitoring.

You can find an appendix, “Managing Start-Ups and New Ventures” in the eBook.
In addition to the topics listed previously, this text integrates coverage of the Internet, social 

media, and new technology into the various topics covered in each and every chapter.

Organization

The chapter sequence in Understanding Management is organized around the management func-
tions of planning, organizing, leading, and controlling. These four functions effectively encom-
pass both management research and the characteristics of the manager’s job.

Part 1 introduces the world of management, including the nature of management, issues related 
to today’s chaotic environment, historical perspectives on management, and the technology-
driven workplace.

Part 2 examines the environments of management and organizations. This section includes 
material on the business environment and corporate culture, the global environment, and ethics 
and social responsibility.

Part 3 presents two chapters on planning, including organizational goal setting and planning, 
strategy formulation and execution, and the decision-making process.

Part 4 focuses on organizing processes. These chapters describe dimensions of structural design, 
the design alternatives that managers can use to achieve strategic objectives, structural designs 
for promoting innovation and change, the design and use of the human resource function, and 
how the approach to managing diverse employees is significant to the organizing function.

Part 5 is devoted to leadership and control. The section begins with a chapter on understand-
ing individual behavior, including self-awareness and self-understanding. This foundation paves 
the way for subsequent discussions of leadership, motivation of employees, communication, and 
team management.

Part 6 describes the controlling function of management, including basic principles of total 
quality management (TQM), the design of control systems, and the difference between hierar-
chical and decentralized control.

Innovative Features

The major goals of this solution are to offer better ways to convey management knowledge to the 
reader, while providing opportunities for students to “think and act like a manager”. To this end, 
the book and MindTap® include several innovative features that draw students in and help them 
contemplate, absorb, and apply management concepts. Cengage has brought together a team of 
experts to create and coordinate color photographs, video cases, beautiful artwork, and learning 
activities for the best management textbook and digital learning solution on the market.
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Text and Ebook Features

Chapter Outline and Objectives. Each chapter begins with a clear statement of its learning 
objectives and an outline of its contents. These devices provide an overview of what is to come 
and can be used by students to guide their study and test their understanding and retention of 
important points.

Self-Assessments. Available in the book/e-book and MindTap, self-assessments grab students’ 
attention immediately by giving them a chance to participate in the chapter content actively. 
The students answer personal questions related to the topic and score the assessment based on 
their answers. These self-assessments provide insight into what to expect and how students 
might perform in the world of the new manager.

Take Action. At strategic places within the chapter, students are invited to “Take Action” to 
complete a self-assessment that relates to the concepts being discussed.

Green Power. A “Green Power” box in each chapter highlights how managers in a specific company 
are innovatively addressing issues of sustainability and environmental responsibility. Examples of 
companies spotlighted in these boxes include Whole Foods Market, Cargill Foods India, Burt’s 
Bees, Enel, Coca-Cola, Acciona, Procter & Gamble, Nike, Bean and Body, Intel, and PepsiCo.

Concept Connection Photo Essays. A key feature of the book is the use of photographs accom-
panied by detailed photo essay captions that enhance learning. Each caption highlights and 
illustrates one or more specific concepts from the text to reinforce student understanding of the 
concepts; they also convey the vividness, immediacy, and concreteness of management events in 
today’s business world.

Contemporary Examples. Every chapter of this book contains several examples of management 
incidents. They are placed at strategic points in the chapter and are designed to illustrate the 
application of concepts to specific companies, including bossless organizations and other inno-
vative designs. These in-text examples—indicated by the title “Sunny Side Up”—include well-
known U.S. and international organizations, including Tesla Motors, the Golden State Warriors, 
Google, The Container Store, and General Motors (GM), as well as lesser-known compa-
nies and not-for-profit organizations, including Yokohama Nursery Company, the Ackerman 
Institute for the Family, Buurtzorg, and Upper West Side Yoga and Wellness.

Recipe for Success. A “Recipe for Success” box in each chapter addresses a specific topic straight 
from the food business that is of special interest to students. The new examples include Second 
Harvest Food Bank, Starbucks, and Kraft Foods as well as start-up organic farms, Vegan donut 
bakers, a Paleo bakery, two food trucks, craft services for a TV series, and various other small, 
and often scrappy, food companies. The boxes heighten student interest in the subject matter and 
provide an auxiliary view of management issues not typically available in textbooks.

Video Cases. Each chapter in MindTap and in the MindTap eReader includes a video case 
that illustrates the concepts presented in the text. These 15 “On the Job” videos (one per chap-
ter) enhance the classroom experience by giving students the chance to hear from real-world 
business leaders so they can see the direct application of the management theories they have 
learned. Companies discussed include Tough Mudder, Bissell Brothers Brewery, Black Diamond 
Equipment, Camp Bow Wow, Theo Chocolate, and many more innovative organizations. Each 
video case explores critical managerial issues, allowing students to synthesize material they’ve 
just viewed. The video cases sections culminate with several questions that can be used to launch 
classroom discussion or can be assigned as homework. Suggested answers are provided in the 
Instructor’s Manual.

Exhibits. Several exhibits have been added or revised in this edition to enhance student under-
standing. Many aspects of management are research based, and some concepts tend to be 
abstract and theoretical. The many exhibits throughout this book enhance students’ awareness 
and understanding of these concepts. These exhibits consolidate key points, indicate relation-
ships among concepts, and visually illustrate concepts. They also make effective use of color to 
enhance their imagery and appeal.
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Remember This. At the end of each major section of a chapter is a “Remember This” bullet-
point summary of the key concepts, ideas, and terms discussed in that section. The “Remember 
This” feature gives students an easy way to review the salient points covered in the chapter.

Glossaries. Learning the management vocabulary is essential to understanding contemporary 
management. This process is facilitated in three ways. First, key concepts are boldfaced and com-
pletely defined where they first appear in the text. Second, brief definitions are set out at the end 
of each major section in the “Remember This” list for easy review and follow-up. Third, students 
can access flashcards and the glossary in the MindTap product.

Discussion Questions. Each chapter closes with discussion questions that will enable students to 
check their understanding of key issues, to think beyond basic concepts, and to determine areas 
that require further study.

Apply Your Skills Exercises. End-of-chapter exercises called “Apply Your Skills” provide self-
tests and exercises for students and opportunities to experience management issues in a personal 
way. These exercises take the form of questionnaires, scenarios, and activities.

Small Group Breakout Exercises. “Apply Your Skills: Group Learning” exercises at the end of 
each chapter give students a chance to develop both team and analytical skills. Completing the 
small-group activities will help students learn to use the resources provided by others in the 
group, to pool information, and to develop a successful outcome together. The “Small Group 
Breakouts” provide experiential learning that leads to deeper understanding and application of 
chapter concepts.

Off-Site Learning. “Apply Your Skills: Action Learning” offers students a chance to apply con-
cepts from the chapter either individually or in groups.

Case for Critical Analysis. Also appearing at the end of each chapter is a brief but substantive 
case that offers an opportunity for student analysis and class discussion. These cases are based on 
real management problems and dilemmas, but the identities of companies and managers have 
been disguised. These cases allow students to sharpen their diagnostic skills for management 
problem solving.

MindTap® Management Features 

MindTap® for Daft/Marcic’s Understanding Management, 11th edition, is the digital learn-
ing solution that helps instructors engage and transform today’s students into critical thinkers. 
Through paths of dynamic assignments and applications that you can personalize, real-time 
course analytics, and an accessible reader, MindTap helps you turn cookie-cutter into cutting-
edge, apathy into engagement, and memorizers into higher-level thinkers. The control to build 
and personalize your course is all yours, letting you focus on the most relevant material while also 
lowering costs for your students. Stay connected and informed in your course through real-time 
student tracking that provides the opportunity to adjust the course as needed based on analytics 
of interactivity in the course.

Online Self-Assessments. Each chapter starts with short interactive self-assessment question-
naires. Students see how they respond to situations and challenges typically faced by real-life 
managers and get feedback that compares them with their classmates and provides insight into 
how they would function in the real world.

Videos. Concept clips help students gain understanding from short, detailed animations 
that address core concepts with narrated audio. These videos are found in MindTap and the 
MindTap eReader. On the Job videos give students an inside look into various companies and 
organizations.

Chapter Assignment. Auto-graded questions powered by Aplia, offer detailed feedback and a 
rotating pool of questions of varying complexity to help students learn to think like managers. 

Chapter Quiz. These quizzes test students’ knowledge of chapter concepts. 
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You Make the Decision. These activities let students make real-world business decisions and 
experience the results of their decisions to help them think like managers. 

Experiential Team Task Exercises. Team Tasks (group projects) are designed to develop collabo-
ration, communication and critical thinking skills. Powered by YouSeeU, instructors are provided 
with options for grading and rubrics, and options for setting up and monitoring groups. Students 
leverage tools for scheduling meetings, collaborating, setting milestones, and uploading docu-
ments or videos.

Study Tools: Practice Tests. Students can select which chapters or sections to include in a prac-
tice test that mimick’s the test experience.

Affordable and Flexible Options for Students

Cengage Unlimited is the first-of-its-kind digital subscription designed specially to lower 
costs. Students get total access to everything that Cengage has to offer on demand—in one 
place. That’s 20,000 eBooks, 2,300 digital learning products, and dozens of study tools across 
70 disciplines and over 675 courses, currently available in select markets. Details can be found 
at www.cengage.com/Unlimited.

Students can also use Cengage.com to select from rent or buy options for the textbook, ebook 
and MindTap.

Of Special Interest to Instructors

Instructors will find a number of valuable resources available on our online instructor resource 
center accessed through Cengage.com. These include the following:

Instructor’s Manual. Designed to provide support for instructors new to the course as well as 
innovative materials for experienced professors, the Instructor’s Manual includes chapter out-
lines, annotated learning objectives, lecture notes, and sample lecture outlines. In addition, the 
Instructor’s Manual includes answers and teaching notes to end-of-chapter materials.

Cengage Testing Powered by Cognero. Cognero is a flexible online system that allows you to 
author, edit, and manage test bank content from multiple Cengage solutions; create multiple 
test versions in an instant; and deliver tests from your LMS (Learning Management System), 
your classroom, or wherever you want. The test bank has been expanded with hundreds of new 
questions.

PowerPoint Lecture Presentation. The PowerPoint Lecture Presentation enables instructors to 
customize their own multimedia classroom presentation. The material is organized by chapter 
and can be modified or expanded for individual classroom use.
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Before reading this chapter, please circle either “Mostly 

True” or “Mostly False” for each of the following five 

statements.

1I am good at multitasking.  

Mostly True  Mostly False

[page 16]

2I’d be a good manager because I enjoy telling 

people what to do.

Mostly True  Mostly False

[Page 5]

3I get easily distracted if I have frequent 

 interruptions in my work. 

Mostly True  Mostly False

[page 17]

4I like to be systematic when solving problems. 

Mostly True  Mostly False

[page 25]

5I have a keen awareness of other people’s needs.  

Mostly True  Mostly False

[Page 31]

Learning Outcomes

After studying this chapter, you should be able to:

1.1 Describe five management competencies that 

are becoming crucial in today’s fast-paced and 

rapidly changing world.

1.2 Define the four management functions and 

the type of management activity associated 

with each.

1.3 Explain the difference between efficiency 

and effectiveness and their importance for 

organizational performance.

1.4 Describe technical, human, and conceptual 

skills and their relevance for managers.

1.5 Describe management types and the horizontal 

and vertical differences among them.

1.6 Summarize the personal challenges involved 

in becoming a new manager.

1.7 Define 10 roles that managers perform in 

organizations.

1.8 Explain the unique characteristics of the 

manager’s role in small businesses and 

nonprofit organizations.

1.9 Summarize the historical struggle between 

managing the “things of production” and the 

“humanity of production.”

1.10 Describe the major components of the classical 

and humanistic management perspectives.

1.11 Discuss the management science approach 

and its current use in organizations.

1.12 Explain the major concepts of systems 

thinking and the contingency view.

1.13 Provide examples of contemporary 

management tools and explain why these 

trends change over time.

1.14 Describe the management changes brought 

about by a technology-focused workplace, 

including the role of big data analytics and 

supply chain management.

1.15 Explain how organizations are implementing 

the ideas of bossless workplaces and 

employee engagement to facilitate a  people-

focused workplace.

1.16 Explain how social business is bridging the 

historical struggle between managing the 

“things of production” and the “humanity of 

production.”

Are You Ready To 

Be a Manager?

3
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Welcome to the world of management. Are you ready for it? This questionnaire will help you see 
whether your priorities align with the demands placed on today’s managers.

Instructions: Rate each of the following items based on your orientation toward personal achieve-
ment. Read each item and based on how you feel right now, check either Mostly True or Mostly 
False.

Mostly True Mostly False

1. I enjoy the feeling I get from mastering a new skill.

2. Working alone is typically better than working in a group.

3. I like the feeling I get from winning.

__________

__________

__________

__________

__________

__________

To complete and score the entire assessment, visit MindTap.

Discover Your 
Management Approach

“In the late 1980s, it seemed inconceivable that Bon Jovi would last five years,” wrote one music 
historian. Yet more than three decades after the rock group was founded, it is still one of the 
world’s top-selling bands. In 2014, Jon Bon Jovi was ranked No. 4 on Forbes’s list of the year’s 
highest-paid musicians, and the December 2015 announcement of the band’s 14th album had 
classic rock fans eagerly anticipating another concert tour.1 Bon Jovi has been so successful 
partly because its lead singer and namesake is a consummate manager. For example, as the group 
prepared for the launch of its most recent tour, Jon Bon Jovi was hidden away in the arena at 
the Mohegan Sun casino in Uncasville, Connecticut, for days, overseeing nearly 100 people 
organized into various teams such as lighting, sound, and video. It is an activity that he performs 
again and again when the band is touring, managing a tightly coordinated operation similar to 
setting up or readjusting a production line for a manufacturing business. Yet Bon Jovi is also 
performing other management activities throughout the year—planning and setting goals for 
the future, organizing tasks and assigning responsibilities, influencing and motivating band 
members and others, monitoring operations and finances, and networking inside and outside 
the organization (in perhaps the most prestigious example, he was appointed to President 
Barack Obama’s White House Council for Community Solutions). Eff iciency and effective-
ness are key words in his vocabulary. “Jon is a businessman,” said former comanager David 
Munns. “He knows how to have a great-quality show, but he also knows how to be efficient 
with money.”2

Jon Bon Jovi was smart enough to hire good people who could handle both production activi-
ties and the day-to-day minutiae that go along with a global music business. However, it took 
several years to develop and hone his management skills. He assumed top management respon-
sibilities for the band in 1992, about 10 years after founding it, because he had a vision that his 
professional managers weren’t supporting. “Most of my peers wanted to be on the cover of Circus 
[a magazine devoted to rock music that was published from 1966 to 2006],” he said. “I wanted 
to be on the cover of Time.”3

The nature of management is to motivate and coordinate others to cope with diverse and 
far-reaching challenges. One surprise for many people when they first step into a management 
role is that they are much less in control of things than they expected to be. Many new managers 
expect to have power, to be in control, and to be personally responsible for departmental outcomes. 
However, managers, who depend on subordinates more than the reverse, are evaluated on the 
work of other people rather than on their own achievements. Managers set up the systems and 
conditions that help other people perform well.

Part 1 Introduction to Management4
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In the past, many managers exercised tight control over employees. But the field of manage-
ment is undergoing a revolution that asks managers to do more with less, to engage employees’ 
hearts and minds as well as their physical energy, to see change rather than stability as natural, and 
to inspire vision and cultural values that allow people to create a truly collaborative and productive 
workplace. This textbook introduces and explains the process of management and the changing 
ways of thinking about the world that are critical for managers.

Management matters, as substantiated by a McKinsey Global Institute study. In collabo-
ration with the Centre for Economic Performance at the London School of Economics and 
partners from Stanford and Harvard Universities, McKinsey collected data over a dozen years 
from roughly 14,000 organizations in more than 30 countries. The data show that well-managed 
companies have higher productivity, higher market value, and greater growth, as well as a superior 
ability to survive difficult conditions.4 By reviewing the actions of some successful and not-so-
successful managers, you will learn the fundamentals of management. By the end of this chapter, 
you will recognize some of the skills that managers use to keep organizations on track, and you 
will begin to understand how managers can achieve astonishing results through people. By the 
end of this book, you will understand the fundamental management skills for planning, organiz-
ing, leading, and controlling a department or an entire organization.

1-1  Management Competencies for  
Today’s World

Management is the attainment of organizational goals in an effective and efficient manner 
through planning, organizing, leading, and controlling organizational resources as Jon Bon Jovi 
does for his rock band and as chairman of the Jon Bon Jovi Soul Foundation, a nonprofit 
 organization that supports community efforts to combat poverty and homelessness. You will learn 
more about these four basic management functions later in this chapter.

There are certain elements of management that are timeless, but environmental shifts also 
influence the practice of management. In recent years, rapid environmental changes have caused 
a fundamental transformation in what is required of effective managers. Technological advances 
such as social media and mobile apps, the move to a knowledge/information-based economy, the 
rise of virtual work, global market forces, the growing threat of cyber crime, and shifting employee 
and customer expectations have led to a decline in organizational hierarchies and more empow-
ered workers, which calls for a new approach to management that may be quite different from 
managing in the past.5 Exhibit 1.1 shows the shift from the traditional management approach 
to the new management competencies that are essential in today’s environment.

Instead of being a controller, today’s effective manager is an enabler who helps people do and 
be their best. Today’s managers learn to “design the rules of the game without specifying the 
actions of the players.”6 Managers shape the cultures, systems, and conditions and then give 
people the freedom to move the organization in the direction it needs to go. Managers help 
people get what they need, remove obstacles, provide learning opportunities, and offer feed-
back, coaching, and career guidance. Instead of “management by keeping tabs,” they employ 
an empowering leadership style. Much work is done in teams rather than by individuals, so 
team leadership skills are crucial. People in many organizations work at scattered locations, so 
managers can’t monitor behavior continually. Some organizations are even experimenting with 
a bossless design that turns management authority and responsibility over to employees. Man-
aging relationships based on authentic conversation and collaboration is essential for successful 
outcomes. Social media represent a growing tool for managers to enhance communication and 
collaboration in support of empowered or bossless work environments. In addition, managers 
sometimes coordinate the work of people who aren’t under their direct control, such as those 
in partner organizations, and they sometimes even work with competitors. They have to find 
common ground among people who might have disparate views and agendas and align them 
to go in the same direction.

“I was once a 

 command-and-control 

guy, but the environ-

ment’s different 

today. I think now 

it’s a question of 

making people feel 

they’re making a 

contribution.”

—JOSEPH J. PLUMERI,  

FORMER CHAIRMAN AND CEO 

OF WILLIS GROUP HOLDINGS

Chapter 1 The World of Innovative Management 5
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Also, as shown in Exhibit 1.1, today’s best managers are “future facing.” That is, they design 
the organization and culture to anticipate threats and opportunities from the environment, 
 challenge the status quo, and promote creativity, learning, adaptation, and innovation. Indus-
tries, technologies, economies, governments, and societies are in constant flux, and managers are 
responsible for helping their organizations navigate through the unpredictable with flexibility and 
innovation.7 Today’s world is constantly changing, but “the more unpredictable the environment, 
the greater the opportunity—if [managers] have the . . . skills to capitalize on it.”8

There are managers in all types of organizations who are learning to apply the new manage-
ment skills and competencies, and you will learn about some of them throughout this textbook. 
Consider how coaches of the Oregon Ducks football team are applying new management ideas.

Sunny 
Side Up

Oregon Ducks

“It’s awesome,” the Oregon Ducks starting center told a 

reporter. “There’s leadership everywhere you go. We call 

it horizontal leadership.” Hroniss Grasu now plays for the 

Chicago Bears of the National Football League (NFL), but 

he spent four years as starting center for the University of 

Oregon Ducks.

The Ducks are known for doing things differently. 

Instead of a hierarchical organization with the head 

coach at the top, Ducks coaches, administrators, and 

 players are considered equals and collaborators. When 

head coach Mark Helfrich was asked about the team’s 

 leadership, he quickly mentioned about 10 names of 

 players who had stepped forward as vocal leaders. 

A  freshman can call out a senior just as easily as a senior 

star can challenge a new player. The lowliest graduate 

assistant is treated with the same respect and esteem as a 

high-level staff member. “It’s so different here,” said player 

Bralon Addison. “Everybody’s just ‘one’ and I like that so 

much about this team.”

Another way in which the Ducks are different is that 

coaches have done away with the traditional approach of 

yelling at players in favor of a softer, more caring method 

of correction and motivation. “When you put your arm 

around a guy and say, ‘This is how it could be done better,’ 

they understand you care about them and you just want 

what’s best for the team,” said Marcus Mariota, the Ducks 

Heisman Trophy–winning former quarterback. “Those guys 

already understand that they did wrong.”

Former defensive coordinator Nick Aliotti says 

things weren’t that way when he coached for the Ducks. 

“I would raise my voice at times,” he admits. “But society 

has changed.” By the end of his career with Oregon, Aliotti 

says he rarely raised his voice because players were no 

 longer responding to that kind of communication.9

Exhibit 1.1 State-of-the-Art Management Competencies for Today’s World

Management
Principle

From Traditional Approach To New Competencies

Overseeing Work From controller 

Accomplishing Tasks
From supervising
individuals

Managing Relationships
From conflict and
competition

Leading From autocratic

To enabler 

To leading teams

To collaboration, including use
of social media

To empowering, sometimes
bossless

To mobilizing for changeDesigning
From maintaining
stability

Part 1 Introduction to Management6
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The approach the Oregon Ducks coaches use to interact with a new generation of football 
players is also being used more often in other types of organizations. Research has found that the 
“drill sergeant approach” doesn’t go over well with the “Millennial” generation (those born in the 
1980s and 1990s), so managers in all types of organizations are using a softer, more collaborative 
style of management.10

The shift to a new way of managing isn’t easy for traditional managers who are accustomed 
to being “in charge,” making all the decisions, and knowing where their subordinates are and 
what they’re doing at every moment. Even more changes and challenges are on the horizon for 
organizations and managers. This is an exciting and challenging time to be entering the field of 
management. Throughout this book, you will learn much more about the new workplace, about 
the new and dynamic roles that managers are playing in the twenty-first century, and about how 
you can be an effective manager in a complex, ever-changing world.

• Managers get things done by coordinating and 

motivating other people.

• Management is often a different experience from 

what people expect.

• Management is defined as the attainment of 

 organizational goals in an effective and efficient 

manner through planning, organizing, leading, and 

controlling organizational resources.

• Turbulent environmental forces have caused a 

 significant shift in the competencies required for 

effective managers.

• Traditional management competencies could 

include a command-and-control leadership style, a 

focus on individual tasks, and a standardization of 

procedures to maintain stability.

• New management competencies include being 

an enabler rather than a controller, using an 

 empowering leadership style, encouraging 

 collaboration, leading teams, and mobilizing for 

change and innovation.

• The Oregon Ducks football team illustrates some of 

the new management competencies.

Remember This

1-2 The Basic Functions of Management

Every day, managers solve difficult problems, turn organizations around, and achieve astonishing 
performances. To be successful, every organization needs good managers. The famed management 
theorist Peter Drucker (1909–2005), often credited with creating the modern study of manage-
ment, summed up the job of the manager by specifying five tasks, as outlined in Exhibit 1.2.11 In 
essence, managers set goals, organize activities, motivate and communicate, measure performance, 
and develop people. These five manager activities apply not only to top executives such as Mark 
Zuckerberg at Facebook, Ginni Rometty at IBM, and Kenneth Chenault at American Express 
but also to the manager of a restaurant in your hometown, the leader of an airport security team, 
a supervisor at a Web hosting service, or the director of sales and marketing for a local business.

The activities outlined in Exhibit 1.2 fall into four fundamental management functions: plan-
ning (setting goals and deciding activities), organizing (organizing activities and people), leading 
(motivating, communicating with, and developing people), and controlling (establishing targets 
and measuring performance). Depending on their job situation, managers perform numerous and 
varied tasks, but they all can be categorized within these four primary functions.

Exhibit 1.2 illustrates the process of how managers use resources to attain organizational goals 
through the functions of planning, organizing, leading, and controlling. Chapters of this book are 
devoted to the multiple activities and skills associated with each function, as well as to the environ-
ment, global competitiveness, and ethics that influence how managers perform these functions.
Ineffective control can damage an organization. A good example comes from the U.S. Secret 
Service, which has been embroiled in a public relations nightmare for several years, partly due 
to a breakdown of managerial control. For example, in March 2015, after a night out drinking, 

“Good management 

is the art of making 

problems so interest-

ing and their solutions 

so constructive that 

everyone wants to get 

to work and deal with 

them.”

—PAUL HAWKEN,  

ENVIRONMENTALIST, 

 ENTREPRENEUR, AND AUTHOR 

OF NATURAL CAPITALISM

HOT
TOPIC
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two senior agents in a government car hit a security barrier at 
an active bomb investigation near the White House. Although 
officers on duty wanted to administer a sobriety test, a supervi-
sor told the officers to let the offending agents go home. This 
event, combined with numerous other allegations of agent mis-
conduct and “morally repugnant behavior,” has put the Secret 
Service in a harsh spotlight. Two directors have resigned under 
pressure, and numerous agents and top executives have been 
fired or demoted. One response from managers has been to 
create stricter rules of conduct, rules that apply even when 
agents are off duty.12

 SOURCE: Based on “What Do Managers Do?” The Wall Street Journal Online, http://guides.wsj.com/management/developing-a-leadership-style/what-do-managers-do 

/(accessed August 11, 2010), article adapted from Alan Murray, The Wall Street Journal Essential Guide to Management (New York: Harper Business, 2010).

Exhibit 1.2 What Do Managers Do?

5. Develop People
    Recognize the value of
    employees and develop
    this critical organizational
    asset

1. Set Objectives
    Establish goals for the 
    group and decide what
    must be done to 
    achieve them

4. Measure
    Set targets and 
    standards; appraise 
    performance

2. Organize
    Divide work into  
    manageable activities
    and select people to  
    accomplish tasks

3. Motivate and 
    Communicate
    Create teamwork via
    decisions on pay, 
    promotions, etc., and 
    through communication
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Concept Connection
John Stonecipher finds that as the president and CEO of 

Guidance Aviation, a high-altitude flight school in Prescott, 

Arizona, his job involves all four management functions. Once 

he’s charted the course for the operation (planning) and put 

all the necessary policies, procedures, and structural mecha-

nisms in place (organizing), he supports and  encourages his 

501 employees (leading) and makes sure that nothing falls 

through the cracks (controlling). Thanks to his strengths in all 

of these areas, the U.S. Small Business Administration named 

Stonecipher a National Small  Business Person of the Year.

• Managers perform a wide variety of activities that fall 

within four primary management functions.

• Recent U.S. Secret Service agency scandals can be 

traced partly to a breakdown of management control.

Remember This

Part 1 Introduction to Management8
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1-3 Organizational Performance

The definition of management also encompasses the idea of attaining organizational goals in 
an efficient and effective manner. Management is so important because organizations are so 
important. In an industrialized society where complex technologies dominate, organizations bring 
together knowledge, people, and raw materials to perform tasks that no individual could do alone. 
Without organizations, how could technology be provided that enables us to share information 
around the world in an instant; electricity be produced from huge dams and nuclear power plants; 
and millions of songs, videos, and games be available for our entertainment at any time and place? 
Organizations pervade our society, and managers are responsible for seeing that resources are used 
wisely to attain organizational goals.

Our formal definition of an organization is a social entity that is goal directed and deliber-
ately structured. Social entity means being made up of two or more people. Goal directed means 
designed to achieve some outcome, such as make a profit (Target Stores), win pay increases for 
members (United Food & Commercial Workers), meet spiritual needs (Lutheran Church), or 
provide social satisfaction (college sorority Alpha Delta Pi). Deliberately structured means that 
tasks are divided, and responsibility for their performance is assigned to organization members. 
This definition applies to all organizations, including both for-profit and nonprofit ones. Small, 
offbeat, and nonprofit organizations are more numerous than large, visible corporations—and 
just as important to society.

Based on our definition of management, the manager’s responsibility is to coordinate resources 
in an effective and efficient manner to accomplish the organization’s goals. Organizational 
 effectiveness is the degree to which the organization achieves a stated goal, or succeeds in accom-
plishing what it tries to do. Organizational effectiveness means providing a product or service 
that customers value. Organizational efficiency refers to the amount of resources used to achieve 
an organizational goal. It is based on how much raw material, money, and people are necessary 
for producing a given volume of output. Efficiency can be defined as the amount of resources 
used to produce a product or service. Efficiency and effectiveness can both be high in the same 
organization.

Many managers are using mobile apps to increase efficiency, and in some cases, the apps can 
enhance effectiveness as well.13 For example, Square is revolutionizing small business by enabling 
any smartphone to become a point-of-sale (POS) terminal that allows the user to accept credit 
card payments. Millions of small businesses and entrepreneurs in the United States and Canada 
who once had to turn customers away because they couldn’t afford the fees charged by credit card 

A Local Market in a Box Can a huge corporation that is 

frequently targeted by environmental activists be a force 

for social good? Coca-Cola CEO Muhtar Kent believes so. 

The company has set specific goals to improve the well-

being of the communities in which it operates, achieve 

water neutrality in its products and production, and 

empower women entrepreneurs. One tangible 

project is the Ekocenter, an off-the-grid, modular 

“community market in a box” that is run by a 

local female entrepreneur. At the Ekocenter, 

customers can charge their mobile devices, send 

a fax, access the Internet, pick up educational 

materials on hygiene and health issues, and buy 

basic products. Each Ekocenter has solar panels to provide 

consistent power and reduce the environmental footprint.

With plans for 150 Ekocenters in Africa, Asia, and Latin 

America, the purpose is to stimulate the local economies 

and provide some of the most remote and distressed 

communities in the world access to things many of us 

take for granted, such as safe drinking water, electric 

power, and Internet access. The local markets in a box will 

ultimately create 600 new jobs, mostly for local women 

entrepreneurs.

SOURCE: Based on Eric J. McNulty, “Teaching the World to Do More Than Sing,” Strategy + 

Business (September 8, 2015), http://www.strategy-business.com/article/00358?gko=a9ace 

(accessed February 15, 2016).

Green Power
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companies can now use Square to process credit cards. Customers get their need to pay with a 
card met, and businesses get a sale that they might have missed.15

All managers have to pay attention to costs, but severe cost cutting to improve efficiency—
whether it is by using cutting-edge technology or old-fashioned frugality—can sometimes 
hurt organizational effectiveness. The ultimate responsibility of managers is to achieve high 
 performance, which is the attainment of organizational goals by using resources in an efficient 
and effective manner. Consider the example of General Mills, maker of Cheerios cereal and Betty 
Crocker dessert mixes.

Powell knows he and his managers must both run an efficient operation as well as adapt 
their company’s products to give customers what they want. Compare the approach of General 
Mills managers to what happened at music company EMI. Weak sales led managers to focus on 
financial efficiency, which successfully trimmed waste and boosted operating income. However, 
the efficiencies damaged effectiveness by reducing the company’s ability to recruit new artists, 
who are vital to record companies, and also led to internal turmoil that caused some longtime 
acts like the Rolling Stones to leave the label. Thus, the company’s overall performance suffered. 
After struggling for several years, the century-old music company was split in two and sold for 
$4.1 billion to Universal Music Group and Sony Corporation.16

Sales at General Mills have been lagging, but thanks to exten-

sive and thoughtful cost-cutting and smart strategic decisions, 

profits haven’t suffered. General Mills managers pay attention to 

both efficiency and effectiveness.

To reduce overhead expenses, managers have cut hundreds 

of jobs at corporate headquarters, closed factories, and sold 

off the struggling Green Giant and Le Sueur brands. An annual 

efficiency program that concentrates on reducing waste and 

improving productivity has saved $2.4 billion over the past five 

years. But CEO Ken Powell knows cutting costs isn’t enough. “To 

have a sustainable business model, you have to have growth,” 

he says.

General Mills managers are pumping money into products 

that meet changing consumer tastes. Powell says Millennial 

consumers, a growing part of the company’s customer base, 

have “different food values” and pay much more attention to 

what goes into their food. The company recently bought the 

natural and organic food maker Annie’s, reduced sugar by 

25 percent in its original Yoplait yogurt, and introduced several 

new products under the Nature Valley brand. General Mills has 

also cut salt from many of its products and banished artificial 

colors and flavors from all of its cereals. Gluten-free Chex is the 

company’s fastest-growing cereal, so managers cut gluten from 

Cheerios and are rolling out more gluten-free products.

General Mills managers strive to find a balance between 

efficiency and effectiveness to stay competitive in the rapidly 

changing food industry. “I’ve been doing this a long time, and 

I’ve never seen it this fast,” Powell said.14

Recipe 
for Success

General Mills

• An organization is a social entity that is 

 goal-directed and deliberately structured.

• Good management is important because 

 organizations contribute so much to society.

• Efficiency pertains to the amount of resources—raw 

materials, money, and people—used to produce a 

desired volume of output.

• Effectiveness refers to the degree to which the 

organization achieves a stated goal.

• Some managers are using mobile apps to increase 

efficiency; one example is Square, which is used 

to process credit and debit card payments with a 

smartphone.

• Performance is defined as the organization’s ability 

to attain its goals by using resources in an efficient 

and effective manner.

• Managers at General Mills are concerned both with 

keeping costs low (efficiency) and providing products 

that meet changing consumer tastes (effectiveness).

Remember This
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1-4 Management Skills

A manager’s job requires a range of skills. Although 
some management theorists propose a long list of 
skills, the necessary skills for managing a department 
or an organization can be placed in three categories: 
conceptual, human, and technical.17 As illustrated in 
Exhibit  1.3, the application of these skills changes 
 dramatically when a person is promoted to manage-
ment. Although the degree of each skill that is required 
at different levels of an organization may vary, all man-
agers must possess some skill in each of these impor-
tant areas to perform effectively.

Human skills are increasingly important for 
 managers at all levels and in all types of organiza-
tions.18 Even at a company such as Google, which 
depends on  technical expertise, human skills are 
considered essential for managers. Google analyzed 
performance reviews and feedback surveys to find 
out what makes a good manager of technical people 
and found that technical expertise ranked dead last 
among a list of eight desired manager qualities, as 
shown in Exhibit 1.4. The exhibit lists eight effective 
behaviors of good managers. Notice that almost all 
of them relate to human skills, such as communi-
cation, coaching, and teamwork. People want managers who listen to them, build positive 
 relationships, and show an interest in their lives and careers.19 A recent study found that 
human skills were significantly more important than technical skills for predicting manager 
effectiveness.20 Another survey compared the importance of managerial skills today with those 
from the late 1980s and found a decided increase in the role of skills for building relationships 
with others.21

Exhibit 1.3  Relationship of Technical, Human, and Conceptual Skills to 

Management
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Conceptual
Skills

Human Skills

Conceptual Skills

Concept Connection
Holding degrees in both physics and economics, entrepreneur Elon 

Musk certainly possesses his share of technical skills. He designed 

and created the first viable electric car—the Tesla roadster—as well 

as the Web-based payment service PayPal and a spacecraft that will 

enable private citizens to travel to outer space. But it is his stellar 

conceptual skills that allow him to lead the innovative companies 

that are making these products and services available to people 

worldwide.
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1-4a When Skills Fail

Good management skills are not automatic. Particularly during turbulent times, managers really 
have to stay on their toes and apply all their skills and competencies in a way that benefits the 
organization and its stakeholders—employees, customers, investors, the community, and so 
forth. In recent years, numerous highly publicized examples have shown what happens when 
managers fail to apply their skills effectively to meet the demands of an uncertain, rapidly 
changing world.

Everyone has flaws and weaknesses, and these shortcomings become most apparent under 
conditions of rapid change, uncertainty, or crisis.22 Think of the recent diesel emissions scandal 
at Volkswagen. In the early 2000s, CEO Martin Winterkorn announced a bold strategy to triple 
Volkswagen’s sales in the United States in just a decade and become the world’s largest auto-
maker by 2018. The company reached the goal years earlier, surpassing Toyota in July 2015—but 
Winterkorn had just two months to savor the victory. He resigned and several other high-level 
managers were fired after Volkswagen was discovered to have used software in diesel vehicles 
designed to cheat U.S. emissions tests. Although Winterkorn says he had no knowledge of the 
trickery, others say the former CEO’s meticulous attention to every technical detail and the hard-
driving culture he created put enormous pressure on managers to meet high goals.23

The numerous ethical and financial scandals of recent years have left people cynical about busi-
ness and government managers and even less willing to overlook mistakes. Crises and examples 
of deceit and greed grab the headlines, but many more companies falter or fail less spectacularly. 
Managers fail to listen to customers, are unable to motivate employees, or can’t build a cohesive 
team. For example, the reputation of Zynga, maker of games like Farmville that were ubiquitous 
on Facebook for a while, plummeted along with its share price in recent years. Although there 
were several problems at Zynga, one was that founder and CEO Mark Pincus had an aggressive 
style that made it difficult to build a cohesive team. The exodus of key executives left the company 
floundering, and Zynga’s shares fell 80 percent.24 Exhibit 1.5 shows the top 10 factors that cause 
managers to fail to achieve desired results, based on a survey of managers in U.S. organizations 
operating in rapidly changing business environments.25 Notice that many of these factors are due 
to poor human skills, such as the inability to develop good work relationships, a failure to clarify 
direction and performance expectations, or an inability to create cooperation and teamwork. 
The number one reason for manager failure is ineffective communication skills and practices, 
which was cited by 81 percent of managers surveyed. Especially in times of uncertainty or crisis, 
if managers do not communicate effectively, including listening to employees and customers and 
showing genuine care and concern, organizational performance and reputation suffer.

HOT
TOPIC

Exhibit 1.4 Google’s Rules: Eight Good Behaviors for Managers

To know how to build better managers, Google executives studied performance reviews, 
feedback surveys, and award nominations to see what qualities made a good manager. Here 
are the “Eight Good Behaviors” Google found, in order of importance: 

1. Be a good coach.

2. Empower your team and don’t micromanage. 

3. Express interest in team members’ successes and personal well-being.

4. Don’t be a sissy: Be productive and results-oriented.

5. Be a good communicator and listen to your team.

6. Help your employees with career development.

7. Have a clear vision and strategy for the team.

8. Have key technical skills so you can help advise the team.

SOURCE: “Google’s Quest to Build a Better Boss,” by Adam Bryant, published March 12, 2011, in The New York Times. Courtesy of Google, Inc.
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An important determinant of the manager’s job is the hierarchical level. Exhibit 1.6 illustrates 
the three levels in the hierarchy. The manager’s job differs as the level increases. First-level man-
agers are more concerned with employee performance, middle managers with putting plans 
into place and top managers is strategy, as shown in Exhibit 1.6.

Exhibit 1.5 Top Causes of Manager Failure 

10. Poor planning practices/reactionary behavior

9. Inability to lead/motivate others

8. Inability to develop cooperation and teamwork

7. Lack of personal integrity and trustworthiness

6. Breakdown of delegation and empowerment

5. Failure to adapt and break old habits

4. Failure to clarify direction or performance expectations

3. Person- job mismatch

2. Poor work relationships/interpersonal skills

1. Ineffective communication skills and practices

45%

47%

50%

52%

56%

57%

64%

69%

78%

81%

0% 50% 90%

SOURCE: Adapted from Clinton O. Longenecker, Mitchell J. Neubert, and Laurence S. Fink, “Causes and Consequences of Managerial Failure in Rapidly Changing Organizations,” Business Horizons 50 (2007): 145–155, Table 1.

SOURCE: Adapted from Thomas V. Bonoma and Joseph C. Lawler, “Chutes and Ladders: Growing the General Manager,” Sloan Management Review (Spring 1989): 27–37.

Exhibit 1.6 Management Levels in the Organizational Hierarchy 

Team Leaders and
Nonmanagerial Employees

Functional Head

Department Manager

Business Unit Head

General
Manager

Administrator

Middle Managers

First-Line
Managers

Top Managers

Vice-
President
of Adminis-
tration

Corporate
or Group
Head

CEO

Product Line or
Service Manager

Information
Services Manager

Production, Sales,
R&D Supervisor

IT, HRM,
Accounting Supervisor

Line jobs Staff jobs

People at these
levels may also
have horizontal
project manager
responsibility
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1-5  What Is a Manager’s Job Really Like?

“Despite a proliferation of management gurus, management consultants, and management 
schools, it remains murky to many of us what managers actually do and why we need them in 
the first place,” wrote Ray Fisman, a Columbia Business School professor.26 Unless someone 
has actually performed managerial work, it is hard to understand exactly what managers do on 
an hour-by-hour, day-to-day basis. One answer to the question of what managers do to plan, 
organize, lead, and control was provided by Henry Mintzberg, who followed managers around 
and recorded all their activities.27 He developed a description of managerial work that included 
three general characteristics and 10 roles. These characteristics and roles, discussed in detail later 
in this section, have been supported by other research.28

Researchers also have looked at what managers like to do. Both male and female managers 
across five different countries report that they most enjoy activities such as leading others, net-
working, and leading innovation. Activities that managers like least include controlling subordi-
nates, handling paperwork, and managing time pressures.29 Many new managers in particular find 
the intense time pressures of management, the load of administrative paperwork, and the chal-
lenge of directing others to be quite stressful as they adjust to their new roles and responsibilities. 
Indeed, the initial leap into management can be one of the scariest moments in a person’s career.

1-5a Making the Leap: Becoming a New Manager

Many people who are promoted into a manager position have little idea what the job actually 
entails and receive little training about how to handle their new role. It’s no wonder that, among 
managers, first-line supervisors tend to experience the most job burnout and attrition.30

Making the shift from individual contributor to manager is often tricky. Mark Zuckerberg, 
whose company, Facebook, went public a week before he turned 28 years old, provides an example. 
In a sense, the public has been able to watch as Zuckerberg has “grown up” as a manager. He 
was a strong individual performer in creating the social media platform and forming the com-
pany, but he fumbled with day-to-day management, such as interactions with employees and 
communicating with people both inside and outside Facebook. Zuckerberg was smart enough 
to hire seasoned managers, including former Google executive Sheryl Sandberg, and cultivate 

• Managers have complex jobs that require a range 

of abilities and skills.

• The two major reasons that managers fail are poor 

communication and poor interpersonal skills.

• A manager’s weaknesses become more apparent 

during stressful times of uncertainty, change, or 

crisis.

Remember This

Concept Connection
Perhaps one of the best-known leaders in baseball is Billy Beane of the 

Oakland A’s. Before he was promoted to executive vice president of 

baseball operations in late 2015, Beane served for 17 years as general 

manager of the A’s. Beane is famous for finding and developing tal-

ented young players who are less expensive to hire than the big names, 

which allowed him to keep his payroll low while still winning six divi-

sion titles. Beane was the subject of the best-selling book and hit film 

Moneyball.
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advisors and mentors who have coached him in areas where he is weak. He also shadowed  
David Graham at the offices of The Post Company (the publisher of The Washington Post 
before it was purchased by Jeff Bezos) for four days to try to learn what it is like to manage a 
large organization. Now that Facebook is a public company, Zuckerberg is watched more closely 
than ever to see if he has what it takes to be a manager of a big public corporation.31

Harvard professor Linda Hill followed a group of 19 managers over the first year of their mana-
gerial careers and found that one key to success is to recognize that becoming a manager involves 
more than learning a new set of skills. Rather, becoming a manager means a profound transfor-
mation in the way people think of themselves, called personal identity, which includes letting go 
of deeply held attitudes and habits and learning new ways of thinking.32 Exhibit 1.7 outlines the 
transformation from individual performer to manager. The individual performer is a specialist 
and a “doer.” His or her mind is conditioned to think in terms of performing specific tasks and 
activities as expertly as possible. The manager, on the other hand, has to be a generalist and learn 
to coordinate a broad range of activities. While the individual performer strongly identifies with 
his or her specific tasks, the manager has to identify with the broader organization and industry.

In addition, the individual performer gets things done mostly through his or her own efforts 
and develops the habit of relying on self rather than others. The manager, though, gets things done 
through other people. Indeed, one of the most common mistakes that new managers make is want-
ing to do all the work themselves, rather than delegating to others and developing others’ abilities.33 
Hill offers a reminder that, as a manager, you must “be an instrument to get things done in the 
organization by working with and through others, rather than being the one doing the work.”34

Another problem for many new managers is that they expect to have greater freedom to do 
what they think is best for the organization. In reality, though, managers find themselves hemmed 
in by interdependencies. Being a successful manager means thinking in terms of building teams 
and networks and becoming a motivator and organizer within a highly interdependent system of 
people and work.35 Although the distinctions may sound simple in the abstract, they are anything 
but. In essence, becoming a manager means becoming a new person and viewing oneself in a 
completely new way.

Visit MindTap for  “Self-Assessment: Are 

You a Winner?” to see how your  priorities 

align with the demands placed on a 

manager.

SOURCE: Based on Linda A. Hill, Exhibit 1.1, “Transformation of Identity,” Becoming a Manager: Mastery of a New Identity, 2d ed. (Boston, MA: Harvard Business School 

Press, 2003), p. 6.

Exhibit 1.7 Making the Leap from Individual Performer to Manager 

Specialist;
performs
specific tasks

Gets things
done through
own efforts

An individual
actor

Works relatively
independently

Generalist;
coordinates
diverse tasks

Gets things
done through
others

A network
builder

Works in highly
interdependent
manner

To
Manager
Identity

From
Individual
Identity
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Many new managers have to make the transformation in a “trial by fire,” learning on the job 
as they go, but organizations are beginning to be more responsive to the need for new manager 
training. The cost to organizations of losing good employees who can’t make the transition is 
higher than the cost of providing training to help new managers cope, learn, and grow. In addition, 
some organizations use great care in selecting people for managerial positions, including ensuring 
that each candidate understands what management involves and really wants to be a manager.

1-5b Manager Activities

Most new managers are unprepared for the variety of activities that managers routinely perform. 
One of the most interesting findings about managerial activities is how busy managers are and 
how hectic the average workday can be.

Adventures in Multitasking Managerial activity is characterized by variety, fragmentation, 
and brevity.36 The widespread and voluminous nature of a manager’s tasks leaves little time for 
quiet reflection. A recent study by a team from the London School of Economics and Harvard 
Business School found that the time CEOs spend working alone averages a mere six hours a 
week. The rest of their time is spent in meetings, on the phone, traveling, and talking with others 
inside and outside the organization.37

Managers shift gears quickly. In his study, Mintzberg found that the average time a top execu-
tive spends on any one activity is less than nine minutes, and another survey indicates that some 
first-line supervisors average one activity every 48 seconds!38 Significant crises are interspersed 
with trivial events in no predictable sequence. Every manager’s job is similar in its diversity and 
fragmentation to what Workforce Management described as a typical day in the life of human 
resources (HR) manager Kathy Davis:39

• 6:55 a.m.—Arrives at work early to begin investigating a complaint of sexual harassment 
at one of the factories, but as she’s walking to her office, she bumps into someone carrying 
a picket sign that reads “Unfair Hiring! Who Needs HR?” Spends a few minutes talking 
with the young man, who is a temp that she had let go due to sloppy work.

• 7:10 a.m.—Finds the factory shift supervisor and a security staff member already waiting 
outside her door to discuss the sexual harassment complaint.

• 7:55 a.m.—Sue, a member of Kathy’s team who has just 
arrived and is unaware of the meeting, interrupts to let 
Kathy know there is someone picketing in the hallway out-
side her office and the CEO wants to know what’s going on.

• 8:00 a.m.—Alone at last, Kathy calls the CEO and explains 
the picketing situation, and then she begins her morning 
routine. Checking voice mail, she finds three messages that 
she must respond to immediately, and she passes four oth-
ers to members of her team. She begins checking e-mail 
but is interrupted again by Sue, who reminds her that they 
have to review the recent HR audit so that the company 
can respond promptly and avoid penalties.

• 9:15 a.m.—As she is reviewing the audit, Kathy gets a call 
from manager Pete Channing, asking if she’s sent the offer 
letter to a prospective hire. “Don’t send it,” Pete said, “I’ve 
changed my mind.” Weeks of interviewing and background 
checks, and now Pete wants to start over!

• 11:20 a.m.—Kathy is getting to the end of her critical 
e-mail list when she hears a commotion outside her door 
and finds Linda and Sue arguing. “This report IT did for 
us is full of errors,” Linda says, “but Sue says we should let 
it go.” Kathy agrees to take a look at the IT department’s 
report and discovers that there are only a few errors, but 
they have critical implications.

Visit MindTap for “Self-Assessment: 

How Do You Manage Your Time?” to see 

how good you are at time management.

Concept Connection
New managers sometimes find themselves overwhelmed by 

the various activities, multiple responsibilities, long hours, 

and fast pace that come with management. A manager’s 

life on speed dial requires good time management skills. 

Managers must also find ways to maintain a healthy balance 

between their work and personal lives.
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• 12:25 p.m.—As she’s nearing the end of the IT report, Kathy’s e-mail pings an “urgent” 
message from a supervisor informing her that one of his employees will be absent from 
work for a few weeks “while a felony morals charge is worked out.” This is the first she’s 
heard about it, so she picks up the phone to call the supervisor.

• 1:20 p.m.—Time for lunch—finally. She grabs a sandwich at a local supermarket and 
brings one back for the picketer, who thanks her and continues his march.

• 2:00 p.m.—Meets with CEO Henry Luker to review the audit and IT reports, discuss 
changes to the company’s 401(k) plan, and talk about ideas for reducing turnover.

• 3:00 p.m.—Rushes back to her office to grab her keys so that she can drive to a meeting 
with the manufacturing facilities manager, who has asked Kathy to “shadow” him and 
share ideas about training and skills development.

• 3:15 p.m.—As she gets out of her car at the facility, Kathy runs into a man who had 
attended a supervision training course a few months earlier. He tells her that the class 
really helped him—there are fewer misunderstandings, and the staff seems to respect 
him more.

• 3:30 p.m.—Arrives right on time and spends the next couple of hours observing and ask-
ing questions, talking to employees to learn about the problems and obstacles they face.

• 5:40 p.m.—All is quiet back in the HR department, but there’s a message from Sue that 
Kathy has an appointment first thing tomorrow morning with two women who had got-
ten into a fight in the elevator. Sighing, Kathy returns to her investigation of the sexual 
harassment complaint that she had begun at 7:00 that morning.

Life on Speed Dial The manager performs a great deal of work at an unrelenting pace.40 
Managers’ work is fast paced and requires great energy. Most top executives routinely work at 
least 12 hours a day and spend 50 percent or more of their time traveling.41 Calendars are often 
booked months in advance, but unexpected disturbances erupt every day. Mintzberg found that 
the majority of executives’ meetings and other contacts are ad hoc, and even scheduled meet-
ings are typically surrounded by other events such as quick phone calls, scanning of e-mail, or 
spontaneous encounters. During time away from the office, executives catch up on work-related 
reading, paperwork, phone calls, and e-mail. Technology, such as e-mail, text messaging, smart-
phones, tablets, and laptops, has intensified the pace. Brett Yormark, the National Basketball 
Association (NBA)’s youngest CEO (he heads the Brooklyn Nets), typically responds to about 
60 messages before he even shaves and dresses for the day, and employees are accustomed to 
getting messages that Yormark has zapped to them in the wee 
hours of the morning.42

The fast pace of a manager’s job is illustrated by Michelle 
Davis, an analytics director at Fair Isaac Corporation (FICO). 
As a middle manager at this company, which is best known 
for calculating consumer credit scores, Davis oversees three 
direct reports and three other subordinates assigned to her 
teams. On a typical day, she arrives at work at 6:00 a.m. so she 
can pick up her children in the early afternoon, and she uses 
the first hour and a half of quiet time to catch up on messages 
and respond to urgent requests for data. At 7:30, she has her 
first meeting, often a conference call with the analytics board 
of directors. Then Davis leads an hour-long training session 
for a few dozen staffers on new analytics products, staying 
longer to answer questions and talk about how clients might 
use the data. At 10:30 a.m., she checks in with senior mem-
bers of the product development and product management 
teams and sorts out various problems. Lunch is a quick stop 
at the company  cafeteria and then on to present a few slides 
at the monthly lunch-and-learn session. Davis squeezes in 
an hour or so of hands-on work time before it’s back to more 
meetings. Afternoon meetings often run long, meaning she 
has to scramble to pick up her three children. While the kids 

Concept Connection
As the executive vice president of marketing at Microsoft, 

Tami Reller plays a number of significant interpersonal roles. 

She serves as the top leader for the company’s bevy of mar-

keters on functions like advertising, media usage, and distri-

bution, and she is often Microsoft’s liaison with the public, 

providing information about Windows and other products.
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eat snacks and play in the backyard, Davis catches up on e-mail and phone calls. After dinner 
with her husband, she tries to stay away from work, but admits that she keeps an eye on her 
text messages until bedtime.43

Where Does a Manager Find the Time? With so many responsibilities and so many competing 
demands on their time, how do managers cope? One manager who was already working 18-hour 
days five days a week got assigned another project. When the CEO was informed of the prob-
lem, he matter-of-factly remarked that by his calculations, she still had “30 more hours Monday 
through Friday, plus 48 more on the weekend.” That is surely an extreme example, but most 
managers often feel the pressure of too much to do and not enough time to do it.44 The Wall Street 
Journal’s “Lessons in Leadership” video series asked CEOs of big companies how they managed 
their time, and it found that many of them carve out time just to think about how to manage their 
time.45 Time is a manager’s most valuable resource, and one characteristic that identifies successful 
managers is that they know how to use time effectively to accomplish the important things first 
and the less important things later.46 Time management refers to using techniques that enable you 
to get more done in less time and with better results, be more relaxed, and have more time to enjoy 
your work and your life. New managers in particular often struggle with the increased workload, 
the endless paperwork, the incessant meetings, and the constant interruptions that come with a 
management job. Learning to manage their time effectively is one of the greatest challenges that 
new managers face. The “Sunny Side Up” box offers some tips for time management.

Sunny 
Side Up

Time Management Tips for New Managers

Becoming a manager is considered by most people to be 

a positive, forward-looking career move, and indeed, life as 

a manager offers appealing aspects. However, it also holds 

many challenges, not the least of which is the increased 

workload and the difficulty of finding the time to accom-

plish everything on one’s expanded list of duties and 

responsibilities. The following classic time management 

techniques can help you eliminate major time-wasters in 

your daily routines.

• Keep a To-Do List. If you don’t use any other system 

for keeping track of your responsibilities and commit-

ments, at the very least you should maintain a to-do 

list that identifies all the things that you need to do 

during the day. Although the nature of management 

means that new responsibilities and shifting priorities 

occur frequently, it’s a fact that people accomplish 

more with a list than without one.

• Remember Your ABCs. This is a highly effective sys-

tem for prioritizing tasks or activities on your to-do list:

• An “A” item is something highly important. It must 

be done, or you’ll face serious consequences.

• A “B” item is a should do, but consequences will be 

minor if you don’t get it done.

• “C” items are things that would be nice to get 

done, but there are no consequences at all if you 

don’t accomplish them.

• “D” items are tasks that you can delegate to 

 someone else.

• Schedule Your Workday. Some experts propose 

that every minute spent in planning saves 10 min-

utes in execution. Take your to-do list a step further 

and plan how you will accomplish each task or project 

you need to handle. Planning to tackle the big tasks 

first is a good idea because most people are at peak 

performance early in the day. Save the e-mails and 

phone calls for less productive times.

• Do One Thing at a Time. Multitasking has become 

the motto of the early twenty-first century, but too 

much multitasking is a time-waster. Research has 

shown that multitasking reduces rather than enhances 

productivity. The authors of one study suggest that 

an inability to focus on one thing at a time could 

reduce efficiency by 20 to 40 percent. Even for those 

whose job requires numerous brief activities, the 

ability to concentrate fully on each one (sometimes 

called  spotlighting) saves time. Give each task your full 

attention, and you’ll get more done and get it done 

better, too.

SOURCES: Based on information in Pamela Dodd and Doug Sundheim, The 25 Best Time 

 Management Tools & Techniques (Ann Arbor, MI: Peak Performance Press, Inc., 2005); Brian 

Tracy, Eat That Frog: 21 Great Ways to Stop Procrastinating and Get More Done in Less Time 

(San Francisco: Berrett-Koehler, 2002); Joshua S. Rubinstein, David E. Meyer, and Jeffrey 

E. Evans, “ Executive Control of Cognitive Processes in Task Switching,” Journal of  Experimental 

 Psychology: Human Perception and Performance 27, no. 4 (August 2001): 763–797; Sue 

 Shellenbarger, “ Multitasking Makes You Stupid: Studies Show Pitfalls of Doing Too Much 

at Once,” The Wall Street Journal (February 27, 2003); and Ilya Pozin, “Quit Working Late: 

8 Tips,” Inc. (June 26, 2013), http://www.inc.com/ilya-pozin/8-ways-to-leave-work-at-work 

.html (accessed August 19, 2013).
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1-5c Manager Roles

Mintzberg’s observations and subsequent research indicate that diverse manager activities can 
be organized into 10 roles.47 A role is a set of expectations for a manager’s behavior. Exhibit 1.8 
describes activities associated with each of the roles. These roles are divided into three conceptual 
categories: informational (managing by information), interpersonal (managing through people), 
and decisional (managing through action).

One of Mintzberg’s roles is disseminator, which means scanning for information and knowing 
what to share and with whom. Equifax failed, as shown in this chapter’s “Half-Baked Manage-
ment” box.

Each role represents activities that managers undertake to ultimately accomplish the func-
tions of planning, organizing, leading, and controlling. Although it is necessary to separate the 
components of the manager’s job to understand the different roles and activities of a manager, it 
is important to remember that the real job of management isn’t practiced as a set of independent 
parts; all the roles interact in the real world of management.

SOURCE: Adapted from Henry Mintzberg, The Nature of Managerial Work (New York: Harper & Row, 1973), pp. 92–93; and Henry Mintzberg, “Managerial Work: 

Analysis from Observation,” Management Science 18 (1971), B97–B110.

Exhibit 1.8 Ten Manager Roles 

 Monitor: Seek and receive

 information; scan Web,

 periodicals, reports; maintain

 personal contacts

 Disseminator: Forward

 information to other organization

 members; send memos and

 reports, make phone calls

 Spokesperson: Transmit

 information to outsiders

 through speeches, reports

Informational

Decisional

  Entrepreneur: Initiate improvement

 projects; identify new ideas, delegate idea

 responsibility to others

 Disturbance Handler: Take corrective action during

 conflicts or crises; resolve disputes among subordinates

 Resource Allocator: Decide who gets resources;

 schedule, budget, set priorities

 Negotiator : Represent team or department’s

 interests; represent department during

 negotiation of budgets, union contracts,

 purchases

 Figurehead: Perform ceremonial

 and symbolic duties such as

 greeting visitors, signing legal

 documents 

 Leader: Direct and motivate

 subordinates; train, counsel, and

 communicate with subordinates

 Liaison: Maintain information links

 inside and outside the organization;

 use e-mail, phone, meetings

Interpersonal
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Equifax is one of the three main credit bureaus in the 

United States. Anyone who has a credit rating is in the 

database of usually two or three of these Bureaus.

So when Equifax disclosed in September 2017 that 

the personal data of 143 million consumers’ (roughly 

44 percent of the U.S. population) had been hacked from its 

servers, people were shocked. Breached were social secu-

rity numbers, birth dates, drivers’ license numbers, credit 

card numbers, and addresses. Not only were individuals 

at risk, but alo theft of resources from retirement accounts 

was highly possible. If that weren’t bad enough, it was 

reported that Equifax knew of the breach in May and had 

told no one, preventing the 143 million people from taking 

precautions against losing their assets. So much for credit 

bureaus making a positive contribution to the economy.

SOURCE: E.B. MARK and A. Hahn, Cybersecurity for Retirement Plans. Employee Relations Law 

Journal, New York 43, no. 4 (Spring 2018): 67–71.

Half-Baked 
Management

Equifax

It’s a good problem to have, but it’s still a problem that needed 

to be solved. People like to donate during the holidays, and food 

donations to Second Harvest Food Bank of Middle Tennessee 

swell to nearly double what the nonprofit organization receives 

during the rest of the year. It was a huge logistical challenge for 

the operation, which depends largely on volunteers. Second 

Harvest, like other food banks, needs to deliver perishable items 

before they expire and save as many canned and dried foods as it 

can to distribute in the months when donations tend to decline.

Second Harvest managers didn’t have the millions of 

 dollars Amazon.com or Walmart stores have poured into 

 specialized inventory management systems, but with the cost of 

 technology declining, they were able to buy logistics software 

from Exact Macola. Exact Macola has donated upgrades to the 

software since that initial purchase and has begun  donating its 

software to other food banks nationwide. The software records 

when food products are received and their “use-by” dates. 

 Volunteers and employees rely on automated alerts to let them 

know when goods are expiring and where they are located in 

the warehouse. The ability to know in an instant what needs 

to be used immediately and what can be stored for later use 

helps Second Harvest get the most out of its limited space, 

says  Dennis Easter, the agency’s information systems director. 

 Managers have also been able to use data on food  distribution 

to decide on where to build two new facilities, which are 

 projected to save $500,000 in transportation costs.48

Recipe 
for Success

Second Harvest Food Bank of Middle Tennessee

• Becoming a new manager requires a shift in 

 thinking from being an individual performer to 

playing an interdependent role of coordinating and 

developing others.

• Because of the interdependent nature of manage-

ment, new managers often have less freedom and 

control than they expect to have.

• The job of a manager is highly diverse and fast 

paced, so managers need good time management 

skills.

• A role is a set of expectations for one’s behavior.

• Managers at every level perform 10 roles, which 

are grouped into informational roles, interpersonal 

roles, and decisional roles.

Remember This
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1-6  Managing in Small Businesses 
and Nonprofit Organizations

Small businesses are growing in importance. Hundreds of small 
businesses open every month, but the environment for small busi-
ness today is highly complicated. Chapter 6 provides detailed infor-
mation about managing in small businesses and entrepreneurial 
start-ups.

One interesting finding is that managers in small businesses 
tend to emphasize roles different from those of managers in 
large corporations. Managers in small companies often see their 
most important role as that of spokesperson because they must 
promote the small, growing company to the outside world. The 
entrepreneur role is also critical in small businesses because 
managers must be innovative and help their organizations develop 
new ideas to remain competitive. For example, Zach Schau, his 
younger brother Jordan, and two of their childhood friends 
founded Pure Fix Cycles. After finding a way to build fixed-gear 
bikes, or “fixies,” that could be sold for less than half what they 
were selling for at the time, the founders hired a top manager so 
they could focus on further  innovations. Pure Fix then became 
a pioneer in the business of glow-in-the-dark bikes.49 Small-
business managers tend to rate lower on the leader role and on information-processing roles 
compared with their counterparts in large corporations.

Nonprofit organizations also represent a major application of management talent.50 Organiza-
tions such as the Salvation Army, Nature Conservancy, Greater Chicago Food Depository, Girl 
Scouts, and Cleveland Orchestra all require excellent management. The functions of planning, 
organizing, leading, and controlling apply to nonprofits just as they do to business organizations, 
and managers in nonprofit organizations use similar skills and perform similar activities. The 
primary difference is that managers in businesses direct their activities toward earning money for 
the company and its owners, whereas managers in nonprofits direct their efforts toward generat-
ing some kind of social impact. The characteristics and needs of nonprofit organizations created 
by this distinction present unique challenges for managers.51

Financial resources for government and charity nonprofit organizations typically come from 
taxes, appropriations, grants, and donations rather than from the sale of products or services to 
customers. In businesses, managers focus on improving the organization’s products and services to 
increase sales revenues. In nonprofits, however, services are typically provided to nonpaying  clients, 
and a major problem for many organizations is securing a steady stream of funds to continue 
operating. Nonprofit managers, committed to serving clients with limited resources, must focus on 
keeping organizational costs as low as possible.52 Donors generally want their money to go directly 
to helping clients rather than for overhead costs. If nonprofit managers can’t demonstrate a highly 
efficient use of resources, they might have a hard time securing additional donations or government 
appropriations.

The roles defined by Mintzberg also apply to nonprofit managers, but they may differ some-
what. We might expect managers in nonprofit organizations to place more emphasis on the roles 
of spokesperson (to “sell” the organization to donors and the public), leader (to build a mission-
driven community of employees and volunteers), and resource allocator (to distribute government 
resources or grant funds that are often assigned top-down).

Managers in all organizations—large corporations, small businesses, and nonprofit 
 organizations—carefully integrate and adjust the management functions and roles to meet 
 challenges within their own circumstances and keep their organizations healthy.

Concept Connection
Despite having launched and sold several successful 

start-ups already, San Francisco–based small business 

owner Loïc Le Meur is still a hands-on kind of manager. 

His daily blog about the blogosphere and the Web in 

general is read by hundreds of thousands of people 

worldwide, and he is the chief organizer behind Europe’s 

largest annual tech conference, LeWeb.
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1-7 The Evolution of Management Thinking

John Bunch used to be a technical adviser at online retailer Zappos. Today, Bunch doesn’t have 
a title. No one at Zappos does. In the spring of 2015, Zappos did away with all job titles and 
 abolished the organizational hierarchy in favor of a radical system of self-management called 
 holocracy. No one has a supervisor, and employees voluntarily join various impermanent groups 
called circles, where they come up with their own job descriptions and decide what projects they 
will  undertake.53 Managers are watching to see how this extreme Theory Y approach will work 
at Zappos ( Theory Y will be explained in detail later in the chapter). Managers at a number of 
companies are embracing the trend toward less hierarchical, even bossless, organizations. At least 
18 organizations around the world, including French automotive components manufacturer FAVI; 
tomato processor  Morning Star, based in Woodland, California; and Spain’s diversified Mondragon 
Corporation, are operated as primarily bossless workplaces.54 Although some management and HR 
professionals and scholars question whether the bossless trend will last for long,55 it is interesting 
to note that some of these companies have been operating without traditional bosses for decades. 
When Jean-François Zobrist took over as CEO of FAVI in 1983, he eliminated two things: the 
personnel department and the bosses. “I have no idea what people are doing,” Zobrist told Fast 
Company magazine. He believes that since the people on the front lines are the ones with the exper-
tise to do the work, they are capable of working without someone looking over their shoulders.56

Some organizations will continue to operate with little or no hierarchy, and others will 
move toward a more hierarchical structure. Managers are always on the lookout for fresh ideas, 
 innovative management approaches, and new tools and techniques. Management philosophies 
and organizational forms change over time to meet new needs and respond to current challenges. 
The workplace of today is different from what it was 50 years ago—indeed, from what it was even 
10 years ago—yet historical concepts form the backbone of management education.57 In addi-
tion, some management practices that seem modern have actually been around for a long time. 
Techniques can gain and lose popularity because of shifting historical forces and the persistent 
need to balance human needs with the needs of production activities.58

1-8  The Historical Struggle: The Things of 
 Production versus the Humanity of Production

Studying history doesn’t mean merely arranging events in chronological order; it means develop-
ing an understanding of the impact of societal forces on organizations. Studying history is a way 
to achieve strategic thinking, see the big picture, and improve conceptual skills.

• Good management is just as important for small 

businesses and nonprofit organizations as it is for 

large corporations.

• Managers in these organizations adjust and inte-

grate the various management functions,  activities, 

and roles to meet the unique challenges they face.

• Managers in small businesses often see their most 

important roles as being a spokesperson for the 

business and acting as an entrepreneur.

• Managers in nonprofit organizations direct their 

efforts toward generating some kind of social 

impact rather than toward making money for the 

organization.

• Managers in nonprofit organizations often struggle 

with what constitutes effectiveness.

Remember This
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Exhibit 1.9 Management Perspectives over Time

1870

Classical
Perspective
(Things of

Production)

Humanistic Perspective
(Humanity of Production)

Systems Thinking

Contingency View

Total Quality Management

The Technology-Driven Workplace
(Big Data)

Social Business
(Social Media)

The People-Driven Workplace
(Bossless)

1880 1890 1900 1910 1920 1930 1940 1950 1960 1970 1980 1990 2000 2010 2020

Management practices and perspectives vary in response to social, political, and economic 
changes in the larger society.59 Exhibit 1.9 illustrates the evolution of significant management 
perspectives over time. The timeline reflects the dominant time period for each approach, but 
elements of each are still used in organizations today.60

One observation from looking at the timeline in Exhibit 1.9 is that the earliest focus of 
management (the classical perspective), well over a century ago, was on the things of produc-
tion. In other words, the needs of people were often ignored in the interest of higher production 
efficiency and profit. By the 1920s and 1930s, the needs of and positive treatment of employees 
were discovered as another path to efficiency and profit. Since then, there has been a struggle of 
sorts within management to balance a management preference toward “the things of produc-
tion” versus a preference toward “the humanity of production.”61 Exhibit 1.10 illustrates the 
management struggle between the desire for efficient production and the desire to meet human 
needs for greater motivation. When forces either outside or within the organization suggest a 
need for change to improve efficiency or effectiveness, managers have often responded with 
a technology- or numbers-oriented solution that makes people little more than cogs in a big 
machine. For instance, as the United States shifted from a world of small towns and small busi-
nesses to an industrialized network of cities and factories in the late nineteenth century, people 

Exhibit 1.10 The Tension between Historical Forces in Management Thinking

Organization

Focus on Things of Production:
Management focus is on production
efficiency via organization design
and workflow systems and control

Focus on Humanity of

Production: Management focus
is on meeting human needs for
greater motivation and
engagement to increase
effectiveness
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Drop Back and Punt Glenn Rink’s innovative product—

popcorn-like sponges for absorbing oil spills—received 

a cool reception in the 1990s. Corporate skeptics said 

that traditional skimming of oil off water remained 

the  preferred choice for disaster cleanup. Blocked 

by  resistance to his product, Rink, founder of 

Abtech  Industries, followed the historic and 

time- honored tradition of football teams, which 

sometimes need to drop back and punt before 

they can go on offense again.

Rink decided to focus on smaller-scale 

disasters instead. For more than a decade, Abtech 

Industries built a reputation for offering low-cost alterna-

tives to address the cleanup needs of cities struggling 

with a variety of water pollution problems. The strategy 

paid off. In 2011, a revitalized Abtech, maker of the Smart 

Sponge Plus, partnered with the huge company Waste 

Management Inc. as its exclusive North American dis-

tributor to cities, and oil cleanup orders began pouring in. 

To date, Smart Sponge Plus has been used in more than 

15,000 spill locations worldwide.

SOURCE: “Innovation #71: Glenn Rink, Founder of Abtech Industries,” Fast Company (June 

2012): 136 (part of “The 100 Most Creative People in Business 2012,” pp. 78–156).

Green Power

began looking at management as a set of scientific practices that could be measured, studied, and 
improved with machinelike precision (the classical perspective). Frederick Taylor wrote that the 
best management is a true science, resting upon clearly defined laws, rules, and principles. By the 
1920s, there was a minor rebellion against this emphasis on the quantifiable with a call for more 
attention to human and social needs (the humanistic perspective). In the first issue of the Harvard 
Business Review (1922), Dean Wallace B. Donham wrote that “the development, strengthening, 
and multiplication of socially-minded business men is the central problem of business.”62 This 
dilemma—the scientific numbers-driven push for greater productivity and profitability and the 
call for more humanistic, people-oriented management—has continued to the present day.

• Managers are always on the lookout for new 

 techniques and approaches to meet shifting 

 organizational needs.

• Looking at history gives managers a broader 

 perspective for interpreting and responding to 

 current opportunities and problems.

• Management and organizations are shaped by 

forces in the larger society.

• The struggle to balance “the things of production” 

with the “humanity of production” has continued 

from the nineteenth century to today.

Remember This

1-9 Classical Perspective

The practice of management can be traced to 3000 b.c., to the first government organizations 
developed by the Sumerians and Egyptians, but the formal study of management is relatively 
recent.63 The early study of management as we know it today began with what is now called the 
classical perspective.

The classical perspective on management (primary focus on the things of production) emerged 
during the nineteenth and early twentieth centuries. The factory system that began to appear 
in the 1800s posed challenges that earlier organizations had not encountered. Problems arose 
in tooling the plants, organizing managerial structure, training employees (many of them non-
English-speaking immigrants), scheduling complex manufacturing operations, and dealing with 
increased labor dissatisfaction and resulting strikes.

These myriad new problems and the development of large, complex organizations demanded 
a new approach to coordination and control, and a “new sub-species of economic man—the 
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salaried manager”64—was born. Between 1880 and 1920, the 
number of professional managers in the United States increased 
from 161,000 to more than 1 million.65 These professional man-
agers began developing and testing solutions to the mounting 
challenges of organizing, coordinating, and controlling large 
numbers of people and increasing worker productivity. Thus 
began the evolution of modern management with the classical 
perspective.

This perspective contains four subfields, each with a slightly 
different emphasis: scientific management, bureaucratic orga-
nizations, administrative principles, and management science.66

1-9a Scientific Management

Scientific management emphasizes scientifically determined 
jobs and management practices as the way to improve efficiency 
and labor productivity. In the late 1800s, a young engineer, 
Frederick Winslow Taylor (1856–1915), proposed that work-
ers “could be retooled like machines, their physical and mental 
gears recalibrated for better productivity.”67 Taylor insisted that 
improving productivity meant that management itself would 
have to change and, further, that the manner of change could 
be determined only by scientific study; hence, the label scientif ic 
management emerged. Taylor suggested that decisions based on 
rules of thumb and tradition be replaced with precise procedures 
developed after careful study of individual situations.68

The scientific management approach is illustrated by the 
unloading of iron from rail cars and reloading finished steel for 
the Bethlehem Steel plant in 1898. Taylor calculated that with the correct movements, tools, and 
sequencing, each man was capable of loading 47.5 tons per day instead of the typical 12.5 tons. He 
also worked out an incentive system that paid each man $1.85 a day for meeting the new standard, 
an increase from the previous rate of $1.15. Productivity at Bethlehem Steel shot up overnight.

Although known as the father of scientific management, Taylor was not alone in this area. Henry 
Gantt, an associate of Taylor’s, developed the Gantt chart, a bar graph that measures planned and 
completed work along each stage of production by time elapsed. Two other important pioneers 
in this area were the husband-and-wife team of Frank B. and Lillian M. Gilbreth. Frank B. 
Gilbreth (1868–1924) pioneered time and motion study and arrived at many of his management 
techniques independently of Taylor. Gilbreth stressed efficiency and was known for his quest for 
the one best way to do work. Although he is known for his early work with bricklayers, his work 
had great impact on medical surgery by drastically reducing the time that patients spent on the 
operating table. Surgeons were able to save countless lives through the application of time and 
motion study. Lillian M. Gilbreth (1878–1972) was more interested in the human aspect of work. 
When her husband died at the age of 56, she had 12 children ages 2 to 19. The undaunted “first 
lady of management” went right on with her work. She presented a paper in place of her late 
husband, continued their seminars and consulting, lectured, and eventually became a professor 
at Purdue University.69 She pioneered in the field of industrial psychology and made substantial 
contributions to human resource management.

Exhibit 1.11 shows the basic ideas of scientific management. To use this approach, managers 
should develop standard methods for doing each job, select workers with the appropriate abilities, 
train workers in the standard methods, support workers and eliminate interruptions, and provide 
wage incentives.

The ideas of scientific management that began with Taylor dramatically increased productivity 
across all industries, and they are still important today. Indeed, the idea of engineering work for 
greater productivity has enjoyed a renaissance in the retail industry. Supermarket chains such as 
Meijer Inc. and Hannaford, for example, use computerized labor waste elimination systems based 
on scientific management principles. The system breaks down tasks such as greeting a customer, 

Concept Connection
Automaker Henry Ford made extensive use of Frederick 

Taylor’s scientific management techniques, as illustrated by 

this automobile assembly line at a Ford plant circa 1930. Ford 

replaced workers with machines for heavy lifting and moving 

autos from one worker to the next. This reduced worker hours 

and improved efficiency and productivity. Under this system, 

a Ford car rolled off the assembly line every 10 seconds.
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Exhibit 1.11 Characteristics of Scientific Management

Developed standard method for performing each job
Selected workers with appropriate abilities for each job
Trained workers in standard methods
Supported workers by planning their work and eliminating interruptions
Provided wage incentives to workers for increased output

General

Approach

Demonstrated the importance of compensation for performance
Initiated the careful study of tasks and jobs
Demonstrated the importance of personnel selection and training

Contributions

Did not appreciate the social context of work and higher needs of workers
Did not acknowledge variance among individuals
Tended to regard workers as uninformed and ignored their ideas and
suggestions

Criticisms

working the register, scanning items, and so forth into quantifiable units and devises standard 
times for completing each task. Executives say the computerized system has allowed supermarket 
managers to staff stores more efficiently because people are routinely monitored by computer and 
are expected to meet strict standards.70

A Harvard Business Review article discussing innovations that shaped modern management 
puts scientific management at the top of its list of 12 influential innovations. Indeed, the ideas 
of creating a system for maximum efficiency and organizing work for maximum productivity are 
deeply embedded in our organizations.71 However, because scientific management ignores the 
social context and workers’ needs, it can lead to increased conflict and clashes between managers 
and employees. The United Food and Commercial Workers Union, for instance, filed a griev-
ance against Meijer in connection with its cashier-performance system. Under such performance 
management systems, workers often feel exploited—a sharp contrast from the harmony and 
cooperation that Taylor and his followers had envisioned.

1-9b Bureaucratic Organizations

A systematic approach developed in Europe that looks at the organization as a whole is the 
bureaucratic organizations approach, a subfield within the classical perspective. Max Weber 
(1864–1920), a German theorist, introduced most of the concepts on bureaucratic 
organizations.72

During the late 1800s, many European organizations were managed on a personal, family-like 
basis. Employees were loyal to a single individual rather than to the organization or its mission. 
The dysfunctional consequence of this management practice was that resources were used to 
realize individual desires rather than organizational goals. Employees in effect owned the orga-
nization and used resources for their own gain rather than to serve customers. Weber envisioned 
organizations that would be managed on an impersonal, rational basis. This form of organiza-
tion was called a bureaucracy. Exhibit 1.12 summarizes the six characteristics of bureaucracy as 
specified by Weber.

Weber believed that an organization based on rational authority would be more efficient 
and adaptable to change because continuity is related to formal structure and positions rather 
than to a particular person, who may leave or die. To Weber, rationality in organizations meant 
employee selection and advancement based not on whom you know, but rather on competence 
and technical qualifications, which are assessed by examination or according to specific training 
and experience. The organization relies on rules and written records for continuity. In addition, 

“Students would be 

more likely to have a 

positive impact on the 

future of management 

if they were more 

engaged with the 

 history and traditions 

of management—

particularly that of a 

German sociologist 

[Weber] who died 

nearly 100 years ago.”

—STEPHEN CUMMINGS AND 

TODD BRIDGMAN, VICTORIA 

UNIVERSITY OF WELLINGTON, 

NEW ZEALAND
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rules and procedures are impersonal and applied uniformly to all employees. Distinct definitions 
of authority and responsibility and clearly defined duties create a clear division of labor. Positions 
are organized in a hierarchy, with each position under the authority of a higher one. The manager 
gives orders successfully not on the basis of his or her personality, but on the legal power invested 
in the managerial position.

The term bureaucracy has taken on a negative meaning in today’s organizations and is 
 associated with endless rules and red tape. We have all been frustrated by waiting in long lines 
or following seemingly silly procedures. However, the value of bureaucratic principles is still 
evident in many organizations, such as United Parcel Service (UPS), sometimes nicknamed 
Big Brown.

UPS UPS is the largest package delivery company in the world and a leading global  provider of 
specialized transportation and logistics services. The company operates in more than 200  countries 
and territories worldwide.

Why has UPS been so successful? One important factor is the concept of bureaucracy. UPS 
operates according to strict rules and regulations. New drivers attend intensive training courses 
and have to memorize the company’s more than 600 mandatory “methods,” which include guide-
lines such as checking the mirrors every five to eight seconds and leaving one full car length in 
front when stopping. These employees learn precise steps for how to deliver a package correctly, 
such as how to load the truck, how to fasten their seat belts, how to walk, and how to carry their 
keys. Specific safety rules apply to drivers, loaders, clerks, and managers. Strict dress codes are 
enforced—clean uniforms (called browns), every day, black or brown polished shoes with nonslip 
soles, no beards, no hair below the collar, no tattoos visible during deliveries, and so on. Managers 

SOURCE: Adapted from Max Weber, The Theory of Social and Economic Organizations, ed. and trans. A. M. Henderson and Talcott Parsons (New York: Free Press, 1947), pp. 328–337.

Exhibit 1.12 Characteristics of Weberian Bureaucracy

Division of labor,
with clear definitions

of authority and
responsibility

Positions organized in a
hierarchy of authority

Managers subject to
rules and procedures that

will ensure reliable,
predictable behavior

Management separate
from the ownership of the

organization

Administrative acts
and decisions recorded

in writing

Personnel selected and
promoted based on

technical qualifications
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are given copies of policy books with the expectation that they will use them regularly, and memos 
on various policies and rules circulate by the hundreds every day.

UPS has a well-defined division of labor. Each plant consists of specialized drivers, load-
ers, clerks, washers, sorters, and maintenance personnel. UPS thrives on written records, and 
it has been a leader in using new technology to enhance reliability and efficiency. Drivers use 
delivery-information acquisition devices that record the time and location of all deliveries, 
and more than 200 sensors on each delivery truck track everything from backup speeds to 
seat-belt use. Technical qualification is the criterion for hiring and promotion. Current CEO 
David Abney began his career as a part-time package loader while in college and worked his 
way up the hierarchy. The bureaucratic model works just fine at UPS, “the tightest ship in the 
shipping business.”73

As this example shows, there are positive as well as negative aspects associated with bureau-
cratic principles. Weber also struggled with the good and bad sides of bureaucracy.74 Although he 
perceived bureaucracy as a threat to basic personal liberties, he recognized it as the most efficient 
and rational form of organizing. Rules and other bureaucratic procedures provide a standard way 
of dealing with employees. Everyone gets equal treatment, and everyone knows what the rules 
are. Almost every organization needs to have some rules, and rules multiply as organizations grow 
larger and more complex. Some examples of rules governing employee behavior in a furniture 
manufacturing company, for example, might include:75

• Employees must wear protective eye and ear equipment when using machines.
• Employees must carry out any reasonable duty assigned to them, including shop 

maintenance.
• Employees must maintain an accurate time sheet, which shows job and activity.
• The following will be considered causes for dismissal: excessive tardiness or absenteeism; 

willful damage to equipment; continual careless or unsafe behavior; theft; being under 
the influence of alcohol or illegal drugs while at work.

1-9c Administrative Principles

Another major subfield within the classical perspective is known as the administrative principles 
approach. Whereas scientific management focuses on the productivity of the individual worker, 
the administrative principles approach focuses on the total organization. A major contribu-
tor to this approach was Henri Fayol (1841–1925), a French mining engineer who worked his 
way up to become head of a large mining group known as Comambault. Pieces of Comambault 
survive today as part of ArcelorMittal, the world’s largest steel and mining company. In his later 
years, Fayol wrote about his concepts on administration, based largely on his own management 
experiences.76

In his most significant work, General and Industrial Management, Fayol discussed 14  general 
principles of management, several of which are part of management philosophy today. For 
example:

• Unity of command. Each subordinate receives orders from one—and only one—superior.
• Division of work. Managerial work and technical work are amenable to specialization to 

produce more and better work with the same amount of effort.
• Unity of direction. Similar activities in an organization should be grouped together under 

one manager.
• Scalar chain. A chain of authority extends from the top to the bottom of the organization 

and should include every employee.

Fayol felt that these principles could be applied in any organizational setting. He also identified 
five basic functions or elements of management: planning, organizing, commanding, coordinating, 
and controlling. These functions underlie much of the general approach to today’s management 
theory.
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