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xviii

I wrote the first edition of this book years before professors and the Association to 
Advance Collegiate Schools of Business (AACSB) called for material that engaged stu-
dents in applying the concepts and developing skills both in and out of the classroom 
and online. Students back then and now want more than just an understanding of the 
concepts of management. They also want skills they can use in their everyday lives 
and at work. Students want to learn how to succeed in today’s business environment. 
This is why I wrote the first edition of this book back in 1997. I believe I wrote the first 
full-color, hardcover management book that included applications and skills material 
in the textbook. Today it’s the norm, but almost all authors have others add the applica-
tion and skills material along with answers in the instructor guide. Whereas, from the 
start, I developed all the material to ensure a seamless integration ensuring the highest 
quality and quantity of application and skills material, as well as the answers in the 
instructor resource manual.

If you look at the textbooks over time, they keep getting smaller as authors cut out 
material. When writing this ninth edition, I decided to set a higher standard. I’ve actu-
ally added more material while making the text more concise and completely updated 
it with even more focus on succeeding as a non-manager by adding more than 1,750 
new references for a total of more than 2,300 references. I’ve also added more than 782 
new company examples, and approximately 80% of the references are new. Compare 
the contents to any major competitor, and you will find that, as reviewers consistently 
say, the real difference is that I offer the most updated referenced content with superior 
quantity and quality application and skill-development options that engage millenni-
als and Generation Z.

I personally developed the total package to have the following competitive advantages:

•  A unique “how-to-manage” approach with a focus on personal advice for how 
to succeed in today’s changing business environment of shared leadership

•  Eight types of high-quality application materials using the concepts to 
develop critical-thinking skills

•  Five types of high-quality skill-building exercises to develop management 
skills that can be used in students’ professional and personal lives

•  A flexible package—with all these features, instructors can design the course 
by selecting the features that meet their needs

•  A lower price to students than major competitors

DESIGNED TO MEET A  
VARIETY OF LEARNING STYLES
Today’s students need to be engaged. My text is very flexible and can be used with the 
traditional lecture method. But it also offers a wide range of engaging activities to select 
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from that best meet professors’ and students’ goals and preferred teaching/learning 
styles. Many of the specific learning preferences of millennials and Generation Z have 
been addressed in the book’s overall approach, organization, and distinctive features.

•  Active Learning. A design for active learning is addressed with a wide 
variety of application activities and skill-building tools that can be used 
immediately in their own lives.

•  Practical Approach. Students are provided with immediate feedback and 
ongoing self-assessment opportunities found in the Work Application, Applying 
the Concept, and Self-Assessment features. Organizational tools such as 
checklists, summaries, and “how-to” instructions are integrated throughout.

•  Accessible Content. Text material presents management concepts followed 
by application material so that students can break up the reading while 
applying the concepts and getting feedback. The boxed items do not merely 
ask students to passively read an example—they engage the student to come 
up with an answer. Content is chunked into easily digested segments to help 
students process new ideas and concepts.

•  Online Resources. The text is accompanied by a password-protected 
instructor website and an open-access student website (see the following for 
more details). Also, while all the elements in the text are designed to be used 
by individuals, they can also be used in group settings, making Management 
Fundamentals an ideal text for online courses.

INTEGRATED THREE-PRONGED  
APPROACH
As the title of this book implies, it involves a balanced, three-pronged approach to the 
curriculum:

1. A clear understanding of management concepts

2. The application of management concepts for critical thinking in the real world

3. The development of management skills

I wrote this text and its supporting ancillary package to support these three distinct 
but integrated parts. This text follows a management-functions approach, covering all 
the traditional concepts and current topics. The applications develop students’ critical 
thinking skills, requiring students to apply specific concepts to their own work experi-
ence (volunteer, part time, summer, or full time), to short situations, and to cases. In addi-
tion, this text meets the challenge of the AACSB call for skills development. Because I 
wrote almost every exercise and application in the package, the material is completely 
integrated to create a seamless experience in the classroom or online.

The three key elements of concepts, applications, and skills are integrated through-
out the chapters. However, they are identified clearly and are delineated in some detail 
for your reference in this preface and in Chapter 1. Recognizing the diverse needs of 
students and faculty, they can be used flexibly to fit any course. Instructors can create 
their course by using only features that fit with their objectives in class or online.

My goal is to successfully engage students and instructors in and out of the class-
room by providing learning features that not only teach about management but also 
help students succeed in the changing business environment.

CONCEPTS
This text covers all key management topics and concepts. It is comprehensive  
in scope, as shown by the detailed Learning Objectives at the front of each chapter. 
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Each outcome is reinforced and identified throughout the chapter. Key terms are 
bolded to emphasize the vocabulary of management for students.

Trends and Issues in Management

This text is not cluttered with extraneous boxes. Instead, current topics as described 
by the AACSB, including globalization, diversity, technology, ethics, social responsibil-
ity, and sustainability, are covered throughout the chapters. Further, each chapter ends 
with the section “Trends and Issues in Management” to apply each of these topics as 
they relate to the chapter contents.

End-of-Chapter Material Reinforcement of Concepts

Each chapter ends with a Chapter Summary that reinforces every Learning Objective. 
A Key Term Review section enables the readers to quiz themselves on the definitions, 
making it an active glossary. In addition, each chapter includes an average of 13 Review 
Questions to support and reinforce the key concepts that appear in the chapters.

APPLICATIONS
Powerful learning takes place when theory is put within the context of the real world. 
Using this text, students are challenged to apply the concepts they learn to actual busi-
ness situations, especially as they have experienced them personally. Students must 
think critically as they apply specific concepts to their own work experience, short sit-
uations, and cases.

Ideas on Management Opening Cases

At the beginning of each chapter, information about an actual manager and organi-
zation is presented. The case is followed by four to eight questions to get students 
involved. Throughout the chapter, the answers to the questions are given to illustrate 
how the organization actually uses the text concepts to create opportunities and solve 
problems through decision making. The students get a real-world example illustrated 
extensively throughout the chapter, beginning with the opening pages.

Real-World Examples

People, company, and brand examples illustrate how organizations use the text con-
cepts. There are more than 750 new examples, with an average of 52 per chapter. Text 
concepts come alive as students see how actual organizations use them to succeed. 
Companies featured include Netflix, Airbnb, Google, and Apple, among many others. 
The organization names are highlighted throughout the text in bold font. A company 
index is also provided.

Work Applications

Open-ended questions called Work Applications require students to explain how 
the text concepts apply to their own work experience; these are strategically placed 
throughout the text with additional questions presented online. Student experience 
can be present, past, summer, full-time or part-time employment, or volunteer work. 
The questions help students bridge the gap between theory and their real world.

Applying the Concept

Every chapter contains a series of an average of five Applying the Concept boxes that 
require the student to determine the management concept being illustrated in a specific 
short example. There are more than 500 objective questions, 29 to 50 per chapter with an 
average of 38 per chapter. There are six new boxes and 98 new questions. All the prior 
boxes are revised in the ninth edition for development of student critical-thinking skills.
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Join the Discussion: Ethics and Social 

Responsibility Dilemmas

There are 40 ethical dilemma boxed items, with at least two to three included per 
chapter. Many of the dilemmas include information from companies such as Gap and 
JetBlue Airways. Each dilemma has two to four questions for critical thinking and 
possible class or online discussion.

End-of-Chapter Cases

Following the review and communication questions, students are presented with 
two cases of an actual manager or organization. Case questions require the student 
to apply management practices and concepts to the actual organization. Chapters 2 
through 15 also include cumulative case questions that relate case material to con-
cepts from prior chapters. Thus, students continually review and integrate concepts 
from previous chapters.

SKILL DEVELOPMENT
The difference between learning about management and learning to be a manager is 
the acquisition of skills. This text focuses on skill development so students can use 
what they learn in their personal lives and on the job. The skill material is integrated 
throughout the text, but instructors can choose how to incorporate the material into 
their classroom or online experience—individually or as groups, inside the class or as 
outside group projects.

Students can actually develop a skill that can be used on the job. The features 
listed in the following paragraphs include true skill building, such as step-by-step 
models and skill-building exercises. Other features also support skill building, such as 
self-assessments and group exercises.

Step-by-Step Models

The book contains approximately 25 detailed sets of how-to steps for handling day-
to-day management functions. They are integrated into the context of the chapter or 
skill-building exercise being taught. For example, models teach students how to set 
objectives and priorities; how to select a management style; how to deal with power and 
organizational politics; how to handle a conflict and complaint; how to motivate, lead, 
and communicate; and how to coach and discipline employees. This feature directly 
teaches students how to be managers.

Skill Builders

Chapters contain an average of three Skill Builders, all of which have been class tested 
to be the best found in any text on the market. Full support of more than 45 experien-
tial exercises can be found in the Instructor’s Manual, including detailed information, 
timing, answers, and so on. All exercises and their uses are optional in the classroom or 
online. There are three primary types of exercises:

1. Individual Focus: Around half are those in which participants are required 
to make individual decisions prior to or during class. These answers can be 
shared in class or online for discussion, or the instructor may elect to go over 
recommended answers.

2. Group Focus: Around a quarter are those in which participants discuss the 
material presented and may select group answers.

3. Role-Play Focus: Around a quarter are those in which participants are 
presented with a model and given the opportunity to use the model, usually 
in groups of two or three.
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Self-Assessments

Scattered throughout the text are more than 25 Self-Assessments, at least one per chap-
ter, with four new ones added to this edition. Students complete these assessments to 
gain personal knowledge. All information for completing and scoring the assessments 
is contained within the text. Many of the assessments are tied to exercises within the 
book, thus enhancing the impact of the activities.

Communication Skills

There are approximately 150 critical-thinking questions (an average of 10 per chapter) 
that can be used for class discussion and/or written assignments to develop commu-
nication skills.

NEW TO THE NINTH EDITION
I started this revision, like prior editions, thinking that since the last edition was a sub-
stantial update, this one would go quickly. Some 400-plus hours later, I’m surprised that 
I made so many updates that really improve each new edition. A major reason is that I 
read multiple publications searching for current reference-based improvements. Here 
are the major changes:

•  There are more than 1,750 new references, with an average of 119 new 
references with a total of more than 150 per chapter. The theory comes 
primarily from Academy of Management articles.

•  There are more than 750 new people’s names, brands, and company 
examples, coming from BusinessWeek, Forbes, Fortune, The Wall Street 
Journal, Entrepreneur, INC., and others.

•  The AACSB competencies have been updated to the 2019 standards.

•  Every “Trends and Issues in Management” section has at least 50% new 
updated material on Globalization and Diversity; Technology; and Ethics, 
CSR, and Sustainability.

•  There are six new boxes and 98 new Applying the Concept questions for a total 
of more than 500 with an average of 34 questions per chapter. There are four 
new self-assessments (32 total) and one skill-building exercise (48 total).

•  Ten (66%) of the opening cases are new, and all the others have been updated.

•  Eight (60%) of the longer end-of-chapter cases are new, and all the others 
have been updated. The cases that have been replaced are still in the 
Instructor’s Manual for those who want to continue to use them.

•  Some of the Work Applications have been removed from the print book. These 
will remain in the Instructor Manual for your continued use in your course.

•  The Learning Objectives in all chapters have been revised to be more properly 
stated pedagogically and to better align with the topic headings within the chapters.

•  The headings in some chapters have been revised to reflect a better 
organization and to better align with Learning Objectives.

The Test Bank continues to measure application and skill development, and the 
AACSB competencies tested are also identified.

Here are the changes for each chapter.

Chapter 1. Management and Its History

•  New chapter-opening case on Jamie Dimon of JPMorgan Chase.

•  New end-of-chapter case on Indra Nooyi of PepsiCo.
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•  There is a new introduction to the chapter to help students realize the relevance 
of the course in developing skills they can use in their personal and professional 
lives.

•  There is a new Self-Assessment 1-2 to help student understand their career 
readiness in eight skills that employers are looking for in hew hires.

•  The Trends and Issues in Management section has been rewritten with all new 
references, and it now better identifies the trends in globalization, diversity, 
technology, ethics, and social responsibility.

Chapter 2. The Environment:  

Culture, Ethics, and Social Responsibility

•  Chapter-opening case has been updated.

•  The longer end-of-chapter case has been updated.

•  The external environment has been expanded from simply listing and defining 
the nine factors to include a company example of each factor.

•  There is a new Exhibit 2-5 to define the three levels of moral development.

•  The Trends and Issues in Management section has more than 50% new material 
with all new references. Trends include the sharing economy and the UN Global 
Compact.

Chapter 3. Managing Diversity  

in a Global Environment

•  The chapter-opening case has been updated.

•  The longer end-of-chapter case has been updated.

•  The diversity (U.S. and global) data changes fast and has been updated 
throughout.

•  The Age and Generational Diversity section has been completely rewritten 
and now includes a focus on stereotypes about all age groups, not just 
older workers. Exhibit 3-6 has been revised and updated to include 
Generation Z.

•  The section Diversity of Gender now has three new headings: job gender 
stereotype, gender leadership stereotype and discrimination, and women helping 
women advance.

•  The Managing Diversity Through Inclusion section has been updated and 
includes new terms: sponsor, shadow program, and inclusion council.

•  There is a new Self-Assessment 3-2, How Do Your Views on Gender Compare 
With Those of Other Americans? There is a new Self-Assessment 3-4, a U.S. 
Religious Knowledge Quiz.

•  The Trends and Issues in Management section has more than 80% new material 
with all new references. Trends include AI, privacy, and security.

Chapter 4. Creative Problem  

Solving and Decision Making

•  New chapter-opening case discusses the NBA.

•  New end-of-chapter case on Peloton.

•  New coverage of algorithms and big data and how cognitive bias affects rational 
decision making.
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•  There is a new Self-Assessment 4-2, Algorithm Attitudes, to identify student 
attitudes about the use of algorithms.

•  The Trends and Issues in Management section has more than 50% new material 
with all new references. Trends include cybersecurity.

Chapter 5. Strategic and Operational Planning

•  New Ideas on Management discusses Ultimate Fighting Championship (UFC).

•  New brief case on Netflix.

•  This chapter has been reorganized by moving the multitasking section to Chapter 7.

•  In the Standing Plans section, there is a new discussion of organizational 
governance.

•  Contingency Plans and Crisis is a new heading that includes crises with increased 
discussion of crisis prevention.

•  The Trends and Issues in Management section has more than 75% new material 
with all new references. Trends include Blue Ocean Strategy, global crisis, and 
safety.

Chapter 6. Managing Change, Innovation, 

and Entrepreneurship

•  The opening case has been updated.

•  New end-of-chapter case on Walmart.

•  The Forms of Change section has been expanded to better differentiate 
incremental and disruptive change with new examples.

•  The Entrepreneurship section has new coverage on The Entrepreneurial Mind-
Set, Entrepreneurial Orientation, Opportunity Recognition and Exploitation, 
Entrepreneurial Activity, feasibility studies, and crowdfunding.

•  The Trends and Issues in Management section has more than 75% new material 
with all new references. Trends include AI and Blue Ocean Strategy.

Chapter 7. Organizing and Delegating Work

•  The opening case has been updated.

•  This chapter has a reorganization and now includes coverage of multitasking.

•  The smartphones section has been updated and now discusses how they lead to 
brain drain.

•  The Trends and Issues in Management section has more than 75% new material 
with all new references.

Chapter 8. Managing Teamwork

•  The opening case has been replaced and now covers the Mayo Clinic.

•  The Group Roles section self-interest roles now includes entitlement.

•  The Performing stage of group development now includes a discussion of good 
citizen identity—using organizational citizenship behavior (OCB).

•  The Globalization and Diversity section now includes the term multicultural 
teams (MCTs). The Technology section now includes definitions and examples for 
Trello boards and chatbots.

•  The Trends and Issues in Management section has more than 50% new material 
with all new references.
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Chapter 9. Human Resources Management

•  The opening case has been replaced and covers sexual harassment at  
Fox News.

•  The longer end-of-chapter case has been replace with a new case on Wegmans.

•  New discussion of incivility and bullying, Harvey Weinstein and the #MeToo 
movement, and sexual harassment in the workplace.

•  New and expanded discussions on culture fit, turnover, and reasons for 
separating.

•  The entire technology section in Trends and Issues in Management has 
been rewritten, and more than 70% of the material is new, including all-new 
references.

Appendix

•  Expands the discussion of career planning and development by adding to the 
discussion of preferences, planning, and control.

•  Updated section on pre-job search considerations.

•  Revamped résumé and cover letter section.

•  Expanded discussion of interview tips.

•  Expanded discussion of networking, including a discussion of personality 
characteristics and networking.

Chapter 10. Organizational Behavior:  

Power, Politics, Negotiation, Con�ict, and Stress

•  The opening case has been replaced and covers Nissan.

•  The longer end-of-chapter case has been replaced with College Politics.

•  The Goals of OB section has been expanded to provide more detail of the 
importance of OB and to briefly discuss culture and OB.

•  The Attitude section now includes the negative effects of abusive supervision.

•  The entire technology section in Trends and Issues in Management has  
been rewritten, and more than 50% of the material is new, with all-new 
references.

Chapter 11. Motivating for High Performance

•  The opening case has been updated.

•  New end-of-chapter case on Coca-Cola.

•  New section, Motivating Takes More Than Money.

•  The Two-Factor theory heading now includes self-determination theory.

•  There is a new Exhibit 11-5 Expectancy Theory to illustrate the motivation 
formula.

•  In the Trends and Issues in Management section, a technology section has been 
added and the ethics discussion has been greatly expanded.

Chapter 12. Leading With In�uence

•  New chapter-opening case on Mary Barra’s leadership at GM.

•  New end-of-chapter case on Virgin Group.
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•  The first section is now Leadership and Trust. The subsection, The Importance 
of Leadership, has been rewritten with all new updated references.

•  New coverage of introverts as leaders, employee voice, team-member exchange 
(TMX), strategic leadership, the 4I components of transformational leadership, 
and the façade of conformity.

•  In the Trends and Issues in Management Globalization and Diversity section, 
Generation Z has been added. The entire Technology and Ethics and CSR sections 
have been rewritten, and more than 50% of the material is new, with all-new 
references.

Chapter 13. Communication, Information 

Technology, and Emotional Intelligence

•  New opening case on Oprah Winfrey.

•  New end-of-chapter case on 3M.

•  New coverage of digitalization of information, privacy and cybersecurity, types of 
information systems, mindfulness, and emotional competence.

•  There is a new introduction to the Criticism section discussing the relationship 
among communication, feedback, emotions, and criticism.

•  There is a new Self-Assessment Exercise 13-2, Your Preferred Response Style.

•  The Trends and Issues in Management section has been updated with more than 
50% new material, including a discussion of lying and how to identify when people 
are lying to you.

Chapter 14. Managing Control  

Systems, Finances, and People

•  The opening case has been updated

•  New end-of-chapter case on Sears Holdings Corporation.

•  The introduction to the chapter has been rewritten to explain the interrelationship 
between planning and controlling.

Chapter 15. Operations, Quality, and Productivity

•  New opening case on H&M.

•  New end-of-chapter case on Sony.

•  New coverage and expanded coverage of Design Thinking, Value Chain 
Management, and Kaizen.

DIGITAL RESOURCES: A COMPLETE 
TEACHING AND LEARNING PACKAGE

Engage, Learn, Soar with SAGE vantage, an intuitive digital platform that delivers 
Management Fundamentals, Ninth Edition textbook content in a learning expe-
rience carefully designed to ignite student engagement and drive critical thinking. 
With evidence-based instructional design at the core, SAGE vantage creates more 
time for engaged learning and empowered teaching, keeping the classroom where it 
belongs—in your hands.
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Easy to access across mobile, desktop, and tablet devices, SAGE vantage enables 
students to engage with the material you choose, learn by applying knowledge, and 
soar with confidence by performing better in your course.

Highlights include:

•  eReading Experience. Makes it easy for students to study wherever they 
are—students can take notes, highlight content, look up definitions, and more!

•  Pedagogical Scaffolding. Builds on core concepts, moving students from 
basic understanding to mastery.

•  Confidence Builder. Offers frequent knowledge checks, applied-learning 
multimedia tools, and chapter tests with focused feedback to assure students 
know key concepts.

•  Time-Saving Flexibility. Feeds auto-graded assignments to your gradebook, 
with real-time insight into student and class performance.

•  Quality Content. Written by expert authors and teachers, content is not 
sacrificed for technical features.

•  Honest Value. Affordable access to easy-to-use, quality learning tools 
students will appreciate.

Favorite SAGE vantage features:

•  3-step course setup is so fast you can complete it in minutes!

•  Control over assignments, content selection, due dates, and grading 
empowers you to teach your way.

•  Quality content authored by the experts you trust.

•  eReading experience makes it easy to learn and study by presenting content 
in easy-to-digest segments featuring note-taking, highlighting, definition 
look-up, and more.

•  LMS integration provides single sign-on with streamlined grading 
capabilities and course management tools.

•  Auto-graded assignments include:

{  formative knowledge checks for each major section of the text that quickly 
reinforce what students have read and ensure they stay on track;

{  dynamic, hands-on multimedia activities that tie real world examples and 
motivate students to read, prepare for class;

{  summative chapter tests that reinforce important themes

{  reflective self-assessments allowing students to determine their 
individual behaviors and values; and

{  helpful hints and feedback (provided with all assignments) that offer 
context and explain why an answer is correct or incorrect, allowing 
students to study more effectively.

•  Compelling polling questions bring concepts to life and drive meaningful 
comprehension and classroom discussion.

•  Critical thinking checks consist of short-answer questions providing 
application and reflection opportunities connected to key concepts.

•  Instructor reports track student activity and provide analytics so you can 
adapt instruction as needed.

•  A student dashboard offers easy access to grades, so students know exactly 
where they stand in your course and where they might improve.

•  Honest value gives students access to quality content and learning tools at a 
price they will appreciate.
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SAGE coursepacks for Instructors

The SAGE coursepack for Management Fundamentals, Ninth Edition makes it easy to 
import our quality instructor materials and student resources into your school’s learn-
ing management system (LMS), such as Blackboard, Canvas, Brightspace by D2L, or 
Moodle. Intuitive and simple to use, SAGE coursepack allows you to integrate only 
the content you need, with minimal effort, and requires no access code. Don’t use an 
LMS platform? You can still access many of the online resources for Management 
Fundamentals, Ninth Edition via the SAGE edge site.

Available SAGE content through the coursepack includes:

•  Pedagogically robust assessment tools that foster review, practice, 
and critical thinking and offer a more complete way to measure student 
engagement, including:

{  Diagnostic coursepack chapter quizzes that identify opportunities for 
improvement, track student progress, and ensure mastery of key learning 
objectives.

{  Test banks built on Bloom’s taxonomy that provide a diverse range of test 
items. Test bank questions are also correlated to the AACSB standards.

{  Activity and quiz options that allow you to choose only the assignments 
and tests you want.

•  Editable, chapter-specific PowerPoint® slides that offer flexibility when 
creating multimedia lectures so you don’t have to start from scratch but can 
customize to your exact needs.

•  Instructions on how to use and integrate the comprehensive assessments 
and resources provided.

SAGE edge is a robust online environment featuring an impressive array of tools 
and resources for review, study, and further exploration, keeping both instructors 
and students on the cutting edge of teaching and learning. SAGE edge content is 
open access and available on demand. Learning and teaching has never been easier!

SAGE edge for Students at http://edge.sagepub.com/lussier9e provides a 
personalized approach to help students accomplish their coursework goals in an 
easy-to-use learning environment.

•  Learning objectives reinforce the most important material

•  Mobile-friendly eFlashcards strengthen understanding of key terms and 
concepts, and make it easy to maximize your study time, anywhere, anytime.

•  Mobile-friendly practice quizzes allow you to assess how much you’ve learned 
and where you need to focus your attention.

•  Carefully selected video resources and articles bring concepts to life, are 
tied to learning objectives, and make learning easier.

SAGE edge for Instructors at http://edge.sagepub.com/lussier9e supports teaching 
by making it easy to integrate quality content and create a rich learning environment 
for students.

•  The test bank, is built on Bloom’s taxonomy, the book’s learning objectives, 
and AACSB (Association to Advance Collegiate Schools of Business) 
standards. Each question is tagged with this information, along with answer 
location and difficulty level. Containing multiple-choice, true/false, and 
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essay questions for each chapter, the test bank provides you with a diverse 
range of prewritten options as well as the opportunity for editing any 
question and/or inserting your own personalized questions to effectively 
assess students’ progress and understanding.

•  Sample course syllabi provide suggested models for structuring your course.

•  Editable, chapter-specific PowerPoint slides offer complete flexibility for 
creating a multimedia presentation for the course, so you don’t have to start 
from scratch but can customize to your exact needs.

•  An instructor’s manual written by the author, Robert N. Lussier, was 
designed to ensure that every faculty member would receive complete, 
integrated support for teaching. The manual contains the following for each 
chapter of the book: Work Application student sample answers, Review 
Questions and Communication Skills answers, Applying the Concept 
answers, and Join the Discussion support materials.

•  Case Notes, Class Activities, Skill Builder Answers (including setup and 
timing), and Lecture Notes are available as separate documents and for 
downloading.

•  A set of all the graphics from the text, including all the tables and figures in 
PowerPoint formats are provided for class presentations.

SAGE Premium Video

Management Fundamentals, Ninth Edition offers premium video, available exclusively 
in the SAGE vantage digital option, produced and curated specifically for this text, to 
boost comprehension and bolster analysis.
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Its History1

Learning Objectives

1-1. State how the study of management helps 

develop personal and professional skills. PAGE 2

1-2. Describe a manager’s responsibility. PAGE 3

1-3. List the three skills of e�ective managers. PAGE 5

1-4. State the four management functions. PAGE 8

1-5. Explain the three management role categories. 

PAGE 10

1-6. Describe the di�erences among the hierarchy of 

management levels in terms of skills needed and 

functions performed. PAGE 12

1-7. Summarize the major similarities and di�erences 

between the classical and behavioral theorists. 

PAGE 17

Get the edge on your 

studies: edge.sagepub 

.com/lussier9e

• Take a quiz to find 

out what you’ve 

learned.

• Review key terms 

with eFlashcards.

• Watch videos that 

enhance chapter 

content.

Ideas on Management at JPMorgan Chase

Jamie Dimon is the CEO of JPMorgan 

Chase, a multinational investment bank 

and �nancial services �rm based in New 

York City. It is the largest bank in the 

United States. The company operates 

under the guiding principles of client 

service, operational excellence, integrity, 

fairness and responsibility, and a winning 

culture.

Dimon is respected as a tough but fair 

leader who maintains high expectations 

for his followers but believes in supporting 

them by fostering a great corporate culture 

where associates can thrive. He also 

believes rewards and discipline should be 

linked to performance and that everyone 

needs to be held accountable for their 

actions. Getty Images North America/Mark Wilson/Staff
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In recognition of his leadership ability, Dimon was listed as one of The World’s 50 Greatest 

Leaders of 2019 by Fortune magazine.

IOM 1. What resources does Jamie Dimon use in performing his job as CEO at 

JPMorgan Chase?

IOM 2. Which qualities, skills, or competencies does Jamie Dimon use to be successful 

in his leadership role at JPMorgan Chase?

IOM 3. How does Jamie Dimon execute management functions in his leadership role 

at JPMorgan Chase?

IOM 4. Which management roles does Jamie Dimon play in performing his job as 

CEO at JPMorgan Chase?

IOM 5. Which theories of management are re�ected in Jamie Dimon’s approach to 

leading JPMorgan Chase?

You’ll �nd answers to these IOM questions throughout the chapter. To learn more about 

Dimon and JPMorgan Chase, visit jpmorganchase.com.

Sources: https://www.jpmorganchase.com/corporate/About-JPMC/ab-business-principles.htm; https://www.businessstudent.com/topics/ 

12-things-all-business-students-can-learn-from-jamie-dimon/; http://fortune.com/worlds-greatest-leaders/. Accessed April 20, 2019.

Poll: Qualities of a Manager

In your opinion, which of the following is the most important quality of a successful manager?

– Enjoys working with people

– Motivates others

– Is a problem solver

– Is trustworthy

– Treats people fairly

Feedback: All of these qualities play a role in successful management. You can work on 

improving your skills in these areas throughout this course.

WHY STUDY MANAGEMENT?

>> LO 1-1:  State how the study of management helps develop personal and 
professional skills.

It’s natural at this point to think, “What can I get from this book?” or “What’s in it for 
me?” Colleges are often criticized for a “relevance gap.”1 Do you want your college stud-
ies to prepare you for the workplace but question the relevance of your courses?2 Do you 
want to develop skills you can use in your personal and professional life? The connec-
tion between the study of business management and its application in the workplace is 
the focus of this book. In this chapter, you will learn about the research-supported man-
agement skills and functions3 that employers look for in all job recruits, and throughout 
the book you will be provided with opportunities to develop those skills. After you 
learn more about these skills and functions, we’ll provide details for developing your 
skills in the “Objectives of the Book” section of this chapter.

Develop Skills You Can Use in Your Personal Life
Do you want to be happy? Well, true happiness comes from our relationships, not 
things.4 Throughout this book, you can develop skills that can help you maintain and 
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improve your personal relationships with family, friends, and coworkers. In just about 
every chapter, you can develop skills that can be used immediately in your personal 
lives. For example, in Skill Builder exercise 1-1 at the end of this chapter, you will learn 
a technique to help you remember people’s names; in the next chapter you will find 
guides to ethical behavior; Chapter 4 presents a model that can help you make better 
decisions; Chapter 10 can improve your skills of resolving conflicts and managing your 
stress; and in Chapter 13 you can improve your communication skills.

Here is a tip for developing skills you can use in your personal life from Sheryl 
Sandberg, Facebook COO. If you want to be happier, have gratitude by focusing on 
the positive things in your life, not the negatives.5 Gratitude is good for business. 6Also, 
being happy is simple. Happiness arises from choosing to be happy, from not com-
plaining and not dwelling on the negative things, and from being grateful for what you 
have and focusing on the positive things in your life.7 This advice is based on research 
supporting the ideas that “If you can’t be happy with what you have, then you can never 
be happy,”8 and that gratitude improves life satisfaction.9

American society tends to promote two isms that tend to lead to personal unhap-
piness. The first is individualism—be selfish; look out for yourself; take advantage of  
others for your own personal gain, only do things that have something in them for 
you. The second is hedonism—don’t do it if you don’t feel like doing it; just do what-
ever makes you feel good.10 Booker T. Washington said, “Those who are happiest are 
those who do the most for others.”11 Making sacrifices for others brings happiness.12 Do 
you know any selfish people? Do you like them? Are they really happy? Will they ever 
be happy? Do you feel a sense of selfish entitled13 with a lack of gratitude?14 Are you 
happy? Are you content with the person you see in the mirror?15 Through this book, you 
can develop your people skills and be happier.

Develop Skills You Can Use as a Manager or Employee
Let’s extend happiness and success to our professional lives. LinkedIn cofounder Reid 
Hoffman says job satisfaction and success come from positive relationships at work.16 
Relationships formed at work are the core of our lives17 and are reliable indicators of 
happiness for all ages.18 Do workplace relationships bring you happiness?19 Business 
success is based on developing and maintaining good relationships.20 Former Land 
O’Lakes CEO Jack Gherty said he became successful and his company is doing so 
well because he focuses on helping other people win. LinkAmerica CEO Andrés Ruzo 
says the more you give, the more you get back.21

As management guru Henry Mintzberg said, “No job is more vital to our society 
than that of a manager.”22 Positive manager–subordinate relationships are invaluable 
to organizational success. If you are a manager or want to be a manager someday, you 
need good management skills to be successful,23 and throughout this book, you will be 
given opportunities to develop your management skills.

But even if you are not interested in being a manager, you still need management 
skills to succeed in today’s workplace. The old workplace, in which managers simply 
told employees what to do, is gone. Today, employees want to be involved in man-
agement, and organizations are recruiting employees with people skills who can work 
effectively in teams and share in decision-making and other management tasks.24 At 
Zappos, they have even eliminated the term manager because they want employees to 
be self-managed.25 Unfortunately, it has been said that new college graduates lack the 
ability to manage or lead.26

This book can help you develop management skills you can apply in your personal 
and professional life. In this chapter, you will learn what management is all about, and 
we will begin the discussion of how you can develop your management skills.

WHAT IS A MANAGER’S RESPONSIBILITY?

>> LO 1-2: Describe a manager’s responsibility.

A manager is responsible for achieving organizational objectives through efficient 
and effective utilization of resources. Efficient means doing things right so as to max-
imize the utilization of resources. Effective means doing the right thing in order to 

manager The individual 
responsible for achieving 
organizational objectives through 
efficient and effective utilization 
of resources.
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attain an objective. The manager’s resources are human, financial, physical, and 
informational. How managers accumulate and allocate these resources affects both 
efficient and effective performance.27 The resources are listed in Exhibit 1-1.

Human Resources
Human resources are people, often referred to as human capital. 28 Wegmans VP 
Jack Depeters says the success of any company depends on its employees.29 In 
this way, people are an organization’s most valuable assets, and this is especially 
true of its managers.30 Throughout this book, we will focus on how managers 
work with employees to accomplish organizational objectives.

Financial Resources
It takes money to make money, and without proper finances, you don’t have a 

business. Most managers have a budget stating the allocation of finances to operate 
their department or their store for a set period of time.31 A major factor in the Toys “R” 
Us bankruptcy was financial mismanagement.32

Physical Resources
Managers are responsible for making the products and delivering services; keeping 
equipment in working condition; and ensuring that necessary products, materials, 
and supplies are available when needed. For example, Amazon stocks thousands 
of products in fulfillment centers around the world to provide fast delivery of its 
products.33

Informational Resources
You need information (including communication of information) to set objectives and 
make decisions on how to allocate and use your scarce resources to attain your objec-
tives.34 CEO Richard Branson of Virgin Group says information should flow freely 
throughout the organization to be used as a continuous learning process.35 Facebook 
Chief Information Officer (CIO) Timothy Campos says his job is to use information 
technology (IT) to enable the efficiency and effectiveness of the company.36

Resources and Performance
Managers have a profound impact on the performance of their organizations.37 So 
how you acquire and manage the four resources affects organizational performance.38 
The level of organizational performance is based on how effectively and efficiently  
managers utilize resources to achieve objectives. Managers are responsible for setting 
and evaluating how well they meet organizational strategies and objectives through 
utilization and control of resources.39 Selecting the right resources—being effective—
and using them efficiently results in creativity and high levels of performance.40

Jamie Dimon (IOM 1) believes strongly in the importance of human resources 
which involves the acquisition and development of the very best talent in terms of 
intelligence, analytical skills, and work ethic. He maintains high standards for his 
employees, but believes in rewarding them for good performance as well. Dimon also 
uses informational resources effectively. He believes in maintaining a strong emphasis 
on getting the most critical information and analyzing and processing it in the most 
efficient manner possible.

WORK APPLICATION 1-1

Describe speci�c examples of the four resources used by a present or past boss. Give the manager’s 

job title and department.

performance Means of 
evaluating how effectively and 
efficiently managers utilize 
resources to achieve objectives.

manager’s resources Human, 
financial, physical, and 
informational resources.

EXHIBIT 1-1

Management Resources

Human

Financial

Physical

Informational
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A Manager Interview
This interview with Bonnie Castonguary, a store manager for Gap Inc., provides an 
overview of the manager’s job and responsibility.

Q: What was your progression to your present job as store manager?

A:  I started as a store manager in training. I replaced a woman on maternity leave 
as acting store manager, and then I had my first store. After a while, I was pro-
moted to larger stores with more sales volume. A few years later, I was promoted 
to manager of [a] Gap outlet store. . . . My next career advancement is to general  
manager. . . . I would still be in one store, but I would assist the district manager by 
overseeing other stores in my district.

Q: Briefly describe your job.

A:  Gap Inc.’s two-page “Position Overview Store Management” form, which also 
contains a detailed summary for each level of management, presents this gen-
eral summary: “The Store Management team manages the sales, operations, and 
personnel functions of the store to ensure maximum profitability and compliance 
with company procedures. The Team includes Assistant Managers, Associate 
Managers, the Store Manager, and/or the General Manager.”

Q: What do you like best about being a manager?

A:  You don’t have time to get bored on the job because you are always doing some-
thing di�erent.

Q: What do you like least about being a manager?

A:  Dealing with di�cult performance problems of employees and customers, and 
always being on call. When I’m not at work, I’m still on call when there are prob-
lems at the store. This could mean going to the store at 2:00 a.m. to shut o� the 
alarm.

Q:  What advice would you give to college graduates without any full-time work expe-
rience who are interested in a management career after graduation?

A:  You need to be dedicated and hardworking. You must take great pride in your 
work. You have to be willing to take on a lot of responsibility. Remember, your 
employees are always looking to you to set the example; when you make a mistake 
(which you will do), it a�ects your sta�. You have to be a self-starter. As a store 
manager, you have to motivate employees, but your boss is not around much to 
motivate you.

WHAT DOES IT TAKE TO BE A 

SUCCESSFUL MANAGER?

>> LO 1-3: List the three skills of e�ective managers.

Although managers’ jobs vary, researchers generally agree on a set of qualities, skills, 
and competencies necessary to be a successful manager.

Management Qualities
“What does it take to be a successful manager?” “What are the most important traits for 
success as a supervisor?” Before you read about these traits. Complete Self-Assessment 
1-1 on management traits to find out if you have these qualities. Self-awareness41 and 
self-assessment42 are the crucial first step for improvement. You will have the opportu-
nity to complete self-assessments in every chapter to help you identify skills to improve 
in your personal and professional lives.

Integrity, industriousness, and the ability to get along with people have been iden-
tified as the three most important traits for successful managers.43
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WORK APPLICATION 1-2

Identify a speci�c manager, preferably one who is or was your boss, and explain what makes him 

or her successful or unsuccessful. Give examples.

Management Skills

Skills involve the ability to perform some type of activity or task. Management skills 
include (1) technical, (2) interpersonal, and (3) decision-making skills. Technical skills 
can be referred to as hard skills, whereas interpersonal and decision-making skills are 
often called soft skills, and the most sought-after skills in the job market are soft skills 
because organizations seek employees at all levels and positions (including technol-
ogy jobs) who can communicate clearly, problem solve and get along with coworkers.44 
Because management skills are so important, the focus of this book is on skill building. 
If you work at it, you can develop your management skills through this course.

Technical Skills

Technical skills involve the ability to use methods and techniques to perform a task. 
All employees need technical skills to perform their jobs. A manager may develop a 
budget (managerial job) using Microsoft Excel (technical skill). Technical skills are 

management skills The 
skills needed to be an effective 
manager, including technical, 
interpersonal, and decision-
making skills.

technical skills The ability to 
use methods and techniques to 
perform a task.

1-1 SELF-ASSESSMENT

Management Traits

The following 15 questions relate to some of the qualities 

needed to be a successful manager. Rate yourself on 

each item by indicating with a number (1–4) how well each 

statement describes you.

1. The statement does not describe me at all.

2. The statement somewhat describes me.

3. The statement describes me most of the time.

4. The statement describes me very accurately.

_______  1. I enjoy working with people. I prefer to work 

with others rather than working alone.

_______  2. I can motivate others. I can get people to 

do things they may not want to do.

_______  3. I am well liked. People enjoy working with 

me.

_______  4. I am cooperative. I strive to help the team 

do well rather than to be the star.

_______  5. I am a leader. I enjoy teaching, coaching, 

and instructing people.

_______  6. I want to be successful. I do things to the 

best of my ability to be successful.

_______  7. I am a self-starter. I get things done 

without having to be told to do them.

_______  8. I am a problem solver. If things aren’t 

going the way I want them to, I take 

corrective action to meet my objectives.

_______  9. I am self-reliant. I don’t need the help of 

others.

_______ 10. I am hardworking. I enjoy working and 

getting the job done.

_______ 11. I am trustworthy. If I say I will do something 

by a set time, I do it.

_______ 12. I am loyal. I do not do or say things to 

intentionally hurt my friends, relatives, or 

coworkers.

_______ 13. I can take criticism. If people tell me 

negative things about myself, I give 

them serious thought and change when 

appropriate.

_______ 14. I am honest. I do not lie, steal, or cheat.

_______ 15. I am fair. I treat people equally. I don’t take 

advantage of others.

_______ TOTAL SCORE (add numbers on lines 1–15; 

the range of possible scores is 15–60)

In general, the higher your score, the better your 

chances of being a successful manager. You can work 

on improving your integrity (items 11–15), industriousness 

(items 6–10), and ability to get along with people (items 

1–5) both in this course and in your personal life. As 

a start, review the traits listed here. Which ones are 

your strongest and weakest? Think about how you can 

improve in the weaker areas—or, even better, write out  

a plan.
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more important for employees than for managers, and they vary widely from job to job; 
therefore, this course does not focus on developing these skills. Although technology 
is advancing, it is people with interpersonal skills working effectively in teams who 
develop the technology.45

Interpersonal Skills

Interpersonal skills involve the ability to understand, communicate with, and work well 
with individuals and groups through developing effective relationships. Interpersonal 
skills are sometimes also referred to as human or people skills, as well as soft skills. Our 
relationships and happiness are based on our interpersonal skills.46 They include the 
ability to communicate, motivate, and lead.47

If having good human relations are not very important, then why doesn’t everyone 
at work get along, why do companies seek employees with good people skills,48 and 
why are companies spending millions to develop employees’ interpersonal skills? The 
resources you need to get the job done are made available through relationships.49 Sir 
Richard Branson says, “You definitely need to be good with people to help bring out 
the best in people.”50 Several chapters focus on developing your interpersonal skills, 
especially the leadership section (Chapters 10–13).

Decision-Making Skills

Clearly, the decisions you have made over your lifetime have affected you today. 
Organizations are seeking employees with conceptual critical thinking skills that 
can take initiative to solve problems.51 Leadership decisions determine the suc-
cess or failure of organizations,52 so organizations are also training their people 
to improve their decision-making skills. Decision-making skills are based on the 
ability to conceptualize situations and select alternatives to solve problems and 
take advantage of opportunities. You will develop your decision-making skills in 
Chapter 4.

Jamie Dimon (IOM 2) clearly possesses the three type of management skills: tech-
nical, interpersonal, and decision making. He is known in the financial services industry 
as a leading thinker. He possesses superior analytical and strategic skills that support 
the achievement of his business objectives at JPMorgan Chase. Dimon is 
known as a demanding leader, but he demonstrates interpersonal skills in his 
belief in encouraging his executives to balance work and play and his practice 
of rewarding loyalty from his followers. Dimon uses his decision-making skills 
to literally make hundreds of strategic and operational decisions on a daily 
basis associated with running a leading financial services company. His deci-
sions shape the direction and future success of his company.

To summarize, technical skills are primarily concerned with things, inter-
personal skills are primarily concerned with people, and decision-making 
skills are primarily concerned with ideas and concepts. Review the manage-
ment skills in Exhibit 1-2; then complete Applying the Concept 1-1.

AACSB Competencies
In addition to qualities and skills, the AACSB International (Association to Advance 
Collegiate Schools of Business) has established standards for accreditation of busi-
ness schools; they were updated effective January 1, 2019. The standards curricula 
address general content areas—skills and knowledge and encourage active student 
engagement.

General Skill Areas to be developed include (identifies chapters developing this 
knowledge and skill): Written and oral communication (Ch 13), Ethical understand-
ing and reasoning (Ch 2), Analytical thinking (all), Information technology (Ch 13), 
Interpersonal relations and teamwork (Ch 8), Diverse and multicultural work environ-
ments (Ch 3), Reflective thinking (all), Application of knowledge (all), Integration of 
real-world business experiences (your personal use of the skills).53

This book includes Applications and Skill Builders at the end of each chapter to 
foster the development of your management qualities, skills, and competencies. Each 
exercise identifies the AACSB General Skill area of development.

interpersonal skills The 
ability to understand, 
communicate with, and work 
well with individuals and groups 
through developing effective 
relationships.

decision-making skills The 
ability to conceptualize situations 
and select alternatives to solve 
problems and take advantage of 
opportunities.

EXHIBIT 1-2

Management Skills

Technical Skills

Interpersonal Skills

Decision-Making Skills
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Management Skills

Identify each activity as being one of the following 

types of management skills:

A. technical

B. interpersonal

C. decision making

_______ 1. The manager is in a meeting making a 

presentation.

_______ 2. The manager is working on fixing a 

broken machine.

_______ 3. The manager is sending an email 

letting the employees know they 

exceeded the sales goal.

_______ 4. The manager is scheduling which 

machines will produce each product 

next week.

_______ 5. The manager is trying to figure out a 

way to solve a problem.

_______ 6. The manager is giving an employee 

praise for a job well done.

1-1 APPLYING THE CONCEPT

In addition to AACSB, this book also meets the core professional com-
ponents of ACBSP (Accreditation Council for Business Schools and 
Programs),54 and IACBE (International Assembly for Collegiate Business 
Education) standards.55 AACSB, ACBSP, and IACBE standards can be clas-
sified within the three management skills areas.56

MANAGEMENT FUNCTIONS

>> LO 1-4: State the four management functions.

Years of research have shown that essentially everything a manager does can 
be classified into one of the four management functions or as nonmanagerial work. 
Performing the management functions clearly is difficult real work, and managers may 
also perform employee tasks.

The four management functions are planning, organizing, leading, and con-
trolling. Managers perform the management functions through using organizational 
resources to achieve organizational objectives through others,57 often in teams.58 All 
of the Skill Builder exercises identify the management function skill being developed 
through the activity. Exhibit 1-3 lists the four functions of management.

Planning—Based on Objectives
Planning is typically the starting point in the management process, and you should 
begin with a clear objective.59 Planning is the process of setting objectives and deter-
mining in advance exactly how the objectives will be met. There is a relationship 
between planning and performance.60 So before we do anything, we should have 
an objective stating the end result and then develop a plan for how to complete it. 
You should also realize the other three functions also focus on achieving your objec-
tives. You will learn how to write effective objectives and plans in Part II: Planning 
(Chapters 4–6).

Organizing
Performance is based on how managers organize their resources within the strategic 
process.61 Organizing is the process of delegating and coordinating tasks and allocat-
ing resources to achieve objectives. An important part of coordinating human resources 
is to assign people to various jobs and tasks. So we design our work to achieve our 
objectives. An important part of organizing, sometimes listed as a separate function, is 

organizing The process of 
delegating and coordinating 
tasks and allocating resources to 
achieve objectives.

planning The process of setting 
objectives and determining 
in advance exactly how the 
objectives will be met.

management functions  
Planning, organizing, leading, and 
controlling.

EXHIBIT 1-3

Management Functions

Planning

Organizing

Leading

Controlling
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staffing. Staffing is the process of selecting, training, and evaluating employees.62 You 
will learn how to organize in Part III: Organizing (Chapters 7–9).

Leading
The ability to lead is an important skill for everyone, especially for managers, because 
leadership contributes to organizational success.63 A survey found that 63% of com-
panies screen new hires on the basis of leadership ability.64 Leading is the process of 
influencing employees to work toward achieving objectives. Managers must commu-
nicate the objectives to employees and motivate them to achieve those objectives 
by developing positive relationships.65 You will learn how to lead in Part IV: Leading 
(Chapters 10–13).

Controlling
Objectives to achieve anything will not be met without consistent monitoring and 
measuring of your progress towards meeting the objectives, as well as overcoming 
obstacles to accomplish the objective. Controlling is the process of monitoring and 
measuring progress and taking corrective action when needed to ensure that objectives 
are achieved. You will learn how to control in Part V: Controlling (Chapters 14–15).

WORK APPLICATION 1-3

Identify a speci�c manager, preferably one who is or was your manager, and give examples of 

how that person performs each of the four management functions.

Nonmanagement Functions
All managers perform the four functions of management as they get work done through 
employees. However, many managers perform nonmanagement, or employee, func-
tions as well. For example, at Taco Bell and Chick-fil-A it is common for store manag-
ers to cook or wait on customers at mealtimes, which is a nonmanagement function. 
Many managers are called working managers because they perform both management 
and employee functions.

Jamie Dimon (IOM 3) needs to address all of the management functions to be an 
effective leader. His long-term vision for JPMorgan Chase and the initiatives he helps 
to create require a superior planning process. He also needs to create an organizational 
structure that will, as he says, “institutionalize” best practices for getting things done 
and achieving desired business results. Dimon effectively leads JPMorgan Chase by 
fostering a corporate culture that supports the firm’s strategy and maintaining high 
performance standards for his followers. Finally, he uses controlling to ensure the suc-
cessful achievement of the firm’s goals and strategies by rewarding exceptional perfor-
mance and disciplining poor performance.

The Transition to Management—Managing People
Going from being an employee to being a manager is not an easy transition.66 New 
managers often don’t realize just how hard the job really is and how much more work 
managers do than employees, who constantly interrupt them, putting demands on 
their time. Because most new managers are used to doing nonmanagement functions, 
they often do the work for employees when their actual job is to train employees to 
do their job, help them improve their performance, and solve problems to make their 
jobs easier and less frustrating.

A current term for the transition is “go suit,” defined as getting promoted to 
management—and forgetting your basic job skills once installed in an office.67 This 
is because as a manager, you get the job done through employees, or your job is to 
manage people—using interpersonal skills.68 As a new manager, you will likely need 
to perform nonmanagement functions, but be sure to focus on planning, organizing, 
leading, and controlling to get the job done through people.

leading The process of 
influencing employees to work 
toward achieving objectives.

controlling The process of 
monitoring progress and taking 
corrective action when needed 
to ensure that objectives are 
achieved.
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Management Functions

Indicate which type of function the manager is 

performing in each situation:

A. planning

B. organizing

C. leading

D. controlling

E. nonmanagement

_______  7. The manager is encouraging an 

employee to get a college degree so 

she can become a manager.

_______  8. The manager is conducting a job 

interview to select a new employee for 

a new open position in sales.

_______  9. The manager is emptying his trash.

_______ 10. The manager is scheduling employee 

work hours for next week.

_______ 11. The manager is giving the workers a 

pep talk to motivate them to work hard 

to meet the production quota today 

with an absent employee.

_______ 12. The manager is conducting an 

employee’s annual performance 

evaluation.

_______ 13. The manager is checking how many 

new computers have been produced 

so far today.

_______ 14. The manager is greeting customers as 

they enter the retail store asking if she 

can be of assistance finding anything.

1-2 APPLYING THE CONCEPT

MANAGEMENT ROLES

>> LO 1.5: Explain the three management role categories.

Managers have a set of distinct roles. A role is a set of expectations of how one will behave 
in a given situation. Henry Mintzberg identified 10 roles that managers play as they 
accomplish management functions. Mintzberg grouped these 10 roles into three manage-
ment role categories:69 interpersonal, informational, and decisional roles (see Exhibit 1-4).

Interpersonal Roles
When managers play interpersonal roles, they use their interpersonal skills as they 
perform management functions. Managers play the figurehead role when they repre-
sent the organization or department in ceremonial and symbolic activities. Managers 
play the leader role when they motivate, train, communicate with, and influence others. 
Managers play the liaison role when they interact with people outside of their unit to 
gain information and favors.

Informational Roles
When managers play informational roles, they use their interpersonal skills. 
Managers play the monitor role when they read and talk to others to receive infor-

mation. Managers play the disseminator role when 
they send information to others. Managers play the 
spokesperson role when they provide information to 
people outside the organization.

Decisional Roles
When managers play decisional roles, they use their 
conceptual decision-making management skills. 
Managers play the entrepreneur role when they inno-
vate and initiate improvements. Managers play the 
disturbance-handler role when they take corrective 

management role categories  
The categories of roles—
interpersonal, informational, and 
decisional—managers play as 
they accomplish management 
functions.

EXHIBIT 1-4

Management Roles

MANAGEMENT ROLE 

CATEGORIES

MANAGEMENT ROLES WITHIN THE 

CATEGORY

Interpersonal Figurehead, Leader, Liaison

Informational Monitor, Disseminator, Spokesperson

Decisional Entrepreneur, Disturbance handler, 

Resource allocator, Negotiator
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action during disputes or crisis situations. Managers play the resource-allocator role when 
they schedule, request authorization, and perform budgeting and programming activi-
ties, as when managers perform the negotiator role when they represent their department 
or organization during nonroutine transactions to gain agreement and commitment.

Jamie Dimon (IOM 4) needs to wear many “hats” or take on many roles in per-
forming his job. For example, he plays the liaison interpersonal role as he is the face of 
JPMorgan Chase and is responsible for managing relationships with external stake-
holders such as customers, investors, government and industry leaders, etc. This is 
related to the spokesperson informational role as Dimon represents the company when 
making major announcements to the public and other stakeholder groups. In terms of 
decisional roles, Dimon is a resource allocator as he decides how the firm’s financial 
and human resources will be directed to reflect the strategic priorities and business 
objectives of the overall company.

WORK APPLICATION 1-4

Identify a speci�c manager, preferably one who is or was your boss, and give examples of how 

that person performs roles in each of the three management role categories. Be sure to identify 

at least one of the three or four roles in each category.

The Systems Relationship Among the 

Management Skills, Functions, and Roles
It is important to understand system interrelationships.70 The management skills are 
interrelated, or have a systems effect.71 For example, a first-line supervisor’s technical 
skills will affect his or her interpersonal and decision-making skills and vice versa. A 
manager’s skills also affect the implementation of the management functions and roles.

The management functions are not steps in a linear process. Managers do not 
usually plan, then organize, then lead, and then control. The functions are distinct yet 
interrelated. Managers often perform them simultaneously. In addition, each function 
depends on the others. For example, if you start with a poor plan, the objective will 
not be met even if things are well organized, led, and controlled. Or if you start with a 

Management Roles

Identify each of the managerial activities as part of one of 

the three role categories and its role within each category:

A. interpersonal role (1 Figurehead, 2 Leader,  

3 Liaison)

B. informational role (1 Monitor, 2 Disseminator,  

3 Spokesperson)

C. decisional role (1 Entrepreneur, 2 Disturbance 

handler, 3 Resource allocator, 4 Negotiator)

_______ _______ 15. The manager is meeting with two 

employees to resolve a conflict 

between them.

_______ _______ 16. The sales manager is meeting 

with the production manager 

about a customer order.

_______ _______ 17. The manager is sending an email 

with the new work schedule to 

employees for next week.

_______ _______ 18. The manager discusses next 

year’s budget.

_______ _______ 19. The mayor is cutting the ribbon 

at the groundbreaking for the 

new town hall.

_______ _______ 20. The manager develops a new 

app that will be sold as an 

additional source of income.

_______ _______ 21. The manager is reading the 

monthly budget report.

_______ _______ 22. The manager shows a new 

employee how to record her 

working hours.

1-3 APPLYING THE CONCEPT



12  PART I THE GLOBAL MANAGEMENT ENVIRONMENT

great plan but are poorly organized or lead poorly, the objective may not be met. Plans 
without controls are rarely implemented effectively. Remember that the management 
functions are based on setting objectives (planning) and achieving them (through 
organizing, leading, and controlling).

How well a manager plays the various management roles is also affected by his or 
her management skills. The 10 management roles are also integrated with the manage-
ment functions. Certain management roles are played when performing the different 
management functions.

Exhibit 1-5 illustrates the interrelationship of management skills, functions, and 
roles.

DIFFERENCES AMONG MANAGERS

>> LO 1-6:  Describe the di�erences among the hierarchy of management 
levels in terms of skills needed and functions performed.

As you will learn in this section, there are different levels of managers, and the impor-
tance of the skills and functions needed to perform the job varies by level. We will also 
discuss some of the differences between business sizes and managing for-profit com-
panies and not-for-profit organizations.

The Three Levels of Management
Managers differ in the level of management, and there are also nonpermanent man-
agers called team leaders, as well as nonmanager operative employees. There are 

EXHIBIT 1-5

Management Skills, Functions, and Roles

Planning

– Entrepreneur

– Negotiator

– Spokesperson

Decision-Making

Skills

Interpersonal

Skills

Technical

Skills

Controlling

– Monitor

– Disturbance

 Handler

– Spokesperson

– Leader

– Liaison

– Disseminator

Leading

Organizing

– Resourse

 Allocator
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also different types of managers by level of management. Let’s cover these concepts 
in this sequence.

The three levels of management are top managers, middle managers, and first-
line managers. Job titles are given to help identify the level of management.72 The three 
levels relate to each other as described here. See Exhibit 1-6 for an illustration of the 
three levels of management and operative employees.

Top Management

Top managers—people in executive positions—
have titles such as CEO, president, or vice pres-
ident. Most organizations have relatively few 
top management positions. Top managers are 
responsible for managing an entire organization 
or major parts of it. They develop and define the 
organization’s purpose, objectives, and strate-
gies. They report to boards of directors or other 
executives and supervise the activities of middle 
managers.

Middle Management

People in middle-manager positions have titles 
such as marketing and operations manager, and 
department head. Middle managers are responsi-
ble for implementing top management’s strategy by developing short-term operating 
plans. They generally report to executives and supervise the work of first-line managers.

First-Line Management

Examples of titles of first-line managers are sales and accounting supervisor, and 
office manager. These managers are responsible for implementing middle managers’ 

levels of management Top 
managers, middle managers, and 
first-line managers.

EXHIBIT 1-6

Management Levels and Functional Areas

Top Management

Middle Management

President

Operatives Operatives Operatives Operatives Operatives Operatives Operatives Operatives

First-Line Management

Nonmanagers—Operative Employees

Marketing

manager

Operations

manager

Finance

manager

Human

resources

manager

Training

supervisor

Benefits

supervisor

Finance

supervisor

Accounting

supervisor

Product B

supervisor

Advertising

supervisor

Sales

supervisor

Product A

supervisor

Large corporations have 

multiple levels of management 

that serve di�erent purposes to 

the organization. Levi Strauss’s 

CEO Chip Bergh is a top manager 

who steered the company back 

to its position of prominence in 

American culture.

©iStockphoto.com/Akespyker
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operational plans. They generally report to middle managers. Unlike those at the other 
two levels of management, first-line managers do not supervise other managers; they 
supervise operative employees (nonmanagers).

WORK APPLICATION 1-5

Identify the levels of management in a speci�c organization by level and title. Be sure to give the 

organization’s name.

Team Leader

This is a newer management position needed in organizations that focus on a team-
based structure. They can have a significant impact on performance.73 They are often 
called a project or program leader or task force or committee leader. The team leader 
facilitates team activities to achieve a goal rather than telling people what to do.

Higher-level managers may also be team leaders who supervise a small group 
of people to achieve a goal. Nonmanagement operative employees may also be team 
leaders who manage a team until the goal is completed. The team leader is not usually 
a permanent management position and thus is not a level in the hierarchy of manage-
ment. You will learn more about teams and how to lead them in Chapter 8.

Nonmanagement Operative Employees

Operative employees are the workers in an organization who do not hold management 
positions. They commonly report to first-line managers and possibly to team leaders. 
They make the products, wait on customers, perform repairs, and so on.

Types of Managers by Level

The three types of managers are general managers, functional managers, and proj-
ect managers. Top-level and some middle managers are general managers because 
they supervise the activities of several departments that perform different activities. 
Middle and first-line managers are often business functional managers who supervise 
the completion of related tasks. Project managers are often team leaders.

The four most common business functional areas include marketing (sell the prod-
ucts and services), operations/production (make the product or perform the service), 
finance/accounting (maintain financial records), and human resources/personnel 
management (hire and compensate employees), as shown in Exhibit 1-6. We will dis-
cuss these functional areas in Chapter 7.

A project manager coordinates employees and other resources across several func-
tional departments to accomplish a specific goal or task, such as developing a new 
aircraft at Boeing.

Di�erences in Management Skills
All managers need technical, interpersonal, and decision-making skills. However, the rel-
ative importance of these types of skills varies with the level of management. At all three 
levels of management, the need for interpersonal skills remains fairly constant. However, 
top-level managers have a greater need for decision-making skills, whereas first-line 
managers have a greater need for technical skills. Middle managers tend to need all three 
skills, but the mix required differs somewhat from organization to organization.

Di�erences in Management Functions
All managers perform the four management functions: planning, organizing, leading, 
and controlling. However, the time spent on each function varies with the level of man-
agement. First-line managers spend more time leading and controlling, middle-level 
managers spend equal time on all four functions, and top managers spend more time 
planning and organizing.

types of managers General 
managers, functional managers, 
and project managers.
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Executive  
Compensation

In 2018, the AFL-CIO Paywatch reported CEOs of 

S&P 500 Index companies received an average of 

$13.94 million in total compensation. Broadcom CEO 

Hock Tan was the highest payed with $103.2 million, 

while Alphabet (Google cofounder) CEO Larry Page 

paid himself just $1. In contrast, production and 

nonsupervisory workers earned only an average of 

$38,613—a CEO-to-worker pay ratio of 361 to 1.

Some say top executives are being overpaid. In one 

of the largest corporate paydays in history, Chinese 

smartphone maker Xiaomi gave its CEO Lei Jun $1.5 

billion in stock with no strings attached. Especially 

because some of the best-performing CEOs aren’t 

the highest paid, including the best returns by Nektar 

CEO Howard Robin. Other CEOs get large raises even 

when the companies lose money. Under Armour CEO 

Kevin Plank had the worst results as the company 

return dropped by just over 50%.

However, not everyone agrees that top executives 

are overpaid. In capitalist countries, talented CEOs, 

like athletes in pro sports, are entitled to fetch their 

price, as most compensation is geared toward results. 

Top executives should be paid multimillion-dollar 

compensation packages; after all, if it weren’t for 

e�ective CEOs, companies would not be making the 

millions of dollars of pro�ts they make each year. CEOs 

deserve a piece of the pie they helped bake.

1. Do executives deserve to make 361 times more 

than the average worker?

2. Is it ethical for managers to take large pay 

increases when laying o� employees?

3. Is it ethical for managers to get pay raises when 

their companies lose money?

4. Are companies being socially responsible when 

paying executives premium compensation?

Sources: Information taken from the AFL-CIO’s website at https://aflcio.org/

paywatch, accessed February 26, 2019; MyLogIQ information reported in The 

Wall Street Journal (May 10, 2018): B1; J. Steinberg, “Xiaomi Gives Its CEO $1.5 

Billion Thank You,” The Wall Street Journal (June 23–24, 2018): A1, A7.

1-1 JOIN THE DISCUSSION •  ETHICS & SOCIAL RESPONSIBILITY

Di�erences Among Management Levels

Identify the level of management in the following �ve 

instances:

A. top

B. middle

C. first-line

_______ 23. Managers who report to executives.

_______ 24. Managers who need technical skills 

more than decision-making skills.

_______ 25. Managers who tend to spend more 

time planning and organizing.

_______ 26. Managers who have operative 

employees reporting to them.

_______ 27. Managers who take the long-term 

strategy and develop short-term 

operating plans.

1-4 APPLYING THE CONCEPT

EXHIBIT 1-7

Skills Needed and Functions Performed at Di�erent Management Levels

MANAGEMENT LEVEL PRIMARY MANAGEMENT SKILLS NEEDED PRIMARY MANAGEMENT FUNCTIONS PERFORMED

Top Decision-Making and Interpersonal Skills Planning and Organizing

Middle Balance of All Three Balance of All Four

First-Line Technical and Interpersonal Skills Leading and Controlling
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Exhibit 1-7 (previous page) summarizes the primary skills needed and functions 
performed at each of the three management levels.

Di�erences in Size
Managers in large and small firms need the same skills and perform the same 
functions. However, generally, the larger the company, the more specialized the job. 
Bonnie Castonguary works for a large organization—Gap Inc. Her independent store 
resembles a small business, but it has the support of a large organization. More than 
90 percent of all companies globally are small businesses, so they are important to 
economic growth,74 even though they tend to have fewer resources. Exhibit 1-8 lists 
some of the differences between large and small businesses. However, these are gen-
eral statements; many large and small businesses share certain characteristics. Most 
large businesses, including Amazon, Apple, and Twitter, started as small businesses 
and grew.

WORK APPLICATION 1-6

Would you prefer to work for a small or large business and a for-pro�t or not-for-pro�t organization?

Di�erences in Pro�ts
Is the manager’s job the same in for-profit and not-for-profit organizations? Although 
some noteworthy differences exist (volunteers and fundraising), the answer is basically 
yes. All managers need management skills, perform management functions, and play 
management roles regardless of the organization type. Bonnie Castonguary works for 
a for-profit business, Gap Inc. Employees of the American Red Cross, Caffe Lena, and 
the YMCA work for the public (not-for-profit) sector. Is the college you are attending 
for profit or not?

In the past, it was common to classify both nongovernmental and governmental 
organizations together into one group called not-for-profits. However, the current trend 
with globalization is to distinguish not-for-profit organizations into nongovernmental 
organizations (NGOs), such as Doctors Without Borders and governmental organiza-
tions, such as the Internal Revenue Service.

Exhibit 1-9 lists some of the differences between for-profit and not-for-profit orga-
nizations. You may not realize it, but there are more than 140 million volunteers across 

EXHIBIT 1-8

Di�erences Between Large and Small Businesses

FUNCTIONS AND ROLES LARGE BUSINESS SMALL BUSINESS

Planning Commonly have formal written objectives and 

plans with a global business focus.

Commonly have informal objectives and plans that 

are not written with a global focus.

Organizing Tend to have formal organization structures with 

clear policies and procedures, with three levels 

of management. Jobs tend to be specialized.

Tend to have informal structures without clear 

policies and procedures, with fewer than three levels 

of management. Jobs tend to be more general.

Leading Managers tend to be more participative, giving 

employees more say in how they do their work 

and allowing them to make more decisions.

Entrepreneurs tend to be more autocratic and 

want things done their way, often wanting to make 

the decisions.

Controlling Tend to have more sophisticated computerized 

control systems.

Tend to use less sophisticated control systems 

and to rely more on direct observation.

Important management 

roles

Resource allocator Entrepreneur and spokesperson
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37 countries that play a critical role in a functioning society, as they contribute around 
$400 billion to the global economy annually.75

A BRIEF HISTORY OF MANAGEMENT

>> LO 1-7:  Summarize the major similarities and di�erences between the 
classical and behavioral theorists.

Organizational theorists say history matters.76 There are two primary reasons you 
should be concerned about the history of management: to better understand current 
developments and to avoid repeating mistakes. Also, as you read the history, you will 
realize that today’s organizations still use these management theories, as indicated by 
the chapters they are covered in. Early literature on management was written by man-
agement practitioners who described their experiences and attempted to extrapolate 
basic principles. More recent literature comes from researchers. There are different 
classifications of management approaches, or schools of management thought. In this 
section, you will learn about five management theories: the classical, behavioral, man-
agement science, systems, and current integrative perspective theories.

Classical Theory

The classical theorists focus on the job and management functions to determine the 
best way to manage in all organizations. In the early 1900s, managers began an orga-
nized approach to increasing performance by focusing on the efficiency of managing 
jobs. This focus later changed to a concern for managing departments and organi-
zations. Scientific management stressed job efficiency through the development of 
technical skills, while administrative theory stressed rules and the structure of the 
organization.

Scientific Management

Frederick Winslow Taylor (1856–1915), an engineer known as the Father of Scientific 
Management, focused on analyzing jobs and redesigning them so they could be 
accomplished more efficiently—which today is considered a technology goal.77 As he 
searched for the best way to maximize performance, he developed “scientific manage-
ment” principles, including the following:

classical theorists Researchers 
who focus on the job and 
management functions to 
determine the best way to 
manage in all organizations.

EXHIBIT 1-9

Survey Results Comparing Large and Small Businesses’ Responses

STATEMENT

SMALL BUSINESS

RESPONSE PERCENTAGE*

LARGE BUSINESS

RESPONSE PERCENTAGE*

My immediate manager is flexible when I need to take care of a 

personal or family matter.

91% 81%

The company supports me in achieving a reasonable balance 

between work and my personal life.

65% 60%

I believe the company will be successful over the next two to three 

years.

63% 72%

I have trust and confidence in the company’s senior leadership team. 56% 63%

I believe my salary is fair, considering the pay of people doing similar 

work in other companies.

35% 49%

I plan to continue working for the company for more than five years. 36% 59%

* Percentage of employees who agreed with the statements

Source: Adapted from Korn Ferry’s Hay Group Survey, Reported in INC. (November 2016), p. 44.
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1. Develop a procedure for each element of a worker’s job.

2. Promote job specialization.

3. Select, train, and develop workers scientifically.

4. Plan and schedule work.

5. Establish standard methods and times for each task.

6. Use wage incentives such as piece rates and bonuses.78

Frank Gilbreth (1868–1924) and his wife Lillian Gilbreth (1878–1972) used time-
and-motion studies to develop more efficient work procedures. Their work was popu-
larized in a book titled Cheaper by the Dozen (and, later, in two movies and a television 
comedy of the same name), which described their application of scientific manage-
ment practices to their family of 12 children. When Frank died, the children ranged 
in age from 2 to 19 years old. Lillian continued her work as a consultant but changed 
the focus of her work to become a pioneer in industrial psychology. Lillian became a 
professor of management at Purdue University and is commonly referred to as the 
First Lady of Management.

Another person who made important contributions to scientific management was 
Henry Gantt (1861–1919). He developed a method for scheduling work over a period 
of time that is still widely used today. You will learn how to develop a Gantt chart in 
Chapter 15.

Administrative Theory

Henri Fayol (1841–1925) was a French engineer who is sometimes referred to as the 
Father of Modern Management. Fayol was a pioneer in the study of the principles 
and functions of management. He made a clear distinction between operating and 
managerial activities. Fayol identified five major functions of management: plan-
ning, coordinating, organizing, controlling, and commanding. In addition to his five 
management functions, Fayol developed 14 principles that are still used today.79 Most 
principles-of-management textbooks are organized on the basis of the functions of 
management.

Two other contributors to administrative management are Max Weber (1864–
1920) and Chester Barnard (1886–1961). Weber was a German sociologist who devel-

oped the bureaucracy concept. The aim of his 
concept of bureaucracy was to develop a set of 
rules and procedures to ensure faster, consistent 
management practices. Ever hear anyone today 
complain about the government being a slow 
bureaucracy with too many rules and regula-
tions? Barnard studied authority and power dis-
tributions in organizations. He raised awareness 
of the informal organization—cliques and natu-
rally occurring social groupings within formal 
organizations.

Mary Parker Follett (1868–1933) stressed the 
importance of people rather than engineering 
techniques. Follett contributed to administrative 
theory by emphasizing the need for worker par-
ticipation, conflict resolution, and shared goals. 
She is best known for integrative conflict resolu-
tion: when all parties agree to a conflict resolution 

rather than one person dominates and wins and the other loses, and when there is no 
compromise where one party gives up something to get something because all parties 
win. The trend today is toward increasingly higher levels of employee participation. 
Barnard’s and Follett’s contributions led to the development of behavioral theory.

Many companies still use classical management techniques successfully today. 
McDonald’s system of fast-food service is one good example of a company that uses 

People are the most important 

resource that organizations 

have. Mary Parker Follett’s work, 

which focused on interactions 

between management and 

employees, still in�uences 

organizations today.

©iStockphoto.com/shironosov
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these techniques. Managers at GM and Toyota also use classical techniques, such 
as time-and-motion studies and organization principles that you will learn about in 
Chapter 7. Large organizations that are downsizing to cut costs by laying off employees 
and becoming more efficient are using a classical management approach.

Behavioral Theory

The behavioral theorists focus on people to determine the best way to manage in 
all organizations. In the 1920s, management writers began to question the classical 
approach to management and changed their focus from the job itself to the people who 
perform the job. Like the classicists, behaviorists were looking for the best way to man-
age in all organizations. However, the behavioral approach to management stressed 
the need for human skills rather than technical skills.

Elton Mayo (1880–1949) pioneered the human relations movement. Mayo headed 
a group of Harvard researchers in conducting the Hawthorne studies, a landmark 
series of studies of human behavior in Western Electric’s Hawthorne plant (Cicero, 
Illinois) from 1927 to 1932. Like Taylor, Mayo wanted to increase performance; however, 
he viewed determining the best work environment as the means to this end. Mayo’s 
research suggested that a manager’s treatment of people had an important impact on 
their performance. In other words, treating people well and meeting their needs fre-
quently results in increased performance. The Hawthorne effect refers to the phenome-
non that just studying people affects their performance.80 Abraham Maslow (1908–1970) 
developed the hierarchy of needs theory.81 Maslow is one of the earliest researchers to 
study motivation, and motivation is still a major area of research. You will learn more 
about Maslow’s hierarchy of needs and other motivation theories in Chapter 11.

Douglas McGregor (1906–1964) developed Theory X and Theory Y. McGregor 
contrasted the two theories based on the assumptions that managers make about work-
ers. Theory X managers assume people dislike work and that only if managers plan, 
organize, and closely direct and control their work will workers perform at high levels. 
Theory Y managers assume people like to work and do not need close supervision. 
McGregor did not give specific details on how to manage; he suggested a reorientation 
in managerial thinking.82 Behaviorists believed happy employees would be productive. 
However, later research suggested that a happy worker is not necessarily a productive 
worker. As you can see, the classical and behavioral theories are very different, yet both 
kinds of theorists claim their approach is the best way to manage in all organizations.

The behavioral approach to management is still evolving and being used in orga-
nizations. The current term for studying people at work is the behavioral science 
approach, which draws from economics, psychology, sociology, and other disciplines. 
Most of the material in the chapters in Parts III and IV is based on behavioral science 
research. Managers all over the globe use behavioral sciences in dealing with people.

Management Science

The management science theorists focus on the use of mathematics to aid in problem 
solving and decision making. During World War II, a research program began to inves-
tigate the applicability of quantitative methods to military and logistics problems. After 
the war, business managers began to use management science (math) in three areas.

•  Operations research emphasizes mathematical model building. Today these 
models are commonly called algorithms and are used with big data to better 
understand customers and how to promote products to increase sales. We will 
be discussing big data in Chapter 4 and other chapters.

•  Operations management is a form of applied management science that uses 
quantitative techniques to help managers make decisions that can produce and 
improve goods and services more e�ciently. Operations are covered in Chapter 15.

•  Information management, or management information systems (MIS) or 
information systems (IS), provide access to data and information in a timely 
manner to transact business and make decisions. We discuss information 
management in Chapter 13.

behavioral theorists  
Researchers who focus on 
people to determine the 
best way to manage in all 
organizations.

management science 
theorists Researchers who 
focus on the use of mathematics 
to aid in problem solving and 
decision making.
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The use of computers has led to an increase in the use of quantitative methods 
by managers all over the globe. Because management science stresses decision- 
making skills and technical skills, it is more closely aligned with classical manage-
ment theory than with behavioral theory. You will learn more about management 
science in the chapters in Parts II and V. Management science is not commonly used 
in organizing and leading.

Integrative Perspective—Systems, 

Sociotechnical, Contingency Theories
The integrative perspective has three components: systems theory, sociotechnical the-
ory, and contingency theory.

Systems Theory

The systems theorists focus on viewing the organization as a whole and as the inter-
relationship of its parts. In the 1950s, management theorists attempted to integrate 
the classical, behavioral, and management science theories into a holistic view of the 
management process. Systems theorists began by assuming that an organization is a 
system that transforms inputs (resources) into outputs (products and/or services).

According to Ludwig von Bertalanffy, Margaret Mead, Harold Koontz, Daniel 
Katz and Robert Kahn, Peter Senge, and others, the systems approach recognizes that 
an organization is an open system because it interacts with and is affected by the exter-
nal environment.83 For example, government laws affect what an organization can and 
cannot do, the economy affects the organization’s sales, and so on. You will learn more 
about open systems and the organizational environment in Chapter 2.

According to Russell Ackoff, the commonly used classical approach to problem 
solving is a reductionist process. Managers tend to break an organization into its basic 
parts (departments), understand the behavior and properties of the parts, and add the 
understanding of the parts together to understand the whole. They focus on making 
independent departments operate as efficiently as possible. According to systems 
theorists, the reductionist approach cannot yield an understanding of the organiza-
tion, only knowledge of how it works. Because the parts of a system are interdepen-
dent, even if each part is independently made to perform as efficiently as possible, 
the organization as a whole may not perform as effectively as possible. For example, 
all-star athletic teams are made up of exceptional players. But because such players 
have not played together as a team before, the all-star team may not be able to beat an 
average team in the league.84 Systems theory stresses the need for conceptual skills in 
order to understand how an organization’s subsystems (departments) interrelate and 
contribute to the organization as a whole. For example, the actions of the marketing, 
operations, and financial departments (subsystems) affect each other; if the quality 
of the product goes down, sales may decrease, causing a decrease in finances. Before 
managers in one department make a decision, they should consider the interrelated 
effects it will have on the other departments. The organization is a system (depart-
ments), just as the management process is a system (planning, organizing, leading, 
and controlling), with subsystems (parts of departments) that affect each other. So, in 
other words, when you have a problem to solve, do not break it into pieces; focus on 
the whole.

Today one of the major trends is toward total quality management (TQM) for con-
tinuous improvements, which takes a systems approach to management. You will learn 
more about TQM in Chapters 2 and 15.

Sociotechnical Theory

The sociotechnical theorists focus on integrating people and technology. Socio -
technical theory was formulated during the 1950s and 1960s by Eric Trist, Ken 
Bamforth, Fred Emery, and others.85 They realized, as today’s managers do, that a man-
ager must integrate both people and technology. To focus on one to the exclusion of 
the other leads to lower levels of performance. Much of current behavioral science work 
is in agreement with sociotechnical theory.

systems theorists Researchers 
who focus on viewing the 
organization as a whole and as 
the interrelationship of its parts.

sociotechnical theorists  
Researchers who focus 
on integrating people and 
technology.
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Jamie Dimon’s (IOM 5) leadership style reflects a variety of management theories. 
In particular, his approach is consistent with sociotechnical theory in that he empha-
sizes the importance of creating an effective strategy and structure as well as address-
ing “soft” issues like corporate culture and a top-notch workforce. In addition, Dimon’s 
approach reflects systems thinking in that he demonstrates an understanding of not 
only getting the technical and social aspects of the company right, but the importance 
of managing them together as part of an integrated whole that adapts to its external 
environment (e.g., industry, customer preferences, laws and regulations).

Contingency Theory

The contingency theorists focus on determining the best management approach for 
a given situation. In the 1960s and 1970s, management researchers wanted to deter-
mine how the environment and technology affected the organization. Tom Burns and 
George Stalker conducted a study to determine how the environment affects a firm’s 
organization and management systems. They identified two different types of envi-
ronments: stable (where there is little change) and innovative (great changes). The 
researchers also identified two types of management systems: mechanistic (similar to 
bureaucratic classical theory) and organic (nonbureaucratic, similar to behavioral the-
ory). They concluded that in a stable environment, the mechanistic approach works 
well, whereas in an innovative environment, the organic approach works well.86

Joan Woodward conducted a study to determine how technology (the means of 
producing products) affects organizational structure. She found that organizational 
structure did change with the type of technology. Woodward concluded that the mecha-
nistic or classical approach worked well with mass-production technology (such as that 
of an automobile assembly line), whereas the organic or behavioral approach worked 
well with small-batch (custom-made) products and long-run process technology (such 
as that for refining crude oil).

These contingency theories may be historic, but they still influence present-day 
organizational structures and leadership.87 We will revise them in Chapter 7, “Organizing 
and Delegating Work,” and as a current leadership theory in Chapter 12.

Comparing Theories
Exhibit 1-10 reviews the theories covered in this chapter. Throughout this book, you 
will learn to take an integrative perspective using systems and contingency theories, 
combined with some management science, to ensure that you maximize development 
of your management skills. For example, Skill Builder 1-4 at the end of this chapter uses 
a contingency approach.

Managing the Old Versus New Workplace
The dated management versus labor mentality has changed to a more cooperative 
approach; sharing the pie versus fighting over it. Managers are creating positive work 
cultures.88 There is a shift to better and more personal relationships between bosses and 

contingency theorists  
Researchers who focus 
on determining the best 
management approach for a 
given situation.

EXHIBIT 1-10

Comparing Theories

CLASSICAL BEHAVIORAL

MANAGEMENT 

SCIENCE SYSTEMS THEORY

SOCIOTECHNICAL 

THEORY

CONTINGENCY 

THEORY

Attempts to 

develop the best 

way to manage in 

all organizations 

by focusing on the 

jobs and structure 

of the firm.

Attempts to develop 

a single best way 

to manage in all 

organizations by 

focusing on people 

and making them 

productive.

Recommends 

using math 

(computers) to 

aid in problem 

solving and 

decision making.

Manages by focusing 

on the organization 

as a whole and the 

interrelationship 

of its departments 

rather than on 

individual parts.

Recommends 

focusing on the 

integration of people 

and technology.

Recommends 

using the 

theory or the 

combination of 

theories that 

meets the given 

situation.
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Matching History of Management People and Theories

Identify the person or theory that helped develop the 

following six theory categories—Exhibit 1-10.

A. Classical theory

B. Behavioral theory

C. Management science

D. Systems theory

E. Sociotechnical theory

F. Contingency theory

_______ 28. Douglas McGregor developed Theory 

X and Theory Y.

_______ 29. Frederick Taylor, focus on analyzing 

jobs and redesigning them to be more 

efficient.

_______ 30. Focused on the use of math to make 

decisions in operations management.

_______ 31. Elton Mayo, human relations 

movement.

_______ 32. Eric Trist, focus on integrating people 

and technology.

_______ 33. Henry Fayol, administrative theory.

_______ 34. Russell Ackoff, focus on viewing the 

organization as a whole and as the 

interrelationship of its parts.

_______ 35. Tom Burns and George Stalker 

didn’t believe there is one best 

management approach for all 

situations.

1-5 APPLYING THE CONCEPT

workers.89 In the old workplace, managers used an autocratic leadership style with a local 
domestic view, jobs were specialized and routinely performed by individuals, employees 
were homogeneous, and change was slow.90 In the new workplace, managers use a more 
participative leadership style with a global view,91 jobs are more flexible and performed by 
teams, employees are diverse, and change is rapid. In today’s global economy, managers 
are responsible for resources and lead employees in other countries in a virtual world.92

Knowledge Management and Learning Organizations

Today’s leaders focus on learning and knowledge management because the acqui-
sition of knowledge and the ability to learn are important to organizational success. 
Knowledge workers process information rather than physical goods. Knowledge  
management involves everyone in an organization in sharing knowledge and apply-
ing it to continuously improve products and processes. Learning is the process whereby 
knowledge is created through the transformation of experience. Knowledge sharing 
provides opportunities for mutual learning.93 Learning organizations have every-
one engaged in identifying and solving problems, enabling change, and continuous 
improvement. Learning organizations also share knowledge through alliances with 
other organizations. They share three characteristics: a team-based structure, participa-
tive management, and the sharing of information through knowledge management.94

Evidence-Based Management (EBMgt)

Knowledge management is all about learning new things and applying the knowledge 
in order to improve. It goes hand in hand with evidence-based management (EBMgt). 
It bridges the gap between science/theory and practice,95 as it proves practical rele-
vance.96 EBMgt is about replacing hunches and guesswork with management practices 
that are supported through research.97 It is sometimes referred to as best practices that 
organizations want to replicate.98 The starting point says that management decisions 
should be based on a combination of critical thinking and the best available evidence. 
‘Evidence’ includes information, facts, or data supporting (or contradicting) a claim, 
assumption or hypothesis.99 For more information on EBMgt, visit the Center for 
Evidence-Based Management (www.cebma.org).

As suggested in EBMgt, throughout this book, as discussed in the next section, you 
will learn about management and how to apply the knowledge to develop management 
skills based on EBMgt that you can use in your personal and professional lives.

knowledge management  
Involving everyone in an 
organization in sharing 
knowledge and applying it 
continuously to improve products 
and processes.


