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to life in discussions, activities, and individual and team 
assignments: Evaluate Career Situations, Reflect on the 
Self-Assessment, Contribute to the Class Exercise, Manage 
a Critical Incident, Collaborate on the Team Activity, and 
Analyze the Case Study. These instructional enrichments are 
introduced at the very beginning of each chapter as part of 
What to Look for Inside: Skills Make You Valuable.

Management 4e Philosophy
Today’s students are tomorrow’s leaders and managers. They 
are our hope for the future during this time of social transfor-
mation. New values and management approaches are appear-
ing; organizations are changing forms and practices; jobs are 
being redefined and relocated; the age of information is a 
major force in our lives; and the intricacies of globalization 
are presenting major organizational and economic challenges.

Management 4e is designed to help students discover 
their true potential and accept personal responsibilities 
for developing career skills.

Management 4e and its rich selection of timely examples 
and thought-provoking features for analysis and reflection is 
designed for this new world of work. It is craf ed to help students 
understand that management is real and is an everyday part of 
their lives. By engaging with Management 4e, students explore 
the essentials of management while also discovering their true 
potential for developing useful career skills. The content, 
pedagogy, and features of this edition were carefully blended to 
support management educators who want their students to:

• grow in career readiness,

• become attractive internship and job candidates,

• gain confidence in critical thinking,

• identify timely social and organizational issues, and

• embrace lifelong learning for career success.

Management 4e Pedagogy
The pedagogical foundations of Management 4e are based on 
four constructive balances that are essential to higher educa-
tion for business and management.

Today’s global workplace requires careful navigation. Some-
times the waters are choppy and sometimes it’s smooth sailing. 
No matter the conditions, a successful organization requires 
skilled leaders at the helm and confident team members who 
know the ropes.

With ever-changing technology and market conditions 
and opportunities, today’s organizations must be nimble. It 
requires strategy, planning, teamwork, communication, and 
preparation to be able to change course quickly. It is no longer 
an option to remain safe in the harbour; organizations know 
that taking risk is the path to success.

As you embark on your learning journey, this text will give 
you a firm understanding of  management theory and practices 
that will prepare you to launch your career, no matter which 
way the winds blow. Whether you want to become a captain or 
a valued crew member, Management 4e presents the tools to 
succeed from a Canadian perspective.

New to Management 4e
Management 4e has been revised and updated with a focus on 
real-world anchors for timely content, student engagement in 
critical thinking about real-world and personal career issues, 
and instructor opportunities for enriched classroom activities 
and assignments.

Timely content—All content has been updated. Examples 
of new and expanded coverage include triple bottom line and 
shared value view (Chapter 3), disruptive innovation and hu-
man sustainability (Chapter 4), reshoring and tax inversions 
(Chapter 5), social entrepreneurship and crowdfunding (Chap-
ter 6), data mining and analytics (Chapter 7), goal management 
and goal alignment (Chapter 8 and Chapter 16), employment 
issues and controversies (Chapter 13), leadership and follower-
ship (Chapter 14), technology personality and mood contagion 
(Chapter 15), and team virtuousness (Chapter 17).

Student engagement features—Student engagement is an 
embedded theme in Management 4e. Look for these features 
that bring life to disciplinary content: Analysis—Make Data Your 
Friend, Choices—Think before You Act, Ethics—Know Right from 
Wrong, Insight—Keep Learning about Yourself, and Wisdom—
Learn from Role Models. Each feature is designed and visually 
presented to attract student attention and engage them in 
reflection and critical thinking. These features are introduced 
at the very outset of each chapter as part of What to Look for 
Inside: Management Is Real.

Enriched classroom opportunities—The active and enriched 
classroom is also an embedded theme in Management 4e. Look 
for these opportunities that make it easy to bring text content 
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The timely content of ers flexibility in meeting a wide 
variety of course objectives and instructor preferences. The 
material is organized in five logical parts—Management, 
Environment, Planning and Controlling, Organizing, and 
Leading. The parts and the accompanying material can be 
used in any order and combination. All content has been 
updated and enriched with new features and examples from 
the latest current events.

Learning Model
The Management 4e learning model makes it easy for students 
to read, study, reflect, and use critical thinking. Their attention 
is focused on building management skills and competencies 
through active learning, and on discovering that management 
issues and themes permeate current events that af ect every-
day living.

The Management 4e learning model makes it easy for 
students to study, reflect, and use critical thinking as 
they read.

Each chapter opens with a compelling photo and quote, 
followed by a learning dashboard that provides a Chap-
ter Quick Start overview, list of Takeaway Questions, and a 
What to Look for Inside directory in two parts: Management 
Is Real—with features on Analysis, Choices, Ethics, Insight, 
and Wisdom; and Skills Make You Valuable—with features 
to Evaluate, Reflect, Contribute, Manage, Collaborate, and 
Analyze. Figures and online animations provide visual sup-
port for student comprehension as concepts, theories, and 
terms are introduced. The Management Learning Review 
section helps students prepare for quizzes and exams by 
completing a Takeaway Question Summary and Self-Test. 
Interactive self-assessments give students a chance to en-
gage with some of the end-of-chapter questions in an online 
 environment.  

Self-Reflection, Active Learning, 
and Critical Thinking
The What to Look for Inside guide in the learning dashboard 
points out the many features in Management 4e that  provide 
students with important opportunities for self- reflection, ac-
tive learning, and critical thinking. Management Is Real features 
current events, timely issues, and real people and situations to 
build awareness and stimulate personal  reflection. 

At the end of each chapter, Skills Make You Valuable fea-
tures provide a variety of opportunities to build management 
skills through individual and team learning activities. 

A sampling of the Management Is Real and Skills Make You 
Valuable features follows:

•  The balance of research insights with formative education. 
As educators we must be willing to make choices when bring-
ing the theories and concepts of our discipline to the atten-
tion of the introductory student. We cannot do everything in 
one course. The goal should be to make good content choices 
that set the best possible foundations for lifelong learning.

Our goal as educators should be to make good con-
tent and pedagogical choices that set the best pos-
sible foundations for lifelong learning.

•  The balance of management theory with management 
practice. As educators we must understand the compel-
ling needs of students to learn and appreciate the applica-
tions of the material they are reading and thinking about. 
We must continually bring to their attention interesting 
and relevant examples.

•  The balance of present understandings with future pos-
sibilities. As educators we must continually search for the 
 directions in which the real world of management is head-
ing. We must select and present materials that can both 
point students in the right directions and help them develop 
the confidence and self-respect needed to best pursue them.

•  The balance of what “can” be done with what is, purely 
and simply, the “right” thing to do. As educators we are 
role models; we set the examples. We must be willing to 
take stands on issues such as managerial ethics and social 
responsibility. We must be careful not to let the concept 
of “contingency” betray the need for positive “action” and 
“accountability” in managerial practice.

We are role models . . . we must be willing to take 
stands on issues such as managerial ethics and 
social responsibility.

Our students have pressing needs for direction as well as sug-
gestion. They have needs for application as well as information. 
They have needs for integration as well as presentation. And they 
have needs for confidence that comes from solid understanding. 
Our goal is to put into your hands and into those of your students 
a learning resource that can help meet these needs.

Management 4e Highlights
Management 4e introduces the essentials of management as 
they apply to organizations and careers in a complex global 
society. The subject matter is carefully chosen to meet Associa-
tion to Advance Collegiate Schools of Business (AACSB) accred-
itation guidelines, while still allowing extensive flexibility to fit 
various course designs, class sizes, and delivery formats.
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•  Video cases: Video cases accompanying each chapter help to 
illustrate and expand on relevant topics and allow for further 
analysis and critical thinking. The videos are accompanied by 
teaching notes that provide starting points for lectures or for 
general class discussion.

•  Career Center: This special guide to building a student port-
folio is complete with professional resumé and competency 
documentations as well as Career Coach videos. Students 
can also access CareerShif , a leading job search tool. 

•  Management Weekly Updates: These timely updates keep 
you and your students updated and informed on the very 
latest in business news stories. Each week you will find 
links to five new articles, video clips, business news sto-
ries, and so much more with discussion questions to elab-
orate on the stories in the classroom.

Management 4e Teaching and 
Learning Resources

Instructor’s Resource Manual
The Instructor’s Resource Manual of ers helpful teaching ideas; 
advice on course development; sample assignments; and text 
highlights, learning objectives, lecture outlines, class exercises, 
lecture notes, answers to questions, and tips on using cases.

Management 4e Exceptional 
Content in Any Media
WileyPLUS is an online teaching and learning platform that in-
tegrates text with interactive and multimedia content, online 
tools, and resources to provide a contemporary and appealing 
learning experience. Of ering this product in WileyPLUS along 
with a stand-alone eText and practical printed text options 
allows the flexibility to suit any course format, whether it be 
face-to-face, a hybrid/blended learning environment, or an 
online class. Features in WileyPLUS include: 

• a complete version of the eText

•  ORION, a personalized, adaptive learning experience that 
gives students the practice they need to build proficiency 
on topics while using their study time more ef ectively. 
The adaptive engine is powered by unique questions for 
the entire content, giving students endless opportunities 
for practice throughout the course.

•  Author videos: Students can view Dan Bachrach’s and 
John Schermerhorn’s videos before class. These videos 
highlight core content for learning objectives. These 
tutorials are intended to enhance students’ comprehen-
sion and  facilitate students’ learning in their management 
course and provide the additional learning assistance 
that students need to bridge the gap between theory and 
 application.

What to Look for Inside

Management Is Real
4.1 Analysis Make Data Your Friend

Social Attitudes Shif  on Women at Work, but Concerns for 
Equality Persist

4.2 Ethics Know Right from Wrong

Of shore E-Waste Graveyards Bury a Problem

4.3 Insight Keep Learning about Yourself

Risk Taking Has Its Ups and Downs

4.4 Wisdom Learn from Role Models

The Westons Take the Cake

4.5 Choices Think before You Act

Sustainability Ranks Low among Global Executive Challenges

Skills Make You Valuable
• Evaluate Career Situations:

What Would You Do?

• Reflect On the Self-Assessment:

Tolerance for Ambiguity

• Contribute To the Class Exercise:

The Future Workplace

• Manage A Critical Incident:

It’s Also about Respect

• Collaborate On the Team Activity:

Organizational Commitment to Sustainability Scorecard

• Analyze The Case Study:

Timberland—From Bootmaker to Earthkeeper: Walking a Green 
Path

c04EnvironmentInnovationAndSustainability.indd Page 62  03/04/17  10:20 AM f-0161 /208/WB02180/9781119347958/ch04/text_s
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Test Bank
This comprehensive Test Bank consists of more than 200 
questions per chapter. Each chapter includes true/false, 
multiple-choice, and short-answer questions. The questions 
are designed to vary in degree of dif iculty to challenge your 
students. All questions are tagged with learning objectives, 
Bloom’s Taxonomy categories, and AACSB Standards. The 
Computerized Test Bank is from a test-generating program 
that allows instructors to modify and add questions to the Test 
Bank, and to customize their exams.

Practice Quizzes
These online quizzes of varying levels of dif iculty focus on key 
terms and concepts and are designed to help students evaluate 
their individual progress. 

PowerPoint Presentation Slides
This robust set of slides will enhance your students’ overall 
experience in the management classroom.



Brief Contents

Part One Management
 1. Management Today 1

 2. Management Learning Past to Present 23

 3. Ethics and Social Responsibility 40

Part Two Environment
 4.  Environment, Innovation, and 

Sustainability 61

 5.  Global Management and Cultural 
Diversity 78

 6. Entrepreneurship and New Ventures 100

Part Three Planning and Controlling
 7. Information and Decision-Making 119

 8. Planning Processes and Techniques 141

 9. Control Processes and Systems 159

 10. Strategy and Strategic Management 176

Part Four Organizing
 11. Organization Structures and Design 199

 12. Organization Culture and Change 220

 13.  Strategic Human Resource Management 241

Part Five Leading
 14. Leading and Leadership Development 263

 15. Individual Behaviour 283

 16. Motivation Theory and Practice 304

 17. Teams and Teamwork 325

 18. Communication and Collaboration 347

APPENDIX A  Operations and Services 
Management 369

CASE STUDIES   Management Cases for Critical 
Thinking 383

SELF-TEST ANSWERS 407

ENDNOTES 415

ORGANIZATION INDEX 447

NAME INDEX 451

SUBJECT INDEX 454

ix



 3  Ethics and Social 
Responsibility 40

3.1 Ethics 42
3.2 Ethics in the Workplace 44
3.3 Maintaining High Ethical Standards 48
3.4 Social Responsibility 50
Management Learning Review: Get Prepared 
for Quizzes and Exams 55

Summary 55
Chapter Glossary 56
Self-Test 3 57

Management Skills & Competencies: 
Make Yourself Valuable! 58

Evaluate Career Situations 58
Reflect on the Self-Assessment 59
Contribute to the Class Exercise 59
Manage a Critical Incident 60
Collaborate on the Team Activity 60
Analyze the Case Study 60

Part Two Environment
 4  Environment, Innovation, 

and Sustainability 61

4.1 The External Environment 63
4.2 Environment and Value Creation 66
4.3 Environment and Innovation 67
4.4 Environment and Sustainability 71
Management Learning Review: Get Prepared 
for Quizzes and Exams 73

Summary 73
Chapter Glossary 74
Self-Test 4 74

Management Skills & Competencies: 
Make Yourself Valuable! 76

Evaluate Career Situations 76
Reflect on the Self-Assessment 76
Contribute to the Class Exercise 77
Manage a Critical Incident 77
Collaborate on the Team Activity 77
Analyze the Case Study 77

Part One Management
 1  Management Today 1

1.1 Working Today 2
1.2 Organizations  7
1.3 Managers 9
1.4 The Management Process 12
1.5 Learning How to Manage 14
Management Learning Review: Get Prepared 
for Quizzes and Exams 16

Summary 16
Chapter Glossary 17
Self-Test 1 18

Management Skills & Competencies: 
Make Yourself Valuable! 20

Evaluate Career Situations 20
Reflect on the Self-Assessment 20
Contribute to the Class Exercise 21
Manage a Critical Incident 21
Collaborate on the Team Activity 21
Analyze the Case Study 22

 2  Management Learning Past 
to Present 23

2.1 Classical Management Approaches 24
2.2 Behavioural Management Approaches 27
2.3 Modern Management Foundations 31
Management Learning Review: Get Prepared 
for Quizzes and Exams 35

Summary 35
Chapter Glossary 36
Self-Test 2 36

Management Skills & Competencies: 
Make Yourself Valuable! 38

Evaluate Career Situations 38
Reflect on the Self-Assessment 38
Contribute to the Class Exercise 38
Manage a Critical Incident 39
Collaborate on the Team Activity 39
Analyze the Case Study 39

Contents

x



  Contents xi

Management Learning Review: Get Prepared 
for Quizzes and Exams 135

Summary 135
Chapter Glossary 136
Self-Test 7 137

Management Skills & Competencies: 
Make Yourself Valuable! 138

Evaluate Career Situations 138
Reflect on the Self-Assessment 138
Contribute to the Class Exercise 139
Manage a Critical Incident 140
Collaborate on the Team Activity 140
Analyze the Case Study 140

 8  Planning Processes and 
Techniques 141

8.1 Why and How Managers Plan 143
8.2 Types of Plans Used by Managers 146
8.3 Planning Tools and Techniques 149
8.4 Implementing Plans to Achieve Results 151
Management Learning Review: Get Prepared 
for Quizzes and Exams 154

Summary 154
Chapter Glossary 155
Self-Test 8 156

Management Skills & Competencies: 
Make Yourself Valuable! 157

Evaluate Career Situations 157
Reflect on the Self-Assessment 157
Contribute to the Class Exercise 158
Manage a Critical Incident 158
Collaborate on the Team Activity 158
Analyze the Case Study 158

 9  Control Processes and 
Systems 159

9.1 Why and How Managers Control 161
9.2 The Control Process 165
9.3 Control Tools and Techniques 168
Management Learning Review: Get Prepared 
for Quizzes and Exams 171

Summary 171
Chapter Glossary 171
Self-Test 9 172

Management Skills & Competencies: 
Make Yourself Valuable! 173

Evaluate Career Situations 173
Reflect on the Self-Assessment 174
Contribute to the Class Exercise 174
Manage a Critical Incident 175
Collaborate on the Team Activity 175
Analyze the Case Study 175

 5  Global Management and 
Cultural Diversity 78

5.1 Management and Globalization 80
5.2 Global Businesses 87
5.3 Cultures and Global Diversity  90
5.4 Global Management Learning 93
Management Learning Review: Get Prepared 
for Quizzes and Exams 94

Summary 94
Chapter Glossary 95
Self-Test 5 96

Management Skills & Competencies: 
Make Yourself Valuable! 98

Evaluate Career Situations 98
Reflect on the Self-Assessment 98
Contribute to the Class Exercise 98
Manage a Critical Incident 99
Collaborate on the Team Activity 99
Analyze the Case Study 99

 6  Entrepreneurship and 
New Ventures 100

6.1 The Nature of Entrepreneurship 102
6.2 Entrepreneurship and Small Business  107
6.3 New Venture Creation 109
Management Learning Review: Get Prepared 
for Quizzes and Exams 114

Summary 114
Chapter Glossary 114
Self-Test 6 115

Management Skills & Competencies: 
Make Yourself Valuable! 116

Evaluate Career Situations 116
Reflect on the Self-Assessment 117
Contribute to the Class Exercise 118
Manage a Critical Incident 118
Collaborate on the Team Activity 118
Analyze the Case Study 118

Part Three  Planning and 
Controlling

 7  Information and Decision-
Making 119

7.1 Information, Technology, and Management 121
7.2 Problem Solving and Managerial Decisions 123
7.3 The Decision-Making Process 127
7.4 Decision-Making Pitfalls and Creativity 131



xii Contents

Management Learning Review: Get Prepared 
for Quizzes and Exams 236

Summary 236
Chapter Glossary 236
Self-Test 12 237

Management Skills & Competencies: 
Make Yourself Valuable! 238

Evaluate Career Situations 238
Reflect on the Self-Assessment 239
Contribute to the Class Exercise 239
Manage a Critical Incident 240
Collaborate on the Team Activity 240
Analyze the Case Study  240

 13  Strategic Human Resource 
Management 241

13.1 Human Resource Management 243
13.2 Attracting a Quality Workforce 246
13.3 Developing a Quality Workforce 251
13.4 Maintaining a Quality Workforce 253
Management Learning Review: Get Prepared 
for Quizzes and Exams 257

Summary 257
Chapter Glossary 257
Self-Test 13 259

Management Skills & Competencies: 
Make Yourself Valuable! 260

Evaluate Career Situations 260
Reflect on the Self-Assessment 261
Contribute to the Class Exercise 261
Manage a Critical Incident 261
Collaborate on the Team Activity 262
Analyze the Case Study 262

Part Five Leading
 14  Leading and Leadership 

Development 263

14.1 The Nature of Leadership 265
14.2 Leadership Traits and Behaviours 268
14.3 Contingency Approaches to Leadership 270
14.4 Personal Leadership Development 274
Management Learning Review: Get Prepared 
for Quizzes and Exams 277

Summary 277
Chapter Glossary 278
Self-Test 14 279

 10  Strategy and Strategic 
Management 176

10.1 Strategic Management 178
10.2 Essentials of Strategic Analysis 181
10.3 Corporate-Level Strategy Formulation 184
10.4 Business-Level Strategy Formulation 188
10.5 Strategy Implementation 191
Management Learning Review: Get Prepared 
for Quizzes and Exams 193

Summary 193
Chapter Glossary 194
Self-Test 10 194

Management Skills & Competencies: 
Make Yourself Valuable! 196

Evaluate Career Situations 196
Reflect on the Self-Assessment 196
Contribute to the Class Exercise 197
Manage a Critical Incident 197
Collaborate on the Team Activity 198
Analyze the Case Study 198

Part Four  Organizing
 11  Organization Structures 

and Design 199

11.1 Organizing as a Management Function 201
11.2 Traditional Organization Structures 203
11.3 Horizontal Organization Structures 207
11.4 Organizational Designs 211
Management Learning Review: Get Prepared 
for Quizzes and Exams 215

Summary 215
Chapter Glossary 215
Self-Test 11 216

Management Skills & Competencies: 
Make Yourself Valuable! 218

Evaluate Career Situations 218
Reflect on the Self-Assessment 218
Contribute to the Class Exercise 218
Manage a Critical Incident 219
Collaborate on the Team Activity 219
Analyze the Case Study 219

 12  Organization Culture 
and Change 220

12.1 Organizational Cultures 222
12.2 Multicultural Organizations and Diversity 226
12.3 Organizational Change 230



  Contents xiii

17.3 How Teams Work 332
17.4 Decision-Making in Teams 339
Management Learning Review: Get Prepared 
for Quizzes and Exams 341

Summary 341
Chapter Glossary 342
Self-Test 17 342

Management Skills & Competencies: 
Make Yourself Valuable! 344

Evaluate Career Situations 344
Reflect on the Self-Assessment 344
Contribute to the Class Exercise 345
Manage a Critical Incident 345
Collaborate on the Team Activity 346
Analyze the Case Study 346

 18  Communication and 
Collaboration 347

18.1 The Communication Process 349
18.2 Improving Collaboration through 

Communication 353
18.3 Managing Conflict 356
18.4 Managing Negotiation 359
Management Learning Review: Get Prepared 
for Quizzes and Exams 362

Summary 362
Chapter Glossary 363
Self-Test 18 364

Management Skills & Competencies: 
Make Yourself Valuable! 365

Evaluate Career Situations 365
Reflect on the Self-Assessment 366
Contribute to the Class Exercise 366
Manage a Critical Incident 367
Collaborate on the Team Activity 367
Analyze the Case Study 367

APPENDIX A   Operations and Services 
Management 369

CASE STUDIES   Management Cases for Critical 
Thinking 383

SELF-TEST ANSWERS  407

ENDNOTES  415

ORGANIZATION INDEX  447

NAME INDEX  451

SUBJECT INDEX  454

Management Skills & Competencies: 
Make Yourself Valuable! 280

Evaluate Career Situations 280
Reflect on the Self-Assessment 281
Contribute to the Class Exercise 281
Manage a Critical Incident 282
Collaborate on the Team Activity 282
Analyze the Case Study 282

 15  Individual Behaviour 283

15.1 Perception 285
15.2 Personality 288
15.3 Attitudes 291
15.4 Emotions, Moods, and Stress 295
Management Learning Review: Get Prepared 
for Quizzes and Exams 298

Summary 298
Chapter Glossary 298
Self-Test 15 299

Management Skills & Competencies: 
Make Yourself Valuable! 301

Evaluate Career Situations 301
Reflect on the Self-Assessment 301
Contribute to the Class Exercise 302
Manage a Critical Incident 302
Collaborate on the Team Activity 303
Analyze the Case Study 303

 16  Motivation Theory and Practice 304

16.1 Individual Needs and Motivation 306
16.2 Process Theories of Motivation 309
16.3 Reinforcement Theory 314
16.4 Motivation and Job Design 316
Management Learning Review: Get Prepared 
for Quizzes and Exams 319

Summary 319
Chapter Glossary 320
Self-Test 16 321

Management Skills & Competencies: 
Make Yourself Valuable! 322

Evaluate Career Situations 322
Reflect on the Self-Assessment 323
Contribute to the Class Exercise 323
Manage a Critical Incident 323
Collaborate on the Team Activity 324
Analyze the Case Study 324

 17  Teams and Teamwork 325

17.1 Teams in Organizations 327
17.2 Trends in the Use of Teams 329





CHAPTER 1

Management Today
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1

Canada geese fly in formation to conserve energy and 
communicate better on their long journeys. Likewise, 
good managers can help organizations reach their 
ultimate destination.

Welcome to the fourth Canadian edition of Management and 
its theme of personal development for career success. We live 
and work in a very complex world. Unemployment and job 
scarcities, ethical miscues by business and government leaders, 

 financial turmoil and uncertainties, environmental challenges, 
and complex global economics and politics are regularly in the 
news. Today’s organizations are fast changing, as is the nature 
of work itself. Talent and technology reign supreme in the most 
desired jobs. Learning, performance, and flexibility are in as 
individual attributes; habit, complacency, and free riding are 
out. Employers expect the best from us, and the best employers 
provide us with inspiring leadership and supportive work envi-
ronments full of respect, involvement, teamwork, and rewards.1

Chapter Quick Start
Management is part of our everyday lives. We manage ourselves, we manage relationships, 
we manage families, and we manage teams and co-workers. Now is a good time to study the 
fundamentals of management, learn more about your capabilities, and start building skills for 
career and life success.
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of our time,” Gratton says. “Globalization means we can work 
anywhere, but must compete with people from everywhere.”2 
What does the changing nature of work mean as you plan for 
career entry and advancement? You can’t expect a guarantee 
of long-term employment in today’s workplace. More and more 
jobs have to be continually earned and re-earned through 
everyday performance and accomplishments. And in times of 
continuous change, you have to accept that your career will 
be defined by “flexibility,” “free agency,” “skill portfolios,” and 
“entrepreneurship.” There is also no escaping the fact that your 
career success will require a lot of initiative, self-awareness, 
and continuous learning. The question is: Are you ready?

Talent
A study by management scholars Charles O’Reilly and Jeff rey 
Pfeff er found that high-performing companies are better than 

1.1  Working Today
LEARNING OBJECTIVE 1.1 

Recognize the challenges of working in the new economy.

Learn More About
Talent • Technology • Globalization • Ethics • Diversity 
• Careers and connections

In her book The Shif : The Future of Work Is Already Here, scholar 
Lynda Gratton describes why things are changing so quickly to-
day and how young people can navigate their careers through 
these changes. “Technology shrinks the world but consumes all 

CHAPTER OUTLINE LEARNING OBJECTIVES TAKEAWAY QUESTIONS

1.1 Working Today

1.2 Organizations

1.3 Managers

1.4 The Management Process

1.5 Learning How to Manage

1.1  Recognize the challenges of 
working in the new economy.

1.2  Describe the nature of 
organizations as work settings.

1.3  Discuss what it means to be a 
manager.

1.4  Explain the functions, roles, and 
activities of managers.

1.5  Identify essential managerial skills 
and discuss how they are learned.

1.1  What are the challenges of 
working in the new economy?

1.2  What are organizations like as 
work settings?

1.3  What does it mean to be a 
manager?

1.4  What are the functions, roles, and 
activities of managers?

1.5  What are the essential managerial 
skills and how do we learn them?

What to Look for Inside

Management Is Real
1.1 Analysis Make Data Your Friend

Multiple Generations Meet and Greet in the New World of 
Work

1.2 Ethics Know Right from Wrong

Social Media Searches Linked with Discrimination in Hiring

1.3 Wisdom Learn from Role Models

Tonia Jahshan Turned Over a New Leaf 

1.4 Choices Think before You Act

Want Vacation? Take as Much as You Want

1.5 Insight Keep Learning about Yourself

Self-Awareness and the Johari Window

Skills Make You Valuable
• Evaluate Career Situations:

What Would You Do?

• Reflect On the Self-Assessment:

Career Readiness “Big 20”

• Contribute To the Class Exercise:

My Best Manager

• Manage A Critical Incident:

Team Leader Faces Test

• Collaborate On the Team Activity:

The Amazing Great Job Race

• Analyze The Case Study:

Vancity: On Top of Its Game
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allow you to achieve important career goals or to meet even 
basic performance requirements. It takes both competency 
and commitment to generate intellectual capital. The views of 
various generations on work elements such as competency and 
commitment are discussed in Management Is Real 1.1.

Workplace talents in today’s age of information, technol-
ogy, and change are dominated by knowledge workers whose 
minds—their creativity and insight—are critical assets.6 Futurist 
Daniel Pink says we will soon enter a conceptual age where the 
premium will be on “whole mind” competencies. Those who 
have them will be both “high concept”—creative and good with 
ideas—and “high touch”—joyful and good with relationships.7 
Management scholar and consultant Gary Hamel talks about 
a creative economy “where even knowledge itself is becom-
ing a commodity” and “the most important dif erentiator will 
be how fast you can create something new.”8 Mastering these 
intellectual challenges requires ongoing development of mul-
tiple skill sets that always keep your personal competencies 
aligned with—and at the forefront of—emerging job trends.

Technology
Technology continuously tests our talents and intrudes into 
every aspect of our lives. Think Skype, Twitter, Instagram, 

their competitors at getting extraordinary results from employ-
ees. “These companies have won the war for talent,” they ar-
gue, “not just by being great places to work—although they are 
that—but by figuring out how to get the best out of all of their 
people, every day.”3

People and their talents—what they know, what they 
learn, and what they achieve—are the crucial foundations for 
organizational performance. They represent what managers 
call intellectual capital, which is the combined brainpower 
and shared knowledge of an organization’s employees.4 Intel-
lectual capital is a strategic asset that organizations can use 
to transform human creativity, insight, and decision-making 
into performance. Intellectual capital also is a personal asset, 
one to be nurtured and continually updated. It is the package 
of intellect, skills, and capabilities that sets us apart, and that 
makes us valuable to potential employers.

Think about the personal implications of this intellectual 
capital equation: Intellectual Capital = Competency × 
Commitment.5 What does it suggest in terms of developing 
your talents for career success? Competency represents your 
personal talents or job-related capabilities. Although extremely 
important, by itself competency won’t guarantee success. You 
have to be committed. Commitment represents how hard 
you work to apply your talents and capabilities to important 
tasks. Both are essential. Having one without the other won’t 

Management Is Real 1.1: Analysis Make Data Your Friend

72 percent of college students want “a job where I 
can make an impact.”

Multiple Generations Meet and Greet in the New 
World of Work
Is the notion of a “9 to 5” job about to become a relic? What hap-
pens as younger workers advance into management? How can 
baby boomers and millennials work well with each other? The 
changing mix of ages and attitudes in the workplace is putting the 
pressure on traditional employment practices. Here are some sur-
vey data to consider.

•  60 percent of millennials change their first jobs af er three 
years and employers spend $15,000 to $25,000 recruiting 
replacements.

•  The best predictor of job loyalty for millennials is “a good cul-
ture fit.”

•  45 percent of millennials rate workplace flexibility higher than 
pay and 71 percent hope co-workers will become a “second 
family.”

•  68 percent of millennials get high scores for being enthusiastic 
about work, 45 percent for being team players, and 39 percent 
for being hard-working.

•  73 percent of boomer managers get high scores for being 
hard-working, 55 percent for being team players, 21 percent 
for flexibility, and 16 percent for inclusive leadership.

•  72 percent of college students say they want “a job where I can 
make an impact.”

What Are the Implications?

How do these findings compare with your own career prefer-
ences or what you hear from people you know? How might this 
evidence influence your approach to seeking a job? What char-
acteristics and practices define your ideal employer? What can 
employers do to attract and retain talented millennials while 
keeping older generations happy? Is what’s good for millennials 
necessarily good for everyone? How can managers ef ectively 
integrate people with varying needs and interests so employees 
from dif erent generations work together with respect and pride?
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a radiologist in India, and business records are maintained by 
accountants in the Philippines.

One controversial consequence of globalization is job 
migration, which is the shift ing of jobs from one country to 
another. While Canada has been a net loser to job migration, 
countries like China, India, and the Philippines have been net 
gainers. Politicians and policy-makers regularly debate the 
costs of job migration as local jobs are lost and communities 
lose economic vitality. One side looks for new government poli-
cies to stop job migration and protect Canadian jobs. The other 
side calls for patience, arguing that the national economy will 
grow jobs in the long run as the global economy readjusts.

The flip side of job migration is reshoring, which is the 
shift  of manufacturing and jobs back home from overseas. 
Rising global manufacturing and transportation costs, increas-
ing labour costs in China and other manufacturing countries, 
growing worries about intellectual property protection in coun-
tries like China, and shortened supply chain lead times have 
led manufacturing firms such as Caterpillar, Ford, and General 
Electric to do more reshoring.13 A recent report by BDO Canada, 
an accounting firm that provides business advisory services, 
comments on the growing tendency toward reshoring: “A firm’s 
proximity to its customers is once again becoming a strategic 
asset and competitive advantage.”14

Ethics
It’s old news now that Bernard Madoff  was sentenced to 150 
years in jail for a Ponzi scheme costing investors billions of dol-
lars. But the message is still timely and crystal clear: Commit 
white-collar crime and you will be punished.15 Madoff ’s crime 
did terrible harm to numerous individuals who lost their life sav-
ings, charitable foundations that lost millions in charitable gift s, 
and employees who lost their jobs. Our society also paid a large 
price as investors’ faith in the business system was damaged by 
the scandal. Although very high profile, the Madoff  scandal was 
by no means a unique or isolated case of bad behaviour by a 
lone executive. Fresh scandals regularly make the news.

The issues here move beyond criminal behaviour and into 
the broader notion of ethics—a code of moral principles that 
sets standards for conduct that is “good” and “right” as well as 
“bad” and “wrong.”16 At the end of the day we depend on indi-
viduals, working at all organizational levels, to conduct them-
selves in ethical ways. We also expect employers to act ethically 
(see Management Is Real 1.2). And even though ethics failures 
get most of the publicity, you’ll find many examples of manag-
ers who demonstrate moral leadership and integrity. Believing 
that most CEOs are overpaid, the former CEO of Dial Corpo-
ration, Herb Baum, once gave his annual bonus to the firm’s 
lowest-paid workers.17 In his book The Transparent Leader, he 
argues that integrity is a key to leadership success and that the 
responsibility for setting an organization’s ethical tone begins 
at the top. Shareholders in several companies in Canada are 
getting more aggressive when it comes to voting against unrea-
sonable executive compensation.18 

Facebook, and more. We are continuously bombarded with 
advertisements for the latest developments—smart phones, 
smart apparel, smart cars, smart homes. We struggle to keep 
up with our social media involvements, stay connected with 
messaging, and deal with inboxes full of email and voice mail. 
It is likely that, right now, you are reading this “book” on your 
favourite tablet or smart phone rather than in its traditional 
form. Given what has already happened with how we use tech-
nology, what will things look like tomorrow?

It is critical to build and to maintain a high Tech IQ—the 
ability to use current technologies at work and in your personal 
life, combined with the commitment to keep yourself updated 
as technology continues to evolve. Whether you’re checking in-
ventory, making a sale, ordering supplies, sourcing customers, 
prioritizing accounts, handling payrolls, recruiting new hires, or 
analyzing customer preferences, Tech IQ is indispensable. More 
and more people spend at least part of their workday telecom-
muting or working from home or in mobile off ices. Workplaces 
are full of “virtual teams” with members who meet, access 
common databases, share information and files, make plans and 
decisions, solve problems together, and complete tasks without 
ever meeting face to face. Tech IQ is a baseline foundation 
for succeeding in this fast-changing world of technological 
innovation.

Even finding work and succeeding in the job selection pro-
cess today involves skilled use of technology. Poor communi-
cation, sloppy approaches, and under-researched attempts do 
not work in the world of electronic job search. Filling in your on-
line profile with the right keywords does work. Many employers 
use sophisticated soft ware to scan online profiles for indicators 
of real job skills and experiences that fit their needs. Most re-
cruiters today also check social media for negative indicators 
about applicants.

Globalization
National boundaries hardly count anymore in the world of 
business.9 Over 1.9 million people work in Canada for foreign 
employers.10 We buy cars like Toyota and Honda that are as-
sembled in Canada. We buy appliances from the Chinese firm 
Haier and Tetley Tea from India’s Tata Group. Top managers at 
Starbucks, IBM, Sony, Ford, and other global companies have 
little need for the words “overseas” or “international” in their 
vocabulary. They operate as global businesses serving custom-
ers around the world. They source materials and talent wher-
ever in the world it can be found at the lowest cost.

These are among the many consequences of globaliza-
tion, which is the worldwide interdependence of resource 
flows, product markets, and business competition.11 Under its 
influence, government leaders worry about the competitive-
ness of nations, just as corporate leaders worry about business 
competitiveness.12 Countries and people are interconnected 
through labour markets, employment patterns, and financial 
systems. We are hardly surprised anymore to find that our cus-
tomer service call is answered in Ghana, CT scans are read by 
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up to 14.1 million people will be members of a visible minority, 
which is approximately 3 in 10 Canadians. South Asians, includ-
ing Indians, Pakistanis, and Sri Lankans, are expected to make 
up the largest visible minority group.23 Statistics Canada proj-
ects that roughly 37 percent of the population will be at least 
65 years old.

Despite these changes, the way we deal with diversity in 
the workplace remains complicated. Women now lead global 
companies like IBM, PepsiCo, Xerox, and Kraf , but they hold 
just 5 percent of the top jobs.24 The proportion of women at 
the top is growing, but female CEOs are also getting fired at a 
higher rate than their male counterparts.25 

Why aren’t there more women and people of colour lead-
ing organizations? To what extent does diversity bias still influ-
ence recruitment and selection decisions? Researchers have 
found that resumés with white-sounding first names, such as 
Brett, receive 50 percent more responses from employers than 
equivalent resumés with black-sounding first names, such as 
Kareem.26 Researchers also note that white leaders are viewed 
as more successful than non-white leaders, and that white lead-
ers are expected to succeed because of competence while non-
white leaders are expected to succeed despite incompetence.27

One indicator of ethics in organizations is the emphasis 
given to social responsibility and sustainability practices. Telus 
Corporation was named among Canada’s top socially respon-
sible companies in 2015. “Sustainability is a holistic mindset,” 
says Andrea Goertz, Telus’s Chief Sustainability Officer, 
“that guides every decision we make and challenges us to 
innovate.”19

Another ethics indicator is the strength of corporate gov-
ernance. Think of it as the active oversight of top management 
decisions, corporate strategy, and financial reporting by a com-
pany’s board of directors.

Diversity
The term workforce diversity describes the composition of a 
workforce in terms of gender, age, race, ethnicity, religion, sex-
ual orientation, and able-bodiedness.20 The changing demo-
graphics in society are well recognized. Members of minority 
groups now constitute more than one-fif h of the Canadian 
population,21 and women make up almost half (47 percent) of 
the Canadian workforce.22 By the year 2031, it is predicted that 

Management Is Real 1.2: Ethics Know Right from Wrong

Subtleties in social media postings can contribute 
to discrimination in the recruitment process.

Social Media Searches Linked with Discrimination 
in Hiring
It’s no secret that a growing number of employers (more than a 
third) browse the Web and follow social media to gather informa-
tion and impressions about job candidates. It is also well known 
that inappropriate postings can hurt you. So much so that people 
are increasingly trying to edit the bad things out of their public 
profiles. New research reported from Carnegie Mellon University, 
however, also suggests that subtleties in social media postings can 
contribute to discrimination in the recruitment process. One of the 
researchers, Professor Alessandro Acquisti, says, “There is so much 
information we reveal about ourselves online, sometimes in ways 
we do not even realize.”

Researchers distributed 4,000 resumés to job posting sites 
and associated the resumés with Facebook profiles of ering subtle 
cues—background photos and quotes, for example, on the candi-
dates’ religion (Muslim or Christian) and sexuality (gay or straight). 
Results showed that Muslims (2 percent) were less likely to be called 
for follow-up interviews than Christians (17 percent). Sexuality 
cues made no significant dif erence in call-back rates. It’s against 
Canadian law to use religion or sexuality as hiring criteria, but the 
researchers point out that discrimination based on social media in-
vestigations can be unconscious rather than intentional, with the 
employer showing the bias without realizing it. Professor Acquisti 
says, “By and large, employers avoid asking questions about these 
traits in interviews. But now technology makes it easier to find that 

information.” Other social media cues at risk of discriminatory be-
haviour are photos of women showing pregnancies or children, and 
applicants with names of en associated with ethnic, racial, or reli-
gious communities.

What Do You Think?

Facebook of ers privacy settings to shield from public consump-
tion information intended only for friends. But does this go far 
enough to protect individual privacy? Is it ethical for employers 
to use social media to “peek” at the personal lives of prospec-
tive candidates? Should there be laws preventing them from 
doing so? What about individual responsibility? Given so much 
publicity on social media use by recruiters, shouldn’t job seekers 
be informed and aware enough to screen out potentially harmful 
and discriminatory information? Are these job seekers at fault if 
negative consequences result when they don’t?
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glass ceiling ef ect, an invisible barrier or ceiling that prevents 
women and visible minorities from rising to top jobs.

Scholar Judith Rosener warns that discrimination of any 
sort leads to “undervalued and underutilized human capital.”30 
To avoid this problem, the position of chief diversity of icer, or 
CDO, is gaining stature in organizations. Its presence recog-
nizes that diversity is not only a moral issue but an opportu-
nity for real performance gains. The job of CDO is to make sure 
the work environment allows women and members of other 
groups to flourish, and fully utilizes their talents.31

Careers and Connections
When the economy is down and employment markets are tight, 
the task of finding a career entry point can be daunting. It al-
ways pays to remember the importance of online resumés and 
job searches, and the power of social networking with estab-
lished professionals. In addition, job seekers should consider 
internships as pathways to first-job placements. But everything 

The stage for diversity bias is set by prejudice—the dis-
play of negative, irrational opinions and attitudes regarding 
members of diverse populations. An example of bias is linger-
ing prejudice against working mothers. The non-profit Families 
and Work Institute reported that in 1977, 49 percent of men and 
71 percent of women believed that mothers can be good em-
ployees; by 2008 the proportions had risen to 67 percent and 
80 percent.28 Don’t you wonder why there isn’t 100 percent sup-
port for working mothers? And how do you account for a study 
that sent faux resumés to recruiters and found that the least 
desirable candidates were women with children?29 The inspir-
ing story of one working mother is in Management Is Real 1.3.

Prejudice becomes active discrimination when members 
of some groups are unfairly treated and denied the full bene-
fits of organizational membership. One example of discrimina-
tion is a manager inventing reasons not to interview a visible 
minority job candidate. Another example is a supervisor who 
refuses to promote a working mother for fear that parent-
ing responsibilities will make it hard for her to do a good job. 
This thinking shows a subtle form of discrimination called the 

Management Is Real 1.3: Wisdom Learn from Role Models

“I’m going to start a company,” she announced one 
day.

Tonia Jahshan Turned Over a New Leaf
In 2006, Tonia Jahshan was working at a sales and marketing 
agency she ran with her father. Because of a personal tragedy, she 
was feeling lost and disengaged. She began reassessing her life—
asking whether she really wanted to sell electrical equipment for 
the rest of her career.

To help change her dismal mood, she and her husband took 
some time of  and lef  their home in Ancaster, Ontario, for a get-
away to Halifax to spend some time at a bed and breakfast. That 
little trip changed her life. For breakfast the host served a cup of 
cream of Earl Grey tea. “I was blown away by the taste and smell,” 
Jahshan recalls. She was so enthusiastic about the tea that she and 
her husband drove to a little boutique an hour away to stock up 
and bring some home.

Within two weeks Tonia knew that those little leaves of aro-
matic pleasure were where her future would lie. “I’m going to start 
a company,” she announced to her husband. “I’m going to have tea 
parties and sell tea leaves . . . And I’m calling it ‘Steeped Tea.’”

Her early success was tantalizing. To accomplish her vision 
she turned to direct selling, similar to Avon or Tupperware par-
ties, where people would have tea parties in their homes and build 
friendships. Jahshan knew she wanted a scalable business where 
people could earn on their own terms and she could grow the com-
pany as sales increased. 

By 2010 her business was growing steadily, but she wasn’t 
making any money. Tonia set out to add a second-in-command 
to help clean up the books and streamline operations. She found 
the perfect candidate in her husband, who had just finished his 
MBA. Her husband joined the company as CEO and helped manage 

 finances, negotiate with suppliers, streamline the product line, and 
build more ef icient management systems.

In 2012, she took the risk and went on the TV show Dragons’ 
Den, where she boldly presented her business model and vision. 
The result was that Dragons David Chilton and Jim Treliving invested 
$250,000 for 20 percent of the business. Although she had several 
years of very hard work, and she weathered some financially tight 
situations, today she has an award-winning business with annual 
sales of $20 million and a workforce of 9,000 salespeople in Canada 
and the United States. 

In 2016, Jahshan was listed first among Canada’s Top Female 
Entrepreneurs by Profit.Guide/Chatelaine.

Find Inspiration

Tonia Jahshan’s trajectory from salesperson to woman entrepre-
neur of the year is impressive. What career lessons are here for 
others to follow? Which special skills and personal characteristics 
may have helped Jahshan grow a leadership role? She’s a young 
Canadian woman with three children and a husband. How can 
her success in an entrepreneurial environment serve as a role 
model for others?
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Google+, and Reddit—that connect users with similar inter-
ests have become the great equalizer. They make the process 
of connecting much easier and more democratic than ever 
before. Importantly, they are readily available ways for you to 
make connections that can help with job searches and career 
advancement.

1.2  Organizations 
LEARNING OBJECTIVE 1.2 

Describe the nature of organizations as work settings.

Learn More About
Organizational purpose • Organizations as systems • Organi-
zational performance • Changing nature of organizations

As pointed out earlier, what happens from this point forward 
in your career is largely up to you. So, let’s start with organiza-
tions. In order to make good employment choices and perform 
well in a career, you need to understand the nature of organiza-
tions and recognize how they work as complex systems.

Organizational Purpose
An organization is a collection of people working together to 
achieve a common purpose. It is a unique social phenomenon 
that enables its members to perform tasks far beyond the reach 
of individual accomplishment. This description applies to or-
ganizations of all sizes and types that make up the life of any 
community, from large corporations to small businesses, as 
well as such non-profit organizations as schools, government 
agencies, and hospitals.

The broad purpose of any organization is to provide goods 
or services of value to customers and clients. A clear sense of 
purpose tied to “quality products and services,” “customer 
satisfaction,” and “social responsibility” can be an important 

still depends on the mix of skills you can off er a potential em-
ployer and how well you communicate those skills. Picture 
yourself in a job interview. The recruiter asks this question: 
“What can you do for us?” How do you reply? Your answer can 
set the stage for your career success . . . or something less.

British scholar and consultant Charles Handy uses the 
analogy of the shamrock organization to highlight the 
challenges of developing skill portfolios that fit the new 
workplace.32 The first leaf in the shamrock is a core group of 
permanent, full-time employees who follow standard career 
paths. The number of people in this first leaf is shrinking.33 They 
are being replaced by a second leaf of “freelancers” and “in-
dependent contractors” who off er specialized skills and talents 
on a contract basis, then change employers when projects are 
completed.34 Full-time employees are also being replaced by 
a third leaf of temporary part-timers. They oft en work without 
benefits and are the first to lose their jobs when an employer 
runs into economic diff iculties.

The fact is that you will have to succeed in a free-agent 
economy, one where people change jobs more oft en and work 
on flexible contracts with a shift ing mix of employers over time. 
Skills like those in the list below must be kept up to date and 
portable.35 They can’t be gained once and then forgotten. They 
must be carefully maintained and upgraded all the time. All this 
places a premium on your capacity for self-management—
being able to assess yourself realistically, recognize strengths 
and weaknesses, make constructive changes, and manage 
your personal development. Here are the early career survival 
skills to acquire.

•  Mastery: You need to be good at something. You need to be 
able to contribute real value to your employer.

•  Networking: You need to know people and get connected. 
Networking with others within and outside the organiza-
tion is essential.

•  Entrepreneurship: You must act as if you are running your 
own business, spotting ideas and opportunities and pur-
suing them.

•  Technology: You have to embrace technology. You have to 
stay up to date and fully utilize all that is available.

•  Marketing: You need to communicate your successes and 
progress—both yours personally and those of your work 
team.

•  Renewal: You need to learn and change continuously, always 
improving yourself for the future.

Connections count highly in the free-agent economy. They 
open doors to opportunities and resources that otherwise 
wouldn’t be available. People with connections gain access 
to valuable information about potential jobs and oft en score 
more interviews and better jobs than those without connec-
tions. While in the past the best connections may have been 
limited to people who had gone to the “right” kinds of schools 
or came from the “right” kinds of families, this is no longer the 
case. Social networking tools—such as LinkedIn, Facebook, 

Learning Check 1.1

Takeaway Question 1.1
What are the challenges of working in the new economy?

Be Sure You Can • describe how intellectual capital, ethics, diversity, 
globalization, technology, and the changing nature of careers influ-
ence working in the new economy • define intellectual capital, work-
force diversity, and globalization • explain how prejudice, discrimina-
tion, and the glass ceiling can hurt people at work
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Organizational Performance
Organizations create value when they use resources well to pro-
duce good products and take care of their customers. When op-
erations add value to the original cost of resource inputs, then 
a business organization can earn a profit—selling a product for 
more than the costs of making it, and a non-profit organization 
can add wealth to society—providing a public service like fire 
protection that is worth more than its cost.

One of the most common ways to assess performance 
by and within organizations is productivity. It measures the 
quantity and quality of outputs relative to the cost of inputs. 
And as Figure 1.2 shows, productivity involves both perfor-
mance eff ectiveness and performance eff iciency.

Performance ef ectiveness is an output measure of 
task or goal accomplishment. If you are working as a soft ware 
engineer for a computer game developer, performance eff ec-
tiveness may mean that you meet a daily production target in 
terms of the quantity and quality of lines of code written. This 
productivity helps the company meet customer demands for 
timely delivery of high-quality gaming products.

Performance ef iciency is an input measure of the re-
source costs associated with goal accomplishment. Returning to 
the gaming example, the most eff icient soft ware production is 
accomplished at a minimum cost in materials and labour. If you 
are producing fewer lines of code in a day than you are capable 
of, this amounts to ineff iciency; if you make lots of mistakes that 
require extensive rewrites, this is also ineff icient work. All such 
ineff iciencies drive up costs and reduce productivity.

source of organizational strength and performance advan-
tage. IBM’s former CEO, Samuel Palmisano, once said: “One 
simple way to assess the impact of any organization is to ask 
the question: How is the world diff erent because it existed?”36 
Whole Foods founder John Mackey answers by saying: “I think 
that business has a noble purpose. It means that businesses 
serve society. They produce goods and services that make peo-
ple’s lives better.” On the Whole Foods website this is stated as a 
commitment to “Whole Foods—Whole People—Whole Planet.”37

Organizations as Systems 
All organizations are open systems that interact with their 
environments. They do so in a continual process of obtaining 
resource inputs—people, information, resources, and capital—
and transforming them into outputs in the form of finished 
goods and services for customers.38

As shown in Figure 1.1, feedback from the environment 
indicates how well an organization is doing. When Starbucks 
started a customer blog, for example, requests for speedier ser-
vice popped up. The company quickly made changes that elim-
inated required signatures on credit card charges less than $25. 
Salesforce.com is another company that thrives on feedback. It 
set up a website called Idea Exchange to get customer sugges-
tions, even asking them at one point to vote on a possible name 
change—the response was “No!”39 Gathering and listening to 
customer feedback is important; without loyal customers, a 
business can’t survive. When you hear or read about bankrupt-
cies, they are stark testimonies to this fact of the marketplace.

Goal
Attainment

High

Low

Effective but not effcient
• Goals achieved
• Resources wasted

Neither effective nor effcient
• Goals not achieved
• Resources wasted

Effective and effcient
• Goals achieved
• No wasted resources
  High productivity

Not effective but effcient
• Goals not achieved
• No wasted resources

Resource Utilization
GoodPoor

FIGURE 1.2  Productivity and the dimensions of organizational performance.

FIGURE 1.1  Organizations as open systems interacting with their environments.
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In an article titled “Putting People First for Organizational Suc-
cess,” Jeff rey Pfeff er and John F. Veiga argue forcefully that orga-
nizations perform better when they treat their members better.41 
Managers in these high-performing organizations don’t treat 
people as costs to be controlled; they treat them as valuable 
strategic assets to be carefully nurtured and developed. So, 
who are today’s managers and just what do they do?

What Is a Manager?
You find them in all organizations and with a wide variety of 
job titles—team leader, department head, supervisor, project 
manager, president, administrator, and more. We call them 
managers, people in organizations who directly support, su-
pervise, and help activate the work eff orts and performance 
accomplishments of others. Whether they are called direct re-
ports, team members, work associates, or subordinates, these 
“other people” are the essential human resources whose con-
tributions represent the real work of the organization. And as 
pointed out by management scholar Henry Mintzberg, being 
a manager remains an important and socially responsible job. 
“No job is more vital to our society than that of the manager,” 
he says. “It is the manager who determines whether our social 
institutions serve us well or whether they squander our talents 
and resources.”42

Levels of Managers
At the highest levels of business organizations, as shown in 
Figure 1.3, we find a board of directors whose members are 
elected by shareholders to represent their ownership interests. 
In non-profit organizations such as a hospital or university, this 
level is oft en called a board of trustees, and it may be elected by 
local citizens, appointed by government bodies, or invited by 
existing members. The basic responsibilities of board members 
are the same in both business and the public sector—to make 
sure that the organization is always being well run and man-
aged in a lawful and ethical manner.43

Common job titles just below the board level are chief ex-
ecutive off icer (CEO), chief operating off icer (COO), chief finan-
cial off icer (CFO), chief information off icer (CIO), chief diversity 
off icer (CDO), president, and vice president. These top man-
agers constitute an executive team that reports to the board 
and is responsible for the performance of an organization as 
a whole or for one of its larger parts. It is common to find the 
members of an organization’s top management team referred 
to as part of the C-suite.

Top managers are supposed to set strategy and lead the 
organization consistent with its purpose and mission. They 
should pay special attention to the external environment and 
be alert to potential long-run problems and opportunities. The 
best top managers are strategic thinkers able to make good de-
cisions under highly competitive and even uncertain conditions. 
A CEO at Procter & Gamble once said the job of top managers 
is to “link the external world with the internal organization . . . 

Changing Nature of Organizations
Change is a continuing theme in our society, and organizations 
are no exception. The following list shows some organizational 
trends and transitions relevant to the study of management.40

•  Focus on valuing human capital: The premium is on high-
involvement work settings that rally the knowledge, expe-
rience, and commitment of all members.

•  Demise of “command-and-control”: Traditional top-down 
“do as I say” bosses are giving way to participatory bosses 
who treat people with respect.

•  Emphasis on teamwork: Organizations are becoming less 
hierarchical and more driven by teamwork that pools tal-
ents for creative problem solving.

•  Pre-eminence of technology: Developments in computer 
and information technology keep changing the way orga-
nizations operate and how people work.

•  Importance of networking: Organizations and their mem-
bers are networked for intense, real-time communication 
and coordination.

•  New workforce expectations: A new generation of workers 
is less tolerant of hierarchy, attentive to performance merit, 
more informal, and concerned for work–life balance.

•  Concern for sustainability: Social values call for more attention 
on the preservation of natural resources for future genera-
tions and understanding how work aff ects human well-being.

1.3  Managers
LEARNING OBJECTIVE 1.3 

Discuss what it means to be a manager.

Learn More About
Importance of managers • Levels of managers • Types of 
managers • Managerial performance • Changing nature 
of managerial work

Learning Check 1.2

Takeaway Question 1.2
What are organizations like as work settings?

Be Sure You Can • describe how organizations operate as open 
systems • explain productivity as a measure of organizational per-
formance • distinguish between performance eff ectiveness and per-
formance eff iciency • list several ways in which organizations are 
changing today




