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Preface

Welcome to the eighth Canadian edition of Fundamentals of Management, by Stephen 
P. Robbins, David A. DeCenzo, Mary Coulter, and Ian Anderson. This edition continues 
the fresh approach to management coverage of the previous editions through the following:

•	 current and relevant examples
•	 updated theory
•	 a new pedagogically sound design

The philosophy behind this revision was to put additional emphasis on the idea that 
management is for everyone. Students who are not managers, or who do not envision 
themselves as managers, may not always see why studying management is important. 
We use examples from a variety of settings to help students understand the relevance of 
studying management to their day-to-day lives.

Chapter Pedagogical Features
We have enhanced the eighth Canadian edition with a rich variety of pedagogical features, 
including the following:

•	 Learning outcomes to guide student learning begin each chapter. These questions 
are repeated at the start of each major chapter section to reinforce the learning 
outcome.

•	 An opening case starts the body of the chapter and is threaded throughout to help 
students apply a story to the concepts they are learning.

•	 The use of infographics in each chapter presents information graphically to help 
visual learners with the related concepts. In addition, an increase in photographs 
enhances business concepts throughout the text.

•	 Think About It questions follow the opening case to give students a chance to put 
themselves in the shoes of managers in various situations.

•	 And the Survey Says . . . provides relevant Canadian and global data to help 
students understand business metrics and the Canadian significance of various 
management topics.

•	 Tips for Managers provide “take-aways” from the chapter—things that managers and 
would-be managers can start to put into action right now, based on what they have 
learned in the chapter.

End-of-Chapter Applications
The entire end-of-chapter section, Review and Apply, provides a wealth of exercises and 
applications.

•	 The Summary of Learning Outcomes provides responses to the outcome-based 
questions identified at the beginning of each chapter.

•	 Discussion Questions allow students to review their understanding of the chapter 
content.

•	 Developing Management Skills lets students apply material to their daily lives as well 
as to real business situations related to the chapter material, helping them see that 
planning, leading, organizing, and controlling are useful in one’s day-to-day life, too. 
This feature includes several exercises, such as the ones described below.

•	 Dilemma presents an everyday scenario for students to resolve using management 
tools.

ix
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•	 Becoming a Manager provides suggestions for students 
on activities and actions they can do right now to help 
them prepare to become a manager.

•	 3BL: The Triple Bottom Line helps students apply sustain-
ability to business situations.

•	 Be the Consultant emphasizes the importance of interper-
sonal and organizational skills.

•	 Team Exercises give students a chance to work together in 
groups to solve a management challenge.

•	 Two new exercises were added to the eighth Canadian 
edition: Hey, You’re the Boss Now and Diversity Matters. 
These exercises increase the diversity component of the 
text and give students a hands-on perspective of being a 
supervisor or manager.

•	 Your Essential Management Reading List is new to the 
eighth edition to give students a glimpse of some of the 
top management books.

•	 The Business Cases are decision-focused scenarios that 
ask students to determine what they would do if they were 
in the situation described.

New to the Eighth Canadian 
Edition
In addition to the new pedagogical features highlighted above, 
we have introduced or revised other learning aids and made 
significant changes to content.

Case Program
This edition offers a variety of cases that can be used in or out 
of the classroom.

•	 End of Chapter Cases: At the end of each chapter we offer 
brief, chapter-specific cases in the Developing Manage-
ment Skills and Business Cases sections. These cases 
include a variety of open-ended questions for classroom 
discussion or small-group assignment.

•	 Management Mini-Cases (MyManagementLab): Hosted 
within MyManagementLab and tied to each chapter are a 
set of 12 Management Mini-Cases with associated 
multiple-choice questions. These mini-cases are perfect 
for assignments, as the students’ results feed directly into 
the MyManagementLab Gradebook.

Chapter-by-Chapter 
Highlights
Below, we highlight the new material that has been added to 
this edition.

Chapter 1

•	 New opening case on Calgary mayor Naheed Nenshi
•	 Expanded section on entrepreneurship

•	 And the Survey Says . . . on female board members in 
Canada

•	 New end-of-chapter (EOC) material (Hey, You’re the Boss 
Now on mentoring of millennials, Diversity Matters on 
types of diversity, and a new Self-Assessment called What 
Skills Do Effective Managers Possess?)

Chapter 2

•	 Updated opening case on TransCanada and the Keystone 
Pipeline Project

•	 New case on Joe Fresh
•	 And the Survey Says . . . on Canada’s trading partners
•	 Expanded section on Hofstede, including a new exhibit 

comparing Canada with China and the United States
•	 New material on the Canadian–EU free trade deal, a new 

exhibit on styles of three generations, and Tips for 
Managers on how to avoid getting burned by a foreign 
distributor.

•	 New EOC material (Hey, You’re the Boss Now on 
supervising a diverse workforce, Diversity Matters on 
becoming more culturally aware, and Your Essential 
Management Reading List.)

Chapter 3

•	 New opening case on Stantec
•	 And the Survey Says . . . on planning
•	 Four new exhibits on reasons for planning, comparing 

traditional goal setting with MBO, types of plans, and 
examples of functional strategies

•	 New EOC material (Hey, You’re the Boss Now on setting 
goals, Diversity Matters on diversity and inclusion as a 
strategic initiative, Your Essential Management Reading 
List, and an updated Business Case on the Canadian 
wine industry)

Supplement 3:

•	 Brand-new supplement on communication and social 
media

Chapter 4

•	 Two new cases on Blue Jays baseball and Coca-Cola and 
the science of OJ

•	 And the Survey Says . . . on the use of teams
•	 New EOC material (Hey, You’re the Boss Now on tips for 

managing an older employee, Diversity Matters on the 
value of diversity in decision making, Your Essential 
Management Reading List.)

Chapter 5

•	 New opening case on Sobeys
•	 New case on Pfizer
•	 And the Survey Says . . . on teleworking
•	 New material on designing office space, including a new 

exhibit comparing major office styles
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•	 New EOC material (Hey, You’re the Boss Now on delega-
tion, Diversity Matters on diversity awareness, Your 
Essential Management Reading List, and an updated 
business case on Levitt)

Chapter 6

•	 New chapter on operations management
•	 Two new cases on Apple and the supply chain and the 

Boeing Dreamliner
•	 New material on operations management, service versus 

manufacturing, improving productivity, the role of opera-
tions in strategy, supply chain management, value chain 
management, quality control, project management, and 
contemporary issues in operations management

•	 And the Survey Says . . . on manufacturing and 
operations

•	 Ten new exhibits on the operations system, goods versus 
services, Deming chain reaction, successful value chain 
management, Gannt chart, PERT charts, and a PERT net-
work diagram

•	 New EOC material (Hey, You’re the Boss Now on being 
a good project manager, Diversity Matters on female 
representation in the executive ranks, Be the Consultant, 
3BL, Your Essential Management Reading List.)

Chapter 7

•	 New case on love in the workplace
•	 And the Survey Says . . . on sick leave
•	 New exhibit on the human resource management process, 

a new table on changes in the labour market, and a new 
example of a job description for a customer service 
representative

•	 Updated exhibits on source of hires by recruitment methods 
and corporate wellness initiatives

•	 New information on total rewards
•	 New EOC material (Hey, You’re the Boss Now on being an 

effective interviewer, Diversity Matters on the use of 
immigrant workers, Your Essential Management Reading 
List, and Tips to be a Successful Volunteer)

Chapter 8

•	 New opening case on Sheryl Sandberg of Facebook
•	 Two new cases on leadership legacy and results only work 

environments (ROWE)
•	 And the Survey Says . . . on critical leadership capabilities 

required in Canadian health care
•	 New mini-supplement Portraits in Leadership—profiles 

of two of Canada’s future leaders
•	 New material on virtual leadership
•	 New EOC material (Hey, You’re the Boss Now on tips 

for a first-time manager, Diversity Matters on RBC’s 
Five Core Values, Your Essential Management Reading 
List.)

Chapter 9

•	 Updated opening case on Yellow House
•	 Two new cases on DevFacto Technologies and Ubisoft 

Entertainment SA, and a profile of corporate executive 
and former NHL player Nevin Markwart

•	 And the Survey Says . . . on investing in corporate social 
responsibility

•	 New material on goal-setting theory, open book 
management, and employee engagement

•	 New EOC material (Hey, You’re the Boss Now on 
motivating employees, Diversity Matters on Maslow’s 
equity theory, and Your Essential Management Reading 
List)

Chapter 10

•	 New opening case on the Virgin Group
•	 Two new cases on Whole Foods Canada and Toyota 

Canada
•	 And the Survey Says . . . on teams and motivation
•	 New exhibits on Belbin’s team roles and deciding when to 

use teams
•	 Updated exhibit on team development
•	 New EOC material (Hey, You’re the Boss Now on team 

considerations, Diversity Matters on managing diverse 
teams, Your Essential Reading List.)

Chapter 11

•	 Updated opening case on the Canadian Curling 
Association

•	 And the Survey Says . . . on Canadian debt
•	 New exhibit on the balanced scorecard
•	 Material on organizational culture moved to Chapter 12
•	 Updated exhibit on the service profit chain
•	 New EOC material (Hey, You’re the Boss Now on 

giving feedback, Diversity Matters on cultural impact 
on feedback, Be the Consultant on financing a new 
business venture, Your Essential Management Reading 
List.)

Chapter 12

•	 New opening case on Men In Kilts
•	 New material on innovation and creativity, organizational 

culture’s impact on innovation and change
•	 New Tips for Managers on creating a more innovative 

work environment
•	 New exhibits on innovation variables and four steps in 

organizational change
•	 Updated exhibits on mistakes managers make when lead-

ing change and helping employees accept change
•	 Material on organizational culture (moved from 

Chapter 11)
•	 New EOC material (Hey, You’re the Boss Now on innova-

tion creation, Diversity Matters on inherent and acquired 
diversity, Your Essential Reading List.)
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Supplements
We have created an outstanding supplements package for instruc-
tors, conveniently available online through MyManagementLab 
in the special instructor area and downloadable from our product 
catalogue at www.pearsoncanada.ca.

Instructor’s Resource Manual. This resource includes 
lecture outlines and chapter overviews, suggested answers to 
the textbook end-of-chapter exercises, and additional activities.

Computerized Test Bank. Pearson’s computerized test 
banks allow instructors to filter and select questions to create 
quizzes, tests or homework. Instructors can revise questions or 
add their own, and may be able to choose print or online options. 
These questions are also available in Microsoft Word format.

Test Item File. This comprehensive test bank contains 
more than 1000 multiple choice, true/false, and short essay 
questions.

PowerPoint® Presentations. PowerPoint slides are avail-
able with this edition, with a minimum of 25 slides per chapter. 

Image Library. All the figures in the text are provided in 
electronic format, for use in PowerPoint slides, handouts, or 
other presentations.

Pearson eText. The Pearson eText gives students access to 
their textbook anytime, anywhere. In addition to note taking, 
highlighting, and bookmarking, the Pearson eText offers inter-
active and sharing features. Rich media options may include 
videos, animations, interactive figures, and built-in assess-
ments, all embedded in the text. Instructors can share their 
comments or highlights, and students can add their own, creat-
ing a tight community of learners within the class. 

The Pearson eText may include a responsive design for 
easy viewing on smartphones and tablets. Many of our eTexts 
now have configurable reading settings, including resizable 
type and night reading mode.

Learning Solutions Managers. Pearson’s Learning Solu-
tions Managers work with faculty and campus course designers 
to ensure that Pearson technology products, assessment tools, 
and online course materials are tailored to meet your specific 
needs. This highly qualified team is dedicated to helping 
schools take full advantage of a wide range of educational 
resources, by assisting in the integration of a variety of instruc-
tional materials and media formats. Your local Pearson Canada 
sales representative can provide you with more details on this 
service program.

MyManagementLab
MyManagementLab delivers proven results in helping indi-
vidual students succeed. It provides engaging experiences 
that personalize, stimulate, and measure learning for each 
student. For the eighth Canadian edition, MyManagementLab 
includes powerful new learning resources, including a new set 
of online lesson presentations to help students work through 
and master key management topics, a completely restructured 
study plan for student self-study, and a wealth of engaging 
assessment and teaching aids to help students and instructors 

explore unique learning pathways. MyManagementLab 
online resources include:
•	 NEW Learning Catalytics. Learning Catalytics is a 

“bring your own device” student engagement, assessment, 
and classroom intelligence system. It allows instructors to 
engage students in class with a variety of questions types 
designed to gauge student understanding.

•	 New Personal Inventory Assessment (PIA). Students 
learn better when they can connect what they are learning 
to their personal experience. PIA is a collection of online 
exercises designed to promote self-reflection and 
engagement in students, enhancing their ability to connect 
with concepts taught in principles of management, 
organizational behaviour, and human resource 
management classes. Assessments can be assigned by 
instructors, who can then track students’ completions. 
Student results include a written explanation along with a 
graphic display that shows how their results compare to 
the class as a whole. Instructors will also have access to 
this graphic representation of results to promote 
classroom discussion.

•	 NEW Interactive Lesson Presentations. Students can 
now study key chapter topics and work through interactive 
assessments to test their knowledge and mastery of 
management concepts. Each presentation allows students 
to explore through expertly designed steps of reading, 
practising, and testing to ensure that students not only 
experience the content, but truly engage with each topic. 
Instructors also have the ability to assign quizzes, 
projects, and follow-up discussion questions relating to 
the online lessons to further develop the valuable learning 
experiences from the presentations.

•	 NEW Study Plan. MyManagementLab offers students an 
engaging and focused self-study experience that is driven 
by a powerful new study plan. Students work through 
assessments in each chapter to gauge their understanding 
and target the topics that require additional practice. 
Along the way, they are recognized for their mastery of 
each topic and guided toward resources in areas that they 
might be struggling to understand.

•	 NEW Dynamic Study Modules. These new study 
modules allow students to work through groups of 
questions and check their understanding of foundational 
management topics. As students work through questions, 
the dynamic study modules assess their knowledge and 
only show questions that still require practice. Dynamic 
study modules can be completed online using your 
computer, tablet, or mobile device.

•	 Management Simulations. Management simulations are 
real-world scenarios that invite students to apply the 
concepts they have just learned. Management simulations 
walk students through key management decision-making 
scenarios to help them understand how management 
decisions are made. Students are asked to make important 
decisions relating to core management concepts. At each 
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point, students receive feedback to help them understand 
the implications of their choices in the management 
environment. Both types of simulations can now be 
assigned by instructors and graded directly through 
MyManagementLab.

•	 NEW Business Today Video Database. Business Today 
is a dynamic and expanding database of videos that covers 
the disciplines of business, marketing, management, and 
more. In addition to the videos that have been specifically 
correlated to this text, you will find new videos posted 
regularly. Check back regularly to see up-to-date video 
examples that are perfect for classroom use.
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Introduction to 
Management and 
Organizations

C H A P T E R

1
Naheed Nenshi was born in Toronto and completed a master’s 

degree at Harvard in public policy. He worked for the 
renowned international consulting firm McKinsey, which has 

been referred to as “special forces training for business leadership.”1 
In 2010, at 38 years of age, Nenshi became Calgary’s thirty-sixth 
mayor and the first Muslim mayor of a major North American city.

After leaving McKinsey, Nenshi started a business called Ascend 
Group to assist public, private, and nonprofit organizations grow 
their businesses. He developed strategies for the Canadian market-
place for companies like Gap, Banana Republic, and Old Navy. He 
was Canada’s first tenured professor in the field of nonprofit manage-
ment, at Mount Royal University’s Bissett School of Business.

His work as an entrepreneur taught Nenshi the most about busi-
ness, but designing policy for the Alberta provincial government 
attracted him to politics. His main focus is to make cities like Calgary 
run more smoothly. He is the author of Building Up: Making Canada’s 
Cities Magnets for Talent and Engines of Development, and his 
initiatives in Calgary include an ambitious multidecade transit plan.2

Naheed Nenshi is a good example of a successful manager today 
and exemplifies the skills managers must have to deal with the prob-
lems and challenges of managing in the twenty-first century. This 
text is about the important managerial work that Mayor Nenshi and 
the millions of other managers like him do. It recognizes the reality 
faced by today’s managers: New technologies and new ways of 
organizing work are altering old approaches. Today’s successful 
managers must be able to blend tried-and-true management styles 
with new ideas.

In this chapter, we introduce you to managers and management by looking at who 

managers are, what management is, what managers do, and what an organization 

is. We will wrap up the chapter by discussing the challenges managers face and 

why it is important to study management.
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PART 1    Defining the Manager’s Terrain

Think About It
What kinds of skills do managers 
need?

LEARNING OUTCOMES
1.1	 Explain Does studying management 

make a difference?	 2

1.2	 Tell What makes someone a 
manager?	 3

1.3	 Define What is management, and 
what do managers do?	 4

1.4	 Describe What characteristics 
define an organization?	 7

1.5	 Describe What are the factors  
that make for successful 
entrepreneurs?	 10
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Why Study Management?
You may be wondering why you need to study management. If you are an accounting 
major, marketing major, or any major other than management, you may not understand 
how studying management will help you in your career. We can explain the value of study-
ing management by looking at the universality of management, the reality of work, and 
how management applies to anyone wanting to be self-employed.

The Universality of Management
Just how universal is the need for management in organizations? We can say with abso-
lute certainty that management is needed in all types and sizes of organizations, at all 
organizational levels, in all organizational work areas, and in all organizations, no matter 
what countries they are located in. This reality is known as the universality of manage-
ment (see Exhibit 1-1). Managers in all these settings will plan, organize, lead, and con-
trol. However, management is not done the same way in all settings. The differences 
between what a supervisor in a software applications–testing facility at Microsoft does 
and what the CEO of Microsoft does are a matter of degree and emphasis, not of function. 
Because both are managers, they will plan, organize, lead, and control, but how they do 
so will differ.

Since management is universally needed in all organizations, we have a vested interest 
in improving the way organizations are managed. Why? We interact with organizations 
every single day of our lives. Are you irritated when none of the salespeople in a depart-
ment store seems interested in helping you? Do you get annoyed when you call your 
computer’s technical help desk because your laptop’s video player is no longer working, 
go through seven voice menus, and then get put on hold for 15 minutes? These situations 
are examples of problems created by poor management. Organizations that are well 
managed—and we will share many examples of these—develop a loyal customer base, 
grow, and prosper. Those that are poorly managed find themselves with a declining cus-
tomer base and reduced revenues. By studying management, you will be able to recognize 

Explain Does studying 
management make a 
difference?

1.1

universality of management
The reality that management is needed in all types 
and sizes of organizations, at all organizational 
levels, in all organizational work areas, and in 
organizations in all countries around the globe.

EXHIBIT 1-1  Universal Need for Management

All Sizes of Organizations

Small                        Large

All Types of Organizations

Profit              Nonprofit

All Organizational Levels

Bottom                      Top

Management
Is Needed

in . . .

All Organizational Areas
Manufacturing—Marketing

Human Resources—Accounting
Information Systems—etc.
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poor management and work to get it corrected. In addition, you will be able to recognize 
good management and encourage it, whether it is in an organization with which you are 
simply interacting or an organization in which you are employed.

The Reality of Work
Most of you, once you graduate and begin your careers, will either manage or be 
managed. This reality is another reason why you should study management. For those 
who plan on management careers, an understanding of the management process forms 
the foundation on which to build management skills. For those of you who do not see 
yourselves in management positions, this same understanding will help you work 
more effectively with your future managers. Also, assuming that you will have to 
work for a living and recognizing that you are very likely to work in an organization, 
you will probably have some managerial responsibilities, even if you are not manag-
ers. Our experience tells us that you can gain a great deal of insight into the way your 
manager behaves and the internal workings of organizations by studying manage-
ment. You do not have to aspire to be a manager to gain something valuable from a 
course in management.

Who Are Managers?
As mayor of Calgary, Naheed Nenshi is responsible for more than 13 000 city employees. 
His focus is on becoming a more effective and disciplined organization. To that end, he has 
instituted zero-based budget reviews of every business unit at the City. Many initiatives 
have been citizen-focused, such as a collaborative budgeting process with more than 
20 000 Calgarians providing input, or creating video archives of City Council meetings for 
public review.

Managers may not be who or what you might expect. They could be under age 18 
or even over age 80. They run large corporations as well as entrepreneurial startups. 
They are found in government departments, hospitals, small businesses, nonprofit 
agencies, museums, schools, and even nontraditional organizations such as political 
campaign offices and consumer cooperatives. They can be found doing managerial 
work in every country around the globe and operate at many levels, from top-level 
managers to first-line managers.

No matter where managers are found or what gender they are, managers have exciting 
and challenging jobs. And organizations need managers more than ever in these uncertain, 
complex, and chaotic times. Managers do matter! How do we know that? The Gallup 
Organization, which has polled millions of employees and tens of thousands of managers, 
has found that the single most important variable in employee productivity and loyalty is 
neither pay nor benefits nor workplace environment—it is the quality of the relationship 
between employees and their direct supervisors.3 A KPMG/Ipsos-Reid study found that 
many Canadian companies with high scores for effective human resource practices also 
scored high on financial performance and best long-term investment value.4 In addition, 
global consulting firm Watson Wyatt Worldwide found that the way a company manages 
its people can significantly affect its financial performance.5 We can conclude from such 
reports that managers do matter!

Defining who managers are used to be fairly simple: Managers were the organizational 
members who told others what to do and how to do it. It was easy to differentiate managers 
from nonmanagerial employees. But life is not quite as simple anymore. In many organiza-
tions, the changing nature of work has blurred the distinction between managers and 
nonmanagerial employees. Many nonmanagerial jobs now include managerial activities.6 
For example, at General Cable Corporation’s facility in Moose Jaw, Saskatchewan, mana-
gerial responsibilities are shared by managers and team members. Most of the employees 
at Moose Jaw are cross-trained and multiskilled. Within a single shift, an employee may be 
a team leader, an equipment operator, a maintenance technician, a quality inspector, and an 
improvement planner.7

Think About It
What makes the Calgary mayor a 
manager?

Tell What makes someone a 
manager?

1.2
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How do we define who managers are? A manager is some-
one who works with and through other people by coordinating 
their work activities in order to accomplish organizational 
goals. A manager’s job is not about personal achievement—it 
is about helping others do their work and achieve results.

Types of Managers
Is there some way to classify managers in organizations? In 
traditionally structured organizations, identifying exactly who 
the managers are is not difficult, although they may have a 
variety of titles. Lower-level managers are at the lowest level 
of management and manage the work of nonmanagerial 
employees who are directly or indirectly involved with the 
production or creation of the organization’s products. They 
are often called supervisors, but may also be called shift man-
agers, district managers, department managers, or office 
managers. Middle-level managers include all levels of man-
agement between the first-line level and the top level of the 
organization. These managers manage the work of first-line 
managers, implement the strategic goals set by top manage-
ment, and may have titles such as regional manager, project 
leader, plant manager, or division manager. At or near the 

top of the organization are the top-level managers, who are responsible for making orga-
nization-wide decisions and establishing the plans and goals that affect the entire organiza-
tion. These individuals typically have titles such as executive vice-president, president, 
managing director, chief operating officer, chief executive officer, or chair of the board. In 
the chapter-opening case, Naheed Nenshi is the popular and successful mayor of Canada’s 
third-largest city. He is involved in creating and implementing broad and comprehensive 
changes that affect the entire city of Calgary and the province of Alberta.

Not all organizations get work done using a traditional pyramidal form, with the three 
levels of managers on the top of the pyramid. Some organizations, for example, are more 
flexible and loosely structured, with work being done by ever-changing teams of employ-
ees who move from one project to another as work demands arise. Although it is not as 
easy to tell who the managers are in these organizations, we do know that someone must 
fulfill that role—there must be someone who works with and through other people by 
coordinating their work to accomplish organizational goals.

What Is Management, and What Do 
Managers Do?
Managers plan, lead, organize, and control, and Naheed Nenshi certainly carries out all of 
these tasks. He has to coordinate the work activities of over 13 000 city employees efficiently 
and effectively. Working collaboratively with City Council, he has to make sure that work is 
carried out consistently to protect his brand. He also has to support his managers. Nenshi likes 
to joke among his managerial team that the mayor is always right—but only as far as the door 
of his office. He will defend the decisions of his team even if he didn’t agree with them.8

manager
Someone who works with and through other people 
by coordinating their work activities in order to 
accomplish organizational goals.

lower-level managers
Managers at the lowest level of the organization 
who manage the work of nonmanagerial employees 
directly or indirectly involved with the production or 
creation of the organization’s products.

middle-level managers
Managers between the first-line level and the top 
level of the organization who manage the work of 
first-line managers.

top-level managers
Managers at or near the top level of the 
organization who are responsible for making 
organization-wide decisions and establishing the 
plans and goals that affect the entire organization.

Ted Hall started Spearhead Timberworks by building a barn for a family friend. 
Now a multimillion-dollar operation located in Nelson, British Columbia, Hall 
abandoned conventional tools and embraced digital design and manufacturing. 
As a manager of 60 employees, Hall must be on top of just-in-time delivery and 
compressed construction schedules. He has to wear many hats: master carpen-
ter, technology innovator, quality control master, mentor, trainer, and listener. 
With each role come unique challenges.

Define What is management, 
and what do managers do?

1.3
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Simply speaking, management is what managers do. But that simple statement does 
not tell us much, does it? Here is a more thorough explanation: Management is coordinat-
ing work activities so that they are completed efficiently and effectively with and through 
other people. Management researchers have developed three specific categories to describe 
what managers do: functions, roles, and skills. In this section, we’ll consider the chal-
lenges of balancing efficiency and effectiveness, and then examine the approaches that 
look at what managers do. In reviewing these categories, it might be helpful to understand 
that management is something that is a learned talent, rather than something that comes 
“naturally.” Many people do not know how to be a manager when they first are appointed 
to that role. See Supplement 1 for the history of management’s roots to understand how 
management theory has developed over time.

Efficiency and Effectiveness
Efficiency refers to getting the most output from the least amount of inputs or, as manage-
ment expert Peter Drucker explained, “doing things right.”9 Because managers deal with 
scarce inputs—including resources such as people, money, and equipment—they are con-
cerned with the efficient use of those resources by getting things done at the least cost.

Just being efficient is not enough, however. Management is also responsible for being 
effective—completing activities so that organizational goals are achieved. Effectiveness is 
often described as “doing the right things”—that is, those work activities that will help the 
organization reach its goals. Hospitals might try to be efficient by reducing the number of 
days that patients stay in hospital. However, they may not be effective if patients get sick 
at home shortly after being released.

While efficiency is about ways to get things done, effectiveness deals with the ends, or 
attaining organizational goals (see Exhibit 1-2). Management is concerned, then, not only 

Think About It
Naheed Nenshi must balance 
the needs of efficiency and 
effectiveness in his role as mayor. 
What challenges does he face in 
planning, leading, organizing, 
and controlling City Hall while 
running a city of more than 
1 million people?

management
Coordinating work activities so that they are 
completed efficiently and effectively with and 
through other people.

efficiency
Getting the most output from the least amount of 
inputs.

effectiveness
Completing activities so that organizational goals 
are achieved.

The best student meetings are efficient and effective.

EXHIBIT 1-2  Efficiency, Effectiveness, and Performance in Student Meetings

High Effectiveness – Low Efficiency

Low

Low

Efficiency

E
ff

ec
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n

es
s

High

High
• Each member reports on their activities,
  challenges, and next steps
• Members may not come prepared
• Meetings may not start or end on time
• Meetings generally take too long

Low Effectiveness – Low Efficiency

• Meetings drag on and on
• Members are late or not participating
• Meetings degenerate into debates or
  arguments; discussion centres on
  previous work

High Efficiency – Low Effectiveness

• Meetings end in 10 minutes no matter
  what was accomplished
• Members are checking emails and
  texting during meetings
• Members go through the motions

High Effectiveness – High Efficiency

• Team members come to meetings
  fully prepared and engaged
• Each member reports on their activities,
  challenges, and next steps
• Meetings start and end on time
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with completing activities to meet organizational goals (effectiveness), but also with doing 
so as efficiently as possible. In successful organizations, high efficiency and high 
effectiveness typically go hand in hand. Poor management is most often due to both inef-
ficiency and ineffectiveness or to effectiveness achieved through inefficiency.

Management Functions
According to the functions approach, managers perform certain activities or duties as they 
efficiently and effectively coordinate the work of others. What are these activities or func-
tions? In the early part of the twentieth century, French industrialist Henri Fayol first pro-
posed that all managers perform five functions: planning, organizing, commanding, 
coordinating, and controlling.10 Today, most management textbooks (including this one) 
are organized around four management functions: planning, organizing, leading, and 
controlling (see Exhibit 1-3). But you do not have to be a manager to have a need to plan, 
organize, lead, and control, so understanding these processes is important for everyone. 
Let us briefly define what each of these functions encompasses.

Planning  If you have no particular destination in mind, then you can take any road. 
However, if you have someplace in particular you want to go, you have to plan the best 
way to get there. Because organizations exist to achieve some particular purpose, someone 
must clearly define that purpose and the means for its achievement. Managers performing 
the planning function define goals, establish an overall strategy for achieving those goals, 
and develop plans to integrate and coordinate activities. This work can be done by the 
CEO and senior management team for the overall organization. Middle managers often 
have a planning role within their units. Planning, by the way, is not just for managers. As 
a student, for example, you need to plan for exams and for your financial needs.

Organizing  Managers are also responsible for arranging work to accomplish the 
organization’s goals. We call this function organizing. When managers organize, they 
determine what tasks are to be done, who is to do them, how the tasks are to be grouped, 
who reports to whom (i.e., they define authority relationships), and where decisions are to 
be made. When you work in a student group, you engage in some of these same organizing 
activities—deciding on a division of labour and what tasks will be carried out to get an 
assignment completed.

management functions
Planning, organizing, leading, and controlling.

planning
A management function that involves defining 
goals, establishing a strategy for achieving those 
goals, and developing plans to integrate and 
coordinate activities.

organizing
A management function that involves determining 
what tasks are to be done, who is to do them, how 
the tasks are to be grouped, who reports to whom, 
and where decisions are to be made.

EXHIBIT 1-3  Management Functions

Planning

Defining goals,
establishing
strategy, and
developing
subplans to
coordinate
activities

Lead to
Organizing

Determining
what needs
to be done,
how it will
be done, and
who is to do it

Leading

Directing and
motivating all
involved parties
and resolving
conflicts

Controlling

Monitoring
activities
to ensure
that they are
accomplished
as planned

Achieving the
organization’s

stated
purpose
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Leading  Every organization contains people. Part of a 
manager’s job is to work with and through people to accom-
plish organizational goals. This task is the leading function. 
When managers motivate subordinates, direct the work of 
individuals or teams, select the most effective communica-
tion channel, or resolve behaviour issues, they are leading. 
Knowing how to manage and lead effectively is an impor-
tant, and sometimes difficult, skill because it requires the 
ability to successfully communicate. Leading is not just for 
managers, however. As a student, you might want to practise 
leadership skills when working in groups or club activities. 
You might also want to evaluate whether you need to 
improve your leadership skills in anticipation of the needs of 
future jobs.

Controlling  The final management function is controlling. After the goals are set 
(planning), the plans formulated (planning), the structural arrangements determined 
(organizing), and the people hired, trained, and motivated (leading), there has to be some 
evaluation of whether things are going as planned (controlling). To ensure that work is 
proceeding as it should, managers need to monitor and evaluate employees’ performance. 
Actual performance must be compared with previously set goals. If the performance of 
individuals or units does not match the goals set, the manager’s job is to get performance 
back on track. This process of monitoring, comparing, and correcting is what we mean by 
the controlling function. Individuals, whether working in groups or alone, also face the 
responsibility of controlling; that is, they must make sure the goals and actions are achieved 
and take corrective action when necessary. The budget is the most common example of 
controlling.

The functions approach suggests that managers always plan, organize, lead, and then 
control, which in practice may not always happen in this logical and sequential order. 
Regardless of the order in which the functions are carried out, managers do plan, organize, 
lead, and control as they manage. Some have argued that this approach is not appropriate 
or relevant.11 On the next page we will look at another perspective—the management roles 
perspective, developed by Henry Mintzberg.

As you study management functions in more depth, the exercises in Team 
Exercises, found at the end of each chapter, will give you the opportunity to practise 
some of the key skills that are part of doing what a manager does. Skill-building exer-
cises cannot make you an instant managerial expert, but they can provide you with a 
basic understanding of some of the skills you will need to master to become an effec-
tive manager.

What Is An Organization?
As mayor of Calgary, Naheed Nenshi works closely with City Council, which acts as a de 
facto board of directors. A municipal government is dramatically different than a federal 
one. Nenshi says, “If the federal government disappeared while we were talking, it would 
take a couple of weeks to notice. But if the municipal government disappeared, there go 
the traffic lights, the water, the electricity, the gas . . . you would, frankly, notice pretty 
quickly because you might be dead.”13

A leader has to be many things.

leading
A management function that involves motivating 
subordinates, directing the work of individuals or 
teams, selecting the most effective communication 
channels, and resolving employee behaviour issues.

controlling
A management function that involves monitoring 
actual performance, comparing actual performance 
to a standard, and taking corrective action when 
necessary.

		 And the  
Survey Says . . . 

Companies with three or more women 
on their board had

53	percent higher return on  
equity

42	percent higher return on  
sales

66	percent higher return on  
invested capital

Organizations with two or more 
women on their boards

•	 demonstrate greater accountability

•	 conduct more extensive regular 
reviews of nonfinancial perfor-
mance indicators

•	 are far more likely to be revenue 
and profit leaders over the long 
term

Fortune 500 companies: 2007 survey12

Describe What characteristics 
define an organization?
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EXHIBIT 1-4  Mintzberg’s Managerial Roles

Role Description Examples of Identifiable Activities

Interpersonal

Figurehead Symbolic head; performs routine legal or social duties Greeting visitors; signing legal documents

Leader Motivation of subordinates; staffing, training, and 
associated duties

Performing virtually all activities that involve 
subordinates

Liaison Maintains network of contacts who provide favours 
and information

Acknowledging email; external board work; 
meeting with stakeholders

Informational

Monitor Sifts through a wide variety of internal and external 
information

Reading periodicals and reports; maintaining 
business network; LinkedIn

Disseminator Conveys complex information to members of the 
organization

Holding informational meetings; phone calls

Spokesperson Communicates with stakeholders on organizational 
plans and actions

Holding board meetings and media sessions

Decisional

Entrepreneur Identifies opportunities and brings about corrective 
changes

Organizing strategy to develop new programs

Disturbance  
handler

Takes corrective action when organization faces major 
disturbances

Resolving disturbances and crises

Resource  
allocator

Makes or approves all significant organizational 
decisions

Scheduling; requesting authorization; 
budgeting

Negotiator Represents the organization at major negotiations; 
sets purchasing and contract terms

Union contract negotiations

Source: Based on H. Mintzberg, The Nature of Managerial Work, 1st edition, © 1973. HarperCollins Publishers.

Management Roles Approach
•	 Henry Mintzberg, a prominent management researcher at McGill University, studied actual managers at work 

and discovered they spent little time in reflection, and most time in reaction.

•	 Management roles refer to specific managerial actions or behaviours. (Think of the different roles you play 
and the different behaviours you are expected to perform in the roles of student, employee, volunteer, etc.)

•	 These 10 roles, shown in Exhibit 1-4, are grouped around interpersonal relationships, the transfer of informa-
tion, and decision making.

Functions Versus Roles
•	 Both approaches describe what managers actually do.

•	 Many of Mintzberg’s roles align well with one or 
more of the functions.

•	 The functions approach is more useful because of its 
simplicity and clarity. Managers carry out so many 
diverse activities and utilize such varying techniques 
that functions are needed for categorizing ways to 
achieve organizational goals.14

Ways to Look at What Managers Do

management roles
Specific categories of managerial behaviour.
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Managers work in organizations. But what is an organization? An organization is a 
deliberate arrangement of people who act together to accomplish some specific purpose. 
Your college or university is an organization; so are churches, Amazon.ca, your neigh-
bourhood convenience store, the United Way, the Toronto Raptors basketball team, and 
the Canadian Tire company. These examples are all organizations because they have three 
common characteristics:

•	 Distinct purpose. This purpose is typically expressed in terms of a goal or a set of goals 
that the organization hopes to accomplish.

•	 People. One person working alone is not an organization. An organization requires 
people to perform the work necessary to achieve its goals.

•	 Deliberate structure. Whether that structure is open and flexible or traditional and 
clearly defined, the structure defines members’ work relationships.

In summary, the term organization refers to an entity that has a distinct purpose, 
includes people or members, and has some type of deliberate structure.

Although these three characteristics are important to our definition of what an organiza-
tion is, the concept of an organization is changing. It is no longer appropriate to assume 
that all organizations are going to be structured like Air Canada, Petro-Canada, or General 
Motors, with clearly identifiable divisions, departments, and work units. Just how is the 
concept of an organization changing? Today’s organizations are becoming more open, 
flexible, and responsive to change.15

Why are organizations changing? Because the world around them has changed and 
continues to change. Societal, economic, political, global, and technological changes have 
created an environment in which successful organizations (those that consistently attain 
their goals) must embrace new ways of getting work done. As we stated earlier, even 
though the concept of an organization may be changing, managers and management con-
tinue to be important to organizations.

The Size of Organizations
Managers do not just manage in large organizations, which represent only about 2 percent 
of all organizations in Canada. Small businesses (those that employ fewer than 100 indi-
viduals) represent 98 percent of all Canadian companies. These businesses employ almost 
half of all Canadian workers. See Supplement 2 for more data on small and medium enter-
prises and their contribution to the economy.

Managers are also not confined to manufacturing work, as only 10 percent of 
Canadians work in manufacturing organizations. Most Canadians (around 78 percent) 
work in the service sector of the economy, with 21 percent working in public sector jobs 
(those in the local, provincial, or federal government).16 Industry Canada defines small 
and medium-sized enterprises (SMEs) as businesses with fewer than 500 employees. 
SMEs currently make up 48 percent of Canadian businesses.17 Supplement 1 looks at 
SMEs in more detail.

The Types of Organizations
Managers work in a variety of situations, and therefore the people to whom they are held 
accountable vary considerably. Large organizations in the private sector are often publicly 
held, which typically means that their shares are available on the stock exchange for public 
trading. Managers of publicly held companies report to a board of directors that is 

Think About It
Do managers act differently when 
they work for large organizations 
rather than smaller ones?

private sector
The part of the economy run by organizations that 
are free from direct government control; enterprises 
in this sector operate to make a profit.

publicly held organization
A company whose shares are available on the stock 
exchange for public trading by brokers/dealers.

organization
A deliberate arrangement of people who act 
together to accomplish some specific purpose.




