
After reading this chapter, you will be able to:

n	Define management and describe its purpose in organizations.
n	Determine the effect that management actions have on the manager and 

others in the organization.
n	List the major functions of managers.
n	Explain the importance of decision making in management activities.
n	Describe the many roles managers play in an organization.
n	Specify why different managers perform different job activities.
n	Identify some emerging trends in management.
n	Review what you can reasonably learn from a textbook about how to 

perform management activities.
n	Evaluate a small business owner’s management skills and propose a future 

course of action for the firm.
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Introduction
The different skills and the creativity that Chick-fil-A founder Truett Cathy possessed 
illustrate the diversity in management activities, which is one reason why management 
seems difficult to teach and learn. We believe that general principles or concepts exist that 

Chick-fil-A Excels at Managing Success

INSIDE MANAGEMENT 

From the day it was founded, Chick-fil-A has served 
communities differently than other fast-food chains. 
The founder, Truett Cathy, established his first restau-
rant in 1946, called the Dwarf Grill. It was the roots of 
the first Chick-fil-A restaurant that opened in 1967. 
Cathy used his resources both efficiently and effec-
tively to reach objectives, illustrating the importance 
of management to an organization. He engaged in the 
four management functions of planning by setting per-
formance goals, organizing by designing jobs for em-
ployees, leading by motivating employees to achieve 
management objectives, and controlling by collecting 
and analyzing information about work performance.

Truett Cathy once said, “We should be about more 
than just selling chicken. We should be a part of our 
customers’ lives and the communities in which we 
serve.” This inspired the need for high standards of 
customer service at Chick-fil-A. Chick-fil-A believes it 
has such consistent customer service because it in-
vests more in employee training than comparable com-
panies and helps its employees to advance.

The company’s strong employee orientation 
demonstrates that it supports the concept of social 
responsibility, or obligations to maximize its positive 
impact and minimize its negative impact on society. To 
this date, Chick-fil-A has provided $35 million in col-
lege scholarships to Chick-fil-A team members want-
ing to pursue higher education. Managers of Chick-fil-A 
restaurants across the United States have found that 
employees are more motivated when the company 
demonstrates that it cares for their well-being.

Having previously worked in the restaurant industry, 
Cathy decided that he did not want his restaurants open 
seven days a week or 24 hours a day. He saw the impor-
tance of being closed on Sundays so that employees 
could set aside one day to rest or engage in religious 
activities if they desire. This practice continues today. 
The management decisions made by Dan Cathy, current 
chief executive officer (CEO)/president and son of Tru-
ett Cathy, are still based on this same foundation. The 
business is not about being a part of the food industry; 
it is about the people who are a part of Chick-fil-A. This 
includes both the customers and the employees.

Chick-fil-A also takes a different approach to the 
prep work method of its food: “Cook less, more often.” 
Quality is emphasized over quantity. This allows their 

chicken sandwiches to stand out from the competi-
tion. The restaurant’s name has a hidden meaning to 
show they are the best in quality. The name is a take on 
chicken fillet with a capital A at the end. The A stands 
for top quality.

Although it still holds true to its founding prin-
ciples, Chick-fil-A recognizes the emerging trend of 
e-business, or the use of digital technology to achieve 
management goals. To better connect with customers, 
the company created an app called Chick-fil-A One. 
The app allows customers who may be in a hurry to 
pre-order their meals and bypass the line to receive 
their food. The app also allows customers to pay at the 
counter by scanning their phones for a fast and easy 
experience. Chick-fil-A’s foray into mobile technology 
is just one of many initiatives it has adopted to provide 
top-notch customer service.

As Chick-fil-A has grown, management roles in 
the areas of information technology and interpersonal 
communication have advanced significantly. This has 
resulted in the need for different levels of managers. At 
companies like Chick-fil-A, first-line or lower-level man-
agers operate the restaurants, middle managers imple-
ment the strategy, and upper-level managers develop 
policy. The ability of the different management levels 
to work together cohesively to achieve management 
goals has contributed to Chick-fil-A’s current status as 
the eighth-largest fast-food chain in the nation. Today 
Chick-fil-A’s success can be seen with more than 2,100 
restaurants all over the country and $5.1 billion in sales.1
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 Chapter 1 An Overview of Management 3

can be applied to all these different activities. Not surprisingly, our purpose is to share 
with you these general principles, which are important for understanding and learning 
management.

Our basic idea in this chapter is that, in order to understand what management is, it is 
necessary to know how it is similar and different across organizations. There are a number 
of similarities. All managers make decisions about the use of organizational resources to 
reach organizational goals; engage in the same basic activities of planning, organizing, 
leading and controlling; and act in the same general roles for their organizations. On the 
other hand, the specific task activities of managers can vary greatly due to differences—
such as size and industry—in the characteristics of the organizations to which they belong.

The Nature of Management
Management is a set of activities designed to achieve an organization’s objectives by us-
ing its resources effectively and efficiently in a changing environment. Resources are used 
to accomplish the manager’s intended purpose. Effectively means having the intended re-
sult; efficiently means accomplishing the objectives with a minimum of resources. Both 
are part of good management—reaching objectives with a minimum of cost. On the other 
hand, reducing costs without considering the impact on customers and the organization 
will not permit reaching goals effectively. One factor that makes management difficult is 
that the work situation constantly changes. That is, such factors as employees, technol-
ogy, competition, and cost vary greatly. This requires managers to be flexible and adapt 
to the environment. Managers are individuals who make decisions about the use of the 
organization’s resources, and are concerned with planning, organizing, leading, and con-
trolling the organization’s activities so as to reach its objectives.

Although it may seem that management activities are quite diverse, they share some 
common characteristics. First, all activities occur within the context of an organization. 
Organizations are groups of individuals who work together to achieve the goals or ob-
jectives that are important to these individuals. For example, the New York Yankees is 
an organization that tries to win baseball games and is in the sports and entertainment 
business. The Red Cross tries to attract donations and volunteers to assist with disasters. 
General Motors makes and sells vehicles that satisfy customers. Thus, these organizations 
must have managers who are essential to their success.

Second, managers are in charge of the organization’s resources—people, equipment, 
finances, data—and of using these resources to help the organization reach its objectives. 
How well managers coordinate organizational activities and use resources determines not 
only how well the organization accomplishes its objectives but also how the manager will 
be judged in terms of job performance. Firms such as Google, Apple, and Walmart are 
examples of companies where managers made good decisions and created success.

The Impact of Management
The management practices of an individual affect more than just one person. Manage-
ment is characterized by leadership, decision making, and the implementation of work 
tasks. Because such activities are not carried out in isolation, management reaches several 
different groups connected with the organization. Like a well-synchronized athletic team, 
most decisions could be viewed as a team sport. Everyone has to carry out his or her 
responsibilities. When management is an effective team, positive performance outcomes 
occur. On the other hand, poorly coordinated managerial decisions often lead to organi-
zational failure.

Leadership is the process of influencing the activities of an individual or a group to-
ward the achievement of a goal. Howard Schultz of Starbucks envisioned a coffee chain 
that would be the third most common place to go after home and work. With this vision in 
mind, he led employees toward creating a customer-centered culture that makes custom-
ers feel special through customized drinks and a comfortable environment. Decision mak-
ing is the process of choosing among alternative courses of action to resolve a  problem. 

management: A set of 
activities designed to achieve 
an organization’s objectives by 
using its resources effectively 
and efficiently in a changing 
environment.

effectively: Using resources in 
a way that produces a desired 
result.

efficiently: Accomplishing the 
objectives with a minimum of 
resources.

managers: Individuals who 
make decisions about the 
use of the organization’s 
resources, and are concerned 
with planning, organizing, 
leading, and controlling the 
organization’s activities so as 
to reach its objectives.

organizations: Groups of 
individuals who work together 
to achieve the goals or 
objectives that are important to 
these individuals.

resources: People, equipment, 
finances, and data used by 
an organization to reach its 
objectives.
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During the recession, Starbucks was hit with financial difficulties. When Howard Schultz 
returned as CEO, he made the difficult decision to eliminate many stores across the  nation 
to cut down on costs. The implementation of work tasks occurs when the manager or 
subordinates carry out the decision. Often this requires careful deliberation and planning 
before action is taken. For instance, Starbucks removed the word Coffee from its logo to 
emphasize that the company is more than just a coffee shop. Table 1.1 explains these three 
management practices in more detail.

It is important to recognize that all management decisions have consequences. Three 
groups that are especially impacted by management activities are the manager, the man-
ager’s immediate subordinates, and the manager’s organization. You can probably think 
of others, based on your own experiences. From the manager’s perspective, those who 
manage well are distinctly successful. Successful managers will be given the opportunity 
to manage more resources and will be asked to make decisions that have even more im-
pact on the organization.

Obviously, a manager’s subordinates are directly affected by his or her actions. If the 
work process is organized well, everyone performs better, which is reflected by the per-
formance appraisals of individual workers. Good performance appraisals can result in 
increased financial rewards and advancement opportunities. Research also suggests that 
employees’ relationships with their manager strongly affect their work attitudes, such 
as commitment, satisfaction, and work involvement.2 Managers are role models for em-
ployees and need to maintain integrity in their personal behavior and relationships with 
employees.

TABLE 1.1 Three Management Dimensions

Characteristics Definition Example

Leadership Influences the activities of individuals 
toward achievement of a goal

Manager sets a common goal and gets 
employees to work toward achieving it.

Decision making Choosing among several courses of action 
to resolve a problem

Manager decides to delete a product line 
because it is no longer profitable.

Implementation of 
work tasks

Carrying out the work decision Manager gives an assignment to the 
marketing department, which then 
proceeds to carry out the assignment.

Leadership is important in 
management.
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Managers lead by influencing the activities of an individual or a group toward the 
achievement of a goal.

So
ur

ce
: b

be
rn

ar
d/

/S
hu

tte
rs

to
ck



 Chapter 1 An Overview of Management 5

By its very nature, management affects the number and the quality of the organiza-
tion’s products. As we have said earlier, managers coordinate the organization’s resources 
to help it reach organizational objectives. If the manager coordinates poorly or makes 
poor decisions, the organization’s objectives will not be met as well or as quickly. Kodak 
depended on film development without recognizing that digital photos were the future. 
Now that the firm is out of bankruptcy, it is focusing on imaging, photographic equip-
ment, materials, and services. Its managers must make better decisions and be more inno-
vative if the company is to survive.

We have mentioned the impact that management activities have on the manager, subor-
dinates, and the organization. However, management activities also have a profound im-
pact on other people and groups that have an interest in the organization. A stakeholder 
is a person or group which can affect, or is affected by, an organization’s goals or the 
means to achieve those goals. Stakeholders include employees, customers, shareholders/
owners, suppliers, government regulators, communities, and more. Consider the impact 
a managerial decision might have on different stakeholders involving a faulty product. 
If a manager notices a product is faulty or dangerous, he or she must make the decision 
whether to recall it. A massive recall would cost the organization, affecting everyone 
within the organization including investors/owners and employees. The recall of Cho-
bani yogurt after mold in some of the products made people sick negatively impacted 
the firm’s reputation.3 However, failure to recall the product could harm consumers and 
warrant government action. Every managerial decision impacts a stakeholder to some 
extent, and many decisions affect multiple stakeholders. Figure 1.1 shows some of the 
more common stakeholders necessary for business.

A good example of the impact of management decisions is Southwest Airlines. Herb 
Kelleher, the co-founder of Southwest Airlines, conceived of the business by writing the 
idea out on a napkin. As CEO of the company, Kelleher came up with a novel idea at the 
time for the airline industry. The company would offer low fares by eliminating extra 
services deemed unnecessary. The company prided itself on getting passengers to their 

stakeholder: A person or 
group that can affect, or is 
affected by, an organization’s 
goals or the means to achieve 
those goals.

Employees

Government
Regulators

Organization

Communities Suppliers

Customers Shareholders

FIGURE 1.1  
Primary Stakeholder 
Groups
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destinations on time. From the onset, Kelleher made the managerial decision to develop 
a corporate culture that cared for its employees and created a fun environment for pas-
sengers. Subordinates showed enthusiasm at their jobs, often singing in-flight songs, and 
Southwest has consistently ranked as one of the world’s most admired companies. South-
west is the only airline that has made a profit every year since its founding.4 In 2010 South-
west acquired the airline AirTran, which gave the airline greater access to larger cities. Up 
until that time, Southwest had adopted a “keep-it-simple” strategy. However, current CEO 
Gary C. Kelly believed that it was time to make major changes to spur growth. The acqui-
sition allowed Southwest to become a greater competitor to Delta Airlines.5 This illustrates 
the impact of management decisions on the growth and success of Southwest Airlines.

The Functions of Management
All management activities can be classified into four major functions: planning, orga-
nizing, leading, and controlling. We will discuss these separately, but they usually occur 
simultaneously in management activities. Table 1.2 describes these four functions.

Planning
Planning involves determining what the organization will specifically accomplish and 
deciding how to accomplish these goals. How to use the resources at the command of the 
manager is the objective of planning.

For example, the manager of the New York Yankees baseball team has to plan the type 
of players and resources needed for each season. Then there are plans for the strategy and 
player lineups for each game. At Pizza Hut, an individual store manager plans ahead by 
anticipating the next week’s demand for food, which may be affected by variables such as 
weather and holidays. She then plans a work schedule of employees, orders supplies, and 
inspects all equipment, including delivery vehicles, to try to meet that demand.

Organizing
Organizing refers to the activities involved in designing jobs for employees, grouping 
these jobs together into departments, and developing working relationships among or-
ganizational units/departments and employees to carry out the plans. Some organizing 
activities, such as forming committees, developing work teams, and staffing for special 
projects, occur frequently. Others are more periodic. For example, the departmental struc-
ture that results from the organizing function is retained until something suggests that a 

planning: Determining 
what the organization will 
specifically accomplish and 
deciding how to accomplish 
these goals.

organizing: The activities 
involved in designing jobs 
for employees, grouping 
these jobs together into 
departments, and developing 
working relationships 
among organizational units/ 
departments and employees to 
carry out the plans.

TABLE 1.2 Characteristics and Examples of the Four Functions of Management 

Characteristics Retail Example

Planning Determining appropriate goals for the firm and 
deciding how to accomplish these goals

Retailers set sales goals and plan inventory 
needs. All merchandising efforts and 
promotion are linked to objectives.

Organizing Assigning responsibility to employees for task 
achievement to collaboratively achieve goals

Establishing a retail structure to accomplish 
tasks and creating collaborative ways to reach 
objectives.

Leading Influencing and motivating others to achieve 
set goals

Performance incentives and team building 
exercises lead to goals.

Controlling Monitoring, evaluating, and maintaining 
desired performance

Monitoring the results of merchandising and 
promotion efforts and making changes when 
necessary.
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change in structure is needed. Within the New York Yankees baseball organization, for 
instance, there may be departments for scouting, player development, ticket sales, and 
promotion. The Yankees’ manager can use all these departments to carry out his plans for 
leading the team to success and financial profits.

Leading
Leading refers to influencing others’ activities to achieve set goals. Leading is based on 
knowledge of the principles of human behavior. Basically, a manager attempts to organize 
the work environment to obtain high work performance from employees. Even though 
there is much more to be learned, we already understand a lot about how to influence 
individuals’ performance. For example, there are ample data to indicate that selection, 
training, and communication along with goal-setting levels, compensation, and work de-
sign are among the organizational factors that managers can use to significantly affect an 
employee’s job performance.6 The manager of the Yankees, for example, must lead and 
motivate highly publicized athletes who often earn millions of dollars. They also maintain 
the support of the fans and other stakeholders. On the other hand, employees at a Pizza Hut 
restaurant, for the most part, are students working part time for minimum wage and who 
do not view the work as part of their careers. In each organization, the manager attempts to 
influence the level of employees’ work performance by applying principles of human be-
havior. Table 1.3 describes ten tips managers can use in exhibiting successful leadership.

leading: Influencing others’ 
activities to achieve set goals.

Organizations engage in planning, organizing, leading, and controlling activities 
to be successful.
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TABLE 1.3 Ten Tips for Successful Leadership

 1. Support employee participation and creativity.
 2. Develop effective teams.
 3. Listen as much as you speak.
 4. Encourage employee feedback.
 5. Identify and guard against ethical risks.
 6. Act as a role model for employees.
 7. Build solid relationships.
 8. Clearly communicate company expectations.
 9. Align employees behind a common vision.
10. Never rest on your laurels, but always look for improvement.
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Controlling
The management activities that we have described so 
far establish future goals, specify how to reach these 
goals, and attempt to motivate organizational mem-
bers to work toward the attainment of these goals. 
If all these functions are carried out properly, goals 
should be attained. However, recall the popular ex-
pression, “the best-laid plans of mice and men.” The 
management function of controlling refers to those 
activities that an organization undertakes to ensure 
that its actions lead to the achievement of its objec-
tives. It involves collecting and analyzing informa-
tion about work performance and taking corrective 
action if this information indicates that performance 
is not contributing to goal achievement.

Returning to the Yankees baseball team, the manager will examine batting averages, 
pitching records, and other data and make changes in the lineup accordingly to try to win 
more games. Baseball is far more than a game, however. It is a big business. Management 
must take into account and analyze revenues statistics related to ticket sales, concessions, 
sales of team-related retail products, and other promotional items.

Management Decision Making
Along with the four basic management functions, all managers engage in the decision- 
making process—gathering information, using information to reach a decision, and im-
plementing the decision. Each of the four management functions requires a manager to 
make decisions. Planning, for example, requires gathering information about future ob-
jectives, assessing the organization’s ability to reach those objectives, and drawing up 
specific actions needed to guide the organization toward achievement of its objectives. In 
essence, processing the appropriate information is the key to planning.

As another example, leading—influencing employees’ performance—also requires a 
lot of information gathering. The manager must understand the principles of human be-
havior and the factors that positively and negatively influence performance. He or she 
must also be familiar with employees’ characteristics such as job skills, desire for achieve-
ment, and work commitment because these are linked to individual work performance. 
CEO of Xerox Jeff Jacobson must have a good grasp on employee skills, company perfor-
mance, and progress toward company goals. Moreover, the manager should know what 
characteristics of the work situation influence performance, such as the level of difficulty 
of operating the technology and the time allowed for completing each task. Obtaining this 
information should precede the manager’s evaluation of what alternatives are available in 
a particular situation, as well as the implementation of the chosen alternative.

While this decision-making process may sound easy to carry out, it is very difficult. 
The difficulty lies in the complexity of the information gathered and the uncertainty of 
the decision process and the methods of implementing the decision. For example, account 
managers in computer software firms have a number of important decisions to make with 
very little certain information. Typically the account manager comes in after the sales rep-
resentative has made the sale and has promised services and programs to the new client. In 
a short time, the account manager must prepare a service plan that includes a schedule of 
events such as training, on-site visits, trials of the software programs, and quality-control 
test runs. To do this, the account manager must make specific commitments of personnel, 
products, and equipment. These commitments, in turn, become the milestones upon which 
the software company is judged by the client. Yet, these decisions are often made with 
only limited data about the expertise of the client’s employees, the condition of the neces-
sary company data and records, and the accuracy of the client’s own judgment of needs.

controlling: Those activities 
that an organization undertakes 
to ensure that its actions lead 
to the achievement of its 
objectives.
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Controlling involves collecting and analyzing information.
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Management Roles
Another aspect common to all managers is the role that management activities serve 
within organizations. By role, we mean a set of similar organized activities that serve a 
specific purpose for the organization. Henry Mintzberg, a noted management professor, 
has published several reports about what managers did for a number of days and took de-
tailed notes about whom they met with, what they did, and the purpose of their activities.8

We have already grouped management activities into planning, organizing, leading, 
or controlling, all of which emphasize the work process for which managers are respon-
sible. Mintzberg described ten specific roles that managers perform, which, in turn, can 
be grouped into three larger categories—interpersonal, informational, and decisional 
 (Table 1.4). While Mintzberg’s roles also categorize management activities, they describe 

Effective Management at Rebecca Ray Designs

MANAGEMENT INSIGHTS

Rebecca Yuhasz Smith’s thriving retail and wholesale 
company grew out of an interior design business she 
started in 1998 in Chagrin Falls, Ohio. In her spare 
time, Rebecca designed handbags based on her love 
of animals and the sporting lifestyle. These handbags 
were often equestrian-themed and were created to be 
works of art. Soon Rebecca found that demand for 
her handbags was growing so rapidly she could hardly 
keep up. After happening to meet with a member of 
the Amish community, Rebecca decided to work with 
Amish communities in Ohio and Pennsylvania to create 
and sell her bags.

As the manager and founder of Rebecca Ray De-
signs, Rebecca had to plan the organization’s goals, 
organize the different job functions, lead others to de-
velop and sell the products, and control the activities 
needed for achieving firm objectives. It was decided 
that the company’s organizational culture would center 
on the founding principle, “A company can do well by 
doing good.” Under Rebecca’s leadership, Rebecca 
Ray Designs chose to sell American handmade luxury 
items (known as American Couture). Bags are hand-
sewn by Amish women with pedal-powered sewing 
machines. Amish harness-makers hand-make the 
company’s leather products, and the firm employs a 
sales team who ride on horseback. Rebecca made 
these decisions to demonstrate her passion for animals 
as well as provide opportunities for local communities.

For many years, Rebecca Ray Designs relied upon 
word-of-mouth marketing and sales at dog and horse 
shows. Rebecca assumed the role of leader, market-
ing manager, and all the other managerial functions. In 
2007 Rebecca Ray Designs won the category of Coun-
try Living magazine’s Pitch Your Product competition. 
Sales began to increase, but Rebecca underestimated 
the human resources skills needed to expand. She de-
cided she needed more assistance. With the help of 
sales representatives, the number of boutiques willing 

to sell Rebecca Ray Designs went from 35 to about 50. 
The company also hired a producer to do promotional 
videos for the company website and signed a contract 
to co-brand products with Country Living.

Today Rebecca’s luxury products include hand-
bags, accessories, and home décor sold at 300 retail-
ers as well as online. She continues working closely 
with the artisans to maintain the high artistic quality of 
the products. Due to her reputation for quality, the Ken-
tucky Derby used gift bags designed by Rebecca Ray 
for its VIP guests. In her role as manager, Rebecca Yu-
hasz Smith developed important managerial skills and 
learned from mistakes. Her leadership turned Rebecca 
Ray Designs into a socially responsible, successful 
high-fashion business.7

Rebecca Yuhasz Smith, founder and manager of Rebecca 
Ray Designs, implements functions of management within 
her company.
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more specific categories of work, activities with individuals external to the organization, 
and activities that support work activities. As such, Mintzberg’s roles provide additional 
information for understanding management. His ten categories, taken together, also un-
derscore our previous point that gathering information, making decisions, and imple-
menting decisions are the critical processes of management.

Interpersonal Roles
Interpersonal roles refer to activities that involve interacting with others who may be 
external or internal to the organization at a higher or lower level than the manager. These 
roles allow the manager to gather information for the decisions that must be made. The 
first of the interpersonal roles, figurehead, describes the formal activities in which the 
manager acts as a public official for the company. These activities may range from award 
banquets to ribbon-cutting ceremonies for the opening of new offices. In this role, man-
agers often deal with people external to the organization, and the activities are not directly 
related to the work process. In the liaison role, the manager interacts with peers outside of 
the organization. This role is, therefore, composed of a network of relationships. Online 
social networking sites, such as Facebook, LinkedIn, and Twitter, provide the opportunity 
to reach almost anyone interested in the organization. Southwest Airlines has an entire 
team monitor its Twitter feed to answer customer concerns.9

As we have already mentioned, the leadership role requires actions that define and 
direct the work activities of employees. This role naturally requires the manager to obtain 
information concerning the status of the work activities of members of the organization.

Informational Roles
The second category of roles includes activities that Mintzberg regarded as focused al-
most exclusively on the transmission of information. Informational roles are activities— 
including reporting, preparing data analyses, briefings, delivering mail, emailing, websites, 
and making telephone calls—that focus on data important for the decisions the manager 
needs to make. In describing these roles, Mintzberg referred to the manager as being the 
“nerve center” and the “focal point” of information for the organization. For example, a 
manager of a securities investment group receives information from the  company’s re-

interpersonal roles: Activities 
that involve interacting with 
others who may be external or 
internal to the organization at a 
higher or lower level than the 
manager.

informational roles:  
Activities—including 
reporting, preparing data 
analyses, briefings, delivering 
mail, emailing, websites, and 
making telephone calls—that 
focus on data important for the 
decisions the manager needs 
to make.

TABLE 1.4 Mintzberg’s Ten Management Roles

General Role 
Category Specific Role Example Activity

Interpersonal Figurehead Attending award banquet

Liaison Coordinating production schedule with supply manager

Leadership Conducting performance appraisal for subordinates

Informational Monitor Contacting government regulatory agencies

Disseminator Conducting meetings with subordinates to pass along policy changes

Spokesperson Meeting with consumer group to discuss product safety

Decisional Entrepreneur Changing work process

Disturbance handler Deciding which unit moves into new facilities

Resource allocator Deciding who receives new computer equipment

Negotiator Settling union grievance
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search division and outside consultants regarding both 
securities that are expected to do well in the future and 
those that are not, and passes this information to the bro-
kers in the group. The brokers, in turn, gather informa-
tion about clients’ attitudes concerning investing. They 
then give this information back to the manager.

As monitor, a manager seeks information to detect 
problems or opportunities, obtain general knowledge 
about the work situation, and make necessary changes. 
While much of this information comes from formal 
mechanisms such as websites, reports, news media, and 
public forecasts, more comes from informal conversa-
tions with both organization members and those exter-
nal to the organization. Managers use this information 
in two ways: (a) to review performance and plans for 
changes in the work process and (b) partly to pass on to 
others in the manager’s informational roles of dissemi-
nator and spokesperson.

As disseminator, the manager sends information from external sources to various parts 
of the work group and information from internal sources to those both internal and ex-
ternal to the organization. This information is of two types: facts and value information. 
Factual data are of observable events that can be checked for accuracy, such as production 
figures, contract specifications, and so on. A United Way manager, for example, will tell 
the volunteer fund raiser how close to the goal is the total amount raised. Value informa-
tion is about preferences—that is, the opinions and attitudes of others about “what ought 
to be” or the present condition of the work or products. Customer judgments of product 
safety are one example.

In the spokesperson role, the manager provides information about the work group to 
those outside of the group. Two parties are of special concern. One is the manager’s own 
immediate superior, because the manager’s boss is also involved in planning, coordinat-
ing, leading, and controlling and must have as much information as possible to perform 
those functions. For example, a regional sales manager needs to know the correct sales 
performance of all the groups in the region before planning an upcoming sales campaign. 
The second is the organization’s “public,” which includes customers, suppliers, trade or-
ganizations, government agencies, consumer groups, and the press. Because of the man-
ager’s position in the work unit, he or she becomes the expert and the logical contact 
person for all information about the unit.

Decisional Roles
Mintzberg describes decisional roles as the most crucial 
part of the manager’s work.  Decisional roles are activ-
ities that deal primarily with the allocation of resources 
in order to reach organizational objectives. Managers 
use the information gathered in the interpersonal and 
informational roles to make judgments that affect both 
the short- and long-term well-being of the firm. In the 
role of entrepreneur, the manager acts as the initiator 
and designer of changes within the work group. These 
changes may be in employee skills, work redesign, in-
formation reports, and goods or services provided. The 
decisions require as much factual data as possible. For 
example, productivity reports, customer satisfaction 
surveys, consumer buying patterns, trends in the cost of 
raw materials, and educational and training statistics are 
some of the data that can be used.

decisional roles: Activities 
that deal primarily with the 
allocation of resources in 
order to reach organizational 
objectives.
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A spokesperson provides information to those external to the 
organization.
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Decisional roles deal with allocating resources.
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While the entrepreneur role deals with voluntary change by the manager, the role 
of disturbance handler deals with change forced on the manager by other factors. The 
manager acts because it is a necessity—a disturbance occurs and a solution must be 
found. There are three types of disturbances: conflicts among individuals, interaction 
difficulties between one unit and another, and conflicts over the resources of conditions 
that may cause such disturbances as departure damage to the physical facility, the loss 
of an important customer, a sudden rise in the price of labor or raw materials, or a dis-
agreement between subordinates. An economic or financial crisis can change purchasing 
patterns and the business environment. For the most part, these disturbances require 
quick action and solutions to the problem. More long-term adaptations are subsequently 
developed.

Another decisional role is that of resource allocator, who both protects and uses the 
unit’s assets—money, time, material and equipment, human resources, data, and reputa-
tion. Control systems are used to protect resources such as the cost of travel, materials, 
and training. Such control systems are the result of decisions to conserve resources. For 
example, Johnson Controls Inc. provides technology products to optimize energy and 
operational efficiencies in buildings.

The final role is that of negotiator, which focuses on reaching agreements with others 
outside the work group on work-related issues or materials, such as labor unions and leas-
ing agreements concerning machinery and vehicles. This role includes agreements with 
other units within the organization regarding the arrival and quantity of necessary goods, 
use of common equipment, and the exchange of rare personal skills. It can also include 
reforming and restructuring companies. This role requires planning a communication 
strategy for negotiation, thinking about alternatives, and analyzing the relationships in 
the negotiation.

Mintzberg’s description of roles provides important information about the specific 
activities that managers perform in carrying out the planning, organizing, and leading 
functions. In addition, it also provides more detail about activities involved in the man-
agement process of collecting information, making decisions, and implementing them. 
All of this information is intended to present the clear idea that management is not “the 
ability to work with others” or a function of the “personality” of the manager. Rather, 
management is a complex set of activities that use extensive skills, knowledge, and abil-
ities to perform—many of which can be learned.

Management Skills
In a general discussion of management such as this, it is useful to describe what skills are 
necessary to operate successfully as a manager. Given the complexity of management, it 
is not possible to list all of the necessary skills; instead, we will discuss a representative 
sample of the general and specific skills that managers need.

General Skills
One way to categorize skills that managers need is by classifying them as interpersonal, 
technical, or conceptual.10

Interpersonal Skills
Many of the ten management roles described by Mintzberg involved interacting with 
others inside and outside of the organization. The success of these depends directly on 
a manager’s interpersonal skills, such as communication, listening, conflict resolution, 
and leading that are necessary to work with others.

Interactions with others take many forms. Within a work unit, for example, a manager 
might select and set up new computer systems, review an employee’s work performance, 
or try to determine if an employee’s poor performance is a result of drug or alcohol addic-
tion. Activities outside the work unit are equally varied, and may include responding to 

interpersonal skills: Skills 
such as communication, 
listening, conflict resolution, 
and leading that are necessary 
to work with others.
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hostile consumer or environmental groups concerning the firm’s sustainability; joining a 
trade association to learn more about ethics and compliance programs; or donating time to 
a community service organization. In each of these instances, the manager’s interpersonal 
skills in clearly communicating, listening to others, and arriving at a mutually acceptable 
agreement become essential to the organization’s well-being. Many job applications re-
quest applicants with interpersonal skills.

Technical Skills
Most managers work within a specific department or administrative unit of an organi-
zation, and, in most cases, such departments handle a specialized portion of the firm’s 
work. Therefore, there are accounting managers, research and development managers, 
sales managers, scheduling managers, and so on. These managers use their departments’ 
resources to plan, organize, lead, and control the work of the organization.

To manage their departments’ work, managers must have technical skills, or the 
knowledge and ability to accomplish the specialized activities of the work group. For 
example, the accounting manager must know current tax reporting regulations, how to 
apply accounting systems to new products, and how to compile financial reporting data. 
If the manager lacks these skills, he or she will not be able to make correct decisions or 
answer employees’ questions about job tasks. Obviously, the more complex and advanced 
the work of the department becomes, the more technical skill the manager requires.

For example, financial managers in investment banks frequently are concerned with 
only one investment area such as bonds, derivatives, or hedge funds. Therefore, these 
managers must be extremely knowledgeable about the particular investment area they are 
managing. In many organizations, a manager’s career track is within one technical area 
until he or she reaches the very highest levels of management.

Conceptual Skills
Earlier, we said that a key part of management is gathering information and making and 
implementing decisions. Conceptual skills, the intellectual abilities to process informa-
tion and make accurate decisions about the work group and the job tasks, are essential 
to this process. First, a manager must be able to understand and retain a large amount of 

technical skills: The 
knowledge and ability to 
accomplish the specialized 
activities of the work group.

conceptual skills: The 
intellectual abilities to process 
information and make accurate 
decisions about the work group 
and the job tasks.
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Interpersonal communication includes clear statements, listening, and reaching mutually 
acceptable agreements.
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data, obtained while carrying out his or her informational role. Second, he or she must 
analyze this data in various ways in order to understand their meaning.

Some analyses are statistical, such as forecasts of consumer demand based on past buy-
ing patterns. Other analyses are essentially judgmental, such as estimating consumer de-
mand by taking into account expected changes in the local economy. Third, the manager 
must use an analysis to select a course of action among several options. If the economy 
is expected to expand over the next six months, for example, should the firm increase 
production and marketing activities? These decisions require the conceptual skills of rea-
soning, information processing, and evaluation.

Specific Skills
For many years, organizations have been trying to identify the specific skills that are re-
lated to managerial job performance. The following are a few skills that researchers have 
identified across several different organizations:

n Job knowledge: Knowing the facts about equipment, materials, and the work 
process, as well as the relationships among all parts of the work organization. 
Example: Knowing about personal computers’ antivirus programs.

n	Oral communication: Verbally presenting information to others in such a manner 
that the information means the same to everyone. Example: Communicating work 
objectives to all members of a work team.

n	Persuasiveness: Influencing others who have different viewpoints to reach 
agreement on an acceptable plan of action. Example: A committee member 
explaining a possible solution that would impact future group actions.

n	Problem analysis: Determining why a situation does not conform to standards and 
deciding what to do about it. Example: Determining why a group of products has 
failed final inspection.

n	Cooperativeness: Working easily and well with others in group projects. Example: 
The interaction of members of a strategic planning committee.

n	Tolerance of stress: Continuing work performance in adverse or hostile 
circumstances. Example: Multiple projects coming to completion at approximately 
the same time.

n	Negotiation: Arriving at mutually acceptable joint decisions. Example: Agreeing 
with a supplier as to a mutually acceptable price for raw materials.

n	Assertiveness: Clearly and consistently expressing a point of view on a topic being 
discussed. Example: Individual performance review with a subordinate who has a 
deficiency in work activities.

n	Initiative: Determining what work activities must be pursued and starting them. 
Example: Determining what must be done to successfully operate new production 
equipment.

These are only a few of the skills research has identified as necessary for successful 
managerial work. Hopefully, the relationship between these specific skills and the general 
categories of technical, interpersonal, and conceptual skills is obvious: These specific 
skills are subparts of the general categories. They all involve interacting with others, 
evaluating the work process, or making decisions.

Social networking has advanced through email, text messaging, blogging, social net-
works, mobile applications, and various computer software applications. It has become 
so common in organizations that managers may need to develop specific skills for these 
electronic environments. For example, email is not always a substitute for oral communi-
cation to negotiate on initiatives. Many firms are trying to find the best way to use Twitter, 
Facebook, blogs, and other digital media to enhance management skills and business 
activities.
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You’re the Manager . . . What Would You Do?

BUSINESS DILEMMA

THE COMPANY: Mrs. Acres Homemade Pies
YOUR POSITION: Owner
THE PLACE: Ames, Iowa
As a child growing up in the Midwest, Shelly Acres 
learned how to make pies from her mother and grand-
mother—rhubarb, boysenberry, apple, almost any va-
riety you can imagine. The pies were always praised 
and never lasted long enough to cool off. When Acres 
graduated from Iowa State University with a business 
administration degree, she decided to take some big 
risks and enter the world of business by making and 
marketing specialty pies. She had to plan, organize, 
and control the business with limited experience.

Acres and a supportive friend bought a commer-
cial oven from a bakery that had gone out of business 
and purchased used food processors to knead the pie 
crusts. She converted one of the machine sheds on 
her family’s farm into a small pie factory. To support 
the business and convert the shed, Acres borrowed 
$25,000 from a local bank. As she was unable to get 
the loan on her own financial merit, her parents had to 
cosign the note and put up their home as collateral. 
They cosigned because they believed in their daugh-
ter’s skills and vision in organizing the venture.

Acres’ conservative business plan for Mrs. Acres 
Homemade Pies was to sell them initially through lo-
cal supermarkets and select family restaurants. This 
required communicating with customers about the 
quality of the product. The company name sprang from 
the notion that the image for the pies should be that 
of a grandmother, not a 23-year-old college graduate. 
The image was further extended to incorporate the use 

of all-natural ingredients, the fact that the pies were 
homemade, and the unique variety of flavors available.

In the first six months, Acres and a few part-time 
employees made 100 pies per day at a gross profit 
margin of $1.70 for each pie. The reception to the pies 
was extraordinary: restaurants began to produce table 
promotional pieces featuring the local pies, and pro-
duction could not keep up with demand. Acres made 
a profit of nearly $3,500 per month of the first half year. 
Local magazines and newspapers approached her 
for interviews and recipes for these “hot” pies. She 
seemed to have the ability to control daily operations 
and continue expansion.

Acres began expanding operations, borrowing an 
additional $10,000. The staff increased from three part-
time to four full-time employees, and sales increased 
from 100 to 400 pies per day. All the employees were 
loyal friends whom she knew growing up in Iowa. Prof-
its soared to $18,000 per month. The key to success 
for Mrs. Acres Pies was Acres’ close supervision, the 
strong support and motivation of her employees, a 
profit-sharing plan that spurred productivity and inno-
vation for new recipes/flavors of pies, and a keen busi-
ness sense. Her employees began to feel they were 
part owners of the business.

Currently, demand has again accelerated beyond 
supply and Acres is faced with several options. She can 
expand present facilities and add more staff possibly 
beyond her inner circle of friends. She can lease or pur-
chase new facilities—with higher production and lower 
distribution costs, the gross profit margin could be in-
creased. A national frozen pie company has suggested 
a joint alliance to make pies for national supermarket 
chains under her name, recipes, and guidance, and she 
would not have to continue to manage production. A 
breakfast chain has also proposed a joint venture for 
production and marketing of her pies under a licensing 
arrangement that would give her a percentage of each 
pie sold with minimal involvement on her part.

QUESTIONS
1. What management skills has Acres used to make 

Mrs. Acres Homemade Pies successful?
2. What challenges does she face as she evaluates 

these options?
3. What is your recommendation for the future of 

Acres’ business?Mrs. Acres Homemade Pie
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Situational Differences in Management Activities
The main emphasis of this chapter so far has been on the similarities of management activ-
ities across organizations. However, if you were to observe the activities of several man-
agers, you would probably be impressed with how different their specific tasks are, even 
though these tasks address the same management process and functions. In this section 
we will explore some of the characteristics of organizations that cause these differences 
in management activities: level of management, area of management, organizational size, 
organizational culture, industry, and whether the organization is for-profit or nonprofit.

Level of Management
Managers may be classified according to their level or position within the organization. 
We commonly categorize managers as being in lower, middle, or upper levels of manage-
ment; however, these terms generally apply only in organizations large enough to have 
specialization. Upper managers spend most of their time planning and leading because 
they make decisions about the overall performance and direction of the organization. 
Therefore, they are usually involved in the development of goals and strategies to achieve 
those goals. Conceptual and interpersonal skills are especially important. Chief exec-
utive officer (CEO), chief financial officer (CFO), chairman, president, and executive 
vice president are common titles at this level. Middle managers are those managers who 
receive broad statements of strategy and policy from upper-level managers and develop 
specific objectives and plans. They spend a large portion of their time in planning and 
organizing activities. Conceptual and technical skills underlie these activities. Examples 
of the titles of middle managers are product manager, department head, plant manager, 
and quality control manager. Lower or first-line managers are those concerned with 
the direct production of items or delivery of service. These actions require leading and 
controlling. Because first-line managers train and monitor the performance of their sub-
ordinates, technical skills are especially important. Common titles are supervisor, sales 
manager, loan officer, and store manager. Middle- and upper-level managers coordinate 
the activities of specialized lower-level managers.

upper managers: Managers 
who spend most of their time 
planning and leading because 
they make decisions about 
the overall performance and 
direction of the organization.

middle managers: Managers 
who receive broad statements 
of strategy and policy from 
upper-level managers and 
develop specific objectives and 
plans.

lower or first-line managers:  
Managers concerned with the 
direct production of items or 
delivery of service.
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First-line managers are concerned with operations and services.
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In terms of differences in activities necessary for performance, upper-level managers 
have numerous contacts with people external to the organization, such as when they ne-
gotiate agreements or provide information about organizational activities. Middle-level 
managers often associate with other managers of the organization to collect informa-
tion and plan how to implement programs. Lower-level managers generally work with 
non-managerial employees on technical tasks. Figure 1.2 shows the different levels of 
management.

Area of Management
We will discuss functional units, or areas of organization, in more detail later on. For now 
we will refer to these functional areas in terms of jobs with similar technical content. Hu-
man resources management, marketing, and production could all be functional areas of 
one organization, and managers in each of these areas must gather information, make de-
cisions, and implement programs that are appropriate for their area. For example, human 
resources managers are concerned with developing and carrying out systems that are 
used to make decisions about employees such as selection, training, and compensation.

Marketing managers develop marketing strategies and make decisions about how 
to implement those strategies. Marketing managers are responsible for selecting target 
markets and planning, pricing, promoting, and distributing products. Finance managers 
focus on obtaining the money needed for the successful operation of the organization and 
using that money in accordance with organizational goals. Financial managers project 
income and expenses, determine short- and long-term financing needs, and monitor and 
protect the financial resources of the organization. Accountants maintain and monitor a 
firm’s financial records. For public corporations they develop financial statements includ-
ing the balance sheet, statement of cash flows, and income statement. Production and 
operations managers schedule and monitor the work process that turns out the goods or 
services of the organization. They help to convert resources into final products. Informa-
tion technology (IT) managers implement, maintain, and control technology applica-
tions. For instance, an IT manager might develop and maintain the company’s computer 
network. Other managers manage areas such as ethics and compliance, public relations, 
and administrative functions.

Although each of these managers engages in planning, organizing, leading, and con-
trolling, these functions take different forms due to the different technical information 
among them. The human resources manager may plan an instructional program on sexual 

human resources managers:  
Managers concerned with 
developing and carrying out 
systems that are used to make 
decisions about employees 
such as selection, training, and 
compensation.

marketing managers:  
Managers who develop 
marketing strategies and 
make decisions about how to 
implement those strategies.

finance managers: Managers 
who focus on obtaining 
the money needed for the 
successful operation of the 
organization and using that 
money in accordance with 
organizational goals.

production and operations 
managers: Managers who 
schedule and monitor the work 
process that turns out the goods 
or services of the organization.

information technology (IT)  
managers: Managers 
who implement, maintain, 
and control technology 
applications.

CEO

Upper-Level Management

Middle-Level Management

First-Line Management

FIGURE 1.2  
Different Levels 
of Management
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harassment, while a marketing manager may plan a national television sales campaign. 
Both programs are developed to provide information to others. However, how the two 
proceed and the activities that they perform are quite different.

Organizational Size
Generally, the larger a firm is, the more specialized will be its managers’ activities. For 
example, the owner of a small business often functions as the chief executive officer, 
chief financial officer, marketing director, and production manager. On the other hand, 
large firms tend to employ managers who have the specialized training and experience 
required to work in a narrow range of activities.

Large organizations are also characterized by more formalized rules, procedures, and 
policies, essential to coordinating the work activities of a large number of employees. 
Formalization affects a manager’s activities in many ways, including the requirement 
of much more paperwork and reporting forms—such as work schedules, selection pro-
cedures for hiring new employees, and production or quality reports. Many interactions 
between manager and subordinates are also formalized, such as grievance and discipline 
meetings, performance evaluation sessions, and salary adjustment discussions. Small 
firms frequently have much less formalization, and coordination of employees is achieved 
through daily interaction. Often the only reports or forms a small business manager must 
complete are those necessary for legal compliance or financial reporting.

Organizational Culture
Organizational culture refers to the values, norms, and artifacts shared by members 
of an organization. This results in the beliefs, traditions, philosophies, rules, and heroes 
that are shared by organizational members. The culture of an organization distinguishes 
it from others and shapes the actions of its members. For example, by pending necessary 
time and resources, 3M encourages individuals to experiment with the development of 
products. Much latitude is given to an individual at 3M to pursue projects that initially 
do not look promising. As an example, Post-it brand notes were developed from glue that 
failed in its initial purpose. The glue was not able to bond items together very well. How-

organizational culture: The 
values, norms, and artifacts 
shared by members of an 
organization.
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Production and operations managers are responsible for goods and services.
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ever, over time, this inadequate glue became the critical feature of a multimillion-dollar 
product. Other organizations have cultures that use financial data as the primary basis of 
decision making. A manager at 3M might engage in actions that encourage an employee 
to develop a potential product, but at another company, the manager may order the em-
ployee to cease all activities because of the cost. Google is another firm that encourages 
employees to take work time to work on their own projects.

There are four main components of culture. Values are the basic beliefs that define the 
success of employees in the organization. They are viewed as long-term, enduring beliefs 
about decisions. Ritz-Carlton holds quality customer service as a major value and allows 
employees to spend a certain amount of money to display exemplary customer service. 
Individuals use the norms of the organization in their decisions. Norms are expectations 
that dictate and clarify appropriate behaviors. For example, an airline pilot is expected to 
wear a uniform to work every day. Often norms are so rigidly enforced that they become 
rules that state explicit requirements for the job. The third component, artifacts, includes 
rites, rituals, routines or ceremonies, and websites the company uses to show employees 
more tangible examples of expectations. For example, the Colorado-based sustainable 
brewery New Belgium gave employees ownership in the company and will send em-
ployees that have been with the company for five years on an all-expenses-paid trip to 
Belgium to learn about beer culture. Behavior results in actions, activities, and relation-
ships in carrying out tasks. Values, norms, and artifacts are the basis for most behavior in 
organizations. All organizations have a culture, even if a manager does not actively work 
to develop one. Figure 1.3 shows the four different elements of culture.

Industry
The industry that an organization operates in determines the knowledge and skills its 
managers must possess. A manager in an oil-refining company needs knowledge of man-
ufacturing, chemistry, and environmental laws, whereas a banking manager needs knowl-
edge of investments, risk management, currency exchange rates, and titles laws. There 
are major differences in the activities of managers with the same titles but who operate in 
different industries. For example, a regional marketing manager for a consumer packaged 
goods company may deal extensively with planning, advertising, and sales promotions. 
On the other hand, a regional marketing manager for an industrial equipment manufactur-
ing company may spend little time with such activities, and instead communicate directly 
with current and potential clients to determine specifications and the uses of equipment 
for the future. A manager in a health care organization may spend a great deal of time 
managing government regulations, and ethics and compliance requirements.

Values

• Ways to solve
problems

• Behavioral
expectations

• Ethical conduct
• Productivity

• Unwritten
rules of conduct

• Relationships
• Roles of

subordinates
• Rituals

Norms

Artifacts Behavior

FIGURE 1.3  
Elements of an 
Organizational Culture
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Profit versus Nonprofit Organizations
For-profit companies are owned either privately by 
one or more individuals or publicly by stockholders. 
These organizations must pay taxes on profits and 
may be bought and sold. Nonprofit organizations 
are institutions such as governments, social cause 
organizations, and religious groups that cannot re-
tain earnings over expenses, do not have equity in-
terests, and cannot be bought or sold. Greenpeace, 
the Special Olympics, and United Way are examples 
of nonprofits.

There are two differences between these two 
types of organizations that affect management activ-
ities. First, nonprofit organizations frequently have 
several groups of individuals who have a major in-
fluence in setting the goals of the organization. For 
example, state universities are influenced by legis-

lators, university administrators, faculty, staff, students, and state taxpayers in determin-
ing their goals and operations. Often, these groups have conflicting opinions as to what 
is desirable. For example, faculty may wish for fewer classes and more time allocated 
for research. State legislators often ask for more classes and less time for research. In 
contrast, for-profit organizations, such as Microsoft or Apple Inc., ordinarily have closer 
agreement as to their goals and activities.

The second difference is in how funds are generated and what may be done with them. 
Nonprofit organizations generally raise part of their necessary funds from the sale of 
goods or services; often the remainder is from government support or charitable contribu-
tions. For-profit organizations exist primarily on the sale of goods and services and, sec-
ondarily, on investments of corporate assets. These differences affect, among other things, 
the planning and organizing activities of managers in the two types of organizations.

Emerging Trends in Management
Management remains a very dynamic area requiring an understanding of emerging trends. 
Changes in technology, transportation, and social concerns all influence the nature of 
management. While a number of these trends will be addressed and integrated in the con-
tent of this book, we introduce three important trends that are impacting businesses today: 
e-business, global organizations, and ethics and social responsibility.

E-Business
Electronic business (e-business) involves achieving management goals through the use 
of the Internet. Digital media are electronic media that allow all types of communication 
through computers, smartphones, and other digital devices. The Internet has changed the 
face of management, allowing businesses to connect with customers, develop collabora-
tive relationships with suppliers and employees, and make the company’s products more 
accessible globally. The Internet enables more efficient transactions in working with sup-
pliers as well as those firms to which they outsource activities. The telecommunication 
opportunities created by the Internet do not change the basic management functions and 
responsibilities but has drastically changed how activities are carried out and the imple-
mentation of strategies. For instance, the Internet has facilitated new business models 
such as Amazon.com, eBay, and Google that do not have physical retail locations but 
take place entirely on the Internet. Other traditional businesses, including Home Depot, 
Barnes & Noble, and Best Buy, have had to respond by developing an online presence 
in addition to their physical stores. Finally, some traditional retail businesses, such as su-
permarkets, have literally merged with Internet companies to create new mixed business 

for-profit companies:  
Organizations owned either 
privately by one or more 
individuals or publicly by 
stockholders.

nonprofit organizations:  
Institutions such as 
governments, social cause 
organizations, and religious 
groups that cannot retain 
earnings over expenses, do 
not have equity interests, and 
cannot be bought or sold.
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Nonprofit organizations do not have typical business goals, but 
effective management remains important to their success.
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models.  The recent merger of Whole Foods Supermarkets with Amazon.com is a good 
example of this phenomenon. Most companies that have a strong Internet presence have 
had to make sure that managers are competent with information technology advances 
necessary to stay competitive.

On the other hand, while the Internet can make management more effective and effi-
cient, it has also created challenges. Privacy, online fraud, intellectual property theft, and 
employee distractions and time theft have increased as a result. Companies can increase 
their ability to connect with users by tracking their Internet activities. Many websites 
install cookies, or strings of text that can be used to identify people, on users’ computers 
when they visit the site. Cookies help companies to engage in better marketing. Amazon.
com, for instance, uses cookies to track users’ activities on its sites and make recommen-
dations based upon their purchases. Yet many users do not feel comfortable having their 
online activity traced. User information can also be stored and sold to other companies. 
Google keeps track of search engine search terms that people input, although it claims 
that this information is anonymized after a certain time period.

Online fraud occurs when hackers break into computer systems and steal personal 
information such as credit card numbers, passwords, and other sensitive information. 
Fraudsters have also used the Internet to trick users into sending them money or giving 
up their personal information. While the Internet makes information much more acces-
sible to both companies and consumers, it also makes it easier to upload and/or down-
load copyrighted materials. The movie and music industries have been hard hit by illegal 
downloads, losing millions in revenue. Finally, the Internet can be a distraction for em-
ployees when used for non-work purposes. Employees of today’s generation expect to be 
able to access sites such as Facebook and YouTube. However, this also enables employees 
to misuse these sites by spending large amounts of time on Facebook, Twitter, YouTube, 
and other digital media. Many employees waste work time each day on social media sites 
engaging in non-work activities. While they might not consider it to be a serious issue, 
such time theft can cost a company greatly.

Global Organizations
International business refers to expanding business activities beyond national boundaries. 
Technology advances such as the Internet as well as changing economic and political 
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conditions are making it easier for companies to expand globally. Expanding beyond 
national boundaries can provide opportunities for company growth. For example, compa-
nies including Caterpillar, Yum! Brands, Nike, McDonald’s, General Motors, and Procter 
& Gamble earn at least half of their revenue outside of the United States. Walmart op-
erates in well over two dozen countries outside of the United States, and Starbucks has 
thousands of shops in more than 70 countries. Even small businesses encounter global 
marketing opportunities and sell products outside of their own countries. Many small 
businesses can export their products through eBay, Amazon.com, and their own websites. 
In addition, a number of businesses need employees with specific skills and recruit from 
countries where they can find the best talent. This has created diversity in organizations 
that has helped foster creativity and innovation.

Businesses have also benefited from the practice of outsourcing. Outsourcing occurs 
when an organization transfers manufacturing, services, and other functions to countries 
where labor and supplies are less expensive. Nike’s footwear is produced by factories in 
countries such as Vietnam. Apple Inc. uses Chinese manufacturers to assemble compo-
nents for its iPads and iPhones. Outsourcing is able to save companies labor costs, which 
can translate into less expensive prices for consumers. However, outsourcing has also 
been highly criticized in the United States for taking away American jobs. The welfare 
of employees working at factories in less developed parts of the world has also been a 
concern. Apple was highly criticized after dangerous working conditions and suicides 
were discovered at its Chinese contractor Foxconn. Businesses have the responsibility 
to monitor the companies they outsource from to ensure they are adhering to appropriate 
standards.

Ethics and Social Responsibility
Leadership in promoting ethical and socially responsible business decisions has become 
a significant managerial responsibility. Today, top managers and the board of directors 
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are responsible for creating an ethical organizational 
culture that responds to the desires of stakeholders. 
Many companies have suffered reputational damage 
and fines for business misconduct. The Wall Street  
Journal reports on a regular basis how a number of 
companies took excessive risks and violated basic 
ethical conduct. On the other hand, ethical and so-
cially responsible companies create an environment 
where there are more loyal employees and satisfied 
consumers. Shareholders should support ethical con-
duct because an Ethisphere magazine survey has 
found that the world’s most ethical companies have 
better stock growth than some of the widely used in-
dexes, including the Standard & Poor’s 500 index.11

While ethics in an organization can relate to all 
managerial decisions, social responsibility refers to 
an organization’s obligation to maximize its posi-
tive impact and minimize its negative impact on society. This results in understanding 
stakeholders and social responsibility issues that are important to them. Some of the 
more important areas today include concerns about sustainability, community relations, 
product safety, and social issues including employee well-being. Although all of these 
issues are important, many businesses are focusing on sustainability to protect the long-
term well-being of the natural environment as it relates to individuals, organizations, 
and business strategies. Many companies try to have their products certified as “green” 
and engage in activities such as recycling and energy use reduction to help protect the 
environment.

Can You Learn Management in Class?
The answer to this, not surprisingly, is “Sure!” If the answer were no, what would we do 
with the rest of the book? You can certainly learn valuable aspects of management in a 
college or university class. As evidence, many organizations develop or require formal 
training in management that is very similar to the topics of this text and the format of your 
class.12 We have discussed that management is a process of collecting information, mak-
ing decisions, and implementing decisions about how to use the organization’s resources 
to reach its objectives. Formal classes like this one are valuable for learning what data 
sources and types of information are useful for making specific decisions. Classes can 
also point out the relationships among variables used in decision making. For example, 
you will learn about the relationship of organizational rewards to the employee’s job per-
formance in a later chapter. Knowing this relationship will be useful in deciding how to 
use rewards within the organization.

In addition to presenting factual data and relationships among data, formal classes can 
help you develop conceptual and analytical skills, which are needed by all managers. The 
vignettes, cases, and boxes in the chapters of this text describe work situations that can be 
valuable in helping you develop these skills. Finally, the discussion of organization and 
human behavior principles should serve as an important basis for the managerial activities 
associated with leading.

However, there are two aspects of management that cannot be taught fully in an in-
troductory management textbook or class. The first is the job knowledge necessary to be 
successful as a manager in a specific functional area of an organization; you must acquire 
this knowledge from your other courses and job experience. If you are interested in being 
a financial manager, for example, you must acquire the basic knowledge from your fi-
nance courses and perhaps from internships or other employment in the finance industry; 
if your interest is in marketing management, this job knowledge must come from your 
marketing courses as well as from experience as a consumer and employee.
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The second aspect that cannot be taught fully is implementation of decision making. 
We will discuss how managers go about getting their plans and decisions carried out 
within organizations. Simulations, role plays, and exercises can help you reproduce and 
develop these skills. However, these teaching techniques frequently lack the long-term, 
repetitive interaction that characterizes management. Some form of on-the-job training is 
a more appropriate vehicle for teaching this skill.

n	Define management and describe its purpose in 
organizations. Management is concerned with 
using the resources of the organization to reach 
the organization’s objectives. Its purpose is to use 
these resources effectively and efficiently so that the 
objectives of the organization are achieved with a 
minimum of cost.

n	Determine the effect that management actions have  
on the manager and others in the organization. 
Because management is essentially a decision-
making process, it affects others. The consequences 
of a manager’s decisions may have either a positive 
or negative effect on the manager, the manager’s 
subordinates, and the organization, as well as other 
groups.

n	List the major functions of managers. The four 
management functions are planning (determining 
what the organization will specifically accomplish 
and deciding how to accomplish these goals); 
organizing (designing jobs for employees, 
grouping these jobs together into departments, 
and developing working relationships between 
organizational departments and employees to carry 
out the plans); leading (influencing others’ activities 
to achieve set goals); and controlling (ensuring that 
an organization’s actions lead to achievement of its 
objectives).

n	Explain the importance of decision making in 
management activities. Because managers must use 
resources to reach the organization’s objectives, 
they insist on continuously making decisions about 
how to best use these resources. The manager must 
gather important data to be considered and, based 
on the data, make and then implement the decision 
required. A correct decision can be useless if it is 
not implemented appropriately.

n	Describe the many roles managers play in an  
organization. Henry Mintzberg described ten 
specific roles that can be placed into three broad 
categories. Interpersonal roles involve interaction 
with others who are external or internal to the 
organization, at the same level as the manager or at 
higher or lower levels. Informational roles focus on 

obtaining data that are important for the decisions 
made by the manager. Decisional roles deal 
primarily with the allocation of resources in order 
to reach organizational objectives. Mintzberg’s 
detailed description of each of the specific roles 
provides valuable descriptions of management 
tasks.

n	Specify why different managers perform different 
job activities. Management is similar across all 
organizations in that managers are all involved 
with planning, organizing, leading, controlling, 
and decision making; their activities may also 
be described in terms of common roles they play 
within their organizations. However, the specific 
job activities of managers differ greatly both among 
and within organizations because of differences 
in the level of management, functional area, 
organizational size and culture, and industry.

n	Identify some emerging trends in management. 
There are three major trends that are impacting 
businesses today: e-business, global organizations, 
and ethics and social responsibility. Electronic 
business (e-business) involves achieving 
management goals through the use of the Internet. 
The Internet has changed the face of management, 
allowing businesses to connect with customers, 
develop collaborative relationships with suppliers 
and employees, and make the company’s products 
more accessible globally. International business 
refers to expanding business activities beyond 
national boundaries. Technology advances such 
as the Internet as well as changing economic 
and political conditions are making it easier for 
companies to expand globally. Expanding beyond 
national boundaries can provide opportunities for 
company growth. Leadership in promoting ethical 
and socially responsible business decisions has 
become a significant managerial responsibility. 
Many companies have suffered reputational damage 
and fines for business misconduct.

n	Review what you can reasonably learn from a 
textbook about how to perform management 
activities. Some aspects of management can be 

Summary and Review n
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conceptual skills 13
controlling 8
decisional roles 11
effectively 3
efficiently 3
finance managers 17
for-profit companies 20
human resources managers 17
information technology (IT) 
managers 17

informational roles 10
interpersonal roles 10
interpersonal skills 12
leading 7
lower or first-line managers 16
management 3
managers 3
marketing managers 17
middle managers 16
nonprofit organizations 20

organizational culture 18
organizations 3
organizing 6
planning 6
production and operations managers 17
resources 3
stakeholder 5
technical skills 13
upper managers 16

Key Terms and Concepts n

 1. Define management and indicate what its princi-
pal purposes are and why managers are essential to 
organizations.

 2. What are the resources of the organization? How are 
these used in management decision making?

 3. What are the four functions of management? How are 
they related to the work process?

 4.  Describe the steps in management decision making. 
What are the difficulties in making management 
decisions?

 5. Discuss the three general roles of management. What 
are the purposes of these roles? What specific roles 
fall under each general role?

 6. Discuss the general skills necessary to be successful 
in management. How do these relate to both the man-
agement roles and management decision making?

 7. How do management activities differ across organi-
zations? Describe the specific effects of organization 
size, industry type, organizational culture, and profit 
vs. nonprofit organizations on these differences.

 8. How do management activities differ within an orga-
nization? Describe the specific effects of level of man-
agement and functional specialty on these differences.

 9. Discuss the impact that management decisions have 
on others.

 10. Discuss how management may be learned in a class 
setting.

Ready Recall n

learned in formal classroom situations. Most 
organizations teach management to their employees 
through training programs that are similar in format 
to college classrooms. Learning management in 
this format can help you understand sources of 
information and relationships among variables, 
basic principles to use in decision making, and 
the fundamentals of how to implement decisions. 
However, job knowledge relevant for specific 
functional areas of an organization and the requisite 

interpersonal skills can most effectively be learned 
in one’s unique working environment.

n	Evaluate a small business owner’s management 
skills and propose a future course of action for 
the firm. The “Business Dilemma” box presents 
questions for the owner of the firm. Should the 
owner continue to expand or form a joint venture 
with large companies for expansion? Your 
assessment of the owner’s skills and ability to 
manage rapid expansion will determine your answer.

 1. Interview a small sample of managers. Discuss the 
specific, major tasks that these managers perform. Re-
late these tasks to the management functions of plan-
ning, organizing, leading, and controlling.

 2. Obtain descriptions of recent decisions made by man-
agers in specific organizations as reported in sources 
such as The Wall Street Journal. Discuss what infor-

mation would be useful to know before making the 
decisions. Also discuss how accessible and accurate 
such information may be.

 3. Obtain job descriptions of various management posi-
tions. Discuss the specific skills that are necessary to 
perform the tasks of these job descriptions.

Expand Your Experience n
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Management Skills
For each statement, check the column that best describes you. When you are finished, calculate your score.

Strengthen Your Skills n

Management Skills Self-Assessment 

Always
Almost 
Always Sometimes

Almost 
Never Never

1 I try to solve problems myself before asking anyone for help.      
2 I delegate work to those who have the most free time.      
3 I follow up with team members when their behavior creates a 

negative impact.
     

4 I make decisions based on analysis, rather than instinct.      
5 I let my team members figure out how to work together with-

out my input.
     

6 I give team members a chance to correct their mistakes before 
reprimanding them.

     

7 I believe that technical skills are the most important skills 
needed to be an effective manager.

     

8 I talk with my team about successes and areas for 
improvement.

     

9 I assist team members in gaining a better understanding of 
 issues and forge agreements.

     

10 I try to resolve inefficiencies in my department’s processes.      
11 When constructing a team, I ensure that each person has a set 

of different but complementary skills.
     

12 I try to avoid conflict when interacting with team members.      
13 I approach motivating team members based on their individual 

characteristics. 
     

14 When a significant mistake is made, I notify my superior, and 
learn from the mishap.

15 I accept conflict in a newly formed team as an inevitable stage 
in the team development process.

16 I try to relate team members’ individual goals to those of the 
organization.

17 When constructing a team, I choose individuals with similar 
skills and characteristics.

18 I have difficulty trusting team members to do a good job.
19 I maintain open communication with each team member indi-

vidually so that they feel like they are an active participant of 
the group.

20 I keep team members up-to-date on recent changes in the 
organization.
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Through the implementation of efficient and effective 
management, New Belgium Brewing (NBB) has grown 
from operating out of the founder’s basement to having 
two state-of-the-art facilities and over 800 employees. 
New Belgium was founded after co-founder Jeff Leb-
esch took a trip to Belgium and was inspired to produce 
a high-quality beer in his hometown of Colorado. After 
consistently experimenting in his basement with a special 
strain of yeast used in Belgian-style ales, Lebesch began 
the entrepreneurial endeavor of marketing his product. 
Lebesch enlisted his wife at the time, Kim Jordan, to help 
market the beer and deliver it to local store shelves.

The first brew was named Fat Tire Amber Ale. Retailers 
were initially reluctant to place the beer on store shelves; 
however, NBB eventually developed a strong customer 
base that propelled the brand to become a household 
name. Today NBB is the fourth-largest craft brewery in 
the United States and eighth-largest overall. Craft brewers 
such as New Belgium Brewing maintain a high level of 
integrity.

Since the beginning, the founders and employees have 
operated with a set of core values and beliefs. Jeff and Kim 
pledged to create a high-involvement organizational cul-
ture toward which all employees are expected to equally 
and ethically contribute toward. From planning goals and 
ways to attain objectives to organizing and assigning re-
sponsibilities, the two entrepreneurs assumed a leadership 
role. They led employees to accomplish tasks that helped 
them develop conceptual skills when facing any type of is-
sue at hand. Controlling and monitoring activities and cor-
recting for mistakes enabled them to operate in a profitable 
manner while providing a product that is environmentally 
and socially responsible. The founders did not stray from 
their initial vision, and through positive leadership, the en-
trepreneurs prompted employees to set and achieve goals 

through proper planning and organization in all aspects of 
the business.

With leadership being the crucial aspect of any busi-
ness, it is important that all levels of management are 
involved in developing goals and strategies for the com-
pany’s strategic vision. Bryan Simpson—New Belgium’s 
public relations (PR) director—describes New Belgium 
Brewing’s culture in the following way:

Progressive business practices like employee owner-
ship and open book management enable our co-work-
ers to share in the company’s success and in our chal-
lenges, pulling us together as a team and a family. It’s 
especially rewarding to see that the values that have 
driven us for the last 25 years continue to resonate with 
our co-workers and show results in the marketplace. As 
a member of the B Corp community, we believe busi-
ness can be a powerful force for good in this world.

This leadership style has proven to be successful and in-
formational for employees. Employees are encouraged to 
take an active role in the organization and are provided 

Case 1: The Management Process at New Belgium Brewing n

Scoring Your Assessment
Never = 1
Almost Never = 2
Sometimes = 3
Almost Always = 4
Always = 5

Add your score according to the above rubric, and then 
find the category that corresponds to your score in the text 
that follows.

20–45 If your score falls in this range, your management 
skills need improvement. This textbook will help you be-
come aware of behaviors and characteristics that make a 
good manager. Organization, communication, and leader-
ship are just a few examples of these types of skills.

46–75 If your score falls in this range, you are exhibiting 
good managerial skills. Take note of your strengths and be-
gin practicing behaviors in areas that need improvement. 
This textbook will give you direction in the areas where 
your scores are low, so be alert for concepts and exercises 
that will help you improve your managerial skills.

76–100 If your score falls in this range, you are probably 
an excellent manager. Beware of becoming complacent 
and strive to strengthen your skills further. Take note of 
the areas wherein your scores were low and work to de-
velop them. This textbook will keep you focused on man-
agerial skills and will give you some examples that you 
can follow.
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with a number of incentives to contribute toward a socially 
responsible culture.  To celebrate employees’ birthdays, a 
catered lunch is provided along with a free massage once 
a year. They get a free beer every day and a 12-pack once 
a week. Employees are also allowed to bring children and 
dogs to work to help alleviate the strain on finding places 
for them during the workday. On the anniversary of em-
ployees’ first year working for the company, they are given 
a cruiser bicycle; on the fifth anniversary, they receive a 
free flight to Belgium to allow for growth and develop-
ment within the beer culture. Employees who have been 
with the company for ten years are eligible for a four-week 
paid sabbatical. Employees are also encouraged to volun-
teer with various organizations and causes. By doing this, 
they are able to receive one hour of reimbursement for ev-
ery two hours of volunteer work performed.

In 2012 Kim Jordan, who had become CEO, made the 
decision to allow employees at New Belgium to purchase 
her remaining controlling shares. This led New Belgium 
to become a 100 percent employee-owned company. From 
2000 to 2012, New Belgium was 41 percent employee- 
owned. Today it is now fully operated through an em-
ployee stock ownership plan. During her tenure as CEO, 
Kim continued to emphasize a high-involvement organi-
zational culture, a practice likely to continue under new 
CEO Steve Fechheimer. For instance, NBB allows em-
ployees to see the financial costs and current performance 
summaries of the company and provides financial training 
so that employees are able to understand the books and 
ask questions about any concerns. With this “open-book” 
management style, employees are able to take control of 
their future and see what effect they are having within the 
industry.

The company operates in a socially aware manner and 
encourages employees to do the same. New Belgium of-

fers an onsite recycling center and encourages employees 
to ride fat-tired cruiser bikes that the company provides 
for them after one year of employment. New Belgium 
strives to produce a cost- and energy-efficient product that 
reduces NBB’s impact on the environment. For example, 
NBB is the first fully wind-powered brewery in the United 
States, after employees and owners unanimously agreed to 
invest in a wind turbine. The company also installed a pho-
tovoltaic system that produces 3 percent of the company’s 
electricity and uses sun tubes to provide natural lighting 
all year long.

All of these management decisions have put New Bel-
gium in an enviable position not just among breweries but 
the business world as whole. NBB’s commitment to social 
responsibility has earned the company the coveted dis-
tinction of being a Certified B Corp—a title bestowed by 
the nonprofit B Lab that reflects NBB’s adherence to the 
highest standards of business practices. As of 2017, NBB’s 
B Score was in the top 10 percent of all certified B Corpo-
rations, and it had been awarded “Best for the World” by 
the same organization. The company’s employee-focused 
organizational structure has garnered attention as well. In 
2016, NBB appeared on Outside Magazine’s list of “best 
companies to work for” for the eighth year in a row.

With a consistent and positive company culture, New 
Belgium has provided exceptional leadership for employ-
ees to continue the vision, direction, and values the com-
pany initially developed.13

 1. How did Kim and Jeff carry out the management 
function at NBB?

 2. Describe ways in which the founders assumed deci-
sional roles in their work.

 3. How would you describe New Belgium Brewing’s or-
ganizational culture?
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