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Preface

The first edition of this book appeared in 1984 in the United States. As new theories and
research have been published, expanding our knowledge about what makes an effective
manager, the authors have been updating the book to reflect that knowledge. Students
have also changed since 1984; today’s students want more relevance from their
management textbook. They want both knowledge and skills. Students want to leave
class not only knowing what management is all about but also with the skills necessary
to help them succeed in today’s workplaces.

This course and this book are about management and managers. Managers are the one
thing that all organizations—no matter the size, kind, or location—need. And there’s no
doubt that the world managers face has changed, is changing, and will continue to
change. The dynamic nature of today’s organizations means both rewards and challenges
for the individuals who will be managing those organizations. Management is a dynamic,
chaging subject, and a textbook on management should reflect those changes to help
prepare you to manage under the current conditions in the workplace. Thus, we've pre-
pared this twelfth Canadian edition of Management to provide you with the best possible
understanding of what it means to be a manager confronting change.

General Content and Approach

The underlying philosophy of our textbook is that “management is for everyone.”
Students who are not managers, or do not envision themselves as managers, do not
always understand why studying management is important or relevant. We use examples
from a variety of settings and provide several different end-of-chapter applications, such
as Learning to Be a Manager, to help you understand the relevance of studying
management for your day-to-day life. And we have once again expanded the discussion
of ethics and social responsibility to reflect the commitment of today’s students to
making the world a better place. We have also broadened the discussion of adaptability
across all chapters—the need for managers to continuously scan for new opportunities
and then act strategically to take advantage of them. Design thinking is an emerging and
important trend in management that is also considered in this revision.

In this edition, we have continued to make enhancements that add to both learning
and instruction:

e We've added a new chapter on managing diversity
e A revised Starbucks continuing case is included in each Part
e The new FYI feature offers interesting data to support the concepts in the text

e Big data, machine learning, and artificial intelligence topics have been included
throughout the body of the text, in both examples and cases.

e Additional coverage of design thinking principles has been added through out the
text.

e The new Let's Get Real feature in each chapter presents a dilemma and asks real-
world managers for their advice.

® The end-of-chapter elements have been streamlined.
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What’s New

Content and examples throughout the text have been revised and updated. Key content
changes include the following:

Chapter 1: Introduction to Management and Organizations includes new coverage
of social media and sustainability, enhanced discussion of innovation and creativity as
contributors to building an adaptable organization, and a new case on Zappos's holacracy.

Module 1: Management History has a new vignette on Canada Goose, as well as updated
exhibits and examples.

Chapter 2: Organizational Culture and the Organizational Environment explores
new trends in organizational culture such as workplace spirituality.

Chapter 3: Managing Diversity is a new chapter adapted from latest American edition
of the text and seated in the Canadian context.

Chapter 4: Managing in a Global Environment has updated information on interna-
tional trade alliances and agreements, as well as a new discussion of cultural intelligence
and global mindset. We've also updated the cases.

Chapter 5: Managing Entrepreneurially offers new coverage of start-ups and a discus-
sion of how existing companies can apply the entrepreneurial approach to developing new
products (drawing on lean methodologies). We've also updated vignette on Futurepreneur
Canada.

Chapter 6: Managing Responsibly and Ethically includes updated information about
and examples of sustainability and ethical management. We've added new cases on Tom's
of Maine and Lehman Brothers.

Chapter 7: Innovation and Adaptability continues to focus on innovation to induce
change and design thinking. Updated coverage of Blackberry and its fall from grace runs
throughout the chapter and we've updated the cases.

Chapter 8: Decision Making has updated examples and a new case on Coca-Cola’s use
of big data.

Chapter 9: Foundations of Planning includes an updated vignette and a new case on
the Live Strong Foundation.

Chapter 10: Managing Strategically includes a new Management Reflection box on
big data and a new Ethics Dilemma about tracking consumers.

Module 2: Planning and Control Techniques has updated exhibits and examples.

Chapter 12: Managers and Communication has an enhanced focus on social media
and technology, and new coverage of the impact of workplace design on communication.
A new vignette looks at the use of Twitter by organizations.

Chapter 13: Managing Human Resources has updated statistics and a new case on
J. C. Penny.

Chapter 14: Leadership has updated vignettes, statistics, and examples, as well as a new
Management Reflection box on flexible leadership.

Chapter 15: Motivating Employees includes a new Ethics Dilemma on open-book
management.

Chapter 16: Managing Groups and Teams new vignette on MLSE and the Toronto
Raptors, as well as updated examples and statistics.

Chapter 17: Managerial Controls: Evidence-Based Decision Making includes s new
vignette on McCain Foods and their use of big data to inform decision making, updated
examples and statistics and a case on Visa’s data centre.



Features

This new edition of Management continues to offer a rich variety of pedagogical features,
including the following:

Numbered learning outcomes at the opening of each chapter guide student learn-
ing. These are repeated in the margin at the start of each major chapter section to
reinforce the learning outcome.

A vignette opens each chapter and is threaded throughout the chapter to help stu-
dents apply a story to the concepts they are learning.

Think About It questions follow the vignette, as well as the return to the opening
story throughout the chapter, giving students a chance to put themselves into the
shoes of managers in various situations.

Management Reflections are longer examples designed to enhance student learn-
ing. Some address general managerial issues, while others focus on international
issues, ethics, or innovation.

The Summary and Implications section is organized around the learning out-
comes introduced at the beginning of each chapter.

Our end-of-chapter features provide students with a variety of opportunities to apply the
material right now, even if they are not managers:

Review and Discussion Questions. Students can review their understanding of
the chapter content and see the application of theory to management situations.

Ethics Dilemma. This exercise gives students an opportunity to consider ethical
issues that relate to chapter material, including values-led management and
sustainability.

Skills Exercise. To reflect the importance being placed on skills, each chapter has
this skills-based feature that encompasses the four management functions. The
feature includes lessons about a particular skill, steps in developing the skill, a
practice assignment to use the skill (often a mini-case), and a set of reinforcement
assignments to further work on accomplishing the skill.

Working Together: Team-Based Exercise. Students get a chance to work
together in groups to solve a management challenge.

Learning to Be a Manager. Students can apply chapter material to their daily
lives, helping them see that planning, leading, organizing, and controlling are use-
ful in one’s day-to-day life too. This feature suggests activities and actions students
can do right now to help them prepare to become a manager.

Case Applications. Each chapter has two decision-focused cases that ask students
to determine what they would do if they were in the situation described.

Continuing Case. Each part ends with the Starbucks Continuing Case that helps
reinforce the part’s themes with this well-known, real-world management exam-
ple. Each installment of the case ends with discussion questions.

Student Supplements

MyLab Management delivers proven results in helping individual students succeed. It
provides engaging experiences that personalize, stimulate, and measure learning for each
student. Students and instructors can make use of the following online resources:

Study Plan. As students work through the MyLab Study Plan, they can clearly see
which topics they have mastered—and, more importantly, which they need to
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work on. Each question has been carefully written to match the concepts, lan-
guage, and focus of the text, so students can get an accurate sense of how well
they've understood the chapter content.

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

NEW Mini-Simulations. New Mini-Simulations walk students through key busi-
ness decision-making scenarios to help them understand how management deci-
sions are made. Students are asked to make important decisions relating to core
business concepts. At each point in the simulation, students receive feedback to
help them understand the implications of their choices in the management envi-
ronment. These simulations can now be assigned by instructors and graded
directly through MyLab Management.

MediaShare. Consisting of a curated collection of videos and customizable, auto-
scored assignments, MediaShare helps students understand why they are learning
key concepts and how they will apply those in their careers. Instructors can also
assign favourite YouTube clips or original content and employ MediaShare’s pow-
erful repository of tools to maximize student accountability and interactive learn-
ing, and provide contextualized feedback for students and teams who upload
presentations, media, or business plans.

Lesson Presentations. In some chapters, interactive Lesson Presentations allow
students to study key chapter topics and work through interactive assessments to test
their knowledge and mastery of marketing concepts. Robust Interactive Lesson Pre-
sentation Assignments and Discussion Questions have been created for each Interac-
tive Lesson Presentation. Assignments and Discussion Questions for this course.

Learning Catalytics. Learning Catalytics is a “bring your own device” student
engagement, assessment, and classroom intelligence system. It allows instructors
to engage students in class with a variety of question types designed to gauge stu-
dent understanding.

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

Instructor Supplements

These instructor supplements are available for download from a password-protected
section of Pearson Canada’s online catalogue (www.pearsoncanada.ca/highered).
Navigate to your book’s catalogue page to view a list of available supplements. Speak to
your local Pearson sales representative for details and access.

Instructor’'s Manual. This manual includes detailed lecture outlines, answers, and teach-
ing suggestions for the end-of-chapter questions and activities, and teaching notes.

PowerPoint Slides. This practical set of PowerPoint slides outlines key concepts discussed
in the text—correlated to the learning objectives—and includes selected tables and figures,
as well as detailed speaking notes.


http://www.pearsoncanada.ca/highered

Computerized Test Bank. Pearson’s computerized test banks allow instructors to filter
and select questions to create quizzes, tests, or homework. Instructors can revise ques-
tions or add their own, and may be able to choose print or online options. The test bank
includes over 2500 questions in true/false, multiple-choice, and short-answer formats.
These questions are also available in Microsoft Word format.

Image Library. All exhibits from the text are provided in electronic format for instructor use.

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

Introduction to Management

and Organizations

achieve the following learning outcomes.

} } When Dani Reiss graduated with his bachelor’s degree

from the University of Toronto, he didn’t imagine he
would soon be running Canada Goose Inc., one of Canada’s
most successful companies. “After graduating, | wanted to be a
short story writer,” says Reiss. “| never wanted to join the family
business.”" Yet he started his career in 1996 with a summer job

working at his father’s niche clothing company. Dani took over
the company in 2001, and Canada Goose has since grown
from a $3 million parka business to a $300 million international
operation featuring one of Canada’s most recognizable brands.
Today, Canada Goose shows no signs of slowing down. It
plans to launch a new line of spring clothing and its first physical
storefronts in Toronto and New York.?

In this chapter, we'll introduce you to who managers are and what
they do. One thing you'll discover is that the work managers do is
vitally important to organizations. But you'll also see that being a
manager—a good manager—isn't easy. The best companies
and organizations are more flexible, more efficient, and more
adaptable. After reading and studying this chapter, you will

' Learning Outcomes

Explain why managers are important
to an organization.

Tell who managers are and where
they work.

Describe the functions, roles, and
skills of managers.

Describe the factors that are
reshaping and redefining the
manager’s job.

® 0 0 0o

Explain the value of studying
management.

Much of Canada Goose’s success is tied to its brand. “I
used to be a brand skeptic; | thought they were all about mar-
keting,” says Reiss. However, after speaking to customers he
started to find meaning in the brand and what it represents. “|
learned that people around the world really liked that it was
Canadian, that it was authentic.” Reiss recognizes the socially
responsible role managers play in society. With over 1300
employees, Reiss’s responsibility has grown beyond his family
name. While competitors manufacture clothing abroad, Canada
Goose clothing continues to be manufactured in Canada, and
the company is committed to continuing its Canadian manufac-
turing operation as it expands. Canada Goose also raises
money for Polar Bears International through its sales, which has
become an important part of its brand.

Rick Madonik/ZUMAPRESS/Newscom
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@ Explain why managers
are important to an
organization.

<

Think About It

What kinds of skills do managers need? Put yourself in Dani Reiss’s shoes. What kinds of
leadership skills would you need to manage 1300 employees? Is managing in a clothing business
different from managing in any other organization? What type of time management skills are
needed to manage a complex manufacturing operation? Do other organizations share Reiss’s
commitment to society? Why or why not?

What are today’s successful managers like, and what skills do they need in dealing with
the problems and challenges of managing in the twenty-first century? This text is about
the important work that managers do. Like many students, you've probably had a job (or
two) at some time or another while working on your degree. You may also have partici-
pated in organized team sports. Your work and team experiences, regardless of where
you've experienced them, are likely to have been influenced by the skills and abilities of
your manager or coach. The reality facing today’s managers—and that might include you
in the near future—is that the world is changing. In workplaces of all types—offices,
stores, labs, restaurants, factories, and the like—managers deal with changing expecta-
tions and new ways of managing employees and organizing work. In this chapter, we
introduce you to managers and management by looking at (1) why managers are impor-
tant, (2) who managers are and where they work, and (3) what managers do. Finally, we
wrap up the chapter by (4) looking at the factors reshaping and redefining the manager’s
job and (5) discussing why it's important to study management.

Why Are Managers Important to an
Organization?

What can a great boss do?

e Inspire you professionally and personally

e Energize you and your coworkers to accomplish things together that you couldn’t
get done by yourself

® Provide coaching and guidance with problems
e Provide you feedback on how you're doing

e Help you to improve your performance

e Keep you informed of organizational changes
e Change your life3

If you've worked with a manager like this, consider yourself lucky. Such a manager can
make going to work a lot more enjoyable and productive. However, even managers who
don’t live up to such lofty ideals and expectations are important to organizations. Why?
Let’s look at three reasons. The first reason managers are important is because organiza-
tions need their managerial skills and abilities more than ever in uncertain, complex, and
chaotic times. As organizations deal with today’s challenges—the worldwide economic
climate, changing technology, ever-increasing globalization, and so forth—managers
play an important role in identifying critical issues and crafting responses.

For example, at LVMH, the world’s luxury-goods leader, you'd expect to find a team of
exceptionally talented and creative innovators like Karl Lagerfeld, Carol Lim, Marc Jacobs,
and Phoebe Philo. In the luxury-goods business, creative design and prestigious brands
are vital. But it takes more than that to be successful. In this competitive industry, it takes
more than creative design . . . there has to be a focus on commercial potential. That's
why, behind the scenes, you'd also find a team of managers who scrutinize ideas and
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focus on the question: Is this marketable? These managers realize what is critical to suc-
cess. The opposite “types” have worked together and created a successful business.*

Another reason why managers are important to organizations is because theyre critical to
getting things done. For instance, AT&T has some 6750 general managers who manage the
work of thousands of frontline employees.? These managers deal with all kinds of issues as
the company’s myriad tasks are carried out. They create and coordinate the workplace envi-
ronment and work systems so that others can perform those tasks. Or, if work isn't getting
done or isn't getting done as it should be, they're the ones who find out why and get things
back on track. And these managers are key players in leading the company into the future.

Finally, managers do matter to organizations! How do we know that? The Gallup Orga-
nization, which has polled millions of employees and tens of thousands of managers,
has found that the single most important variable in employee productivity and loyalty
isn’t pay or benefits or workplace environment—it’s the quality of the relationship
between employees and their direct supervisors.®

In addition, global consulting firm Towers Watson found that the way a company
manages and engages its people can significantly affect its financial performance.” That's
scary considering another study by Towers Watson that found only 42 percent of respon-
dents think their leaders inspire and engage them.® In yet another study by different
researchers, 44 percent of the respondents said their supervisors strongly increased
engagement.” However, in this same study, 41 percent of respondents also said their
supervisors strongly decreased engagement. And a different study of organizational per-
formance found that managerial ability was important in creating organizational value.'°
So, as you can see, managers can and do have an impact—positive and negative. What
can we conclude from such reports? Managers are important—and they do matter!

Who Are Managers and Where Do They Work?

P P P Managers may not be who or what you might expect! Managers can range in age from © Tell who managers are
18 to 80+. They run large corporations, medium-size businesses, and entrepreneurial start-ups. and where they work.
They’re also found in government departments, hospitals, not-for-profit agencies, museums,

schools, and even nontraditional organizations such as political campaigns and music tours.

Managers can also be found doing managerial work in every country on the globe. In addition,

some managers are top-level managers while others are first-line managers. And today, manag-

ers are just as likely to be women as they are men; however, the number of women in top-level

manager positions remains low—only 21 women were CEOs of Fortune 500 corporations in

2016."" But no matter where managers are found or what gender they are, managers have excit-

ing and challenging jobs!

T ..
Think About It

Managers fill different roles in different parts of an organization. When Dani Reiss started
working at his parents’ company, he filled a number of roles ranging from stocking to
supervising the factory line. Early on, he also spent time with the company’s sales managers on
visits to potential customers abroad. Later, he took executive leadership of the company as the
president and CEQ. Having managerial experience of the different areas of the company was
instrumental to Reiss’s long-run success.

By having a variety of managerial experiences, Dani Reiss was able to form an understanding
of his company that was both broad and deep. He was able to not only relate to different aspects
of the business, but also to form relationships with other managers and employees throughout
the company. How would this knowledge affect the ways that Reiss makes decisions?

Who Is a Manager?

It used to be fairly simple to define who managers were: They were the organizational
members who told others what to do and how to do it. It was easy to differentiate
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manager Someone who
coordinates and oversees the work
of other people so organizational
goals can be accomplished

first-line (or front-line) managers
Managers at the lowest level of the
organization who manage the work
of nonmanagerial employees who
are directly or indirectly involved
with the production or creation of
the organization’s products

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

managers from nonmanagerial employees. But it isn't quite so simple anymore. In many
organizations, the changing nature of work has blurred the distinction between manag-
ers and nonmanagerial employees. Many nonmanagerial jobs now include managerial
activities.!? At General Cable Corporation’s facility in Moose Jaw, Saskatchewan, for
example, managerial responsibilities are shared by managers and team members. Most of
the employees are cross-trained and multiskilled. Within a single shift, an employee may
be a team leader, an equipment operator, a maintenance technician, a quality inspector,
and an improvement planner.!® Or consider an organization like Morning Star Com-
pany, the world’s largest tomato processor, where no employees are called managers—
just 400 full-time employees who do what needs to be done and who “manage” issues
such as job responsibilities, compensation decisions, and budget decisions.'* Sounds
crazy, doesn't it? But it works—for this organization.

So, how do we define who managers are? A manager is someone who works with and
through other people by coordinating their work activities in order to accomplish organi-
zational goals. A manager’s job is not about personal achievement—it's about helping
others do their work and achieve. That may mean coordinating the work of a departmen-
tal group, or it might mean supervising a single person. It could involve coordinating the
work activities of a team composed of people from several different departments or even
people outside the organization, such as temporary employees or employees who work
for the organization’s suppliers. Keep in mind, also, that managers may have other work
duties not related to coordinating and integrating the work of others. For example, an
insurance claims supervisor may process claims in addition to coordinating the work
activities of other claims clerks.

Types of Managers

How can managers be classified in organizations? In traditionally structured organiza-
tions (often pictured as a pyramid because more employees are at lower organizational
levels than at upper organizational levels), managers can be classified as first-line, mid-
dle, or top. (See Exhibit 1-1.) At the lowest level of management, first-line (or front-
line) managers manage the work of nonmanagerial employees who typically are
involved with producing the organization’s products or servicing the organization'’s cus-
tomers. These managers often have titles such as supervisors or even shift managers, district
managers, department managers, or office managers. Middle managers manage the work of
first-line managers and can be found between the lowest and top levels of the

Exhibit 1-1

Managerial Levels

Top
Managers

Middle Managers
First-Line Managers

Nonmanagerial Employees
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organization. They may have titles such as regional manager, project leader, store manager,
or division manager. At the upper levels of the organization are the top managers, who
are responsible for making organization-wide decisions and establishing the plans and
goals that affect the entire organization. These individuals typically have titles such as
executive vice president, president, managing director, chief operating officer, or chief executive
officer.

Not all organizations get work done using this traditional pyramidal form, however.
Some organizations are more flexible and loosely structured with work being done by
ever-changing teams of employees who move from one project to another as work
demands arise. Although it's not as easy to tell who the managers are in these organiza-
tions, we do know that someone must fulfill that role—that is, there must be someone
who works with and through other people by coordinating their work to accomplish
organizational goals. This holds true even if that “someone” changes as work tasks or
projects change or that “someone” doesn’t necessarily have the title of manager.

Where Do Managers Work?

It's obvious that managers work in organizations. But what is an organization? It's a
deliberate arrangement of people to accomplish some specific purpose. Your college or
university is an organization; so are fraternities and sororities, government departments,
churches, Google, your neighbourhood grocery store, the United Way, the Toronto Rap-
tors, and your local hospital. All are considered organizations and have three common
characteristics. (See Exhibit 1-2.)

First, an organization has a distinct purpose typically expressed through goals the
organization hopes to accomplish. Second, each organization is composed of people. It
takes people to perform the work that’s necessary for the organization to achieve its goals.
Third, all organizations develop a deliberate structure within which members do their
work. That structure may be open and flexible, with no specific job duties or strict adher-
ence to explicit job arrangements. For instance, most big projects at Google (at any one
time, hundreds of projects are in process simultaneously) are tackled by small, focused
employee teams that set up in an instant and complete work just as quickly.!” Or the
structure may be more traditional—like that of Procter & Gamble or General Electric or
any large corporation—with clearly defined rules, regulations, job descriptions, and
some members identified as “bosses” who have authority over other members.

MANAGEMENT REFLECTION FOCUS ON INNOVATION

Is It Still Managing When What You’re Managing
Are Robots?

While this text presents a fairly accurate description of today’s workplace, you're
going to spend most of your worklife in the future. What will that worklife look
like? How will it be different from today? The workplace of tomorrow is likely to
include workers that are faster, smarter, more responsible—and who just happen to be
robots.!® Are you at all surprised by this statement? Although robots have been used
in factory and industrial settings for a long time, it's becoming more common to find
robots in the office, and it's bringing about new ways of looking at how work is done
and at what and how managers manage. So what would the manager’s job be like man-
aging robots? And even more intriguing is how these “workers” might affect how
human coworkers interact with them.

As machines have become smarter, researchers have been looking at human-
machine interaction and how people interact with the smart devices that are now such
an integral part of our professional and personal lives. One conclusion is that people
find it easy to bond with a robot, even one that doesn’t look or sound anything like a

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

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

e Frontline managers directly
supervise some 80 percent of
the total workforce.'®

¢ 10.8 million middle managers
were in the U.S. workforce in
2012 while in Canada in the
same time period, 1.6 million
Canadians were employed as
middle managers. '®
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@ Describe the functions,
roles, and skills of
managers.

management Coordinating work
activities with and through other
people so the activities are
completed efficiently and effectively

real person. In a workplace setting, if a robot moves around in a “purposeful way,”
people tend to view it, in some ways, as a coworker. People name their robots and can
even describe the robot’s moods and tendencies. As telepresence robots become more
common, the humanness becomes even more evident. For example, when Erwin
Deininger, the electrical engineer at Reimers Electra Steam, a small company in Clear
Brook, Virginia, moved to the Dominican Republic when his wife’s job transferred her
there, he was able to still be “present” at the company via his VGo robot. Now “robot”
Deininger moves easily around the office and the shop floor, allowing the “real”
Deininger to do his job just as if he were there in person. The company’s president,
satisfied with how the robot solution has worked out, has been surprised at how he
acts around it, feeling at times that he’s interacting with Deininger himself.

There’s no doubt that robot technology will continue to be incorporated into orga-
nizational settings. The manager’s job will become even more exciting and challeng-
ing as humans and machines work together to accomplish an organization’s goals. m

What Are the Functions, Roles, and
Skills of Managers?

P P P Managers plan, lead, organize, and control, and Dani Reiss, as chief executive officer of
Canada Goose, certainly carries out all these tasks. He has to coordinate the work activities of
the entire company efficiently and effectively. Just as important to Reiss is his commitment to
his employees and the maintenance of the brand integrity. With sales in over 50 countries, Reiss
found that it made sense to find new ways of scaling for international business. In 2013, Reiss
made a difficult decision to sell a majority stake in his company to Bain Capital, a Boston-based
firm, while maintaining his position as CEO and a 10 percent minority stake in Canada Goose.
The results have been positive, and Reiss’s decision is credited with helping the firm grow
quickly'® while maintaining the brand integrity.

<

Think About It

As a manager, Dani Reiss needs to plan, lead, organize, and control, and he needs to be efficient
and effective. How might Reiss balance the needs for growth while maintaining Canada Goose’s
values? What skills are needed for him to plan, lead, organize, and control effectively? What
challenges does he face performing these functions while running an international business?

So, how do we define who managers are? A manager is someone who works with and
through other people by coordinating their work activities in order to accomplish organi-
zational goals. A manager’s job is not about personal achievement—it's about helping
others do their work and achieve. That may mean coordinating the work of a departmen-
tal group, or it might mean supervising a single person. It could involve coordinating the
work activities of a team composed of people from several different departments or even
people outside the organization, such as temporary employees or employees who work
for the organization’s suppliers. Keep in mind, also, that managers may have other work
duties not related to coordinating and integrating the work of others. For example, an
insurance claims supervisor may also process claims in addition to coordinating the work
activities of other claims clerks.

Simply speaking, management is what managers do. But that simple statement does
not tell us much, does it? A more thorough explanation is that management is coordi-
nating work activities with and through other people so that the activities are completed
efficiently and effectively. Management researchers have developed three specific categori-
zation schemes to describe what managers do: functions, roles, and skills. In this section,
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we consider the challenges of balancing efficiency and effectiveness, and then examine
the approaches that look at what managers do. In reviewing these categorizations, it
might be helpful to understand that management is something that is a learned talent,
rather than something that comes “naturally.” Many people do not know how to be a
manager when they first are appointed to that role.

Efficiency and Effectiveness

Efficiency refers to getting the most output from the least amount of inputs, or as man-
agement expert Peter Drucker explained, “doing things right.”2° Because managers deal
with scarce inputs—including resources such as people, money, and equipment—they
are concerned with the efficient use of those resources by getting things done at the
least cost.

It's not enough just to be efficient, however. Management is also concerned with being
effective—completing activities so that organizational goals are achieved. Effectiveness
is often described as “doing the right things”—that is, those work activities that will help
the organization reach its goals. For instance, a hospital might try to be efficient by reduc-
ing the number of days that a patient stays in the hospital. This may not be effective,
however, if a patient gets sick at home shortly after being released from the hospital.

Whereas efficiency is concerned with the means of getting things done, effectiveness is
concerned with the ends, or attainment of organizational goals (see Exhibit 1-2). Man-
agement is concerned, then, not only with getting activities completed and meeting orga-
nizational goals (effectiveness), but also with doing so as efficiently as possible. In
successful organizations, high efficiency and high effectiveness typically go hand in hand.
Poor management is most often due to both inefficiency and ineffectiveness or to effec-
tiveness achieved despite inefficiency.

Now let’s take a more detailed look at what managers do. Describing what managers
do isn't easy. Just as no two organizations are alike, no two managers’ jobs are alike. In
spite of this, management researchers have developed three approaches to describe what
managers do: functions, roles, and skills.

Management Functions

According to the functions approach, managers perform certain activities or duties as
they efficiently and effectively coordinate the work of others. What are these activities or
functions? In the early part of the twentieth century, a French industrialist named Henri
Fayol first proposed that all managers perform five functions: planning, organizing, com-
manding, coordinating, and controlling.?! (See Management History Module for more
information.) Today, we use four management functions to describe a manager’s work:
planning, organizing, leading, and controlling (see Exhibit 1-3). Let’s briefly look at each.

Exhibit 1-2

Efficiency and Effectiveness in Management

Efficiency (Means) Effectiveness (Ends)
Resource Goal
Usage Attainment
Low Waste High Attainment

/ {

Management Strives for:

Low Resource Waste (high efficiency)
High Goal Attainment (high effectiveness)

efficiency Getting the most
output from the least amount of
inputs; referred to as “doing things
right”

effectiveness Completing
activities so that organizational
goals are achieved; referred to as
“doing the right things”

management functions Planning,
organizing, leading, and controlling
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Exhibit 1-3

Management Functions

Planning

Organizing

Leading
Lead to

Defining goals, Determining Directing and Monitoring

establishing what needs motivating all activities Achieving the
strategy, and to be done, involved parties to ensure organization'’s
developing how it will and resolving that they are stated
subplans to be done, and conflicts accomplished purpose
coordinate who is to do it as planned

activities

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

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

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

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

Planning

If you have no particular destination in mind, then any road will do. However, if you
have someplace in particular you want to go, you've got to plan the best way to get there.
Because organizations exist to achieve some particular purpose, someone must define
that purpose and the means for its achievement. Managers are that someone. As manag-
ers engage in planning, they set goals, establish strategies for achieving those goals, and
develop plans to integrate and coordinate activities.

Organizing

Managers are also responsible for arranging and structuring work that employees do to
accomplish the organization’s goals. We call this function oerganizing. When managers
organize, they determine what tasks are to be done, who is to do them, how the tasks are
to be grouped, who reports to whom, and where decisions are to be made.

Leading

Every organization has people, and a manager’s job is to work with and through people
to accomplish goals. This is the leading function. When managers motivate subordi-
nates, help resolve work group conflicts, influence individuals or teams as they work,
select the most effective communication channel, or deal in any way with employee
behaviour issues, they're leading.

Controlling

The final management function is controlling. After goals and plans are set (planning),
tasks and structural arrangements are put in place (organizing), and people are hired,
trained, and motivated (leading), there has to be an evaluation of whether things are
going as planned. To ensure goals are met and work is done as it should be, managers
monitor and evaluate performance. Actual performance is compared with the set goals. If
those goals aren’t achieved, it's the manager’s job to get work back on track. This process
of monitoring, comparing, and correcting is the controlling function.

Just how well does the functions approach describe what managers do? Do managers
always plan, organize, lead, and then control? In reality, what a manager does may not
always happen in this logical and sequential order. But that does not negate the impor-
tance of the basic functions that managers perform. Regardless of the order in which the
functions are performed, the fact is that managers do plan, organize, lead, and control as
they manage.

Although the functions approach is a popular way to describe what managers do,
some have argued that it isn't relevant.?? So let’s look at another perspective.
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The Scenario: 6

Micah, one of your best employees, was just pro-
moted to a managerial position. You invited him
to lunch to celebrate and to see what was on his
mind about his new position. Waiting for your
food to arrive, you asked him if he had any con-
cerns or questions about being a manager.
Looking straight at you, Micah said, “How is y M

being a manager going to be different? What will | B o
I do as a manager?” Maribel Lara
Director, Account Management

Maribel Lara

How would you respond to Micah’s question?

Being a manager means that you have a greater responsibility to consider, and you'll keep in
mind big-picture organizational goals and how your work and that of your staff contributes to
those goals. As a manager you also have a responsibility to think about development opportunities
for any team members who may now report to you. How will you help to put them on a path
toward growth and success? m

Mintzberg’s Managerial Roles and a Contemporary
Model of Managing

Henry Mintzberg, a prominent management researcher at McGill University in Montreal,
studied actual managers at work. He says that what managers do can best be described by
looking at the roles they play at work. His studies allowed him to conclude that managers
perform 10 different but highly interrelated managerial roles.?> The term managerial
roles refers to specific actions or behaviours expected of and exhibited by a manager.
(Think of the different roles you play—student, employee, student organization mem-
ber, volunteer, sibling, and so forth—and the different things you're expected to do in
these roles.) When describing what managers do from a roles perspective, we're not look-
ing at a specific person per se, but at the expectations and responsibilities associated with
the person in that role—the role of a manager. As shown in Exhibit 1-4, Mintzberg’s 10
managerial roles are grouped around interpersonal relationships, the transfer of infor-
mation, and decision making.

The interpersonal roles involve working with people (subordinates and persons
outside the organization) or performing duties that are ceremonial and symbolic in
nature. The three interpersonal roles include being a figurehead, leader, and liaison. The
informational roles involve receiving, collecting, and disseminating information. The
three informational roles include monitor, disseminator, and spokesperson. Finally,
the decisional roles involve making significant choices that affect the organization.
The four decisional roles include entrepreneur, disturbance handler, resource allocator,
and negotiator. As managers perform these roles, Mintzberg proposed that their activi-
ties included both reflection (thinking) and action (doing).?*

A number of follow-up studies have tested the validity of Mintzberg's role categories
among different types of organizations and at different levels within given organiza-
tions.2> The evidence generally supports the idea that managers—regardless of the type of
organization or level in the organization—perform similar roles. However, the emphasis
that managers give to the various roles seems to change with their organizational level 2
Specifically, the roles of disseminator, figurehead, negotiator, liaison, and spokesperson
are more important at the higher levels of the organization, while the leader role (as
Mintzberg defined it) is more important for lower-level managers than it is for either
middle- or top-level managers.

Functions vs. Roles
So which approach to describing what managers do is better—functions or roles? Each
has merit. However, the functions approach still represents the most useful way of

managerial roles Specific
categories of managerial behaviour

interpersonal roles Managerial
roles that involve working with
people or performing duties that
are ceremonial and symbolic in
nature

informational roles Managerial
roles that involve receiving,
collecting, and disseminating
information

decisional roles Managerial
roles that involve making significant
choices that affect the organization





