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Preface

Managing in Turbulent Times: Unlocking Innovative Solutions
In light of the dramatic and far-reaching events of the early twenty-first century, the
central theme being discussed in the field of management is the pervasiveness of
turbulent change and its impact on organizations. This edition of Management was
revised to help current and future managers find innovative solutions to the prob-
lems that plague today’s organizations—whether they are everyday challenges or
once-in-a-lifetime crises. The world in which most students will work as managers
is undergoing a tremendous upheaval. The emergence of crisis management, ethi-
cal turmoil, e-business, rapidly changing technologies, globalization, outsourcing,
global virtual teams, knowledge management, global supply chains, and other
changes place demands on managers that go beyond the techniques and ideas tra-
ditionally taught in management courses. Managing in today’s turbulent times re-
quires the full breadth of management skills and capabilities. This text provides
comprehensive coverage of both traditional management skills and the new com-
petencies needed in a turbulent environment characterized by economic turmoil,
political confusion, and general uncertainty. 

The traditional world of work assumed the purpose of management was to
control and limit people, enforce rules and regulations, seek stability and efficiency,
design a top-down hierarchy to direct people, and achieve bottom-line results. To
unlock innovative solutions and achieve high performance, however, managers
need different skills to engage workers’ hearts and minds as well as take advantage
of their physical labor. The new workplace asks that managers focus on leading
change, harnessing people’s creativity and enthusiasm, finding shared visions and
values, and sharing information and power. Teamwork, collaboration, participa-
tion, and learning are guiding principles that help managers and employees ma-
neuver the difficult terrain of today’s turbulent business environment. Managers
focus on developing, not controlling, people to adapt to new technologies and
extraordinary environmental shifts, and thus achieve high performance and total
corporate effectiveness.

My vision for the eighth edition of Management is to explore the newest man-
agement ideas for turbulent times in a way that is interesting and valuable to stu-
dents while retaining the best of traditional management thinking. To achieve this
vision, I have included the most recent management concepts and research and
have showed the contemporary application of management ideas in organizations.
I have also added a feature for “new managers” to give students a sense of what will
be expected when they become managers. The combination of established scholar-
ship, new ideas, and real-life applications gives students a taste of the energy, chal-
lenge, and adventure inherent in the dynamic field of management. The Thomson
South-Western staff and I have worked together to provide a textbook better than
any other at capturing the excitement of organizational management.

I revised Management to provide a book of utmost quality that will create in stu-
dents both respect for the changing field of management and confidence that they
can understand and master it. The textual portion of this book has been enhanced
through the engaging, easy-to-understand writing style and the many in-text exam-
ples, boxed items, and short exercises that make the concepts come alive for stu-
dents. The graphic component has been enhanced with several new exhibits and a

PREFACE
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new set of photo essays that illustrate specific management concepts. The well-
chosen photographs provide vivid illustrations and intimate glimpses of manage-
ment scenes, events, and people. The photos are combined with brief essays that
explain how a specific management concept looks and feels. Both the textual and
graphic portions of the textbook help students grasp the often abstract and distant
world of management.

Focus on Innovation: New to the Eighth Edition 
The eighth edition of Management is especially focused on the future of manage-
ment education by identifying and describing emerging ideas and examples of
innovative organizations and by providing enhanced learning opportunities for
students.

Learning Opportunities
The eighth edition has taken a leap forward in pedagogical features to help students
learn what it is like to manage in an organization today. New to this edition is a New
Manager Self-Test in each chapter. These short feedback questionnaires give stu-
dents insight into how they respond to situations and challenges typically faced by
real-life managers. End-of-chapter questions have been thoroughly and carefully re-
vised to encourage critical thinking and application of chapter concepts. The end-
of-chapter cases and ethical dilemmas that help students sharpen their diagnostic
skills for management problem solving have also been updated. This edition con-
tains 11 new cases and 9 new ethical dilemmas. Seven additional cases and dilem-
mas have been substantially revised.

Chapter Content
Within each chapter, many topics have been added or expanded to address the cur-
rent issues managers face. Text content has been sharpened to provide greater focus
on the key topics that count for management today.

Chapter 1 includes a new section on making the leap from being an individual
contributor in the organization to becoming a new manager and getting work done
primarily through others. The chapter introduces the skills and competencies needed
to effectively manage organizations, including issues such as managing diversity,
coping with globalization, and managing crises. In addition, a new section discusses
the emphasis within organizations on innovation as a response to today’s turbulent
environment.

Chapter 2 continues its solid coverage of the historical development of management
and organizations and examines new management thinking for turbulent times. The
chapter also looks at the shifting world of e-business and effective management of the
technology-driven workplace, including trends such as supply chain management,
outsourcing, and customer relationship management.

Chapter 3 contains an updated look at current issues related to the environment and
corporate culture, including a section illustrating how managers shape a high-
performance culture as an innovative response to a shifting environment.

Chapter 4 includes a new discussion of the growing power of China and India in
today’s global business environment and what this means for managers around the
world. In addition, the complex issues surrounding globalization are discussed,
including a consideration of the current globalization backlash. A new section in
Chapter 4 looks at the importance of cultural intelligence for managers working in
foreign countries or interacting with people from different cultures.

Chapter 5 has an expanded discussion of ethical challenges managers face today and
the business case for incorporating ethical values in the organization. The chapter also
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considers global ethical issues, including a discussion of corruption rankings of vari-
ous countries and a consideration of the growing sustainability movement.

Chapter 6  takes a look at entrepreneurial activity on a global basis and examines the
reasons entrepreneurship and small business are booming. The chapter continues its
focus on practical information regarding small business formation, including a look at
the challenges of entrepreneurial startups. In addition, a new section discusses the
growing interest in social entrepreneurship, sometimes called social capitalism.

Chapter 7 provides an overview of planning and goal setting, including a close look at
crisis planning and how to use scenarios. The chapter’s final section on planning for
high performance has been enhanced by a discussion of the use of executive dash-
boards to help managers plan in a fast-changing environment.

Chapter 8 continues its focus on the basics of formulating and implementing strategy
and includes a consideration of the challenges of implementing strategy during turbu-
lent times.

Chapter 9’s  overview of managerial decision making has an expanded discussion of
intuition in decision making and the refined use of brainstorming for group decision
making.

Chapter 10 discusses basic principles of organizing and describes both traditional and
contemporary organization structures in detail. The chapter includes a discussion of
organic versus mechanistic structures and when each is more effective and also con-
tains a description of the virtual network organization form.

Chapter 11 has been thoroughly updated and reorganized to reflect the critical role of
managing change and innovation today. The chapter includes new or expanded mater-
ial on exploration and creativity, the importance of internal and external cooperation,
and the growing trend toward open innovation.

Chapter 12 includes a discussion of changes in the social contract between employers
and employees. A new section looks at how organizations apply strategic human re-
source management to help the organization become an employer of choice to attract
and retain the best human capital. 

Chapter 13 has been revised and updated to reflect the most recent thinking on orga-
nizational diversity issues. The chapter looks at the challenges women and minorities
face in organizations, including the current debate about women opting to leave the
corporate workforce (the opt-out trend). The chapter also has an expanded discussion
of using diversity training to give people the interpersonal and communication skills
they need to reap the benefits of diversity.

Chapter 14 contains updated coverage related to personality traits and the use of
personality and other assessment tests in organizations. Exercises throughout the
chapter enhance students’ understanding of organizational behavior topics and their
own personalities and attitudes.

Chapter 15 has been reorganized to focus on the styles of leadership that are highly
effective today. The chapter emphasizes that leadership can make a difference, often
through subtle everyday actions. The discussion of power has been expanded to
discuss how leaders exercise power through various interpersonal influence tactics.

Chapter 16 covers the foundations of motivation and also incorporates recent thinking
about motivational tools for today, such as the importance of helping employees
achieve work-life balance, incorporating fun and learning into the workplace, giving
people a chance to fully participate, and helping people find meaning in their work.

Chapter 17 begins with a discussion of how managers facilitate strategic conversations
by using communication to direct everyone’s attention to the vision, values, and goals
of the organization. The chapter explores the foundations of good communication and
includes a new section on effective written communication in recognition of the grow-
ing use of e-mail and the need for managers to write clearly and concisely.

xi
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Chapter 18 discusses how to lead work teams to effectiveness and includes a new
section on using negotiation to manage conflict, including how to reach a win-win
solution. The final section of the chapter takes a new look at the positive outcomes of
effective teams.

Chapter 19 provides an overview of financial and quality control, including Six Sigma,
ISO certification, and a new application of the balanced scorecard, which views em-
ployee learning and growth as the foundation of high performance. The chapter also
addresses current concerns about corporate governance and finding a proper balance
of control and autonomy for employees.

Chapter 20 has been thoroughly updated to incorporate recent trends in information
technology, including user-generated content through wikis, blogs, and social network-
ing sites. The chapter explores how these new technologies are being applied within
organizations along with traditional information systems. The chapter also discusses 
e-commerce strategies, the growing use of business intelligence software, and how
new IT affects the manager’s job.

Chapter 21 has been enhanced by a discussion of the organization as a value chain
and a consideration of the four major outcomes managers focus on for building an
effective operations system. The chapter also talks about new technology used for
operations and service management, such as product life-cycle management software,
radio frequency identification (RFID) for logistics and supply chain management, and
location scouting software for facilities location planning.

In addition to the topics listed above, this text integrates coverage of the Internet
and new technology into the various topics covered in each chapter. Each chapter
also contains a valuable application in an Unlocking Innovative Solutions box.
Approximately half of these boxes feature a technologically savvy company or
highlight a manager who is using technology to meet the challenges of today’s
environment. The other half of the Unlocking Innovative Solutions boxes describe
various unique, innovative, or interesting approaches to managing people for high
performance and innovative response, in recognition that human capital is essential
for solving today’s complex organizational problems.

Organization 
The chapter sequence in Management is organized around the management functions
of planning, organizing, leading, and controlling. These four functions effectively
encompass both management research and characteristics of the manager’s job.

Part One introduces the world of management, including the nature of manage-
ment, issues related to today’s turbulent environment, the learning organization,
historical perspectives on management, and the technology-driven workplace.

Part Two examines the environments of management and organizations. This
section includes material on the business environment and corporate culture, the
global environment, ethics and social responsibility, the natural environment, and
the environment of entrepreneurship and small business management.

Part Three presents three chapters on planning, including organizational goal
setting and planning, strategy formulation and implementation, and the decision-
making process.

Part Four focuses on organizing processes. These chapters describe dimensions
of structural design, the design alternatives managers can use to achieve strategic
objectives, structural designs for promoting innovation and change, the design and
use of the human resource function, and the ways managing diverse employees are
significant to the organizing function.

Part Five is devoted to leadership. The section begins with a chapter on organi-
zational behavior, providing grounding in understanding people in organizations.
This foundation paves the way for subsequent discussion of leadership, motivation
of employees, communication, and team management. 
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Part Six describes the controlling function of management, including basic prin-
ciples of total quality management, the design of control systems, information tech-
nology, and techniques for control of operations management.

Innovative Features
A major goal of this book is to offer better ways of using the textbook medium to
convey management knowledge to the reader. To this end, the book includes several
innovative features that draw students in and help them contemplate, absorb, and
comprehend management concepts. South-Western has brought together a team of
experts to create and coordinate color photographs, video cases, beautiful artwork,
and supplemental materials for the best management textbook and package on the
market.

Chapter Outline and Objectives. Each chapter begins with a clear statement of its
learning objectives and an outline of its contents. These devices provide an overview of
what is to come and can also be used by students to guide their study and test their
understanding and retention of important points.

Manager’s Challenge. The text portion of each chapter begins with a real-life problem
faced by organization managers. The problem pertains to the topic of the chapter and
will heighten students’ interest in chapter concepts. At the end of each challenge,
students are asked to “Take a Moment” to ponder the situation and think about how
they would handle it. The Take a Moment questions posed in the Manager’s Challenge
are resolved in the Manager’s Solution at the end of the chapter, where chapter con-
cepts guiding the management’s actions are highlighted.

Take a Moment. The Take a Moment feature has been expanded throughout the
chapter. This new feature for the eighth edition provides a call to action that helps
students apply the concepts discussed in the text and see how they would use the idea
as a practicing manager. Some of the Take a Moment features also refer students to the
associated New Manager Self-Test, or direct students from the chapter content to rele-
vant end of chapter materials, such as an experiential exercise or an ethical dilemma.

New Manager Self-Test. A New Manager Self-Test in each chapter of the text provides
opportunities for self-assessment as a way for students to experience management is-
sues in a personal way. The change from individual performer to new manager is dra-
matic, and these self-tests provide insight into what to expect and how students might
perform in the world of the new manager.

Concept Connection Photo Essays. A key feature of the book is the use of pho-
tographs accompanied by detailed photo essay captions that enhance learning. Each
caption highlights and illustrates one or more specific concepts from the text to rein-
force student understanding of the concepts. Although the photos are beautiful to look
at, they also convey the vividness, immediacy, and concreteness of management events
in today’s business world.

Contemporary Examples. Every chapter of the text contains a large number of written
examples of management incidents. They are placed at strategic points in the chapter
and are designed to illustrate the application of concepts to specific companies. These
in-text examples—indicated by an icon in the margin—include well-known U.S. and
international companies such as Sony, UPS, Kraft Foods, Lenova, Wal-Mart, BMW,
eBay, and LG Electronics, as well as less-well-known companies and not-for-profit
organizations such as Remploy Ltd. and Strida (United Kingdom), Barbara K!
Enterprises and Manchester Bidwell (U.S.), Esquel Group (Hong Kong), Unión Fenosa
(Spain), Mississippi Power Company, the Los Angeles Times, and the U.S. Federal
Bureau of Investigation (FBI). These examples put students in touch with the real
world of organizations so that they can appreciate the value of management concepts.

Unlocking Innovative Solutions Boxes.  Each chapter contains an Unlocking Innova-
tion Solutions box. Some of the boxes focus on using technology to unlock innovative

xiii
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solutions, whereas a comparable number look at the importance of people in innova-
tion. Describing real managers and companies, these boxes reflect the dual emphasis
that today’s most successful managers use to unlock innovative solutions and increase
organizational performance: the technology side and the human capital side. These
boxes provide students with an in-depth analysis of the various issues facing today’s
organizations and managers. 

Manager’s Shoptalk Boxes. A Manager’s Shoptalk box in each chapter addresses a
specific topic straight from the field of management that is of special interest to stu-
dents. These boxes may describe a contemporary topic or problem that is relevant to
chapter content, or they may contain a diagnostic questionnaire or a special example of
how managers handle a problem. The boxes heighten student interest in the subject
matter and provide an auxiliary view of management issues not typically available in
textbooks.

Video Cases. The six parts of the text conclude with video cases, one per chapter, that
illustrate the concepts presented in that part. The 21 videos enhance class discussion,
because students can see the direct application of the management theories they have
learned. Companies discussed in the video package include Yahoo!, Caterpillar, Cold
Stone Creamery, Ford, McDonald’s, and Allstate. Each video case explores the issues
covered in the video, allowing students to synthesize the material they’ve just viewed.
The video cases culminate with several questions that can be used to launch classroom
discussion or as homework. Suggested answers are provided in the Media Case
Library.

Exhibits. Many aspects of management are research based, and some concepts tend
to be abstract and theoretical. To enhance students’ awareness and understanding
of these concepts, many exhibits have been included throughout the book. These
exhibits consolidate key points, indicate relationships among concepts, and visually
illustrate concepts. They also make effective use of color to enhance their imagery
and appeal.

Glossaries. Learning the management vocabulary is essential to understanding con-
temporary management. This process is facilitated in three ways. First, key concepts
are boldfaced and completely defined where they first appear in the text. Second, brief
definitions are set out in the margin for easy review and follow-up. Third, a glossary
summarizing all key terms and definitions appears at the end of the book for handy
reference.

Chapter Summary and Discussion Questions. Each chapter closes with a summary of
key points that students should retain. The discussion questions are a complementary
learning tool that will enable students to check their understanding of key issues, to
think beyond basic concepts, and to determine areas that require further study. The
summary and discussion questions help students discriminate between main and
supporting points and provide mechanisms for self-teaching.

Management in Practice Exercises. End-of-chapter exercises called “Management in
Practice: Experiential Exercise” and “Management in Practice: Ethical Dilemma” pro-
vide a self-test for students and an opportunity to experience management issues in a
personal way. These exercises take the form of questionnaires, scenarios, and activities,
and many also provide an opportunity for students to work in teams. There are seven
new ethical dilemmas in this edition. The exercises are tied into the chapter through
the Take a Moment feature that refers students to the end-of-chapter exercises at the
appropriate point in the chapter content.

Case for Critical Analysis. Also appearing at the end of each chapter is a brief but
substantive case that provides an opportunity for student analysis and class discus-
sion. Some of these cases are about companies whose names students will recognize;
others are based on real management events but the identities of companies and man-
agers have been disguised. These cases allow students to sharpen their diagnostic
skills for management problem solving. There are 11 new cases in this edition.
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Continuing Case. Located at the end of each part, the Continuing Case is a running
discussion of management topics as experienced by one company as it is relevant
to the material discussed in that part. Focusing on one company, Costco, allows
students to follow the managers’ and the organizations’ problems and solutions in
a long-term way. 

Supplementary Materials
Instructor’s Manual. Designed to provide support for instructors new to the course,
as well as innovative materials for experienced professors, the Instructor’s Manual in-
cludes Chapter Outlines, annotated learning objectives, Lecture Notes, and sample
Lecture Outlines. Additionally, the Instructor’s Manual includes answers and teaching
notes to end-of-chapter materials, including the video cases and the continuing case. 

Instructor’s CD-ROM. Key instructor ancillaries (Instructor’s Manual, Test Bank,
ExamView, and PowerPoint slides) are provided on CD-ROM, giving instructors the
ultimate tool for customizing lectures and presentations.

Test Bank. Scrutinized for accuracy, the Test Bank includes more than 2,000 true/false,
multiple-choice, short-answer, and essay questions. Page references are indicated for
every question, as are designations of either factual or application so that instructors
can provide a balanced set of questions for student exams. Each question is also tagged
based on AACSB guidelines.

ExamView. Available on the Instructor’s Resource CD-ROM, ExamView contains all
of the questions in the printed Test Bank. This program is an easy-to-use test creation
software compatible with Microsoft Windows. Instructors can add or edit questions,
instructions, and answers, and select questions (randomly or numerically) by pre-
viewing them on the screen. Instructors can also create and administer quizzes online,
whether over the Internet, a local area network (LAN), or a wide area network
(WAN).

PowerPoint Lecture Presentation.  Available on the Instructor’s Resource CD-ROM
and the Web site, the PowerPoint Lecture Presentation enables instructors to customize
their own multimedia classroom presentation. Containing approximately 350 slides,
the package includes figures and tables from the text, as well as outside materials to
supplement chapter concepts. Material is organized by chapter and can be modified or
expanded for individual classroom use. PowerPoint slides are also easily printed to
create customized Transparency Masters. 

JoinInTM on TurningPoint®.  Create a truly interactive classroom environment with
this audience response system that operates in conjunction with your PowerPoint pre-
sentations. Students can respond to questions, short polls, interactive exercises, or peer
review questions. Use this unique tool to take attendance, check student understand-
ing, collect student demographics, and more.

Media Case Library. This booklet includes everything you’ll need to help you use to
the fullest all of the media products that accompany the text. Each chapter includes a
comprehensive guide for incorporating each of the media elements available for this
text. 

Study Guide. Packed with real-world examples and additional applications for help-
ing students master management concepts, this learning supplement is an excellent
resource. For each chapter of the text, the Study Guide includes a summary and com-
pletion exercise; a review with multiple-choice, true/false, and short-answer questions;
a mini case with multiple-choice questions; management applications; and an experi-
ential exercise that can be assigned as homework or used in class.

Concept Connections. Providing students with yet another tool to guide their study,
a Concept Connections booklet features a colorful visual summary of each chapter.
These newly designed charts are a great way for students to review chapter topics—and
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are particularly helpful for visual learners in their understanding of how concepts and
applications are linked and interrelated.

Video Package. The video package for Management, Eighth Edition, contains three op-
tions: On the Job videos from the seventh edition of Daft’s Management, Biz Flix videos,
and On the Job videos created specificially for the eighth edition of Daft’s Management.
Biz Flix are film clips taken from popular Hollywood movies and integrated into the
eighth edition of Daft. Clips are supported by short cases and discussion questions at
the end of each chapter. On the Job videos within the text were created to accompany
Management, Seventh Edition, or Management, Eighth Edition, and utilize real-world
companies to illustrate management concepts as outlined in the text. Focusing on both
small and large business, the videos give students an inside perspective on the situa-
tions and issues that corporations face. Video cases in an appendix, two per chapter, re-
inforce what the student has just seen, and provide an opportunity for critical analysis
and discussion.

ThomsonNOW ™ for Management.  Discover the ultimate flexibility and control as
this fully integrated online teaching and learning system designed by instructors for
instructors NOW saves you valuable time and ensures impressive student results.
ThomsonNOWTM provides a comprehensive suite of the best in-services and resources
to help you: Efficiently plan your course and student assignments; easily manage your
gradebook and compare to the latest from AACSB; teach with the latest built-in tech-
nology, including new videos; reinforce understanding with personalized study paths
and built-in self-assessments; instantly assess students with a customizable test bank
that’s tagged to AACSB standards to clearly demonstrate how student performance
compares to AACSB requirements; and automatically grade assignments and compare
to AACSB requirements. ThomsonNOWTM helps you ensure student comprehension
with personalized study paths and built-in self-assessments. A variety of multimedia
tools address the variety of learning styles inherent within today’s diversity of stu-
dents. With the proper tools, students take responsibility for their own progress. For
more information on how this learning system will take student learning above the
expected, visit www.thomsonedu.com/thomsonnow.

Web site (http://thomsonedu.com/management/daft). Discover a rich array of online
teaching and learning management resources that you won’t find anywhere else,
including interactive learning tools, links to critical management Web sites, and
password-protected teaching resources available for download.

InfoTrac College Edition. Free with the purchase of each textbook, this online data-
base of articles gives students access to full-text articles from hundreds of scholarly
and popular periodicals such as Newsweek, Time, and USA Today. Updated daily, this
tool allows students to research topics pertinent to classroom discussion and to
keep up with current events.
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Innovation can be used to adapt changes, such as new materials, ideas, or fashions, to shift-

ing needs and to bring those components into harmony. Of the countless changes that came

from the Industrial Revolution, cast iron emerged as a new alternative to wood or stone,

which made it possible to build tall structures with thin walls. This, in turn, led Sir Joseph

Paxton to design the Crystal Palace, a building with a frame of cast iron and walls of glass to

house the Great Exhibition of 1851. The first of its kind, the Crystal Palace was considered by

many to be a symbol of modernity and civilization.

Architecture is a blend of art and science, and since the time of Caesar Augustus it has

been held that a structure must have •firmness, commodity, and delight,Ž also commonly

known as fit, function, and form. Firmness is typically understood to mean a structure•s

stability; commodity or value pertains to how well a structure performs its function. Delight

is commonly understood as the structure•s aesthetics: It must be pleasing to the eye, as well

as the other senses, in the context of its use. 

Management can be judged by much the same standards. Whether small or large, a

whole company or simply one department, proper management will result in a business that

is structurally fit, functions as intended, and is a desirable place to work or conduct business. 

There is not one particular step where the architect or the manager concentrates on

firmness, another for commodity, and another for delight. All stages and aspects must

be considered because they are mutually intertwined, not mutually exclusive. A structure

without firmness will by nature lack commodity and, lacking both, not long hold delight. A

business that does not produce will not be stable, and the uncertainty and stress will not

create a desirable place to work or do business. Bringing these three qualities into balance

requires imagination, innovation, and adaptation.

part 1 INTRODUCTION TO MANAGEMENT
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chapter 1

C H A P T E R  O U T L I N E

Manager•s Challenge

The Definition of Management

The Four Management Functions

Planning

Organizing

Leading

Controlling 

Organizational Performance

Management Skills

Conceptual Skills

Human Skills

Technical Skills

When Skills Fail

Management Types

Vertical Differences

Horizontal Differences

What Is It Like to Be a Manager?

Making the Leap: Becoming 
a New Manager

Manager Activities

Manager Roles

Managing in Small Businesses and
Nonprofit Organizations

Management and the New Workplace

Forces on Organizations

The Innovative Response 

New Management Competencies

Turbulent Times: Managing Crises 
and Unexpected Events

L E A R N I N G  O B J E C T I V E S

After studying this chapter, you should be able to:

1. Describe the four management functions
and the type of management activity
associated with each.

2. Explain the difference between efficiency
and effectiveness and their importance for
organizational performance.

3. Describe management types and the
horizontal and vertical differences between
them.

4. Describe conceptual, human, and technical
skills and their relevance for managers and
employees.

5. Define 10 roles that managers perform in
organizations.

6. Understand the personal challenges
involved in becoming a new manager in
an organization in today’s world.

7. Discuss the management competencies
needed to deal with today’s turbulent
environment, including issues such as
diversity, globalization, and rapid change.

8. Explain the leadership skills needed for
effective crisis management.
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5

INNOVATIVE MANAGEMENT
FOR TURBULENT TIMES

manager•s challenge
Imagine that you are a mid-level marketing manager at a public utilities company.
One day you’re reviewing next year’s advertising campaign. A day later, you’re re-
sponsible for coordinating the feeding, housing, and health care of 11,000 repair
workers from around the country. That’s the situation Melvin Wilson, a marketing
manager for Mississippi Power, found himself in when Hurricane Katrina hit the
state in August 2005, wiping out 1,000 miles of power lines, destroying 65 percent of
the company’s transmission and distribution facilities, damaging 300 transmission
towers, and knocking out power for all 195,000 customers. The company had a dis-
aster recovery plan in place, but managers were suddenly thrust into a situation
that was twice as bad as the worst case scenario. Mississippi Power’s corporate
headquarters was totally destroyed, its disaster response center flooded and use-
less. Early recovery work had to be done without access to computers, phones, or
basic sanitary facilities. Confusion and chaos reigned. “My day job did not prepare
me for this,” Wilson told a reporter in a choked voice as he struggled to find nurses,
beds, tetanus shots, laundry service, showers, security services, and food for repair
workers. Other managers, from all levels and divisions, were dealing with similar
predicaments. One compared the process to managing an Army division at war.
Amazingly, Mississippi Power employees got the job done smoothly and efficiently,
restoring power in just 12 days, thus meeting the bold target of getting power back
on by the symbolic date of September 11. The tale of how they did it is one of the
great crisis management stories of modern times, and a lesson for managers in how
much can be accomplished quickly when it’s managed right.1

Think about the situation Melvin Wilson and other managers at Mississippi
Power were in and try to imagine what you would do. What management style
and systems do you think would enable the kind of rapid, flexible response
needed to accomplish seemingly impossible goals amid chaos and confusion? Jot
down two or three elements that you think might play a role in this success story.

In today’s turbulent world, managing in times of crisis and confusion is becoming a
critical skill for managers in all kinds of organizations, not just companies that have
to get the power back on after a hurricane. Certainly, the example of Mississippi
Power is exceptional, but many managers deal with uncertainty and crisis to a lesser
extent on an almost daily basis. Consider the strife and confusion in the music in-
dustry, where traditional recording labels and music stores are battling with the iPod
and with online file sharing services that let people download music for free. The
once-hot Tower Records declared bankruptcy due to the steep decline in music sales
through traditional stores.2 Managers in all organizations deal with uncertainty and
unexpected events, whether it is something as small as the loss of a key employee or
something as large and dramatic as a plant explosion. Moreover, the frequency and
intensity of crises have increased over the past couple of decades, with a sharp

� TAKE A MOMENT
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increase in the rate of intentional acts such as product tampering, workplace vio-
lence, or terrorism.3 Solid management skills and actions are the key to helping any
organization weather a crisis and remain healthy, inspired, and productive.

The nature of management is to cope with diverse and far-reaching challenges.
Managers have to keep pace with ever-advancing technology, find ways to incorpo-
rate the Internet and e-business into their strategies and business models, and strive
to remain competitive in the face of increasingly tough global competition, uncer-
tain environments, cutbacks in personnel and resources, and massive worldwide
economic, political, and social shifts. The growing clout, expertise, and efficiency of
China and India, in particular, have many U.S. companies worried. To gain or keep
a competitive edge, companies have renewed their emphasis on innovation, shift-
ing away from a relentless focus on controlling costs toward investing in the future.
In a recent survey of nearly 1,000 executives in North America, Europe, South
America, and Asia, 86 percent agreed that “innovation is more important than cost
reduction for long-term success.”4

The shift toward new ways of working, enabled by technology, puts additional
demands on today’s managers. Many employees are always on the move, juggling
laptops, mobile phones, and Blackberrys to keep in electronic touch with customers,
teammates, and managers who may have limited face-to-face contact. In the new
world of work, managers need a new approach that relies less on command and
control and more on coordination and communication. The field of management is
undergoing a revolution that asks managers to do more with less, to engage whole
employees, to see change rather than stability as the nature of things, and to inspire
vision and cultural values that allow people to create a truly collaborative and pro-
ductive workplace. This approach differs significantly from a traditional mind-set
that emphasizes tight top-down control, employee separation and specialization,
and management by impersonal measurement and analysis.

Making a difference as a manager today and tomorrow requires integrating
solid, tried-and-true management skills with innovative approaches that emphasize
the human touch, enhance flexibility, and engage employees’ hearts and minds as
well as their bodies. Successful departments and organizations don’t just happen—
they are managed to be that way. For example, the success of rock groups from the

Rolling Stones to U2 to Green Day relies not just on
good songs, musical talent, and performance skills
but also on solid business management. “We always
said it would be pathetic to be good at the music and
bad at the business,” said Paul McGuinness, U2’s band
manager. The Irish rock band is still selling out concerts
and moving millions of albums a year after nearly
three decades by paying attention to some business
basics, such as forming a partnership with Apple for
a special edition iPod and collaborating with iTunes
to produce the industry’s first downloadable version of
a box set.5 Managers in every organization have the
opportunity to make a difference. Heather Coin made a
difference at the Sherman Oaks, California, branch of
The Cheesecake Factory when she implemented man-
agement changes that reduced turnover from 25 per-
cent to below 10 percent and dramatically increased
customer traffic to serve as many as 16,000 customers
a week.6

Managers like Heather Coin and Paul McGuinness
are not unusual. Every day, managers solve difficult
problems, turn organizations around, and achieve as-
tonishing performances. To be successful, every organi-
zation needs skilled managers. 

This textbook introduces and explains the process
of management and the changing ways of thinking
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If there was ever a business that
emerged out of crisis, it is New York City•s Colors, a project of the
Restaurant Opportunities Center. Many of the restaurant•s employee-
owners, immigrants hailing from about 25 different nations, worked
in the World Trade Center•s North Tower Windows on the World
restaurant before its destruction on September 11, 2001. They share
a strong commitment to a mission of honoring the 73 Windows
employees who died, and improving the restaurant industry•s
working conditions. Yet, it still takes good managementto keep
people motivated, focused, and productive. General manager Stefan
Mailvaganam, shown here with head chef Raymond Mohan, says the
goal of Colors is to be •a restaurant with a conscience.Ž
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about the world that are becoming critical for managers of today and tomorrow. By
reviewing the actions of some successful and not-so-successful managers, you will
learn the fundamentals of management. By the end of this chapter, you will already
recognize some of the skills managers use to keep organizations on track, and you
will begin to understand how managers such as those at Mississippi Power can
achieve astonishing results through people. By the end of this book, you will un-
derstand fundamental management skills for planning, organizing, leading, and
controlling a department or an entire organization. In the remainder of this chapter,
we will define management and look at the ways in which roles and activities are
changing for today’s managers. The final section of the chapter talks about a new
kind of workplace that has evolved as a result of changes in technology, globaliza-
tion, and other forces, and examines how managers can meet the challenges of this
new environment.

the definition of management
What do managers such as Melvin Wilson, Heather Coin, and Paul McGuinness
have in common? They get things done through their organizations. Managers cre-
ate the systems, conditions, and environment that enable organizations to survive
and thrive beyond the tenure of any specific supervisor or manager. Jack Welch was
CEO of General Electric through 20 amazingly successful years, and some observers
worried that GE would falter without him. Yet the leadership transition to Jeff
Immelt in 2001 was as smooth as silk, and in 2005–2006 GE once again topped
Fortune magazine’s list of “Most Admired Companies,” as well as ranking number
one on the Financial Times “most respected” survey, and Barron’s ranking of most
admired companies. People who have studied GE aren’t surprised. The company
has thrived for more than a century because managers throughout the years created
the right environment and conditions: a shared sense of purpose and pride, a passion
for change and willingness to take risks, and most importantly an obsession with
people and making them the best they can be. The obsession with developing lead-
ers at all levels began in the late 1800s with CEO Charles Coffin, who emphasized
that GE’s most important product was not lightbulbs or transformers, but managerial
talent. Every manager at GE is required to spend a huge amount of time on human
resources issues—recruiting, training, appraising, mentoring, and developing leader-
ship talent for the future.7

A key aspect of managing is recognizing the role and importance of other peo-
ple. Early twentieth-century management scholar Mary Parker Follett defined
management as “the art of getting things done through people.”8 More recently,
noted management theorist Peter Drucker stated that the job of managers is to give
direction to their organizations, provide leadership, and decide how to use organi-
zational resources to accomplish goals.9 Getting things done through people and
other resources and providing leadership and direction are what managers do.
These activities apply not only to top executives such as Bill Gates of Microsoft or
Steve Jobs of Apple, but also to the leader of an airport security team, a supervisor
of an accounting department, or a director of sales and marketing. Moreover, man-
agement often is considered universal because it uses organizational resources to
accomplish goals and attain high performance in all types of profit and nonprofit
organizations. Thus, our definition of management is as follows:

Management is the attainment of organizational goals in an effective and efficient
manner through planning, organizing, leading, and controlling organizational
resources.

This definition holds two important ideas: (1) the four functions of planning, orga-
nizing, leading, and controlling, and (2) the attainment of organizational goals in an
effective and efficient manner. Managers use a multitude of skills to perform these
functions. Management’s conceptual, human, and technical skills are discussed later
in the chapter. Exhibit 1.1 illustrates the process of how managers use resources to at-
tain organizational goals. Although some management theorists identify additional
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management The attain-
ment of organizational goals
in an effective and efÞcient
manner through planning,
organizing, leading, and
controlling organizational
resources.
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management functions, such as staffing, communicating, or decision making, those
additional functions will be discussed as subsets of the four primary functions in
Exhibit 1.1. Chapters of this book are devoted to the multiple activities and skills as-
sociated with each function, as well as to the environment, global competitiveness,
and ethics, which influence how managers perform these functions. The next
section begins with a brief overview of the four functions.

As a new manager, remember that management means getting things done
through other people. You can•t do it all yourself. As a manager, your job is
to create the environment and conditions that engage other people in goal
accomplishment.

the four management functions
Planning
Planning defines where the organization wants to be in the future and how to get
there. Planning means defining goals for future organizational performance and de-
ciding on the tasks and use of resources needed to attain them. At Time Warner, Inc.,
the marketing chiefs of the various divisions—HBO, Time Inc., Turner Broadcasting,
Warner Bros., AOL, New Line Cinema, and Time Warner Cable—get together every
three weeks to talk about future projects and how the divisions can work together to
make them more successful. Thanks to careful planning, for example, almost every
division was involved in promoting the final film in The Lord of the Rings trilogy.10

A lack of planning—or poor planning—can hurt an organization’s performance.
For example, despite a cult-like following, Krispy Kreme Doughnuts is struggling
to survive as a result of poor planning. Top managers’ lack of vision in perceiving
market direction and weak planning efforts regarding rapid expansion and fran-
chisee relationships has seriously damaged the once successful firm.11

Organizing
Organizing typically follows planning and reflects how the organization tries to
accomplish the plan. Organizing involves assigning tasks, grouping tasks into
departments, delegating authority, and allocating resources across the organization.
Organizations as diverse as IBM, the Catholic Church, Microsoft, Motorola, and the
Federal Bureau of Investigation have all undergone structural reorganizations to
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planning The management
function concerned with
deÞning goals for future
organizational performance
and deciding on the tasks and
resources needed to attain
them.

organizing The manage-
ment function concerned
with assigning tasks, group-
ing tasks into departments,
and allocating resources to
departments.
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accommodate their changing plans. Voyant Technolo-
gies, a maker of teleconferencing equipment, revised
its structure to meet goals of increased sales and faster
product development. By creating a new position
specifically to bridge the gap between product man-
agers and engineers, Voyant realized a 25 percent
increase in sales, a 20 percent reduction in develop-
ment costs, and a 40 percent improvement in time to
market.12

Leading
Leading is the use of influence to motivate employees
to achieve organizational goals. Leading means creat-
ing a shared culture and values, communicating goals
to employees throughout the organization, and infus-
ing employees with the desire to perform at a high
level. Leading involves motivating entire departments
and divisions as well as those individuals working im-
mediately with the manager. In an era of uncertainty,
global competition, and a growing diversity of the
workforce, the ability to shape culture, communicate
goals, and motivate employees is critical to business
success.

One doesn’t have to be a well-known top manager
such as Michael Dell of Dell Inc. or Meg Whitman of
eBay to be an exceptional leader. Many managers
working quietly in both large and small organizations
around the world also provide strong leadership
within departments, teams, nonprofit organizations, and small businesses. Cara
Kakuda is an area general manager in Hawaii for Nextel Partners, the rural-market
division of Nextel Communications. Only eight other people nationwide hold that
title, which Kakuda was awarded because of her ability to motivate people. “Cara’s
people give her 150 percent,” said a Nextel executive. “When someone believes in
you, it makes you want to work harder, and Cara does that for her people.”13 Greg
Mortenson runs the Central Asia Institute, a nonprofit organization he founded to
promote secular education for girls in northern Pakistan and neighboring
Afghanistan. Mortensen’s vision, determination, courage, and enthusiasm encour-
aged others to join him in this innovative long-term approach to fighting terrorism.14

Controlling
Controlling is the fourth function in the management process. Controlling means
monitoring employees’ activities, determining whether the organization is on target
toward its goals, and making corrections as necessary. Managers must ensure that
the organization is moving toward its goals. Trends toward empowerment and trust
of employees have led many companies to place less emphasis on top-down control
and more emphasis on training employees to monitor and correct themselves. 

Information technology is also helping managers provide needed organiza-
tional control without strict top-down constraints. Companies such as Cisco Sys-
tems and Oracle use the Internet and other information technology to coordinate
and monitor virtually every aspect of operations, which enables managers to keep
tabs on performance without maintaining daily authoritarian control over employ-
ees. Cisco employees have amazing freedom to make decisions and take action, but
they also know that top managers keep a close eye on what’s going on throughout
the company with just a few mouse clicks.15
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leading The management
function that involves the use
of inßuence to motivate
employees to achieve the
organizationÕs goals.

controlling The manage-
ment function concerned
with monitoring employeesÕ
activities, keeping the organi-
zation on track toward its
goals, and making corrections
as needed.

PaeTec Communications provides
voice and data services for mid-sized businesses. The company has
increased to more than 1,000 employees while most telecommunica-
tions businesses have struggled. This dramatic growth is the result,
in part, of a corporate culture that revolves around respect for em-
ployees. CEO Arunas Chesonis believes in leading PaeTec by putting
employees first and then watching those employees voluntarily put
customers before themselves. Placing high value on employees is
successful for the company: although dealing with 4,000 problem
calls a month, the company always answers the phone by the second
ring, and the monthly customer retention rate is 99.5% or better
since the company was founded in 1998. Every Friday morning,
Chesonis demonstrates employee value by communicating with half
of his employees.
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Organization failure can result when managers are not serious about control or
lack control information. Particularly in turbulent times, managers need effective
control systems to help them make fast, difficult decisions.

organizational performance
The other part of our definition of management is the attainment of organizational
goals in an efficient and effective manner. Management is so important because
organizations are so important. In an industrialized society where complex tech-
nologies dominate, organizations bring together knowledge, people, and raw ma-
terials to perform tasks no individual could do alone. Without organizations, how
could technology be provided that enables us to share information around the
world in an instant; electricity be produced from huge dams and nuclear power
plants; and thousands of videogames, compact discs, and DVDs be made available
for our entertainment? Organizations pervade our society. Most college students
will work in an organization—perhaps Cingular Wireless, Toronto General Hospi-
tal, Office Depot, or Hollywood Video. College students already are members of sev-
eral organizations, such as a university, junior college, YMCA, church, fraternity, or
sorority. College students also deal with organizations every day: to renew a driver’s
license, be treated in a hospital emergency room, buy food from a supermarket, eat
in a restaurant, or buy new clothes. Managers are responsible for these organizations
and for seeing that resources are used wisely to attain organizational goals.

Our formal definition of an organization is a social entity that is goal directed
and deliberately structured. Social entity means being made up of two or more peo-
ple. Goal directed means designed to achieve some outcome, such as make a profit
(Old Navy, Starbucks), win pay increases for members (AFL-CIO), meet spiritual
needs (United Methodist Church), or provide social satisfaction (college sorority).
Deliberately structured means that tasks are divided and responsibility for their
performance is assigned to organization members. This definition applies to all
organizations, including both profit and nonprofit. Small, offbeat, and nonprofit
organizations are more numerous than large, visible corporations—and just as im-
portant to society.

Based on our definition of management, the manager’s responsibility is to coordi-
nate resources in an effective and efficient manner to accomplish the organization’s
goals. Organizational effectiveness is the degree to which the organization achieves
a stated goal, or succeeds in accomplishing what it tries to do. Organizational effec-
tiveness means providing a product or service that customers value. Organizational
efÞciency refers to the amount of resources used to achieve an organizational
goal. It is based on how much raw materials, money, and people are necessary for
producing a given volume of output. Efficiency can be calculated as the amount of
resources used to produce a product or service. 

Efficiency and effectiveness can both be high in the same organization. During
the tough economy of the early 2000s, companies such as Eaton Corporation, which
makes hydraulic and electrical devices, struggled to wring as much production as
they could from scaled-back factories and a reduced workforce. Managers initiated
process improvements, outsourced some work to companies that could do it
cheaper, streamlined ordering and shipping procedures, and shifted work to the
most efficient assembly lines. At Eaton, these adjustments enabled the company to
cut costs and hold the line on prices as well as meet its quality and output goals.16

Sometimes, however, managers’ efforts to improve efficiency can hurt organiza-
tional effectiveness, especially in relation to severe cost cutting. Some years ago, a
former CEO at Delta Airlines dramatically increased cost efficiency by cutting
spending on personnel, food, cleaning, and maintenance. The moves temporarily
rescued the company from a financial tailspin, but they also precluded Delta from
meeting its effectiveness goals. The airline fell to last place among major carriers in
on-time performance, the morale of employees sank, and customer complaints about
dirty planes and long lines at ticket counters increased by more than 75 percent.17
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organization A social entity
that is goal directed and
deliberately structured.

effectiveness The degree
to which the organization
achieves a stated goal.

efÞciency The use of mini-
mal resourcesÑraw materials,
money, and peopleÑto
produce a desired volume 
of output.
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The ultimate responsibility of managers is to achieve high performance , which
is the attainment of organizational goals by using resources in an efficient and
effective manner. 

management skills
A manager’s job is complex and multidimensional and, as we shall see throughout
this book, requires a range of skills. Although some management theorists propose
a long list of skills, the necessary skills for managing a department or an organiza-
tion can be summarized in three categories: conceptual, human, and technical.18 As
illustrated in Exhibit 1.2, the application of these skills changes as managers move
up in the organization. Although the degree of each skill necessary at different
levels of an organization may vary, all managers must possess skills in each of
these important areas to perform effectively.

Conceptual Skills
Conceptual skill is the cognitive ability to see the organization as a whole and the
relationships among its parts. Conceptual skill involves the manager’s thinking, in-
formation processing, and planning abilities. It involves knowing where one’s de-
partment fits into the total organization and how the organization fits into the in-
dustry, the community, and the broader business and social environment. It means
the ability to think strategically—to take the broad, long-term view.

Conceptual skills are needed by all managers but are especially important for
managers at the top. They must perceive significant elements in a situation and
broad, conceptual patterns. For example, recent strategic changes at General Electric
reflect the conceptual skills of CEO Jeffrey Immelt. Immelt is remaking GE by think-
ing on a broad, long-term scale about the types of products and services people
around the world are going to need in the future. Immelt is pushing for growth by
investing heavily in basic scientific and technological research, looking toward the
needs of developing countries, and making structural and cultural changes that
focus GE toward creating innovative products and services to meet shifting cus-
tomer needs.19

As managers move up the hierarchy, they must develop conceptual skills or
their promotability will be limited. A senior engineering manager who is mired in
technical matters rather than thinking strategically will not perform well at the top
of the organization. Many of the responsibilities of top managers, such as decision
making, resource allocation, and innovation, require a broad view.

Human Skills
Human skill is the manager’s ability to work with and through other people and to
work effectively as a group member. This skill is demonstrated in the way a manager
relates to other people, including the ability to motivate, facilitate, coordinate, lead,
communicate, and resolve conflicts. A manager with human skills allows subordi-
nates to express themselves without fear of ridicule and encourages participation.
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1.2e x h i b i t
Relationship of Concep-
tual, Human, and Techni-
cal Skills to Management

performance The organiza-
tionÕs ability to attain its goals
by using resources in an efÞ-
cient and effective manner.

conceptual skill The cogni-
tive ability to see the organi-
zation as a whole and the
relationships among its parts.

human skill The ability to
work with and through other
people and to work effectively
as a group member.
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A manager with human skills likes other people and is liked by them. Heather Coin,
the restaurant manager we introduced earlier in this chapter, has exceptional
human skills. Coin considers motivating and praising her staff a top priority. “I re-
ally try to seek out moments because it’s so hard to,” she says. “You could definitely
go for days without doing it. You have to consciously make that decision [to show
appreciation].”20

As globalization, workforce diversity, uncertainty, and societal turbulence in-
crease, human skills become even more crucial. In the past, many CEOs could get
by without good people skills, but no longer. Today’s employees, boards, cus-
tomers, and communities are demanding that top executives demonstrate an
ability to inspire respect, loyalty, and even affection rather than fear. “People are
expecting more from the companies they’re working for, more from the companies
they’re doing business with, and more from the companies they’re buying from,”
says Raj Sisodia, a professor of marketing at Bentley College and co-author of a
recent book called Firms of Endearment.21 Consider Jeffrey Swartz, CEO of
Timberland, who emphasizes the importance of having “real relationships” with
employees. As the company has grown larger, Swartz has resisted the temptation
to hold huge sales meetings to save time. “You’ve got to look the other person in
the eye. Now that [the company] is 5,000 employees, I’ve gotta do the meeting ten
times.”22 Human skills are important for managers at all levels, and particularly for
those who work with employees directly on a daily basis. Organizations frequently
lose good employees because of front-line bosses who fail to show respect and
concern for workers.23

Technical Skills
Technical skill is the understanding of and proficiency in the performance of specific
tasks. Technical skill includes mastery of the methods, techniques, and equipment in-
volved in specific functions such as engineering, manufacturing, or finance. Technical
skill also includes specialized knowledge, analytical ability, and the competent use of
tools and techniques to solve problems in that specific discipline. Technical skills are
particularly important at lower organizational levels. Many managers get promoted
to their first management jobs by having excellent technical skills. However, technical
skills become less important than human and conceptual skills as managers move up
the hierarchy. For example, in his seven years as a manufacturing engineer at Boeing,
Bruce Moravec developed superb technical skills in his area of operation. But when he
was asked to lead the team designing a new fuselage for the Boeing 757, Moravec
found that he needed to rely heavily on human skills in order to gain the respect and
confidence of people who worked in areas he knew little about.24

Complete the experiential exercise on page 31 that pertains to management
skills. Reflect on the strength of your preferences among the three skills and the
implications for you as a manager.

When Skills Fail
During turbulent times, managers really have to stay on their toes and use all their
skills and competencies to benefit the organization and its stakeholders—employees,
customers, investors, the community, and so forth. In recent years, numerous,
highly publicized examples showed us what happens when managers fail to effec-
tively and ethically apply their skills to meet the demands of an uncertain, rapidly
changing world. Companies such as Enron, Tyco, and WorldCom were flying high
in the 1990s but came crashing down under the weight of financial scandals. Others,
such as Rubbermaid, Kmart, and Xerox, are struggling because of years of manage-
ment missteps.
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technical skill The under-
standing of and proÞciency
in the performance of speciÞc
tasks.
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Although corporate greed and deceit grab the head-
lines, many more companies falter or fail less spectacu-
larly. Managers fail to listen to customers, misinterpret
signals from the marketplace, or can’t build a cohesive
team and execute a strategic plan. Over the past sev-
eral years, numerous CEOs, including Carly Fiorina at
Hewlett-Packard, Michael Eisner at Disney, and David
Pottruck at Charles Schwab Corp., have been ousted
due to their failure to implement their strategic plans
and improve business results.

Recent examinations of struggling organizations
and executives offer a glimpse into the mistakes man-
agers often make in a turbulent environment.25 Perhaps
the biggest blunder is managers’ failure to comprehend
and adapt to the rapid pace of change in the world
around them. For example, even though Xerox’s PARC
research center practically invented the personal com-
puter, top managers resisted getting into the computer
business until it was too late to even get in the game,
much less have a chance at winning. A related problem
is top managers who create a climate of fear in the or-
ganization, so that people are afraid to tell the truth.
Thus, bad news gets hidden and important signals
from the marketplace are missed.

Other critical management missteps include poor communication skills and
failure to listen; treating people only as instruments to be used; suppressing dis-
senting viewpoints; and the inability to build a management team characterized by
mutual trust and respect.26 The financial scandals of the early twenty-first century,
from Enron to mutual fund mismanagement, clearly show what can happen, for
instance, when top managers pay more attention to money and Wall Street than
they do to their employees and customers. As another example, consider what
happened at The New York Times when it became publicly known that Jayson Blair,
a rising young reporter, had fabricated and plagiarized many of his stories. Only
then did top executives acknowledge the pervasive unhappiness that existed in the
newsroom. Executive editor Howell Raines, who had created an environment that
favored certain editors and reporters, while others were afraid to offer dissenting
viewpoints or tell their managers the truth, resigned under pressure following the
scandal. The Times is still struggling to regain its footing and reclaim its honorable
image.27

management types
Managers use conceptual, human, and technical skills to perform the four
management functions of planning, organizing, leading, and controlling in all
organizations—large and small, manufacturing and service, profit and nonprofit,
traditional and Internet-based. But not all managers’ jobs are the same. Managers
are responsible for different departments, work at different levels in the hierarchy,
and meet different requirements for achieving high performance. Twenty-five-year-
old Daniel Wheeler is a fist-line manager in his first management job at Del Monte
Foods, where he is directly involved in promoting products, approving packaging
sleeves, and organizing sampling events.28 Kevin Kurtz is a middle manager at
Lucasfilm, where he works with employees to develop marketing campaigns for
some of the entertainment company’s hottest films.29 Domenic Antonellis is CEO of
the New England Confectionary Co. (Necco), the company that makes those tiny
pastel candy hearts stamped with phrases such as “Be Mine” and “Kiss Me.”30 All
three are managers and must contribute to planning, organizing, leading, and
controlling their organizations—but in different amounts and ways.
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When Google needed a top manager
capable of turning the dazzling start-up into a profitable corporation,
it knew just where to look. With a computer science Ph.D. from UC
Berkeley and work experience at Xerox PARC, Bell Labs, and Sun
Microsystems, Eric Schmidt has the technical skillsto keep Google
producing cutting-edge products. As the CEO who engineered a turn-
around at Novell, a $1 billion software firm, he has demonstrated the
conceptual skillsa complex, fast-growing company needs. At Google,
chairman and CEO Schmidt works with co-founders Sergey Brin and
Larry Page to strike the right balance between innovation and disci-
pline. •I keep things focused,Ž he explains.
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