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B
efore embarking on any long journey, it is 

always a good idea to have a road map to 

help you see where you’re headed and re-

member where you’ve been. Each chapter in this 

book begins with a “road map” specifi c to that chap-

ter. Each road map is designed to help you anticipate 

where the chapter is heading, to provide a quick ref-

erence point when you are navigating in the chapter 

in case you may be getting lost, and to provide an 

overarching look at the chapter for review after read-

ing it. Just as when you are using a road map on a 

long car trip, you may have some idea of the “desti-

nations” based on previous experience or stories 

you’ve heard, but each place on the map becomes 

more meaningful once you’ve actually visited it your-

self. We sincerely hope that you will enjoy your jour-

ney learning about management and that our maps 

can help you on your way!

1C H A P T E R 

R O A D  M A P

Why Study Management? 
To promote: 
• Skills to become a manager
• Improved working relationships with bosses
• Understanding of the role of managers that 

play in society
• Self-understanding

What Is Management?
Four management functions:
• Planning: identifying organizational resources, 

goals, and strategies
• Organizing: designing systems and structures 

to facilitate meeting those goals
• Leading: infl uencing others to meet goals
• Controlling: ensuring that members’ actions 

match the organization’s standard values 

Defi ning Effective Management:
• Mainstream: high emphasis on materialism 

and individualism
• Multistream: emphasis on multiple forms of 

well-being for multiple stakeholders
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Introduction to 
Management

Comparing Mainstream and Multistream Management (as opposite ends of continuum):

 MAINSTREAM MANAGEMENT MULTISTREAM MANAGEMENT

Planning via quantifi able goals, top-down analysis practical wisdom, participation 

Organizing via standardization, specialization courage, experimentation

Leading via instrumental motivation, output  relational self-control, dignifi cation
Controlling via vigilance, information systems justice/fairness, sensitization

Why study two approaches to management?

←→
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Jack Welch, the former chief executive offi cer (CEO) of 
General Electric (GE), was voted the “most respected 
CEO” four times by Industry Week, named the “manager 
of the century” by Fortune, and identifi ed as the “gold 
standard against which other CEOs are measured” by 
BusinessWeek. Welch illustrates the dramatic difference 
that a manager can make in an organization. Under his 
leadership, GE experienced 22 consecutive years of divi-
dend increases, a near perfect record of ever-higher profi ts, 
and a remarkable 4000 percent increase in share price. 
With Welch at the helm, GE became the fi rst 
corporation to be valued at more than 
$200 billion, one of the most profi table 
fi rms in the world, and “the model 
U.S. corporation.”2 Clearly, Welch 
deserves to be an icon of manage-
ment for others to learn from.

Management textbooks 
draw attention to how Welch 
performed each of the four 
basic functions of manage-
ment: planning, organizing, 
leading, and controlling. 
First and foremost, Welch 
was seen as a brilliant strate-
gic planner and decision 
maker. He was especially 
known for his decision rule 
that GE exit industries in 
which its divisions were not in 
the number 1 or 2 position. 
This decision rule, in turn, 
helped to set the tone for the de-
cisions and goals that other GE 
managers set for their subordinates.3

Second, Welch was known for his 
innovations in organizing, especially for 
introducing “Work-Outs” throughout GE. 
Work-Outs were part of Welch’s intention to achieve 
“boundary-less behavior” that “ends all barriers of rank, 
function, geography and bureaucracy in an endless pur-
suit of the best idea.”4 Work-Outs are akin to “town hall” 
meetings, where employees give advice to their managers 
on how to cut costs and improve quality. 

Third, Welch was seen as an infl uential leader. In 
particular, he was famous for his handwritten notes 
praising or prodding employees throughout the com-
pany: “The biggest job I have is to let people know how 

I feel about ’em,” he once said. “You gotta tell them you 
love ’em and you gotta kick ’em in the [butt] when 
they’re not doing their job. And you got to be able to hug 
’em and kick ’em in the [butt] frequently.”5

Finally, Welch was known for establishing innova-
tive systems that facilitate the control of people and in-
formation at GE. He established a culture of innovation 
where employees continually share best practices and 
transfer knowledge among organizational units.6 He is 

also known for controlling people via GE’s emphasis 
on “Six Sigma,” which is “a disciplined meth-

odology to relentlessly pursue higher qual-
ity and lower costs.”7 

All of this is pretty impressive. 
Nevertheless, Jack Welch also pro-

vides an instructive example of 
shortcomings associated with 
conventional management the-
ory and practice. For example, 
he earned the moniker “Neu-
tron Jack” because of his pen-
chant for closing divisions—
moves that left tens of 
thousands of people unem-
ployed. Often the people he 
fi red and the divisions he 
closed were profi table but just 
weren’t number 1 or 2 in their 
industries. The price of win-

ning was high for GE employ-
ees. Little wonder that Welch’s 

practices contributed to feelings 
of fear and job insecurity at the 

company, and that his handwritten 
notes to employees were so effective. 

In this climate some GE employ-
ees were motivated to act illegally and 

unethically, perhaps in an effort to remain 
number 1 or 2 in their industry. Moreover, GE under 
Welch had a less-than-glowing record in terms of the 
environment (improperly disposed industrial wastes), 
workplace safety (excessive radiation in the workplace), 
and illegal behavior (fraud in military contract procure-
ment).8 As a consequence, some socially responsible 
investment money management fi rms avoided invest-
ing in GE. These social and emotional costs associated 
with Jack Welch’s type of “effective” management are 
rarely mentioned in textbooks.

What Do We Admire in a Manager?1
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WHY STUDY MANAGEMENT?

This book is all about management; it is written for people who are studying what 
it means to be a manager. Most people have at least some idea of what managers do 
because we live in a time when organizations dominate our lives. We generally think 
of a manager as “the boss” who is “in charge.” A manager has status, power, and 
infl uence. A manager gets to tell others what to do, and he or she usually earns more 
money than other workers. Managers also have a chance to make a difference in the 
lives of others. 

Studying management is valuable for at least four reasons (summarized in Fig-
ure 1.1). First, it will increase your opportunities to be offered a job as a manager. 
Managers must develop strong technical skills (expertise in a particular area such 
as marketing, accounting, fi nance, or human resources) and strong human skills 
(abilities in getting along with people, leadership, helping others to be motivated, 
communication, and confl ict resolution). But technical and human skills by them-
selves are insuffi cient to get promoted into management. Rather, it is strong concep-
tual skills that distinguish people who get promoted—that is, the ability to think 
about complex and broad organizational issues. And that is a focus of this book: to 
introduce and develop a solid conceptual framework of what management is all 
about. The book will also help you to develop human skills and some technical 
skills in areas such as strategic management. 

Second, studying management is valuable because the better you understand the 
work of your own boss, the more likely you will be to get along with that person. This 
“greasing of the wheels” will make your work experience less stressful and more enjoy-
able and should also help make the organization run more smoothly.

Technical skills refer to ex-
pertise in a particular fi eld, such as 
marketing, accounting, computer 
software development, or interna-
tional trade agreements. 

Human skills refer to the abil-
ity to work well with other people 
and groups, and include skills in 
leadership, motivation, interper-
sonal communication, and confl ict 
management. 

Why Studying
Management
Is Beneficial

It creates
job opportunities

for you by allowing you to
develop the conceptual skills

that you will need if you
ever want to be a

manager.

It enables
self-knowledge

by better understanding
the organizational and social

forces that influence
who we are.

It helps you to better
understand how the various

organizations you come
into contact with

are managed.

It may improve your
job satisfaction because it helps

you understand your own managers
better and thereby increases

the likelihood you’ll get
along with them.

Figure 1.1 Four reasons to study management 

CHAPTER 1 • Introduction to Management  5

Conceptual skills refer to the 
ability to think about complex and 
broad organizational issues. These 
skills enable managers to understand 
how the individual parts of the 
organization fi t together to serve the 
organization as a whole, and how 
the organization fi ts into its larger 
environment. 
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First-line supervisors manage 
the work of organizational members 
who are involved in the actual pro-
duction or creation of an organiza-
tion’s products or services.

Middle managers manage 
the work of fi rst-line managers and 
others.

Top managers (e.g., CEOs, 
vice-presidents, and board chairs) 
have organization-wide managerial 
responsibilities.

Third, the study of management is important because management is needed 
in all types of organizations. Large businesses need managers, but so do small 
start-up fi rms, nonprofi t organizations, government agencies, and nongovernmen-
tal organizations. You can apply the management knowledge and skills described 
in this book whether you are running a multinational corporation or a neighbor-
hood sports team. Managerial skills are valuable at every level in organizations, 
including: 

• First-line supervisors, who manage the work of those organizational mem-
bers who are involved in the actual production or creation of an organization’s 
products or services

• Middle managers, who manage the work of fi rst-line managers and others 
• Top managers, who have organization-wide managerial responsibilities, such 

as chief executive offi cers (CEOs), vice-presidents, and board chairs

Of course, the nature of managerial work changes depending on the level and 
type of organization. What a manager does may change depending on the size of 
the organization, the kind of technology it uses, the nature of its external environ-
ment, its local culture, and so on. Studying management is valuable even for manag-
ers who remain in one managerial position for their entire careers, because they 
must learn to adapt how they manage to match the changes that occur as their or-
ganizations and industries evolve. The basic conceptual knowledge provided in this 
book is relevant whether you end up working in a small or large organization, in a 
for-profi t or nonprofi t organization, in a local or international organization, or in a 
traditional or virtual organization.

Fourth, the study of management is important because it enables self-
understanding. By understanding management, we get a better sense of the val-
ues and forces that shape us as persons and as societies. According to prominent 
management philosopher and scholar Peter Drucker, management “deals with 
people, their values, and their personal development . . . management is deeply 
involved in moral concerns.”9 Thus one goal of this book is to help you develop 
a rich understanding of how different approaches to management are based on 
different sets of values. This knowledge will help you to thoughtfully explore 
contemporary issues such as personal and corporate corruption, environmental 
degradation, downsizing, and decisions to move jobs overseas. 

Do You Really Want to Be a Manager?
Many people are attracted to the status, power, and fi nancial rewards associated with 
being a manager. However, the lifestyle of managers can be stressful, with a high 
workload and an unrelenting sense of obligation and responsibility to the people 
being managed. For example, research suggests that senior managers in the United 
States work long hours and enjoy an average of only 12.2 vacation days or holidays 
per year.10 

Why are you studying management? What do you think are some of the pros 
and cons of becoming a manager? Is this a profession and a lifestyle that appeals 
to you? 

6  PART ONE • Mangement Basics

W H A T  D O  Y O U  T H I N K ?
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CHAPTER 1 • Introduction to Management  7

WHAT IS 
MANAGEMENT?

Despite the fact that managers are commonplace in our society, many people would 
not be able to provide a clear defi nition of what “management” is. And without know-
ing the hallmarks of management, it is diffi cult to aspire to become a successful man-
ager, to be a good follower, or to understand the role of management in our society.

The most common defi nition of management has two components. Manage-
ment is (1) the process of planning, organizing, leading, and controlling human 
and other organizational resources with the aim of (2) the effective achievement of 
organizational goals. The fi rst part of the defi nition identifi es the four main func-
tions of management, and the second part identifi es the purpose of management. 
We will look at each component in turn.

The Four Functions of Management
Planning, organizing, leading, and controlling are the four main functions of manage-
ment. These functions were fi rst identifi ed by Henri Fayol11 almost a century ago, and 
they are commonly used as the organizing framework for management courses and 
textbooks. The same four management functions are also evident in the basic defi ni-
tion of an organization: a goal-directed (planning), deliberately structured (organiz-
ing) group of people working together (leading) to achieve results (controlling). 

Although these four functions of management continue to serve as the concep-
tual framework most often used to describe management, a famous study by Henry 
Mintzberg helps to understand what managers actually do.12 Mintzberg literally fol-
lowed managers around for weeks on end and took careful notes on what they did 
every minute of each day. Rather than the orderly and thoughtful picture that might 
be implied by Fayol’s four functions, Mintzberg found that managers’ workdays are 
fragmented (the average time a manager spends on any activity is less than 9 min-
utes), have a lot of variety, and move at a relentless pace. For example, whereas 
Fayol’s approach might imply that managers spend a lot of their time at their desks, 
Mintzberg found that deskwork ac-
tually accounts for only 22 percent 
of managers’ time.

Mintzberg’s study also sug-
gested that managers play a variety 
of “roles” in the “drama” that is the 
“improv theater” of organizational 
life. In particular, he found that 
managers play three overarching 
roles (and ten subroles):13 

• Interpersonal roles: leader, 
liaison, and fi gurehead

• Decisional roles: resource allo-
cator, negotiator, entrepreneur, 
and crisis handler 

• Informational roles: 
monitor, disseminator, and 
spokesperson14 

In Greek theater, a single actor could 
play multiple roles by putting on 
different masks. In similar fashion, 
managers must learn to play multiple 
roles to perform the four functions of 
management.

Management is the process 
of planning, organizing, leading, 
and controlling human and other 
organizational resources in order to 
effectively achieve organizational 
goals.

Organization is a goal-directed, 
deliberately structured group of 
people working together to achieve 
results.
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8  PART ONE • Management Basics

Of course, there is some overlap between Mintzberg’s roles and Fayol’s four 
functions. We will now briefl y describe the four functions and examine how each of 
Mintzberg’s subroles can be associated with a specifi c function.15 

PLANNING. Planning means identifying an organization’s goals and strategies, as 
well as the appropriate organizational resources required to achieve those goals and 
implement those strategies. The planning function draws attention to managers’ hier-
archical authority. It is managers who call meetings and set the agendas regarding 
what will be discussed at those meetings. It is managers who represent their depart-
ment’s goals and strategies to the rest of the organization and who are often involved 
in planning the exchange of resources with key suppliers and customers. It is manag-
ers who coordinate the collection and analysis of data and who are ultimately held 
responsible for their organization’s decisions, goals, and strategies. 

Mintzberg’s study suggested that planning might involve either developing stra-
tegic organizational change or merely fi ne-tuning the status quo. For example, 
Mintzberg’s entrepreneur subrole involves proactively and voluntarily initiating, de-
signing, or encouraging change and innovation. The manager may delegate parts of 
the implementation process to others but will supervise the overall process and keep 
the authority to make fi nal decisions. The negotiator subrole often involves making 
incremental changes to ongoing plans and resources. In this role, a manager repre-
sents the organization in major negotiations affecting the manager’s area of respon-
sibility (e.g., negotiating a union contract, negotiating the fee that a consulting 
company will be paid, negotiating the price to be paid for a new acquisition). The 
public face of planning is often seen in the spokesperson subrole, where the manager 
transmits information and decisions up and across the hierarchy, and/or to the gen-
eral public. 

We will cover planning in Chapter 7 (decision-making processes), Chapter 8 
(setting goals and making plans), and Chapter 9 (organizational strategy). 

ORGANIZING. Organizing means ensuring that tasks have been assigned and a 
structure of organizational relationships created that facilitates meeting organizational 
goals. Organizing has to do with the structures and systems that managers establish 
and maintain. This includes the authority structure of the organization, the types of 
departments that are established, the technology that the organization uses, the physi-
cal layout of a factory or offi ce space, budgets, human resource policies, and so on. 
When senior managers are asked about the most challenging part of their job, they 
often talk about implementing changes to organizational structures and systems. 

Mintzberg’s managerial roles view organizing as the allocation of organiza-
tional resources. The resource allocator subrole is defi ned very broadly and involves 
the distribution of all types of resources (e.g., time, funds, equipment, human re-
sources). Managers create the organizational structure that members work within, 
such as what sort of departments an organization has and how budgeting processes 
are used to allocate fi nancial resources. 

We will discuss organizational structure in Chapter 10 (the four fundamentals 
of organizing), Chapter 11 (different ways that organizations can be structured and 
designed), Chapter 12 (how human resources are structured), and Chapter 13 (the 
dynamics of organizational change). 

LEADING. Leading means relating to others so that their work efforts lead to the 
achievement of organizational goals. Leading is often the fi rst function that comes 
to mind when people think about management, because it is the most obvious and 

Planning means identifying an 
organization’s goals and strate-
gies and allocating the appropriate 
organizational resources required to 
achieve them.

Organizing means ensuring 
that tasks have been assigned and a 
structure of organizational relation-
ships created to facilitate meeting 
organizational goals.

Leading means relating with oth-
ers so that their work efforts result in 
the achievement of organizational 
goals.
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CHAPTER 1 • Introduction to Management  9

visible “face” of management 
for most subordinates. Man-
agers must have the interper-
sonal skills necessary to en-
sure that members of the 
organization are motivated, to 
communicate with members, 
to encourage them, to resolve 
interpersonal confl ict, and so 
on. Often groups will have 
informal leaders who may be 
more skilled than the formal manager at some aspects of leading. 

Mintzberg found that managers spent approximately 75 percent of their time 
interacting with people. The leader subrole is the most important of the three inter-
personal subroles; it includes virtually all forms of communicating with subordi-
nates, including motivating and coaching. Most of the focus of the leader role is on 
face-to-face interactions, which includes activities such as staffi ng, training, and 
motivating. The liaison subrole includes building and maintaining a good network 
of information contacts beyond the boundaries of a manager’s specifi c work unit. It 
is evident in activities such as meeting with bosses and other managers at the same 
level within the organization, and dealing with competitors, suppliers, and custom-
ers. In the disseminator subrole, managers transmit information that was gathered 
either internally or externally to members of their own organizational unit. This 
includes sending memos, scheduling and attending weekly staff meetings, retelling 
the myths and anecdotes that represent an organization’s culture, and relaying in-
formation from top management.16

We will cover leadership in Chapter 14 (how members are motivated), Chapter 
15 (how managers can lead organizational members), Chapter 16 (how managers 
can help to build and facilitate the work of groups and teams), and Chapter 17 
(how managers communicate with others). 

CONTROLLING. Controlling means ensuring that the actions of organiza-
tional members are consistent with the organization’s values and standards. Con-
trols can be very visible, such as a time clock to ensure members do not overstay 
their lunch hour, but the most effective controls are often less visible. These in-
clude professional norms, organizational culture, and the informal understanding 
employees have of “the way we do things around here” that characterize organiza-
tions. This “invisible” activity of management is important because it determines 
the organization’s “identity,” shapes the identities of individual members within 
the organization, and provides members with “meaning” in their jobs. For exam-
ple, in some hospitals, cleaning staff may see themselves as doing menial or de-
grading work, whereas in other facilities, cleaning staff may see themselves as part 
of an overall team where each member does his or her part to care for those who 
are ill.17 

Mintzberg’s roles draw attention to the fact that controlling includes both cor-
recting things that are going wrong and supporting things that are going well. In the 
monitor subrole, a manager seeks internal and external information about issues that 
can affect the organization. This subrole is evident in activities like talking to mem-
bers, taking observational tours in the organization, and asking questions. Monitor-
ing also includes reading newspapers and attending conferences to keep abreast of 
trends in the fi eld, reading performance data, and reading minutes from meetings. 

Controlling involves ensuring 
that the actions of organizational 
members are consistent with the 
organization’s values and standards.
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10  PART ONE • Management Basics

The crisis handler subrole requires taking corrective action when things are not going 
as planned. Often it includes coping with unexpected diffi culties (e.g., fi re damage 
in a factory, loss of a major customer, and the breakdown of an important machine). 
The fi gurehead subrole highlights the important symbolic role that managers play for 
their organizational units. Organizational members pay special attention to their 
managers’ behavior, taking cues from them regarding work, company values, and 
even their personal dress codes. The fi gurehead subrole is evident when a manager 
hands out a plaque for performance at an organizational banquet, is present at the 
ribbon-cutting ceremony for a new plant, or is interviewed by the media to an-
nounce a new organizational initiative.18 

Controlling will be addressed in Chapters 5 and 18. Chapter 5 examines the 
values that managers hold and are evident to others, and how those values infl uence 
management style and decision making. Chapter 18 looks at how behavior in organ-
izations is controlled based on structures and systems that are consistent with orga-
nizational values. 

As we shall see later in this book, these four management functions, taken 
together, provide a helpful framework for understanding management theory and 
practice. Indeed, like most other “Introduction to Management” textbooks, this book 
is divided into sections and chapters based on these four classic “functions.” 

Defi ning “Effective” Management19

The second part of the defi nition of management focuses on ensuring that the four 
management functions are performed effectively. Considerations of effective per-
formance may vary in part depending on the type of organization at hand. For a 
community-run soup kitchen, performing effectively may mean providing people 
with nourishing food in a way that enhances their dignity. For a business, it may 
mean maximizing profi tability. For a government agency, it may mean serving the 
public in a timely fashion. 

Evidence of the Four Basic Management Functions 
in Your Management Class

M A N A G E M E N T  I N  P R A C T I C E

Imagine that your introductory management class is an organ-
ization and that your instructor is the manager. How are the 
four functions of management evident in this class? 

In terms of planning, the goals for the course have likely 
been approved by a group of instructors, and the course is de-
signed to fi t into students’ overall programs of study. The strat-
egy for delivering the course has also been planned, whether 
it is by correspondence, by distance education, or via the tra-
ditional in-class attendance method. 

In terms of organizing, the instructor has prepared a course 
outline, assigned chapters to read, provided a series of projects 
and exams for students to complete according to deadlines, 
and so on. The instructor tries to ensure that students have 
adequate resources available to complete assignments, such 
as library materials and time (e.g., instructors recognize that 
students have responsibilities and time commitments beyond 

the introductory management course). Where appropriate, in-
structors may organize students into study groups.

In terms of leading, the instructor strives to deliver course 
material in an engaging and motivating manner. The instruc-
tor may also interact with students outside of class individually 
or in small groups during offi ce hours, or while working on 
small-group activities and projects.

In terms of controlling, the instructor monitors whether stu-
dents are keeping up with learning objectives by administer-
ing quizzes, assignments, and exams. Students use these same 
checkpoints to monitor their own performance. Input from an 
end-of-term course evaluation can help the instructor improve 
the course the next time he or she teaches it. Students’ behavior 
may also be controlled by external factors to which the instruc-
tor draws their attention, such as suggesting that higher grades 
may translate into better job offers when they graduate.
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Effectiveness means choosing the “right” overarching organizational goals to 
pursue. But what is “right”? The idea of effectiveness draws attention to the fact that a 
manager—like anyone who makes decisions that affect other people—has moral obli-
gations. Unfortunately, it is often not clear how to evaluate the rightness of the goals 
an organization is pursuing. Is profi t maximization a legitimate effectiveness goal? Is 
it the only one? Is there more to being an effective manager than simply maximizing 
profi ts? Are fi rms being effective when they provide products to customers at the low-
est possible cost but relocate production to low-wage foreign countries with poor 
working conditions so as to achieve that goal? Has a marketing manager in a cigarette 
fi rm been effective and made the “right” decision by successfully targeting young 
women to purchase cigarettes? Was Jack Welch effective when he increased share-
holder value by closing or selling off entire profi table divisions because they were not 
among the top two performers in their industries and, in the process, putting tens of 
thousands of people out of work? Was Aaron Feuerstein effective when he risked 
bankruptcy to pay his workers even though they were not working because his factory 
burned down? (See the opening case in Chapter 5.) 

Often the moral question of “What is effective?” is rephrased into a question that 
looks at visible results: “What is effi cient?” Effi ciency refers to the level of output that 
is achieved with a given level of inputs. Put another way, effi ciency means maximizing 
outputs (the goods, services, and other resources that an organization puts into the 
environment) while minimizing inputs (the human, material, and information re-
sources that an organization takes from the environment). However, the criteria used 
to determine effi ciency are often problematic, and there is a failure to ask for whom 
something is effi cient. A down-to-earth example comes from the fi eld of agriculture. 
It seems effi cient to grow and harvest thousands of acres of wheat using sophisticated 
farm technology (e.g., the latest machinery and fertilizers), but research suggests that 
these modern agricultural techniques actually use up to ten times more kilocalories of 
energy to produce one kilocalorie of food energy than is required in countries that rely 
on more traditional, labor-intensive technology.20 Which form of farming is truly 
more effi cient?

In sum, it is important to understand the difference between effectiveness and 
effi ciency. Effectiveness means doing the right things, while effi ciency means doing 
things right. In other words, effectiveness deals with the issue of which goals an or-
ganization should pursue, whereas effi ciency focuses on how to achieve those goals 
with the minimum expenditure of resources. Although the two are certainly distinct, 
notions of effectiveness and effi ciency are related in the practice of management. For 
example, if maximizing profi ts is deemed effective, then in many cases it may be 
effi cient to pollute the environment within legal limits. By contrast, if criteria for 
effectiveness include the natural environment or the quality of life for future gen-
erations, then pollution becomes less effi cient and less effective. Likewise, overseas 
“sweatshops” may be effi cient if effectiveness focuses on reducing costs and increas-
ing profi ts, but not if effectiveness has concern for treating people humanely. 

What Is the Meaning of Effectiveness 
in the Classroom?
Consider the example of your management class once again. Are students members of 
the class, or are they simply paying customers who purchase knowledge via their tuition? 
Or are students products that are moving along an assembly line, where professors fi ll 

W H A T  D O  Y O U  T H I N K ?

Effectiveness means choosing the 
“right” overarching organizational 
goals to pursue and draws attention 
to the fact that a manager—like any-
one who makes decisions that affect 
other people—has moral obligations.

Effi ciency refers to increasing the 
level of output that is achieved with 
a given level of inputs.

Outputs are the goods, services, 
and other resources that an organi-
zation puts into the environment.

Inputs are the human, mate-
rial, and information resources that 
an organization takes in from the 
environment.
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12  PART ONE • Management Basics

each student’s head with enough knowledge to satisfy the people who are paying the tu-
ition bills (e.g., students, taxpayers, parents, and scholarship providers)? Or are students 
apprentices and instructors mentors (a common assumption in doctoral programs)? 

What we see as “effective” management of the class will depend on which meta-
phor we use. What might happen to the more diffi cult (and perhaps more important) 
parts of a course if a professor treats students as customers, given the adage that “The 
customer is always right”? This interpretation might lead to a watering down of educa-
tion. Is the class more “effective” when the focus is on what the instructor-as-mentor 
believes to be the most important course content, or when the focus is on what the 
student-as-customer fi nds the most entertaining or the easiest? Alternatively, with the 
student-as-product metaphor, there is an incentive to turn the class into an effi cient 
assembly line with large class sizes and very little in-class interaction with the instruc-
tor. Indeed, why offer any in-class instruction at all? If truth can be written down in a 
textbook, then perhaps it would be far more effi cient for universities to offer only cor-
respondence courses. 

Perhaps the most costly approach is the student-as-apprentice notion, yet it seems 
to have stood the test of time. Imagine simply reading textbooks versus reading them 
and having the opportunity to talk with your instructor and classmates about what it 
means to be a manager. The fact that so many resources have been invested in univer-
sities and their infrastructures suggests that society continues to value the student-as-
apprentice approach. 

What do you think? Is the face-to-face student-as-apprentice education the most 
effective way to teach, or will it be replaced as technology paves the way for an increas-
ingly “virtual” world and online education? 

Students may be viewed as class members, customers, products, or apprentices. 
Similar metaphors apply to people being managed in other organizations: hired hands, 
subordinates, human resources, staff, workers, members, and so on. Each term has 
certain assumptions built into it. Which terms do you like the best and least? 

The century-old work of the 
great German sociologist Max 
Weber—whose infl uence on our 
understanding of behavior in 
organizations has been pro-
found21—provides a conceptual 
framework that helps us to think 
more carefully about what con-
stitutes effective management. 
Weber points to two different 
sets of criteria for determining 
what is “effective” management, 
which we will call the Mainstream 
and Multistream effectiveness cri-
teria. Figure 1.2 provides a visual 
framework to help understand 

the two approaches, and the arrows indicate recent movement within some manage-
ment theory and practice from a Mainstream toward a more Multistream approach.22 

MAINSTREAM MANAGE MENT. Mainstream management is characterized by 
its emphasis on materialism and individualism. From a materialist–individualist per-
spective, effective management is primarily about maximizing productivity, profi tability, 
and competitiveness. The Mainstream approach is evident in catchphrases like “Keep 

Relative Emphasis on Individualism
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Figure 1.2 Two basic ap-
proaches to defi ne effective 
management

Mainstream management 
is characterized by its primary 
emphasis on materialist–individualist 
well-being. 
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CHAPTER 1 • Introduction to Management  13

your eye on the bottom line,” 
“Winning is everything,” and 
“Time is money.” Because fi nan-
cial well-being is a primary em-
phasis, this approach tends to 
place relatively less emphasis on 
other forms of well-being, such 
as physical, social, spiritual, aes-
thetic, ecological, and intellec-
tual well-being.23 These other 
forms of well-being are some-
times seen as a means of achiev-
ing fi nancial well-being (e.g., job 
satisfaction is effective because it 
improves workers’ productivity). 

The Mainstream approach 
is based on the idea that if ev-
eryone works in his or her own 
self-interests, then organiza-
tional needs will be served.24 
The logic behind this view is 
captured in the popularized in-
terpretation of Adam Smith’s 
metaphor of the “invisible 
hand,” which suggests that the 
good of the community is as-
sured when all individuals are permitted to pursue their own self-interested goals.25 
Moreover, emphasis is placed on fi nancial well-being, because people can choose 
to use their fi nancial resources to pursue a variety of other forms of well-being (e.g., 
to purchase a nice house, to go on vacation to visit relatives, or to donate money to 
charity). 

Weber argues that the Mainstream approach has made major contributions to 
our unprecedented productivity and the creation of fi nancial wealth. Even so, he 
suggests that it ultimately renders a disservice to humankind. In what has become 
one of the most famous metaphors in all the social sciences, Weber argues that 
this materialist–individualist approach leaves humankind captured in an “iron 
cage” (see Chapter 2). He goes on to suggest that the way for managers to escape 
the iron cage is to embrace theory and practice that places less emphasis on mate-
rialism and individualism. 

Does Money Buy Happiness?
There is a common belief that although money may not actually buy happiness, it 
certainly can’t hurt. One study found that a $631,000 salary raise “buys” about the 
same amount of happiness as increasing your physical health from “very poor” to 
“excellent,” and that a $179,000 raise buys as much happiness as increasing the 
amount of time you spend time with friends and family from less than once a month 
to “most days.”27 In contrast, some research suggests that money and materialism 
may result in a decline in life satisfaction and personal well-being.28 Research shows 

Research suggests that a materialist–
individualist orientation can be 
learned, and that business students 
tend to become more materialist–
individualist as they proceed through 
their program of studies.26

W H A T  D O  Y O U  T H I N K ?
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14  PART ONE • Management Basics

that a materialist–individualist emphasis is associated with lower satisfaction in life, 
poorer interpersonal relationships, increased mental disorders. 

Other research suggests that money can indeed buy happiness, but only if you give 
it away. A series of studies show that people are happier if they spend money on gifts 
or charities than on themselves, that workers who received a profi t-sharing bonus were 
happier if they gave some of the bonus to others instead of keeping it all for them-
selves, and that students who were given $5 to $20 and told to spend it on others 
were happier at the end of the day than students who were instructed to spend it on 
themselves.29

Think of someone who is truly happy and content. What would that person say 
about the relationship between overall well-being and money? Do you agree or dis-
agree with the idea that money can buy happiness? 

MULTISTREAM MANAGEMENT. Multistream management is character-
ized by its emphasis on multiple forms of well-being for multiple stakeholders. 
A stakeholder is any group or person within or outside an organization that is 
directly affected by the organization and has a stake in its performance. Stake-
holders include owners, members, suppliers, competitors, customers, neighbors, 
and so on. In the Multistream approach, effective management is all about work-
ing with stakeholders toward creating a balance among multiple forms of well-
being. This approach does not ignore the importance of fi nancial well-being or 
the interests of shareholders. However, compared to the Mainstream approach, 
the Multistream approach places greater emphasis on a wider variety of forms of 
well-being. Multistream management may hamper the maximization of individual 
wealth and organizational growth, but it fosters notions such as community, 
work that is inherently more meaningful, ecological sustainability, social justice, 
and so on. 

Multistream management theory and practice rests on several conceptual and 
philosophical bases.30 For example, it is consistent with Adam Smith’s earlier—and 
less famous—work, The Theory of Moral Sentiments.31 When he says that everyone 
should be “perfectly free to pursue his [or her] own interest,” for Smith this freedom 
must take into account virtues such as benevolence, practical wisdom (prudence), 
justice, and self-control.32 Put differently, Smith’s “invisible hand” is “effective” only 
if it is attached to a “virtuous arm.” 

Building on this idea, the Mainstream approach is also based on Aristotle’s vir-
tue theory,33 a highly regarded perspective that has stood the test of time. From an 
Aristotelian perspective, the purpose of management is not to maximize productiv-
ity, effi ciency, and profi tability, nor is it to maximize self-interest. Rather, the pur-
pose of human action is to maximize people’s happiness, which Aristotle called the 
“supreme good.” Happiness is achieved by practicing virtues in community.34 From a 
virtue theory approach, Multistream management is primarily about modeling and 
facilitating members’ practice of the four cardinal virtues—practical wisdom, self-
control, courage, and justice—which are related to the four functions of manage-
ment (see Table 1.1).35 In short, Multistream management seeks to nurture com-
munity and happiness by modeling and enabling the practice of virtues in fi nancially 
viable organizations.

Interest in, and examples of, Multistream management are becoming ever more 
prevalent.36 Many practitioners often act in ways that place higher priority on improv-
ing the multidimensional well-being of humankind rather than merely maximizing 
the fi nancial wealth of their organizations. In the same vein, management scholars are 
doing research that challenges the Mainstream approach, and management students 

Multistream management 
is characterized by its emphasis on 
multiple forms of well-being for 
multiple stakeholders. 

Stakeholder is any group or 
person within or outside an organi-
zation who is directly affected by the 
organization and has a stake in its 
performance.
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CHAPTER 1 • Introduction to Management  15

are increasingly interested in thinking outside the materialist–individualist box. Con-
sistent with these arguments and needs, each chapter in this book presents theory and 
examples of effective management from both a Mainstream approach and a Multi-
stream approach. 

COMPARING MAINSTREAM MANAGEMENT 
AND MULTISTREAM MANAGEMENT

The Mainstream and Multistream “Ideal-Types” 
as Extremes Along a Continuum
When we recognize that there are at least two approaches to identifying what effec-
tiveness means—a Mainstream approach and a Multistream approach—it draws our 
attention to the fact that there are at least two different approaches to performing 
each of the four functions of management (planning, organizing, leading, and con-
trolling). A Mainstream manager will perform these functions differently than a 
Multistream manager. This book will describe, contrast, and compare these two ap-
proaches to management. However, before we begin to do so, it is important to 
discuss two points.

First, the Mainstream and Multistream approaches to management are what 
Weber calls ideal-types. This term does not mean that they are necessarily the 
“best” or “ideal” way of managing, but rather that they are theoretical extremes in-
tended to help us think about what management means and orient our thinking 
and practices. Just as for other ideal-types with which you may be familiar—for ex-
ample, introverts versus extroverts—we would not expect to fi nd many managers 
who are always a perfect example of a Mainstream manager or a Multistream man-
ager. As a consequence, even though this textbook will provide many examples of 
managers who illustrate a Mainstream or Multistream approach, we suspect that 
those very same managers sometimes utilize the opposite approach. For example, 
even Jack Welch, who was used to illustrate the Mainstream ideal-type in the 

Ideal-type describes a “pure” 
model or approach at a theoretical 
extreme that helps to orient people’s 
thinking and practices. 

What Does Effectiveness Mean to Millennial Students?37 
Research suggests that the inclination toward a more Multi-
stream approach to management may be especially preva-
lent among so-called Millennial students (those born in 
the period 1982–2001). Compared to the generation that 
preceded them (Generation Y), Millennial students are less 
selfi sh, more likely to believe in their collective power, more 
inclined to promote social justice and responsibility, and 
more concerned about the natural environment (e.g., they 
believe, by a ten-to-one majority, that they will do more than 
their parents’ generation to protect the environment over 
the next 25 years). 

Millennial students want conceptual tools that allow them 
to make up their own minds about what is “right,” and are 

capable of parallel thinking that allows them to supplement 
Mainstream management theory with a Multistream com-
plement. This suggests that although most management 
course outlines promise that students will learn Mainstream 
management theory and practice, many Millennial students 
may actually be more interested in Multistream management 
theory and practice because it will help them address envi-
ronmental problems, alleviate poverty, nurture work–life bal-
ance, and so on.

Which of the characteristics associated with the Millennial 
generation ring true based on your own observations? Which 
are the most surprising? What are the implications for the 
study and practice of management? 

D I G G I N G  D E E P E R

Millennial students were born in 
the period 1982–2001. 

Dyck_Ch01_002-029.indd   15Dyck_Ch01_002-029.indd   15 5/9/08   2:00:04 PM5/9/08   2:00:04 PM



16  PART ONE • Management Basics

opening case, does not always act in ways that are not in his own self-interest or that 
are solely intended to maximize GE’s profi ts.

This understanding leads to the second point: These two approaches to management 
represent the opposite ends of a continuum, and most managers can be located somewhere 
along that continuum. Indeed, many of the Hands-On Activities at the ends of the chap-
ters in this book provide self-evaluation exercises to help you identify where you are 
located along the continuum and to encourage you to refl ect on where you want be 
in the future. Understanding this Mainstream–Multistream continuum, rather than 
studying just one approach to management, will make it easier for you to understand 
the nature of management—just as it is easier, for example, to understand the nature 
of personality by studying both introversion and extroversion. 

This section briefl y discusses some of the key ideas and practices associated with 
Mainstream and Multistream management. As shown in Table 1.1, we will highlight 
some of the key similarities and differences regarding how the two approaches look 
at each of the four functions of management. 

Two Approaches to Planning 

MAINSTREAM. From a Mainstream perspective, planning is all about managers 
setting goals, making plans, and designing strategies to achieve these goals. Thus 
managers analyze data and make decisions that maximize organizational effi ciency, 
productivity, profi tability, and competitiveness. Which goals and strategies are se-
lected are the result of decisions that are infl uenced by the materialist–individualist 
perspective. Such goals are often expressed in quantifi able and material terms such 
as market share, profi t growth, return on investment, share prices, dividends, and 

TABLE 1.1

Comparing Mainstream and Multistream Management Defi nitions

Mainstream Approach Multistream Approach

Management The process of planning, organizing, leading, and con-
trolling human and other organizational resources with 
the aim of achieving organizational goals effi ciently and, 
therefore, effectively

The process of planning, organizing, leading, and con-
trolling human and other organizational resources with 
the aim of achieving organizational goals virtuously and, 
therefore, effectively

Key ideas Maximize productivity via self-interest Nurture community via virtue

Planning Setting an organization’s goals and strategies and decid-
ing on the appropriate organizational resources required 
to enable achieving them

Working together to identify an organization’s goals and 
strategies as well as the appropriate organizational re-
sources required to enable achieving them

Key ideas Measurable goals, top-down linear analysis Practical wisdom, participation

Organizing Assigning tasks and arranging resources to meet organiza-
tional goals

Ensuring that tasks are assigned and adequate resources are 
arranged to facilitate meeting organizational goals

Key ideas Standardization, specialization, centralization Courage, experimentation

Leading Motivating others so that their work efforts serve to meet 
organizational goals

Working alongside others so that together everyone’s work 
efforts serve to meet agreed-upon organizational goals

Key ideas Instrumental motivation, output Relational self-control, dignifi cation

Controlling Monitoring organization members’ performance, com-
paring it to standards, and taking corrective action to 
improve performance as necessary

Ensuring that actions of organizational members are just 
and consistent with the organization’s underpinning values

Key ideas Vigilance, information systems, value chains Justice/fairness, sensitization, value loops

←⎯⎯⎯⎯⎯⎯→
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cost savings. Mainstream planning lays the foundation for the other three manage-
ment functions. 

MULTISTREAM. The Multistream approach to planning emphasizes how man-
agers work alongside others to set goals and design strategies. Multistream managers 
also use measurable goals, but they do not avoid goals that are diffi cult to measure, 
such as goals related to environmental sustainability, human dignity, and happi-
ness. Multistream managers use practical wisdom to achieve multiple forms of 
well-being for multiple stakeholders.42 Instead of having an individual or a com-
munity focus, Multistream managers view persons as being embedded in a commu-
nity, and they understand that the differences between the two are more superfi cial 
than real. Such managers strive to ensure that decisions refl ect the needs of multiple 
stakeholders.43 They deliberately include others in setting goals and making deci-
sions, often resulting in better-informed strategies and more motivated members. 

Two Approaches to Organizing

MAINSTREAM. Organizing follows from planning because it involves arranging 
human and other organizational resources in such a way as to achieve planned goals 

Wal-Mart Versus Costco: Is Wall Street Ready 
for Multistream Strategies?38 

M A N A G E M E N T  I N  P R A C T I C E

Does Wall Street favor businesses that follow a Mainstream strate-
gy, or a Multistream strategy? Consider Wal-Mart, an example of 
a fi rm with a Mainstream strategic approach. Even though Wal-
Mart has taken a public relations pounding for paying low wages 
and providing health insurance for fewer than half of its 1.4 mil-
lion U.S. workers,39 it remains a favorite among Wall Street inves-
tors who believe that shareholders are best served when manag-
ers do all they can to hold down costs, including labor costs.

In contrast, Wall Street hasn’t been as impressed with the 
more Multistream strategy adopted by archrival Costco. Even 
when Costco handily beat Wall Street expectations and posted 
a 25 percent profi t gain on top of a 14 percent sales increase, 
the market responded by driving Costco’s stock price down by 
4 percent. Why would the market respond in this way?

It turns out that Wall Street doesn’t like the fact that Costco 
pays its workers considerably more than Wal-Mart does.40 In-
vestors have also noted, with some derision, that sharehold-
ers are placed behind customers, employees, and suppliers on 
Costco’s list of stakeholders. Ian Gordon, analyst for Sanford 
C. Bernstein & Company, argues that Costco treats its employ-
ees too well: “Whatever goes to employees comes out of the 
pockets of shareholders.” According to Deutsche Bank analyst 
Bill Dreher, “At Costco, it’s better to be an employee or a cus-
tomer than a shareholder.”

Why does Costco pay such relatively high wages? “Paying 
your employees well,” says Costco CEO James D. Sinegal, “is 

the right thing to do.” He thinks it is “wrong” for competi-
tors to pay rock-bottom wages: “It doesn’t keep employees 
happy. . . . When employees are happy, they are your very best 
ambassadors.” He is concerned by the fact that retail workers 
are increasingly unable to afford the merchandise sold in their 
own stores, which he feels is not a sustainable situation in the 
long term: “You wind up with a greater and greater shift of 
wealth into the hands of the few.”

Beyond being the right thing to do, Sinegal argues that 
paying livable wages is also good business. Costco promotes 
from within, and the company wants to have a highly tal-
ented pool of workers from which to draw management 
candidates. Costco has one of the most loyal and produc-
tive workforces in retailing. Its employee turnover rate after 
the fi rst year of employment is one-third of other retailers’ 
rates (Wal-Mart estimates that it costs $2500 to test, inter-
view, and train a new hire).41 Costco also has signifi cantly 
greater sales per square foot, and it has lower labor and 
overhead costs (9.8 percent of revenue, versus Wal-Mart’s 
17 percent). 

So what about the skeptics on Wall Street? Sinegal says, 
“If we take care of the business and keep our eye on the goal 
line, the stock price will take care of itself. You just can’t get 
too focused on worrying about what’s going to happen in the 
next quarter. You have to worry about where the business is 
headed long-term.” 

Practical wisdom (prudence) 
is a virtue that fosters the capacity 
for deliberation and action to obtain 
what is good for the community, 
especially by asking insightful ques-
tions, evaluating real-world man-
agement situations, and applying 
relevant knowledge. 
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18  PART ONE • Management Basics

and strategies. Mainstream managers use rational analytic skills to develop struc-
tures and systems and to assign jobs within them. From this perspective, all organi-
zational resources—including human resources—are seen as a means to accomplish 
desired ends (e.g., goals, objectives). Basic organizing issues include concepts such 
as centralization (how much authority people at different organizational levels 
have), specialization (dividing large, complex tasks into a series of simpler tasks), 
and standardization (achieving coordination across organizational members). 
These concepts will be explored in greater detail in Chapters 10 and 11. 

MULTISTREAM. Multistream management de-emphasizes the hierarchical 
approach to organizing that is evident in Mainstream management. This differ-
ence is evident both in the means by which organizing takes place (many stake-
holders participate in the Multistream process) and in the result of how resources 
are organized (e.g., there is relatively more emphasis on team-based structures). 
Multistream organizing supports a spirit of experimentation, which is evident 
when members support one another when implementing changes to improve the 
organization. This atmosphere encourages members to have the courage required 
to challenge current structures and systems that may be serving the needs of the 
powerful but not the powerless. The virtue of courage refers to implementing 
initiatives that have potential to improve overall happiness even if the initiative 
might threaten one’s own status. Courageous organizing implies the hope that struc-
tures and systems can be improved so that resources are allocated in such a way 
that all stakeholders are treated with more dignity and justice. Courageous manag-
ers are able to envision and nurture a sense of wholeness and integrity in an in-
creasingly fragmented organizational context.44 

For example, Multistream managers would try to reverse the growing disparities 
between the rich and the poor, between nations, within nations, and within organiza-
tions (see Figure 1.3).45 Whereas the average CEO in 2005 earned more than 800 
times as much as a minimum wage earner (up from 50 times in 1965), Multistream 
managers like those at Reell Precision Manufacturing have developed policies that 
deliberately limit executive pay to roughly seven to ten times that of the lowest-paid 
employee.46 Similarly, Costco’s CEO James Sinegal says, “I fi gured that if I was making 
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Figure 1.3 Ratio of CEO 
wages to minimum wage, 
1965–200547 

Courage is a virtue that involves 
acting in hopes of correcting unjust 
structures, and is evident when 
someone promotes change initiatives 
that have the potential to improve 
overall happiness even if this might 
threaten one’s own status.
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something like 12 times more than the typical person working on the fl oor, that was 
a fair salary” (Sinegal’s salary is around $350,000 per year).52 

Two Approaches to Leading

MAINSTREAM. In order to motivate others so that their work efforts help to 
achieve organizational goals, Mainstream managers use systems and interpersonal 
skills. The key is for managers to use the leadership style or motivational technique 
that is most appropriate for maximizing individual productivity. For example, Main-
stream managers often rely on extrinsic rewards, such as pay or promotions, to moti-
vate employees to work harder. From a Mainstream perspective, managers who exhibit 
a strong desire to lead and achieve, and who demonstrate confi dence that they can 
deliver results, are identifi ed as leaders. 

MULTISTREAM. Multistream leadership nurtures workplaces where the empha-
sis on fi nancial and productivity goals is balanced by an emphasis on healthy social 
relationships. Self-control is necessary for fostering other corporate virtues such as 
caring, gentleness, and compassion.53 Self-control, sometimes called “temper-
ance,” relates to a person’s emotional regulation and ability to overcome impulsive 
actions and greed. Managers require self-control to use, but not abuse, their leader-
ship power. Multistream managers strive to treat others with dignity, even if 
this approach may not maximize organizational profi ts. Rather than seeing their 
task primarily as motivating subordinates to meet instrumental goals, Multistream 

Instrumental and Relational Leadership Skills 
People need human skills to interact with others. Sometimes 
called “social skills” or “interpersonal skills,” these skills are 
taught in schools, learned in the family, and developed in the 
everyday course of interacting with others. Researchers point 
to two basic types of social skills: instrumental and relational. 
Mainstream management training focuses on developing in-
strumental interpersonal skills, which are designed to get peo-
ple to do productive things for you. Unfortunately, these skills 
do “not lead to success in friendships and other relationships. 
Instrumental skills are mainly about getting what you 
need and about fi tting in. Scientists refer to them as ‘instrumen-
tal’ because, when we employ them, we tend to use people like 
instruments to get our needs met.”48

Multistream managers, in contrast, seek to nurture a 
workplace that facilitates building meaningful relationships. 
Life is too short to spend most of it working in organiza-
tions where noninstrumental relationships are seen as inef-
fi cient or are a poor use of time. “Relationship skills 
have a very different purpose. They are used to create and 
deepen connections between people, share excitement and 
joy, and participate in joint creative efforts.”49 Relationship 
skills are similar to the emotional intelligence competencies 
of empathizing with others, managing one’s own emotions 

to improve communication, and establishing trusting and 
mutually satisfying relationships.50 

A growing number of medical schools have recognized the 
importance of going beyond merely teaching instrumental 
skills, and are now requiring medical students to take courses 
in the humanities that, it is hoped, will improve their ability 
to see their patients as people.51 Dr. David Muller, the chair-
man of medical education at Mount Sinai School of Medicine, 
describes the merits of an art-appreciation course for medical 
students: “To make a better doctor means to me—and I can’t 
speak for everyone—one who sees the person and not just the 
patient . . . not just an organ system that is screwed up.” 

Similarly, becoming a better Multistream manager means 
seeing the person, and not simply the customer, supplier, sub-
ordinate, or boss. The challenge facing such managers is to 
facilitate meaningful connections and creativity between peo-
ple without resulting in confusion and chaos, and to meet the 
instrumental needs of the organization without undermining 
deeper relationship aspirations.

In which courses do you learn how to develop meaning-
ful relationships with other people, instead of merely learning 
how to get other people to serve your instrumental purposes? 
Should more such courses be offered in our schools?

D I G G I N G  D E E P E R

Self-control (temperance) is a 
virtue that helps individuals over-
come impulsive actions, self-serving 
use of their power, and greediness.

Instrumental skills are human 
skills used to get other people to 
meet your own interests or the inter-
ests of the organization.

Relationship skills are used to 
deepen connections between people 
and to participate in collaborative 
creative efforts.
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managers facilitate members’ motivation with intrinsically meaningful work and 
other noble goals. From a Multistream perspective, managers take on the role of a 
servant leader focusing on the development of others and work together to meet 
mutually accepted organizational goals. 

Two Approaches to Controlling

MAINSTREAM. For Mainstream managers, controlling is all about ensuring that 
organizational members do what they are supposed to be doing, and that their per-
formance meets expectations. Because it is impossible to control everything that 
goes on inside an organization, managers have developed tools such as value chains 
and information systems to aid them in this endeavor. A value chain is a sequence 
of activities needed to convert an organization’s inputs (such as raw materials) into 
outputs (such as products). Value chains enable managers to identify the most 
critical steps in how the organization transforms input into outputs. Management 
information systems help to identify, collect, organize, and disseminate informa-
tion (see Chapter 18). 

Organizational control may be achieved in any of three basic ways.54 

• Managers may use bureaucratic control to monitor how well standards are 
being met. Bureaucratic control is evident when rules, regulations, policies, and 
standard operating procedures are used to control the behavior of organiza-
tional members. For example, managers may introduce a time clock to monitor 
when members arrive and depart from work, or they may monitor how many 
items a grocery clerk scans in one hour. 

• Managers may use market control when they implement structures that 
directly reward employees for performance, such as piece-rate systems or profi t-
sharing plans. Market control is evident when competition among organiza-
tion members is used to control their behavior. 

• Clan control is evident when shared values, norms, and expectations are used 
to control the behavior of organizational members. Managers use clan control 
when they establish organizational cultures and implement employee selection 
and training processes to ensure that members will share organizational values 
and be intrinsically motivated to do their jobs. For example, managers may cel-
ebrate or recognize certain high-performing employees to signal expectations 
for acceptable behavior. 

MULTISTREAM. For Multistream managers, control goes beyond simply ensuring 
that organizational directives are followed, and instead focuses on overseeing the val-
ues, and particularly the sense of justice, that guides organizational behavior. Aristot-
le’s idea of justice—a sense of “fairness” that ensures everyone connected with an 
organization gets his or her due—can be seen as a basic virtue that justifi es organiza-
tions and holds them together. A drive for social justice and a special sense of compas-
sion for people who are ill served by the status quo are hallmarks of management 
based on Aristotle’s virtue theory. Multistream managers differ from their Mainstream 
counterparts in terms of the kinds of opportunities they seek to act justly. The impetus 
for Multistream action often comes from being sensitive to and recognizing unad-
dressed needs or opportunities. This may include ways to improve organizational ef-
fi ciency, new market opportunities for organizational products or services, and iden-
tifi cation of opportunities to improve social justice or ecological sustainability. 

Value chain refers to the 
sequence of activities needed to con-
vert an organization’s inputs (e.g., 
raw materials, new employees) into 
outputs (e.g., products and services). 

Information systems help to 
identify, collect, organize, and dis-
seminate information. 

Bureaucratic control is 
evident when rules, regulations, 
policies, and standard operating 
procedures are used to control the 
behavior of organizational members. 

Justice is a virtue that justifi es 
organizations, holds them to-
gether, and ensures that everyone 
con nected with an organization is 
treated fairly.

Clan control is evident when 
shared values, norms, and expecta-
tions are used to control the behav-
ior of organizational members.

Market control is evident when 
competition is used to control the 
behavior of organizational members. 
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WHY STUDY TWO APPROACHES 
TO MANAGEMENT?

There are many different ways to study management. Whereas some people believe 
that students can be trained to learn the “one best way” to manage, others suggest 
that management education is most valuable when students learn at least two dif-
ferent approaches to management.55 As summarized in Figure 1.4, studying two 
different approaches to management offers at least four distinct advantages: 

• It nurtures self-understanding. 

• It improves understanding of management.

• It develops critical thinking skills.

• It reduces bias.

First, studying both approaches allows students to think about where they, and 
where other managers, are located along the Mainstream–Multistream continuum. 
Moreover, this allows students not only to consider what their current management 
approach is, but also to give thought to what kind of managers they would like to 
become (or to work for) in the future. For example, on average, students who have 
learned about both the Mainstream and Multistream approaches tend to place 
themselves near the middle along the Mainstream–Multistream continuum. How-
ever, when asked which approach they would like to use in the future, students 
typically move toward the Multistream end. Similarly, students tend to want to work 
in a more Multistream organization in the future than they do at present.56

Second, understanding one ideal-type helps students to better understand a 
second ideal-type. For example, we develop a richer understanding of extraversion 
when we contrast and compare it to introversion. Similarly, we gain a deeper under-
standing of Mainstream management if we contrast and compare it with Multi-
stream management, and vice versa. This emphasis on having two ideal-types to 
contrast and compare may be 
particularly helpful when stu-
dents are learning a new sub-
ject. Just as it is easier to learn 
about personality if you learn 
about both introversion and ex-
traversion, so too it is easier to 
learn about management if you 
learn about both Mainstream 
and Multistream approaches. 

Third, learning two ap-
proaches to management helps 
students to develop their abili-
ties to resist simple answers 
and to explore and integrate 
opposing ideas or viewpoints, 
both of which are hallmarks of 
outstanding managers.57 In 
practice, managing is never as 
easy as it seems in a book, nor 
are the issues that managers 

It helps
you develop a richer

understanding of both
approaches.

It helps you develop
integrative thinking skills
that will enhance your

management capabilities.

It helps
you understand

where you and other
managers lie along

a continuum.

It reminds
us that management

is not value-neutral—there
are moral responsibilities

inherent in being a 
manager.

Why Studying
Both Mainstream
and Multistream

Management
Is Beneficial

Figure 1.4 Benefi ts of 
studying two approaches to 
management

Dyck_Ch01_002-029.indd   21Dyck_Ch01_002-029.indd   21 5/9/08   2:00:07 PM5/9/08   2:00:07 PM



22  PART ONE • Management Basics

face usually as straightforward as they might appear at fi rst glance. Management is 
complex and fi lled with challenges, as managers seek to balance a variety of ideas 
and values. Thinking about two approaches to management helps you develop 
critical and integrative thinking skills. Moreover, learning more than one approach 
is particularly relevant because managers will be expected to change their ap-
proach during the course of their career, as they work in different contexts and 
with different people.

Fourth, studying two approaches to management helps to reduce bias because 
it serves as an ongoing reminder that managers’ actions and practices are not value-
neutral. This draws attention to the fact that it is impossible to develop management 
theory that is not based on some values. Thus both the Mainstream and the Multi-
stream ideal-types are value-laden (i.e., each is based on a different set of values). 
Studying only one approach often acts as a self-fulfi lling prophecy, such that stu-
dents forget that the particular approach is based on specifi c values and increasingly 
adopt those values.58 In contrast, learning two approaches enables and compels you 
to think about what your own moral point of view is and to ponder how it can be 
expressed in the workplace. This is particularly relevant, given that you will likely 
spend a signifi cant portion of your life at work. Studying two approaches to man-
agement will help you to think about what kind of manager you want to become in 
the future. Where do you lie on the Mainstream–Multistream continuum, and to 
which ideal-type would you like to move closer as your career unfolds? You may feel 
drawn to either a Mainstream or a Multistream perspective, but you may also want 
to develop your own distinct approach to management. 

In sum, we hope that our book helps readers to examine more closely their 
own ideals and aspirations related to management, echoing Socrates’ observation 
that “the unexamined life is not worth living.” When we fail to think about what 
we believe in and who we want to become, we are left vulnerable to wrongly be-
lieving that how we manage has nothing to do with our nature as moral persons. 
If we do not spell out our values, and if we by default unthinkingly accept a status 
quo moral point of view, then we deny our fundamental nature as moral persons 
and render a disservice to those around us. Similarly, if we impose our moral 
point of view on others (even if we do so unintentionally), then we deny their 
fundamental nature as moral persons and, therefore, render a disservice to the 
institution of management. We hope this book will help readers to explicitly ex-
amine, articulate, and consider how their values infl uence their thinking about 
management.

OVERVIEW OF THE REMAINDER OF THE BOOK

Figure 1.5 provides an overview of how this book will unfold. At the bottom of the 
fi gure is the context within which management takes place.

Before we describe each of the four management functions in greater detail, we 
explore the larger context of management in the next fi ve chapters. First, we de-
scribe some of the history that has led to contemporary management theory and 
practice, and we consider how research into each of the four management func-
tions has evolved over time (Chapter 2). We follow this with a discussion of the 
environment of management, including its sociocultural, ecological, political–
legal, and economic–technological dimensions (Chapters 3 and 4). Chapter 5 
looks at ethics, and Chapter 6 delves into entrepreneurship, the activity that creates 
the organizations. 

As symbolized in the principle of yin 
and yang, sometimes to understand 
a phenomenon it is helpful to exam-
ine two complementary opposites 
that serve to defi ne the concept. Just 
as a single coin has two sides, so too 
looking at two “sides” of manage-
ment promises to enhance our 
understanding of its essence.
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Planning: Chapters 7–9

Deciding on goals and
strategies to pursue

Understanding the Context of Management: Chapters 2–6

• Historical    • Task environment    • International    • Ethical    • Entrepreneurial

Organizing: Chapters 10–13

Designing structures and
allocating resources

Controlling: Chapter 18

Ensuring valued results
are achieved

Leading: Chapters 14–17

Ensuring members are
motivated and able

Figure 1.5 Overview of fl ow of book
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Chapters 7 through 18 look at each of the four management functions in turn. 
The three chapters on planning focus on decision-making processes (Chapter 7), 
setting goals and making plans (Chapter 8), and organizational strategy (Chapter 
9). They are followed by four chapters on structuring, including the four fundamen-
tals of organizing (Chapter 10), different ways that organizations can be designed 
(Chapter 11), ways to structure human resources (Chapter 12), and the dynamics of 
organizational change (Chapter 13). Then come four chapters that look at leading,  
focusing on motivation (Chapter 14), leadership (Chapter 15), groups and teams 
(Chapter 16), and communication (Chapter 17). The fi nal chapter examines the 
issue of control in organizations (Chapter 18). 
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S U M M A R Y

The study of management is important for several reasons: 

• It provides skills that make it more likely you will have opportunities to become a manager.

• It improves the working relationships you will have with your own bosses.

• It allows you to better understand how organizations operate.

• It facilitates a better understanding of who you are and what your life ambitions are.

The defi nition of management has two parts. 

24  PART ONE • Management Basics

An Example of Multistream 
Management at Work
The chapter-opening case describes how the four man-
agement functions are evident in Jack Welch, a leading 
example of a manager who uses the Mainstream ap-
proach. The Multistream approach is exemplifi ed by the 
management style of Robert Greenleaf, who is credited 
with coining the term “servant leadership.” Greenleaf de-
liberately used what he called a “four-step disentangling 
process” while working as a senior manager at AT&T. 
Each of his four steps can be seen to illustrate a Multi-
stream approach to one of the four functions of manage-
ment. Here is an example of how he used this four-step 
process to get more women hired at AT&T. 

First, Greenleaf noticed an injustice: Women were 
underrepresented in the AT&T workforce. Things were 
not as they should be (controlling). However, rather than 
blame individuals for causing the problem, Greenleaf 
realized that the problem was attributable to the tradi-
tional culture and values at AT&T. Indeed, he realized 
that he himself was part of a shared culture that did not 
treat women justly.

Second, rather than calling a meeting and demand-
ing that his subordinates correct the problem, Greenleaf 
consciously exhibited self-control and adopted an inclu-
sive and dignifying approach to discussing the issue with 
the managers responsible for making hiring decisions 
(leading).59 When Greenleaf met with managers, for ex-
ample, he deliberately started the conversation by talking 
about shared experiences and friendships at AT&T, and 
noting how well they had worked together in the past. 

Third, Greenleaf exhibited practical wisdom by ask-
ing the other managers to help “disentangle” the prob-
lematic behavior from the traditions with which it was 
associated. Greenleaf did not use his hierarchical author-
ity to generate or to impose solutions. Rather, he invited 
the managers who reported to him to discuss the tradi-
tions and structures that gave rise to the problem and, 
on this basis, to develop new ways to address the prob-
lem (planning). In this case, managers suggested that few 
women were hired because the job demanded regularly 
lifting 50-pound rolls of wire, which were too heavy for 
most women. 

Finally, Greenleaf exhibited and facilitated courage 
when he actively supported any managers who were will-
ing to experimentally implement changes to the struc-
tures and systems at AT&T (organizing). Managers who 
wished to experiment with using 25-pound rolls in the 
workplace were invited to do so, and in the end more 
women were hired (the men were also happier to have 
lighter rolls). 

Q U E S T I O N S  F O R  D I S C U S S I O N

Robert Greenleaf and Jack Welch illustrate two different 
approaches to management. For whom would you pre-
fer to work? Which person would you like to be your 
role model? Which person would you like to be at the 
helm of a fi rm in which you’ve invested? Explain your 
answers. 

  C L O S I N G  C A S E
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 1. The four management functions: 

• Planning involves deciding on an organization’s goals and strategies. 

• Organizing means ensuring that tasks have been assigned and a structure of organizational relationships created 
that facilitates the meeting of organizational goals. 

• Leading means relating to others so that their work efforts help achieve organizational goals. 

• Controlling means ensuring that the actions of organizational members are consistent with the organization’s 
underpinning values and standards.

 2. The criteria used to describe effective management:

• For Mainstream management, effectiveness comes from maximizing materialist–individualist outcomes (e.g., pro-
ductivity, competitiveness, profi tability).

• For Multistream management, effectiveness comes from fi nding a balance among multiple forms of well-being 
(e.g., material, individual, social, ecological, intellectual, physical, and spiritual) for multiple stakeholders (e.g., 
owners, members, customers, suppliers, competitors, and neighbors). 

There are two types of management: Mainstream and Multistream. 

 1. For Mainstream managers, the four functions are being performed effectively when organizational effi ciency, 
productivity, and competitiveness are maximized. The Mainstream approach tends to emphasize: 

• Planning via measurable goals and rationally designed strategies

• Organizing via standardization, specialization, and centralization 

• Leading via motivating others to achieve organizational goals 

• Controlling via vigilant monitoring of organizational performance

 2. For Multistream managers, the four functions are being performed effectively when virtues are practiced in the 
community and happiness is achieved. The Multistream approach tends to emphasize: 

• Planning via practical wisdom, participation, and higher-order goals

• Organizing via courage and experimentation

• Leading via relational self-control and treating members with dignity

• Controlling via fairness and being sensitive to suboptimal conditions

All management theory and practice is value-laden. The two ideal-types presented in this book are designed to help 
readers think about and practice their own moral point of view of management. 

Q U E S T I O N S  F O R  R E F L E C T I O N  A N D  D I S C U S S I O N

 1. Think for a moment about a current or past man-
ager for whom you have worked. Would you charac-
terize that person as a Mainstream or Multistream 
manager? Which factors did you take into account 
when classifying the manager? 

 2. What do you think constitutes “effective” manage-
ment? Why?

 3. Mainstream management has been the dominant 
approach in the industrialized world for more 

than a century, but Max Weber argued that it is not 
sustainable over the long term. Do you agree with 
Weber? Explain.

 4. Identify the four functions of management. De-
scribe how each function differs from a Mainstream 
approach versus a Multistream approach.
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H A N D S - O N  A C T I V I T Y

This exercise is designed to see how your understanding 
of effective management compares to that of other stu-
dents. The questions ask how important you think differ-
ent forms of well-being are to being an effective manager. 

Rate each statement using the fi ve-point scale provided. 
Your instructor will have information on how other stu-
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TO BE AN EFFECTIVE MANAGER, I SHOULD . . . 

1. Maximize organizational effi ciency (e.g., minimize inputs while 
maximizing output).

2. Maximize organizational profi tability.

3. Focus on maximizing productivity, effi ciency, and profi tability.

4. Maximize organizational productivity. 
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6. Be a kind-hearted person.
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12. Recognize that everyone is motivated to maximize their own self-
interests. 

Strongly    Strongly
Disagree Disagree Neutral Agree Agree

     1 2 3 4 5

     1 2 3 4 5

     1 2 3 4 5

     1 2 3 4 5

     1 2 3 4 5

     1 2 3 4 5

     1 2 3 4 5

     1 2 3 4 5

     1 2 3 4 5

     1 2 3 4 5

     1 2 3 4 5

     1 2 3 4 5
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