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1. The Different Purposes of OrganisationsHuman Aspects of Organisation (40%)

Section A: focused on the 
emergence of ecosystem 
environments and the impact 
that digital disruption is having 
on organisations. Organisations 
have responded to these 
challenges by developing new 
business and operating models.



1. Different types of leadership and management styles

2. Individual and team performance

3. How to manage relationships 

1. The Different Purposes of OrganisationsB: Managing people performance (40%)

The implementation of the new business and operating models falls 

on the management, teams and individuals within the organisation



1. Understand fundamental and contemporary concepts in management 

including the concepts of power, authority, delegation and 

empowerment.

2. Understand different approaches to leadership including personality or 

traits, style, contingency or situational, transactional or transformational, 

and distributive.

3. Understand leadership in different contexts including leadership of 

virtual teams and the ethical implications of leadership.

1. The Different Purposes of OrganisationsChapter 4 Exam Context

You will be expected to demonstrate competence in the following 

representative task statement:
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Management & Leadership
Leadership – Providing direction, creating vision, influencing others to share vision and work 

towards achievement of organisational goals. “Getting people to do things willingly.”

Management – Process of getting things done through other by instruction and authority. 

Focuses on procedures and results.

Concepts of Management:
• Power
• Authority
• Responsibility
• Accountability
• Empowerment
• Delegation
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Mintzberg – 10 Roles Managers Play

Identified 10 roles 

managers play in course 

of their job. 

Roles can be broken down 

into:

1. Interpersonal

2. Informational

3. Decisional
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Types of Power – French & Raven
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Authority (Weber) & Responsibility 

Responsibility – obligation to 

perform certain duties, tasks or 

make certain decisions due to 

position

Scope of responsibility must 

correspond with scope of 

authority.

Responsibility without authority 

– Frustration & demotivation

Authority without responsibility –

Lack of accountability results in 

irresponsible actions

Accountability – Need for individuals to 

explain/justify failure to fulfill responsibilities
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Empowerment

Empowerment – Employees given autonomy and responsibility to undertake tasks without 

being directed at each step.

What are the benefits?

Promotion of empowerment:

1. Ensure employee expectations clearly communicated

2. Actively encourage employee development

3. Communicate openly and adopt open door policy

4. Allow participation and listen to views

5. Offer regular feedback

6. Lead by example
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Delegation

Delegation – managers assign part of authority to subordinate. Delegation only occurs 
if manager has authority to delegate. Responsibility can never be delegated.

Practical reasons to delegate:

• Manager relieved of less important activities

• Allows career planning and development

• Better decisions taken

– nearer point of impact

– brings together appropriate skills

– flexibility to changing conditions

• Makes subordinates job more interesting

• Motivational team aspect
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Koontz & O’Donnell – Effective Delegation
Effective delegation:
• Define limits of authority delegated
• Ensure subordinate is competent to exercise authority
• Discipline to not micro manage

In planning for delegation manager must ensure:
• Do not overload subordinate through delegation
• Reasonable skill & experience of subordinate
• Appropriate authority delegated
• Monitoring & control possible
• No feeling of passing the buck or opting out
• All concerned know task has been delegated
• Sufficient time is set aside for coaching & guiding

Methods of delegation:
1. Abdication – leaves issues without formal delegation
2. Custom & Practice Ie: most junior staff member ..
3. Explanation – Brief subordinates
4. Consultation – request input from subordinates & guide methods. 
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Thoeries of Managment

• Classical Theories – Emphasizes technical & economic aspects of organisation. Assumes 
behaviour is rational and logical. Management can be learnt and codified.

• Human Relations – emphasizes social aspects and psycological requirements
• Systems Theory – takes account of social & technical aspects
• Contingency Theory – No one best approach. Appropriateness of management theory 

varies depending on situation

Theories of 
management

Classical

Taylor

Weber

Human 
relations

Maslow

Herzberg

Systems

Trist and 
Bamforth

Contingency

Burns and 
Stalker
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Taylor – Scientific Management
Objective of Management – secure maximum propserity for employer and employee.

• Best approach to job was improvement in effective use of resources
• Once employees well trained payment based on piece-rate 
• Well trained employees delivered high productivity
• Win:Win for organisation and employee

Conclusion: 
• If well specialized knowledge and skills concentrated in hands of well trained and able 

employees  there would be improvement in productivity.

• Best use of resources possible only through effective control by specialists
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Taylor – Scientific Management
Practice 1:

Scientific management has not gone away – quite the reverse.

Required

Identify the weaknesses of scientific management and recommend contemporary situations 
where it would be appropriate.
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Taylor – Scientific Management
Solution 1:

Weaknesses:

- Dehumanises work, presents workers as machines
- Work study misused by management, provoking workers/manager/union conflict

Contemporary situations:

- Anywhere where a simple, standard process is reported many times i.e. fast-food restaurant 
or call centres environment
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Weber – Bureaucratic Management
Weber was inclined to regard bureaucracy as the ideal form of organisation, because it is 
impersonal and rational and based on a set pattern of behaviour and work allocation, 
and does not allow personal issues to get in the way of achieving goals.

This type of organisational culture is not suitable if the firm operates in a dynamic 
changing environment.
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Weber – Bureaucratic Management

Practice 2:

Which of the following is NOT a benefit of using the bureaucratic form in a hospital?

a. Appointment based on technical competence
b. Clear rules and procedures
c. Increased innovation
d. Decisions and action recorded
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Herzberg

Theory of motivation

Satisfaction Motivation

You cant motivate 
dissatisfied people
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Maslow’s Hierarchy of Needs

If managers can determine where 
individuals are on hierarchy of needs 

they can identify most effective 
motivating factor for each person
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Trist & Bamforth – Systems Theory

Link between social and technical aspects of job are key to productivity. One cannot be 
sacrificed for the other.

If technical aspects emphasised or changed to improve productivity at expense of social 
aspects low morale will have negative impact on productivity

Social Aspects:
1. Group Activities
2. Communication between staff
3. Inequality of remuneration
4. Over emphasis on specialization
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Contingent Theory

This theory is based on the notion that the management style that 
managers should adopt will be dependent upon a range of variable.

The best approach to adopt needs to take account of the situation facing 
the manager.
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Burns & Stalker – Contingency Theory
They saw the level of change in the environment as a contingent variable.

Mechanistic organisations: stable, efficient and suitable for slow changing operating 
environments

Organic organisations: flexible adaptive and suitable for fast-changing or dynamic 
operating environment
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Leadership

Theories of 
Leadership

Personality , trait 
or quality

Styles

McGregor

Lewin

Blake & mouton

Contingency or 
Situational

Adair

Fiedler

Hersey & 
Blanchard

Transformational 
& Transaction

Bennis
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Leadership
Leadership 
comes about by:
• Election
• Emergence
• Appointment

Benefits of Leadership:
• Reduce employee dissatisfaction
• Create team spirit
• Develop skills and confidence in group
• Enlist support and co-operation outside 

the group

Skills of Leaders:
• Use Power effectively and responsibly
• Comprehend different motivating 

factors for individuals & situations
• Ability to inspire
• Act to develop climate conducive to 

responding to arousing motivations

Types of leader:
• Charismatic
• Traditional
• Situational
• Appointed
• Functional
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Management vs Leadership
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Personality vs Style Theories
Traits of Leadership in earlier studies
• Physical traits

– drive, energy, appearance, 
height

• Personality traits
– adaptability, enthusiasm, self-

confidence
• Social traits

– co-operation, tact, courtesy, 
administrative ability

Leadership Born Not Made. Qualities 
include:
• Above average intelligence
• Initiative
• Motivation
• Self Assurance and self Confidence
• Helicopter factor – ability to rise 

above situation
• Enthusiasm, sociability, integrity, 

courage, imagination, 
determination, energy, faith, virility

Style Theories:

• Autocratic/Authoritarian

• Democratic/participative

• Free Rein/delegative style
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Douglas McGregor – Theory X and Theory Y
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Kurt Lewin
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Blake & Mouton – Managerial Grid
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Fielder – Contingency Model
Identified 2 Styles of leadership:

1. Psychologically Distant Managers (Works best in extremely unfavourable or 
extremely favourable conditions)
• Formalise roles
• Withdrawn & reserved
• Prefer formal communication & consultation methods

2. Psychologically Close Managers (Works best in moderately favourable
conditions)
• Informal roles
• Informal contacts with staff 
• Person orientated

Most effective style determined by situation. Influenced by:
1. Leader/member relations
2. Task Structure
3. Leader position power
Leader can only be high one one aspect at a time.
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Transformational vs Transactional

BENNIS

RICHARD BOYD – Skills of a 
transformational Leader 
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Distributed Leadership 

Traditional leadership has been viewed or regarded as a role undertaken by a single 
individual who is responsible for a team of workers.

Distributive Leadership or Shared Leadership – is a form of leadership which spreads the 
role of leading the team among a number of team members, with power no longer 
solely residing with the appointed leader.

This approach allows team members to lead each other as they interact over time.

The presence of three elements will encourage  the creation of distributive leadership:

- All team members clearly understand the team’s main objective (shared purpose).
- The degree of social support (emotional and psychological) that team members 

provide each other.
- The level of involvement team members have in deciding how the team meets its 

objectives (voice)
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Leadership in virtual teams 

A virtual team is a team made of members with complementary skills working towards a
common purpose, but which is separated physically and must interact electronically.

The growth in the formation of virtual teams presents a further context in which leaders
may find themselves.

Challenges for leaders of virtual teams:
• Communication
• performance management
• cultural sensitivities
• Loss of control over employees actions during the working day, i.e. are people actually 

getting on with their work or not?
• It can easy to lose track of the progress that virtual team members have made with 

the tasks they have been assigned.
• The loss of daily contact that a leader may have with a team in a conventional work 

environment may have implications for the wellbeing of workers, and may result in 
feeling of stress and isolation.
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Leadership in virtual teams 

A virtual team is a team made of members with complementary skills
working towards a common purpose, but which is separated physically
and must interact electronically.

1. What could be the considerations that you will make as leader of a 
virtual team?

2. What sorts of skills do you think you would need to lead a virtual
team?
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Leadership in virtual teams 

Practical Considerations Comment

Technology To work effectively, it is incumbent on the leader to ensure 
that members are provided  with the necessary technologies 
to be able to communicate and submit completed work 
deliverables.

Increasingly supported through mechanisms including Skype, 
Teams, Zoom and the us of Cloud Computing and ensuring 
that team members have access to a designated IT Helpdesk.

Workload Leaders need to devise ways to help team members manage 
and structure their workload. This may require the use of 
work tracking software and individualised work plans that 
show which team member is working on a particular task.

Supervision The lack of regular , face to face interaction with the 
members of a virtual  team requires the leader to find an 
appropriate balance in the approach that they take to 
supervision. Avoiding the temptation to micro-manage will 
be crucial.
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Leadership in virtual teams 

Practical Considerations Comment

Communication Leaders need to facilitate opportunities to create team 
cohesion. How can this be done?

Leaders should encourage two-way communication, so that 
team members feel comfortable getting in contact not only 
with the leader but also with other team members.

Recruitment When forming a virtual team, the leader needs to give careful 
consideration not only to the technical skills of applicants but 
also to their suitability to working autonomously.
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Leadership in virtual teams 

A virtual team is a team made of members with complementary skills
working towards a common purpose, but which is separated physically
and must interact electronically.

Skills and attributes of virtual leaders:
• Strong communicator
• Good at developing relationships built on trust
• Good at delegating work
• Strong time management skills
• Sensitive to individual and cultural differences where team members 

are based in different countries
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Leadership and Ethics 

Business ethics is defined as the set of moral rules that govern how
businesses operate, how business decisions are made and how people
are treated.

A leader must display an ethical approach to everything that they do if
they want others to follow their actions.

Organisations must:

• create and maintain a strong ethical culture
• make embedding ethics throughout the organisation the role of all

managers
• ’tone from the top’
• ’tone from the middle’
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Leadership in context – Daniel Goleman
Style Description When suitable

Visionary Good communication skills, sees the 

big-picture and has a forward- looking 

focus. Inspires teams to shared goals.

The company or team needs to shift in a new 

direction.

Coaching Objective is to develop people for the 

future. Style is one-on-one and 

instructional

You have an employee with strong initiative 

who wants to develop professionally.

Affiliative Designed to create strong bonds 

between people. Gives positive 

feedback and promotes team building.

When there is a need to improve harmony, 

morale, communication and repair trust.

Democratic Builds consensus by encouraging 

participation

Most effective when direction is weak and 

the organisation can benefit from tapping into 

the skills, talents, and opinions of staff.

Pacesetting Leads by example and sets high 

standards

Can help motivate staff to achieve strict 

deadlines and tight schedules.

Commanding Military style where the leader 

demands compliance

Should be used only in crises requiring rapid 

redirection and change
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