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Leadership and management

understand the nature of
leadership and recognise the
key differences in leadership
styles

evaluate the effectiveness
of these styles to different
organisational situations

discuss whether successful
leadership results from
natural skills or is a
consequence of circumstances

apply the theories of Likert,
Fiedler, Blake and Mouton,
Tannebaum and Schmidt

understand the difference
between leadership and
management

explain the key functions of
management by referring to
theories of Fayol, Handy and
Drucker.

This chapter covers syllabus section 2.4

What makes a good leader?

Terry Leahy was until 2011 the chief executive of one of Europe’s largest
grocery stores — Tesco. It has over 350000 employees in 2000 stores in 13
countries worldwide. Leahy’s views on what makes a good leader are, there-
fore, important:

e ‘Communicate important things simply — avoid management jargon as it is
a barrier to understanding.’

e ‘Ensure that people in the company know what is expected of them and
how they can contribute to the company.’
‘As leader, the most important thing is what you cause other people to do
rather than what you do yourself’
‘Believe in people. I believe in the potential of staff. So I've never lost the
beliefthat people are capable of incredible things if you give them the confi-
dence and opportunity.

Leahy spent a week of each year in a Tesco store doing the work that store
workers perform. ‘I am reminded how hard people work and how well they
work. It’s good work and I learn a lot and I bring ideas back here to the office.’
His definition of a good leader is ‘someone who takes you further than you
would go on your own’.

Source: CNN and www.ebfonline.com

Points to think about:

What seems to make Terry Leahy such an
effective leader?

r—

Why do you think he puts so much emphasis
on ‘people” in his explanations of leadership?

Do you think there is a difference between
‘leading” people and ‘managing’ them? Explain
your answer.




Leadership and management

Leadership is a key part of being a successful manager. It
involves setting a clear direction and vision for an organ-
isation that others will be prepared to follow. Employees
will want to follow a good leader and will respond posi-
tively to them. A poor leader will fail to win over staff and
will have problems communicating with and organising
workers effectively. Most good managers are also good
leaders —but some managers are not. Managers who focus
on control of people and allocation of resources can fail to
provide a sense of purpose or focus that others will under-
stand and be prepared to follow. Without clear and charis-
matic leadership workers may be very well ‘managed’, but
will they be inspired to help the leader and the business
take a fresh direction and achieve new goals?

([ KEVTERM

leadership the art of motivating a group of people towards
achieving a common objective

There are four distinctleadership (or management) styles
(see also Table 13.1):

e autocratic (or authoritarian)

e democratic

o laissez-faire

e situational leadership.

AUTOCRATIC LEADERS

Autocratic leaders will take decisions on their own with no
discussion. They set business objectives themselves, issue
instructions to workers and check to ensure that they are
carried out. Workers can become so accustomed to this
style that they are dependent on their leaders for all guid-
ance and will not show any initiative. Motivation levels
are likely to be low, so supervision of staff will be essential.
Managers using this style are likely only to use one-way
communication - that is, they will issue instructions but
will not encourage any feedback from the workforce.

This style of management does have some applica-
tions. Armed forces and the police are likely to adopt this
approach, as orders may need to be issued quickly with
immediate response. Also, in crises, such as an oil tanker
disaster or a railway accident, leaders may have to take
full charge and issue orders to reduce the unfortunate
consequences of the incident. It would be inappropriate
to discuss these instructions with the staff concerned
before they were put into effect.

DEMOCRATIC LEADERS
Democratic leaders will engage in discussion with
workers before taking decisions. Communication links

will be established on the two-way principle, with every
opportunity for staffto respond to and initiate discussion.
Managers using this approach need good communication
skills themselves to be able to explain issues clearly and to
understand responses from the workforce. Full participa-
tion in the decision-making process is encouraged. This
may lead to better final decisions, as the staff have much
to contribute and can offer valuable work experience to
new situations. In the light of research by Herzberg, this
style of management should improve motivation of staff,
as they are being given some responsibility for the object-
ives and strategy of the business. Workers should feel
more committed to ensuring that decisions that they have
influenced are put into effect successfully. Employing the
democratic approach can be a slow process, however, and
this could make it unsuitable in certain situations.

LAISSEZ-FAIRE LEADERSHIP

Laissez-faire literally means ‘let them do it’ — or allow
workers to carry out tasks and take decisions themselves
within very broad limits. This is an extreme version of
democratic management. There will be very little input
from management into the work to be undertaken by
subordinates. This style could be particularly effective
in the case of research or design teams. Experts in these
fields often work best when they are not tightly super-
vised and when they are given ‘free rein’ to work on
an original project. Many scientific discoveries would
have been prevented if the researchers concerned had
been restricted in their work by senior management. In
other cases, a laissez-faire management style could be a
disaster. Leaving workers to their own devices with little
direction or supervision might lead to a lack of confi-
dence, poor decisions and poor motivation as they are
never sure if what they are doing is ‘right’.

SITUATIONAL LEADERS

This type of leader will adapt their style of leadership
to the task or job that needs to be undertaken and the
skills and experience of the group being led. If the group
contains workers who lack specific skills and are unable or
unwilling to accept responsibility for the task, then a high
level of directive leadership will be needed. If, however, the
workers are experienced and willing and able to perform
atask and take responsibility for it, then a more participa-
tive or democratic style of leadership will be appropriate.

' KEY TERMS

autocratic leadership a style of leadership that keeps all deci-
sion-making at the centre of the oganisation

laissez-faire leadership a leadership style that leaves much of
the business decision-making to the workforce - a ‘hands-off’
approach and the reverse of the autocratic style
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situational leadership effective leadership varies with the task
in hand and situational leaders adapt their leadership style to
each situation

democratic leadership a leadership style that promotes the

active participation of workers in taking decisions

Effectiveness of leadership styles

There is not one leadership style which is best in all
circumstances and for all businesses. The style used will

depend on many factors including:

e the training and experience of the workforce and the
degree of responsibility that they are prepared to take on

e the amount of time available for consultation and
participation

e the management culture and business background of
the managers, e.g. whether they have always worked
in an autocratically run organisation

e personality of managers — do they have the confidence

and strength of character to lead by persuading and
motivating people to follow them or must they hide

needs to be done?

behind the authority of their role to ‘dictate’ what

e the importance of the issue — different styles may be

used in the same business in different situations. If there

is great risk to the business when a poor or slow deci-
sion is taken, then it is more likely that management will
make the choice in an autocratic way.

Autocratic @ Leader takes all decisions. ® Demotivates staff who want @ Defence forces and police where
® Gives little information to staff. to contribute and accept quick decisions are needed and
® Supervises workers closely. responsibility. the scope for “discussion” must be
@ Only one-way communication. @ Decisions do not benefit from staff limited.
® Workers only given limited input. In times of crisis when decisive
information about the business. action might be needed to limit
damage to the business or danger
to others.
Democratic ® Participation encouraged. @ (Consultation with staff can be time Most likely to be useful in
® Two-way communication used, consuming. businesses that expect workers to
which allows feedback from staff. | ® On occasions, quick decision- contribute fully to the production
® Workers given information about making will be required. and decision-making processes,
the business to allow full staff @ Level of involvement - some thereby satisfying their higher-
involvement. issues might be too sensitive, order needs.
e.g. job losses, or too secret, e.g. An experienced and flexible
development of new products. workforce will be likely to benefit
most from this style.
In situations that demand a new
way of thinking or a new solution,
then staff input can be very
valuable.

Laissez-faire ® Managers delegate virtually all e Workers may not appreciate the When managers are too busy
authority and decision-making lack of structure and direction in (or too lazy) to intervene.
powers. their work - this could lead to a May be appropriate in research

@ Very broad criteria or limits might loss of security. institutions where experts are
be established for the staff to ® Lack of feedback - as managers more likely to arrive at solutions
work within. will not be closely monitoring when not constrained by narrow

progress - may be demotivating. rules or management controls.

Situational ® Style of leadserhip used will ® Varying the style of leadership By allowing flexibility of

depend on the nature of the task
and the work group’s skills and
willingness to accept responsibility.

Table 13.1 Summary of leadership styles

may be difficult for some workers
to accept and they may become
uncertain of how they will be led
in different situations.

leadership style, different
leadership approaches can be used
in different situations and with
different groups of people.
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ACTIVITY 13.1
Read the following case study and then answer the
questions that follow.

Disaster at the bakery

The fire at the bakery was a disaster for T & S Provisions
Ltd. Eli Tarranto, the chief executive, had been the first one
to be called by the fire services officer, at 3 a.m. ‘The whole
building is up in flames - we have not been able to save
anything,” he had shouted down the phone. The next day,
as Eli waited for his staff to turn up for work outside the
burnt-out bakery, he was starting to form a plan. He had
already contacted his friend who owned a small competing
bakery and the estate agent from whom he had bought
the land for the bakery four years ago. The bakery owner
agreed to allow Eli to use one of his spare ovens if he sent
his own workers to operate it. This would give him about
50% of his normal capacity. The estate agent suggested
that Eli rent an empty depot on the other side of town for
three months. He thought it would take around two weeks
to have this equipped as a temporary bakery.

When workers started to arrive, Eli gave them clear
instructions. They were shocked by the state of the
building, but they seemed willing to help in this crisis. Six
of them were sent to the friend’s bakery to start organ-
ising production. Two were sent to the estate agent to pick
up keys for the depot and had instructions to start cleaning
the premises. The remaining three workers were to help
Eli salvage what he could from the office records of the
burnt-out building. Before this could start, Eli telephoned
all of his major customers - he did not leave it to his sales
manager - to explain the extent of the problem and to

Democratic leadership is increasingly common, for a
number of reasons. Working people are better educated
than ever before and have higher expectations of their
experience from work — they expect higher-level needs
to be partly satisfied at work. Many managers have real-
ised that the rapid pace of change at work, as a result of
technological and other factors, has increased the need
to consult and involve workers in the process of change.
People find change less threatening and more acceptable
if they have been involved in some meaningful way in
managing it. Despite these factors many managers will
still avoid consultation and staff participation, perhaps

promise that some production would be back on stream
as soon as possible. He then contacted suppliers to inform
them of the disaster, to reduce order sizes and give them
the new, temporary address for deliveries.

— Feilding  Bakery — )
L HOT BREAD Squ?___—l-

Even the most ‘democratic’ leader may act in authoritarian ways
when dealing with a disaster that requires a quick response

15 marks, 23 minutes
1 Identify the management roles that Eli seems to
have demonstrated in this case. [4]

2 What leadership style did Eli seem to be employing
in the case? Explain your answer. [3]

3 Discuss whether this was the appropriate style of
management to apply in this situation. [8]

because they find it very difficult to adapt to these ways.
Others may so doubt their own ability to discuss and
persuade that they would rather issue instructions that
do not allow for any feedback from staff.

| EXAMTIP

When answering a question based on ‘the best’ or ‘most appro-
priate” leadership style, remember that this will depend on the
nature of the task being performed, the importance of it and the
skills and experience of the workers being led.
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ACTIVITY 13.2

12 marks, 21 minutes

Identify what might be the most appropriate leadership
style to adopt in each of the following situations. Explain
and justify your answer in each case:

a Training of staff in applying the company’s ethical code
of conduct.

b Trying to find a solution to a long-standing quality
problem on a bread production line.

¢ An oil company responding to an environmental
disaster resulting from a spillage involving one of its
tankers.

d Teams of IT software designers working on major
new IT developments. [12]

[ H) HiGHER LEVEL

Many studies have been conducted on this point - some
argue that leaders are ‘born’ with natural assets that
createan auraor charisma thatothers willfind appealing.
This is the essential idea behind trait theory. This theory
suggests that effective leaders are in some ways naturally
different from other people. A number of personal char-
acteristics have been identified as being common among
effective leaders including:

e a desire to succeed and natural self-confidence that
they will succeed

e ability to think beyond the obvious - to be creative —
and to encourage others to do the same

e multi-talented enabling them to understand discussions
about a wide range of issues affecting their business

e incisive mind that enables the heart of an issue to be
identified rather than unnecessary details.

Notallleadersormanagerswillhaveall of theseimportant
characteristics. Other research is more inclined to
support the view that leaders can be trained to adopt the
key attributes of good leadership. Indeed, critics of trait
theory argue that it ignores the impact of life’s experi-
ences on the quality of leadership.

LIKERT’S FOUR LEADERSHIP STYLES
Likert identified the following four main styles of
leadership, which focus on how decisions are taken

by management and the degree to which people are
involved in decision-making:

1 Exploitative authoritative — the leader shows little
concern for employees and their views, and adopts
threats and other fear-based methods to ensure
staff conform with decisions. Communication is
almost entirely one-way and downwards through
the organisation.

2 Benevolent authoritative — a combination of central-
ised decision-making with concern for other people.
The leader uses rewards to encourage good perform-
ance. There is some two-way communication -
but perhaps staff will only say what they think the
manager wants to hear. There may be some delega-
tion of decision-making, but the leader will take the
decisions on all major issues.

3 Consultative — the leader makes genuine efforts to
listen to the views of others, but decision-making is
done centrally. This style must not be confused with
a truly participative style — although employees are
consulted, their opinions may be ignored.

4 Participative — the leader makes full use of participa-
tive methods of decision-making. There is genuine
involvement of people lower down the organisation in
decision-making, and there tends to be closer working
between people across the organisation.

FIEDLER’S CONTINGENCY THEORY

This theory shows the relationship between a leader’s
style and group performance under differing situ-
ations. It is based on determining the most appropriate
and effective leader style (or orientation) as the business
situation changes from low to moderate to high control.
Fiedler identified two broad types of leader orientation —
relationship-orientated and task-orientated. He clas-
sified leaders into these categories depending on their
‘score’ on a sliding numerical scale — known as the LPC
(least preferred co-worker) scale — depending on whether
the leader is unfriendly (1) or friendly (8), hostile (1) or
supportive (8) and so on. A high LPC score indicates a
relationship-orientated leader, who is concerned with
personal relations, heading off conflict and sensitive to
the feelings of others. A low LPC score suggests a task-
orientated leader, who is eager and impatient to get on
with the job and has a no-nonsense attitude to getting the
job done.

BLAKE AND MOUTON MANAGERIAL GRID
Blake and Mouton proposed the notion of a managerial
grid containing five management or leadership styles

3
e
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based on the leader’s relative concerns for people
(e.g. considering the needs of team members) or produc-
tion (e.g. emphasis on objectives and high productivity):

1 Country club leadership — the leader is concerned
about the needs of the team, e.g. are they happy and
secure? It results in a relaxed work environment but
one where production suffers due to lack of direction
and control.

2 Produce or perish leadership - the leader views
employee needs as secondary to production targets.
Decisions are taken autocratically and fear of punish-
ment is considered to be the best way to motivate
workers.

3 Middle of the road leadership - this style is a balance
between the two competing concerns of people and
production. Neither people nor production needs
are fully met, which is typical of a compromise
position. Leaders using this style settle for average
performance.

4 Impoverished leadership - this leader is the least
effective. There is neither a concern for getting the job
done or for meeting the needs of team members. The
result is dissatisfaction and disorganisation.

5 Team leadership - the Blake/Mouton model defines
this as the pinnacle of leadership styles. If workers are
involved in understanding organisational purpose
and determining objectives, they will be committed
to, and have a stake in, the success of the organisa-
tion. This creates a team environment which satisfies
both people’s needs and production targets.

Blake and Mouton’s grid is shown in Figure 13.1.

TANNENBAUM AND SCHMIDT - A LEADERSHIP CONTINUUM
These two writers developed a continuum of control and
decision-making, shared between leader and followers.
Atone extremeis the use of aleader’s authority with little
participation; at the other is freedom for subordinates
with limited input from the ‘boss’. At all points on the
continuum both the leader and the followers have some
control. The amount of control each party has depends
on the leader’s assessment of the degree of responsibility
that the followers are able and willing to take on. To start
with, the leader has most of the control over decision-
making but gradually passes this over to the subordi-
nates as they develop their capability, commitment and
maturity. Tannenbaum and Schmidt argued that while
the general trend is to pass control to followers, leaders
can retrieve some if an emergency situation arises for
which the subordinates have no experience.

{ KEYTERM

manager responsible for setting objectives, organising
resources and motivating staff so that the organisation’s aims
are met

Table 13.2 summarises some of the key differences
between leaders and managers.

Motivating and inspiring others | Directing and monitoring others

Innovators who encourage Problem-solvers

others to accept change

Stems from personal qualities
or traits

official position of responsibility
in the organisation

Natural abilities and instincts

Skilled and qualified to perform
role

Believes in doing the right
thing

Believes in doing things right

Respected and trusted by
followers - they want to follow
because of leader’s personality

Listened to by others because
of status - not necessarily
because of personality

Creates and develops a culture
of change

Accepts and conforms to the
‘norms’ of the organisation

Table 13.2 Differences between leaders and managers

A
High | Country Team
club leader
<@
a
o
Q
a
S Middle
c of the road
g
c
o
(]
Low | Impoverished g:(‘))ilrjicsi
Low  concern for production  High

Managers ‘get things done’ - not by doing all jobs them-
selves but by working with and delegating to other

Figure 13.1 Blake and Mouton’s managerial grid of leadership styles people. The key functions of management are common
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to all managers in any size of organisation. These are
best explained by reference to some of the best-known
management writers, such as Handy, Fayol and Drucker.
For example, Henri Fayol suggested the following:

1 Setting objectives and planning - all good managers
think ahead. Senior management will establish overall
strategic objectives and these will be translated into
tactical objectives for the less senior managerial staff.
The planning needed to put these objectives into effect
is also important. A new production or marketing
objective will require the planning and preparation of
sufficient resources.

2 Organising resources to meet the objectives — this is
not just about giving instructions. People throughout
the business need to be carefully recruited and

ACTIVITY 13.3

Allstyles department store

Rebecca Allahig’s working day was busy and varied. She
had recently been appointed general manager of the
Allstyles department store. It had ten departments selling
a wide range of products from men’s and ladies’ clothing
to carpets, furniture and electrical goods. A film crew from
the local TV company had asked if they could film a typical
working day for a programme they were making about
different people’s working lives. Rebecca agreed and the
ten-minute programme used six different clips of film with
Rebecca involved in the following activities:

1 Meeting with all departmental managers to explain the
store’s pricing and promotional strategy for the next
‘End of season sale’. At this meeting she expected all
managers to inform staff of the agreed price reductions
and the way in which goods should be presented in
the sale so that consumers would have clear messages
about the promotion.

2 Attending a planning meeting with senior executives
from head office to agree the 12 monthly sales targets
for the store. Rebecca explained that the opening of a
competitor’s store nearby was a factor that should be
taken into account.

3 Presenting three shop workers with ‘Reach for the
stars’ badges for outstanding sales records over the
last month. She had her picture taken with them for
publication in the store’s internal newspaper.

encouraged to take some authority and to accept some
accountability via delegation. Senior managers will
ensure that the structure of the business allows for a
clear division of tasks and that each section or depart-
ment is organised to allow them to work towards the
common objectives.

Directing and motivating staff - this involves guiding,
leading and overseeing of employees to ensure that
organisational goals are met. The significance of
developing staff so that they are motivated to employ
all of their abilities at work is now widely recognised.
This will make it more likely that organisational aims
are achieved.

Co-ordinating activities — as the average size of busi-
ness units increases, which is especially true for
multinationals, so the need to ensure consistency and

4 Reviewing the poor performance of the electrical
products division with the manager. Poor staff absence
figures had contributed to this problem and Rebecca
suggested that the manager should attend additional
training sessions on staff motivation and monitoring of
staff performance.

5 Meeting with builders, architects and planners to
discuss progress on the new store extension. Rebecca
was concerned that they were not working together
closely enough and the project could fall behind
schedule.

6 Settling a dispute between two departmental
managers over which department should be able to
stock a new electronic exercise bicycle - sports or
electrical goods? It was agreed that it could not appear
in both because of lack of space, so sports would stock
it for six months next to gym equipment. Sales would
be monitored closely and if it did not do well, then
relocation might be possible.

20 marks, 35 minutes
1 Identify all of the different management functions

that Rebecca fulfilled during this busy day. [6]

2 Outline the personal characteristics that you think
Rebecca needed to carry out all of these roles
successfully. [6]

3 Examine the problems that this store might
encounter if Rebecca was not an effective manager. [8]

_
>
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co-ordination between different parts of the organ-
isation increases. The goals of each branch, division,
region and even all staff must be welded together to
achieve a common sense of purpose. At a practical
level, this may mean avoiding the situation where two
divisions of the same company both spend money
on research into the same new product, resulting in
wasteful duplication of effort.

Controlling and measuring performance against
targets — management by objectives establishes
targets for all groups, divisions and individuals. It is

Sets objectives — setting goals for the group and
deciding what work needs to be done to achieve them.
Organises — managers divide the work into manage-
able activities and select staff to perform them.
Motivates and communicates — managers create a
team and communicate with them to achieve inte-
gration.

Measures — managers set yardsticks and targets and
use them to appraise and interpret performance.
Develops people - in knowledge-based companies
this is of crucial importance as people are the most

management’s responsibility to appraise perform-
ance against targets and to take action if underper-
formance occurs. As Herzberg points out, it is just as
important to provide positive feedback when things
are going right.

CHARLES HANDY

Charles Handy’s views on leadership and the skills
needed by good leaders can be summarised by the
following extract:

The word ‘leadership’ is beginning to replace
‘management’. We are not able to use people like
other resources. Today’s new workers have minds of
their own and have to be persuaded rather than told
what to do. They have to be led rather than managed
and that’s very difficult and very different. In the past,
management studies concentrated on analytical
skills — analysing the future, analysing the market,
analysing the cost — and the idea was if the analysis
was right, then the plans could be put into action.
Now a new set of softer skills are needed, skills to get
people committed and excited. I like to talk about the
‘e’ factors in organisational leadership, ‘¢’ meaning
all the words that start with ‘e’, like excitement, effer-

important asset.

THEORY OF KNOWLEDGE

An almighty row in the workplace could help creative
thinking if properly managed, according to new research.
So does a consensual attitude strangle what you're trying
to achieve? If you are reading this at work, look around you.
Is there anyone you really want to shout at? Now could be
your chance to do so, safe in the knowledge that it’s good
for dealing with the task at hand. New research suggests
that companies would prosper by encouraging a robust
exchange of ideas, even if this descends into a heated argu-
ment, because in this way policy and vision are constantly
innovated and improved.

Source: www.news.bbc.co.uk

Examine the role emotion plays in the effective management

of a business.

vescent, enthusiasm, energy. These skills are far more
difficult to teach in classrooms.

To carry out these functions managers have to undertake
many different roles. In The Nature of Managerial Work
(1973), Henry Mintzberg identified ten roles common to the

Source: From an interview with Charles Handy by work of all managers. These are divided into three groups:

Jean-Louis Maxim (http:/laurora.icaap.org/index.

phplauroralarticlelview/52) 1 interpersonal roles — dealing with and motivating

staff at all levels of the organisation
informational roles — acting as a source, receiver and
transmitter of information

3 decisional roles — taking decisions and allocating
resources to meet the organisation’s objectives

PETER DRUCKER

Peter Drucker is one of the best-known management
writers of the twentieth century. He divided the job of
manager into five basic tasks:

Mintzberg’s managerial roles are set out in Table 13.3.



Figurehead Symbolic leader of the organisation Opening new factories/offices
Hosting receptions
Giving important presentations
Leader Motivating subordinates Any management tasks involving subordinate staff
Selecting and training other managers/staff
Liaison Linking with managers and leaders of other Leading and participating in meetings

Monitor (receiver)

divisions and other organisations

Collecting data relevant to the business’s
operations

Correspondence with other organisations

Attending seminars, business conferences, research groups,
reading research reports

Disseminator

Sending information collected from external
and internal sources to the relevant people
within the organisation

Communicating with staff within the organisation using
appropriate means

Spokesperson

Entrepreneur

Communicating information about the
organisation - its current position and
achievements - to external groups

Looking for new opportunities to develop the
business

Presenting reports to groups of stakeholders (e.g. annual
general meeting) and communicating with the media

Encouraging new ideas from within the business and holding
meetings to put new ideas into effect

Disturbance handler

Responding to changing situations that may
put the business at risk

Taking responsibility when threatening
factors develop

Taking decisions on how the business should respond to
threats, such as new competitors or changes in the economic
environment

Resource allocator

Deciding on the allocation of the
organisation’s financial, human and other
resources

Drawing up and approving estimates and budgets
Deciding on staffing levels for departments

Negotiator

Representing the organisation in all

Conducting negotiations and building up official links between

important negotiations, e.g. with government

Table 13.3 Managerial roles according to Mintzberg

the business and other organisations

—a
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| OVER TO YOU

REVISION CHECKLIST
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Explain what you consider to be three functions of
managers.

Outline two personality characteristics that you think
are important for a successful leader to have.

Explain the autocratic (authoritarian) style of
management.

Under what circumstances might this style of
management be necessary?

Under what circumstances would the laissez-faire
style not be an appropriate style of management?
Explain the differences between democratic and lais-
sez-faire leadership styles.

Would all workers prefer to operate under democratic
management? Explain your answer.

Explain how the manager of a multinational business
operating in your country could demonstrate four of
Mintzberg’s roles of management.

Give examples to explain why one manager may need
to adopt different styles of management in different
circumstances.

Contrast the views on leadership and management of
Henri Fayol and Charles Handy.

REVISION ACTIVITY
Read the case study below and then answer the questions
that follow.

Leadership styles at McNuggets

Every single activity of the workers is laid down in company
regulations. For example:

e all customers to be greeted with the same welcome

e chicken nuggets to be cooked for exactly two minutes in oil at

100 degrees C

a portion of French fries to contain 150 grams, to be salted
with 10 grams of salt and to be kept for no more than five
minutes before sale - they would then have to be disposed of
staff to be trained to specialise in undertaking two tasks within

the restaurant.

The managers at McNuggets believe they have ‘thought

of everything” and that workers do not have to show
initiative - there is a set procedure to deal with any problem.
Workers are well looked after. The pay rate per hour is
competitive, there are free uniforms and staff meals, and
bonus systems are paid to staff who, in the manager’s view,
have given the best customer service each month. Regular
meetings are held at which information about branch
performance is discussed with the staff. They are encouraged
to air their views but are told that they cannot, under any
circumstances, change the method of working laid down by
McNuggets head office. Despite what the managers consider
to be good working conditions, the staff turnover is very high
and absenteeism is a problem.

30 marks, 45 minutes

McNuggets, one of Asia’s largest chains of fast-food restau-
rants, has established a reputation for cheap meals of
consistent quality with rapid customer service. Research
surveys suggest that the public appreciate that, no matter
which restaurant they are in, they can always depend on
buying exactly the same range of dishes, at similar prices
with the same quality standards. This reputation is built on

a very detailed training programme for staff - failure to pass
the end-of-course test or failure to observe the methods and
work practices taught would lead to demotion or dismissal.

1 Which style of leadership/management seems to be

used at McNuggets? Justify your answer. [4]

Using your knowledge of leadership styles, how would
you account for the apparent low levels of motivation
at McNuggets restaurants? [8]

Analyse how a different leadership style might improve
motivation of staff within these restaurants. [8]

To what extent is the style of leadership used at
McNuggets appropriate for a business such as this?  [10]



2 HUMAN RESOURCES

EXAM PRACTICE QUESTION
Read the case study below and then answer the questions
that follow.

20 marks, 35 minutes

CATERING AT LE MENU 1 Explain the types of leadership

Le Menu is a catering company, which was founded in 2003 by style Pierre and Oscar most closely
brothers Oscar and Pierre Decaux. The business specialises in represent. 6]
prpviding high—ql.mllity .catering for corporate ho.spitality and 2 Analyse the possible reasons why

private clients. This {sahlgh—pressure operation. A client company Le Menu overspends on food. [6]
will, for example, hire Le Menu to cater for 200 guests at a race

meeting. This will involve setting up a mobile kitchen at the 3 Discuss the advantages and

racecourse the day before the event and then producing 200 five- disadvantages to Le Menu of Oscar’s
course meals, along with canapés and drinks on the day. Apart style of leadership. (8]

from Oscar and Pierre the business has four other permanent
staff including a head chef, an assistant chef, an administrative
assistant and a driver. When Le Menu is catering a large function,
such as the racecourse event, it hires temporary staff from an
agency. Some of the temporary staff will have regularly worked
for Le Menu, but often there will be new staff as well.

Oscar is a tough, direct manager, who tells workers exactly
what he wants and then expects them always to meet his high
standards. If not, he is quick to let them know; he has a reputation
for dismissing temporary workers part way through an event.
Pierre is much calmer, preferring to consult with his staff. While
Oscar takes the lead during events, Pierre is more involved with
strategy. Pierre will, for example, work with Le Menu’s chefs on
the type of food to prepare for an event.

Le Menu currently faces two major problems:

e It struggles to recruit agency staff because temporary
workers do not like Oscar’s management.

e The company often overspends on food at its catering events.




