Unit 4: Managing & Leading People
1.1. Managers o

-

| 4 . ety ®  FOCUS helps all employees “focus” on making continual
*ﬁ.rh the problems, improvements. Everyone is involved in problem solving
o9
i = Th P bl Find a problem
Management is the process through which company B Cvaliste E Em Organise the resources e.g. a team of employees who are

resources are used and decisions made in order to i resulbs A7 directly involved with the problem

t the obiecti fthe f T, Explose information
st bt L t &] g Imp amd creats ldeas. Clarify exactly what the problem is from a number of view

®

Managers will set objectives and decide how to go points

about achieving them @ Understand the possible variations in the problem and the

factors contributing to these e.g. the different levels of

The role of management includes: customer satisfaction based on previous experiences

O  Plannin,
8 i ® Select and test a solution
©  Organising =
4 Hazlld and
©  Monitoring and evaluating el Do e
3, Select the
O Reporting Eeest dia,

coordinating all of the resources

Rational Emotional . .
Planning required to achieve an outcome
Managers will be
i i Evaluative D s Innovative responsible for the efficient

allocation of resources
Resources must be
Practical Idealistic organised so that the correct

— quantity and quality are
- availablg ' i

A review of where the Where does the business
business is now. want to be in the future?
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1.2. Leaders RS
l:a-
Key terms: g%ﬁ*éncom CHEITETget s
; o L0l S Sales GrowthaRe tailicl

® Creating an inspiring business vision

A business vision is the core value and purpose of a business Lea d ers h | p
i.e. what it wants to achieve overall

This is normally presented in a mission statement - a mission M Otlvatlo n
statement is a written statement that states the purpose of . . '
an organisation Mission statement |
A mission statement provides a common focus for everyone R k .
within an organisation and hence a common sense of IS
direction .

N . ‘ Uncertainty
However having a written statement alone is not enough, it
requires a leader to be successful M

anagers

The vision must be lived from the top down A" a bout IeaderShi:

©  When faced with a decision subordinates will think “what
would x (the leader)” do in this situation?

Leadership is the ability to
influence and direct people in
order to meet the goals of a group
Leaders are those people that can

b

Building effective teams to implement the vision inspire and motivate pe0p|e to
A strong leader will surround themselves with people meet objectives
who:

o hare the vision Often leaders and managers are
Complement their skills one and the same person, but not
Challenge them all managers are leaders

Are team players

o O O

They will not surround themselves with “yes men”
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1.3. Leaders Vs Managers

Leaders Vs Managers:

It is important to distinguish between leaders and
managers. However, this is difficult to do.

In essence, leaders are those people that can inspire and
motivate people to meet objectives; managers will set
objectives and decide how to go about achieving them

Blake Mouton Managerial Grid

Transactional

Focus is on short-term planning, coordinating and

Responds to change rather than being proactive
Uses a system of rewards and punishments
Role of the subordinate is to obey

4
~

Transformatlonal

Leaders with a clear vision who are able to lead

organising. others to achieve the extraordinary.
Formal authority and place in the * Passionate, energetic and enthusiastic
organisational structure * Inspire others
Motivate subordinates by playing to theirself ~ + Supports every member in a team to achieve
interests their potential as well as the whole group to
Associated with a “telling style” achieve a successful outcome

Intellectual simulation - challenges the status quo
whilst encouraging creativity

Individualised consideration - supportive of and
encouraging to all team members

Inspirational motivation - shared passion and a
clear vision

Idealised influence - a role model who earns trust
and respect

Team leadership
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1.4. Changing environment
2242222

Changing business environment explained: Present or Desired State

*Change occurs when a business alters its t t t ' ' t t t

. Negative Forces Against Change
StrUCtU re, Slze or Strategy tO respond tO Resisiting Forces
internal or external influences i.e. the changing

environment Lewin’s model of change attempts to identify:
*Change may be necessary to help a business The balance of power between the two forces
meet its aims and objectives The key decision makers

*Change creates opportunities and threats Those people for the change and those against it
*Change should not be seen as bad but must be

managed carefully to ensure a business
maintains or increases its competitiveness as a
result Of the Change ©®  Change is often viewed as a complex project and therefore requires

project management

time2resources.co.uk

The activity of delivering the required change within a
predetermined set of resources e.g. time, personnel and finance

@  The people within a business are crucial to implementing and
managing change

®  Techniques include:
Identifying a project champion

©  The person responsible for driving a project forward and
gaining commitment

Establishing project group

© A group of specialists from different backgrounds who are
tasked with achieving the desired change

Gaining commitment from employees
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Organisational structure

2,1, Organisationa/ Structure Hierarchal structure

Flat structure

Tall Structure Matrix structure
Levels (Layers) of staff within an organisation Centralised
&b Decentralised
@ The levels of hierarchy within businesses will differ: L= 1’ '* 'F'
® tall and thin structures occur where each Efl‘l Flat Structure .
superior is responsible for a few subordinates '|"- e o "H:' #*‘iﬁ' Mz_anagmg
© this allows for closer supervision and Span Director

..-'I‘l
“n
I
£

Production
Manager

Finance
Manager

A AL TS i
communication between the two levels 1
. o \ & pbhP & .
© wide and flat means that each superior is |y "l}#
responsible for a large number of subordinates l l:':l %M#M*
© this requires greater delegation but fewer i L .* ek gwe "*H""* e )

levels allowing for quicker communication il i*i ':I-"' : #' m *
through the firm ! **ﬂ'#"t'*'l"t***‘ﬂt f'i'f
£ Railiy Mulolland 2018 Accounts Sales Production
Supervisor Supervisor supervisor

T Key definitions:
| T T | - Organisational design is the framework that
Centralisation is when the Decentralisation is when the Eronsary | | Ssesend | | Arcusig || - f80 provides a business with a structure to achieve its

responsibility for decision making | responsibility for decision making
is maintained, by a limited is delegated to a number of

objectives

ber of seni , at iddl throughout th Produt A PRt T ¢ . . . 2
the top of the hierarchy. | hierarchy. Mege - Organisational structure is the way in which the
*  Few decision makers * Delegates decision making et (SR { H { [ [ [ [ H
- Decisions are made by - Decions made ot many e workforce within a firm is organised, including job
those at the top of the levels within the hierarchy A roles and communication f/OWS
hierarchy * Frees up management time e T ; ) ) . .
+ Speeds up decision making * Provides motivation - Organisational charts provide a visual
* Maintains tight control * Reduces bureaucracy

* Bureaucratic

representation of the organisational structure

- A matrix structure is one where teams are put
together from different functional areas to work
on specific projects
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of Needs

2.2. Employee motivation L L

Esteem
Key terms:
Johnson and Scholes Cultural Web
SN O Motivation
Who and what are heroes/heroines?
Job enlargement
Internal control systems Stories Organisational ‘semiotics’ .
1 e \ o £ weeeeene - Job rotation Physilogical
£ ] Symbols or informal dress codes.
’ \ Job enrichment

=~ Culture 5= ) .
e Y I ‘” et Flexible working

This includes the formal Structure = Routines supposed to happen in given
organisational structure, and - situations and what's valued H
relationships that dictate whose Power by management. Te a I I I WO r kl n g
contributions are most valued. Structures

Pockets of real power & influence
over decisions, operations, direction.

® Goal setting is directly linked to motivation and task

This can include social power pe rformance
Expectancy theory believes that employees will be motivated to ® The willingness to work towards a goal is a key factor
behave in a set manner based upon what they believe (expect) influencing performance
the outcome will be
® Individuals will have different desires but ultimately their @ The effectiveness of goals is dependent upon:
performance will be affected by the ability to achieve the desired
rewards .
®  Clarity
This is based on three core elements:
© Valence ® Challenge
< Job satisfaction is a key factor leading to motivation The reward and degree of desire for that reward .
<+ Job satisfaction could be influenced both positively ®  Expectancy @  Commitment
i The belief in the relationship bet d effect i.e.
and negatively p;h’e":e;ng he relationstip between cause and effect Lo ® Feedback
Motivating factors Hygiene factors ©  Instrumentality ® Task complexity
. . . The belief that the desired outcome is obtainable and will be rewarded
* if present, lead to job + if present do not lead to
satisfaction and hence motivation but if absent
motivation lead to dissatisfaction

* achievement, recognition, * pay and benefits, company

Key definitions:

- Culture is sometimes described as “the way we do things around
here”

work, responsibility, policy, workplace
promotion and growth relationships, work
conditions, status and job

security

Motivation is the factors influencing the way people behave
Organisational culture: The values and standards shared by people
and groups within an organisation
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2.3. Factors affecting the performance of teams

Composition of teams:

A team is a group of two or more individuals,
acting interdependently to achieve objectives. e

Strategic decisions will impact on functional decisions ‘{"éxpe‘\ =

The composition of teams is the mix of R — /gﬁgrene:‘;‘:m
d|fferent types Of IndIVIdua|S that the team |S O Research into new markets ,ﬁpeten e am‘ﬂ()\'\\\
made up Of O Product development ,"ﬂtra"n‘“q te

redd
i SKILLS

The make up of the team, and the

O Raising finance to support growth What Sinas ta‘e 'ﬂf
I’e|atI0nShIpS between IndIVIdua|S W|th|n the O Proportion of long term funding that is debt Othe: M“‘\\t‘es t expeﬂ'/
. . p. . — EEENHES
team, has a significant bearing on the ©  Operations could \‘\aqem?are“ifri/
pe rforma nce outcome. O Relocating production abroad you add? \“\naeteﬂce//

O Outsourcing
Team members use their complementary skills, o Human resources

working collaboratively to achieve specific 0 Delayering or rationalisation

goals and improve the performance of the o Coreorperipheral workers R

business.

Personality types
@  The team will be made up of different personalities e.g.

o Social: emphasis is on building relationships. This helps build
cohesiveness within the group

o] Inquisitive: always asking questions and seeking answers from other
group members

o] Organise: emphasis is on structure e.g. of meetings and organising
future agendas

Harmonise: solves issues and tensions within the group

o] Facilitate: ensure that all members partake in discussion and decision
making
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3.1. Leadership

Theories of management and leadership styles
include:

Maslow’s Hierarchy of Needs

Self-actualisation
Higher
Self-esteem order
needs
Psychological needs
Safety needs / \
Physical needs /

| Herzberg’s Dual Factor Theory

The Tannenbaum Schmidt continuum-
Leadership model based on a spectrum

i
between two extremes of manager centred
. Motivating Factors Hygiene Factors
a nd SUbord|nate ce ntred a pproaCheS The presence of these factors helps | If these are absent they can cause
motivate workers. dissatisfaction. However, their
H 1 H 1 d t create satisfaction.
Recognises that in reality leaders are unlikely to T S L i St
be at either extreme but somewhere along the RPT— ——
® Recognition ® Company palicy
S peCtrU m . * Work ® Relationships
* Responsibility * Work conditions
* Promotion ® Status
* Growth * Job security
time2resources.co.uk
The Tannenbaum Schmidt Continuum
Degree of authority used
by management - . . French & Raven: Bases of Power
Position power is the power gained by a manager
based upon the position within the organisational
hierarchy _ 5
Degree of freedom given Szl i
to subordinates This is shown through their job title and job
description P
Manager-centred approach Subordinate-centred approach Defines the authority that the manager has over Expertise
g gt Manager Manager Manager Manager
takes and sells presents suggests presents explains, allows su bordinates
announces decision ideas and provisional situation defines team to
decisi ks fi decisi d devel . . .
ecision N e N B N e S R The degree of power and the position in the hierarchy
discussion before team to and decide are closely correlated
- making a make a on action

decision decision based

Referent Legitimacy ||

time2resources.co.uk
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3.2. Empowerment

What does the term empowerment
mean?

Herzberg suggests that individuals are motivated by challenging and meaningful
work, recognition, responsibility and achieving in the workplace. Empowerment
allows for all of these factors.

Effective motivation comes from the employee because they want to achieve.
Empowerment will increase:

Commitment

Empowerment is the delegation of [e] As employees want to achieve they will work harder to reach their
targets. This will lead to improved performance and improvements in
Lol . productivity
responsibility to employees, allowing Creatiity
H 1li+: (] Employees become more innovative as they immerse themselves in the
th e m to u Se t h e I r a b I I Itl es a n d h ave a task at hand, taking satisfaction at coming up with new ideas and solving
. . . . problems that help to address the issues. This too will improve
greate r Say | n the deC|S | on—ma k| ng process productivity as ideas help to reduce costs and improve quality
. Satisfaction
Of t h e b U S | n e S S . [o] A happy worker is a motivated worker. If an employee is given

responsibility they are more likely to feel wanted and recognised,
immersing themselves in the task at hand as they feel a sense of
ownership

‘Management control is reduced as greater trust is put into subordinates. If the

empowered worker does not have the ability to do the job properly this will
impact negatively on the business performance. This might lead to poor customer
service and worsen the reputatlon of the business. NP

Devolution of power means that authority has been delegated down the
hierarchy, from a superior to a subordinate. Although the subordinate is in charge
of decision making, it is the manager that is ultlmately responmble herefore, the
manager might fe is might a
devolve power, Iea di
mistakes as the:
A N B ! "
Willingness of employees to aocept responslblllty can be a significant problem.
This mlght be because they percewe that the rewards that go wnth the addltnonal

to acce| sy
intende outco -‘
organisation.
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4.1 Factors resisting organisational change

®  Organisations operate in dynamic markets meaning that they

constantly have to adapt to the needs of these markets L CUEEULIEIR  Cultural organisational change involves a transformation of thinking
culture is the within a business. It requires a change in the values and standards shared
®  This might be due to changes in: values and by employees.
Competition faced by the organisation cErREE
New technologies disrupting markets and the way in which businesses Leadership will have to create a vision that can be followed by all
process and produce products shared b\/ b . . P
) employees and is likely to be set out in the mission statement.
Trends or fashion people and
©  Changes may take place due to the: groups within Management will have to put a plan into place that allows for job roles to
External environment an be designated and the use of monitoring and reviewing to see whether

Internal environment organisation. change has been successful.

®  Types of change might include: Positive rewards e.g. financial incentives and promotion opportunities

Cultural and negative punishments e.g. coercion and disincentives might be used
Strategic to persuade employees to change.
Structural
Procedural
oce_ Kotter and Schlesinger’s Reasons for Resistance to Change
r L 3
3 “l got thist” » 8> -
¥ &
or. Commitment Prefer the Parochial
P ight not /—
Shock i . “Thiscantbe be so bad" @K status quo self interest
happening to me!”

Acceptance

Denial “This is so “Maybe . . .”
i

*\:L'“f; unfairl”

"Exploration

Different Misunderstanding
assessment and fear
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4.2. Implementing organisational change

Lewin’s Force Field Analysis

Driving Forces
Positive Forces for Change

$3333338

Present or Desired State

ettt

‘ Negative Forces Against Change

ADKAR stands for:

ADKAR was
developed by Jeff

Awareness of the need for change

Research in 1998.

to participate and support the change

Itis used to identify
RUECEL S  Knowledge on how to change
required in an
organisation and
how to drive this
change.

Resisting Forces

s Zresources.co.uk

Kotter and Schlesinger's Model for Overcoming Resistance to Change

Ability to implement required skills and behaviours Use these 3 models to discuss the

. X effectiveness of the ADKAR model

Reinforcement to sustain the change of change management.
Any gaps in

CCCESEL These are the five milestones an individual-needs to achieve

during the process [ 4 .
el if they are to change successfully. This can be applied to

ENCELRICEC I organisations as to implement organisational change
individual change must take place.

Financial constraints which impact the implementation of
organisational change:

Organisational change has financial implications with a number of costs.
These include:

Wage costs such as increased pay for rewarding workers and the cost of
covering employees undergoing training. Training costs such as buying

in experts, delivery materials and designing courses. The costs of
communicating the changes to employees including the time
undertaken to coordinate the changes. The organisation might
undertake a cost benefit analysis to ensure that the benefits of the
change outweigh the costs. This in itself will be expensive.



