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CIPS Managing Teams and Individuals 58 8 L5SM1 X5k & (Q32-Q37):

H #32
Explain the 2 factor hygiene theory' of motivation and how this can affect the motivation of employees within an organisation (25

points).
Ef#:

fEE L.

See the Explanation for Detailed Answer

Explanation:

The Two-Factor Hygiene Theory, developed by Frederick Herzberg, explains what drives employee satisfaction and dissatisfaction
at work. Herzberg argued that there are two categories of factors that affect motivation.

The first category is Hygiene Factors. These are extrinsic elements such as pay, working conditions, company policies, job security
and supervision. If these are poor or absent, employees become dissatisfied. However, their presence alone does not create
motivation - they simply prevent dissatisfaction. For example, in procurement, if buyers do not have fair pay or adequate systens,
they will feel frustrated, but improving pay alone will not guarantee enthusiasm or creativity.

The second category is Motivators. These are intrinsic to the job itself, such as achievement, recognition, responsibility,
advancement, and personal growth. When present, these factors actively increase motivation and job satisfaction. For instance,
giving a procurenment professional ownership of a supplier relationship, recognising their success in a negotiation, or offering training
opportunities can significantly boost motivation.

The impact of Herzberg's theory on motivation is significant. Managers cannot rely only on hygiene factors like pay and working
conditions to motivate staff. These need to be in place to avoid dissatisfaction, but true motivation comes from providing meaningful
work, opportunities for growth, and recognition.
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In practice, this means managers should:

Ensure hygiene factors are adequate (fair pay, safe environment, supportive policies).

Focus on motivators such as giving responsibility, offering progression pathways, and recognising achievement.

Design jobs with variety and challenge, rather than only repetitive tasks.

Encourage intrinsic motivation through empowerment and involverment in decision-making.

In procurement and supply, applying Herzberg's theory could mean ensuring staff have reliable systems and clear processes
(hygiene), while also providing opportunities to lead supplier negotiations, recognise cost savings achieverments, or involve staff in
strategic sourcing projects (motivators).

In conclusion, Herzberg's Two-Factor Theory shows that avoiding dissatisfaction through hygiene factors is not enough. Managers
must also provide motivators to create true engagement and drive performance. For procurement leaders, balancing both sets of
factors is essential for building high-performing, motivated teamns.

HM #33
What is a 'psychological contract'? (5 points). Discuss the factors that can influence this and how an employer can protect the
psychological contract from being broken (15 points)

Ef#:
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See the Explanation for Detailed Answer

Explanation:

A psychological contract refers to the unwritten and informal expectations that exist between employer and employee, beyond the
formal employment contract. It is built on perceptions of fairness, trust, and mutual obligation. For example, an employee may expect
career development, recognition and fair treatment, while the employer expects loyalty, commitment, and discretionary effort. Unlike
a legal contract, it is subjective, evolving, and deeply influenced by organisational culture and management behaviour.

Several factors influence the strength of the psychological contract. Leadership style is crucial: a participative, empowering approach
helps employees feel valued, while autocratic or inconsistent leadership weakens trust. Organisational culture also plays a role; a
supportive, ethical culture creates fairness, whereas a toxic or discriminatory environment erodes confidence. Commumication is
another factor - transparent and honest messages during performance reviews or organisational change maintain alignment of
expectations, whereas misinformation or silence damages the relationship. Reward and recognition are key, since inconsistencies in
promotion or pay may create perceptions of unfairness. Work-life balance and flexibility also matter, particularly in modern hybrid
workplaces. Finally, opportunities for development such as training, mentoring, or exposure to new projects sustain the sense of
reciprocal value between employer and employee.

Employers can take several steps to protect the psychological contract from being broken. Firstly, clear commumication of job roles,
objectives and expectations reduces misunderstandings. Fair and consistent treatment across employees ensures equality and avoids
resentment. Involving employees in decision-making through surveys or consultation gives thema voice and strengthens commitment.
Employers should also invest in people through coaching, mentoring and career development pathways, demonstrating a long-term
mterest in their growth. Recognition of achieverment, both financial and non-financial, reinforces the sense of value. When
organisational changes occur, managers should follow good change management practice, such as Lewin's three-step model or
Kotter's stages, to ensure transparency and inclusion. Finally, ethical and values-driven leadership is vital, as trust is easily broken if
managers behave dishonestly or fail to live up to organisational values.

For example, in a procurement setting, if a buyer is promised involvement in international supplier negotiations but never receives the
opportunity, the psychological contract is broken, potentially leading to disengagement or resignation. Employers can prevent this by
giving realistic job previews, following through on commitments, and offering development opportunities aligned to employees'
expectations.

In conclusion, the psychological contract is a powerful but fragile element of the employment relationship. It is influenced by
leadership, culture, communication, rewards, and development opportunities. By maintaining fairness, clarity, recognition, and open
dialogue, employers can protect and strengthen this contract, leading to higher engagement, motivation and retention of talent.

HH #34
Discuss 4 factors that make up the individual and 3 different ways a manager can lead a team (20 points)

Ef#:

A -

See the Explanation for Detailed Answer

Explanation:

Understanding individuals is crucial for effective leadership. People bring unique qualities to the workplace, which influence how they



behave, perform, and interact. Four important factors that make up the individual are as follows.

Firstly, personality plays a major role. Traits such as extroversion, conscientiousness, or openness (from models like the Big Five)
influence how individuals communicate, make decisions, and fit into teams. For example, an extrovert may thrive in negotiation roles,
while an introvert may excel in analytical procurement tasks.

Secondly, attitudes and values shape how individuals respond to work situations. Values around ethics, sustainability, or faimess can
influence motivation and alignment with organisational culture. In procurement, a professional with strong ethical values may be more
resistant to corruption risks.

Thirdly, perception and motivation affect behaviour. Individuals interpret situations differently, and motivation theories such as
Maslow, Herzberg or McGregor's Theory X/Y show how personal drivers impact performance. Some may be motivated by pay,
others by recognition or career development.

Finally, abilities and skills define what individuals can contribute. These include technical competencies, problem+solving skills, and
interpersonal abilities. A skilled negotiator, for exanple, adds significant value to a procurement team.

Managers nust also choose effective ways to lead teams. Three common approaches are:

Autocratic leadership - where the manager makes decisions without consulting the team. This can be effective in crises or routine,
highly regulated tasks (e.g., compliance procurement), but risks low morale if overused.

Democratic or participative leadership - where managers involve team members in decision-making, This improves engagement,
creativity, and buy-in. For example, involving procurement staff in category strategy development can generate stronger results.
Laissez-faire leadership - where the manager provides minimal direction, allowing the team high autonomy. This works well when
teams are highly skilled and self-motivated, but may cause confusion if individuals lack experience.

In conclusion, individuals are shaped by their personality, values, perceptions/motivations, and skills, all of which affect their
workplace performance. Managers can choose between autocratic, democratic, or laissez-faire leadership depending on the
situation. Successful leaders adapt their style to the individuals and teams they manage, ensuring both high performance and
motivation.

B #35
Describe 5 stages of the lifecycle of a group (25 points).

Ef#:
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See the Explanation for Detailed Answer

Explanation:

The lifecycle of a group is often described using Tuckman's Five Stages of Group Development. This model explains how groups
evolve over time, moving from initial formation to effective performance. The five stages are as follows:

1. Forming;

At this stage, the group is coming together for the first time. Members are polite, cautious, and uncertain of their roles. There is little
conflict, but people look to the leader for guidance. For exanple, a new procurement project team might be established to source a
new supplier. At this point, roles are unclear, and members rely on the manager to set objectives.

2. Storming;

As individuals begin to assert themselves, conflict offen emerges. Differences in working styles, personalities, or priorities can lead to
tension. In procurement, this might involve disagreements between finance and operations about whether to prioritise cost savings or
quality. The leader's role here is to manage conflict and keep the team focused on objectives.

3. Norming;

Once contflicts are resolved, the group begins to establish shared norms, values, and ways of working, Roles and responsibilities
become clearer, and collaboration improves. In a procurement context, the team may agree on supplier evaluation criteria and work
more cohesively to achieve sourcing outcores.

4. Performing:

The group is now fully fimctional and works effectively towards its goals. Members trust each other, communication flows well, and
productivity is high. For example, the procurement team may now run tendering processes efficiently, negotiate with suppliers, and
deliver strong results with minimal supervision.

5. Adjourning (or Mourning):

When the task is complete, the group disbands. This can cause feelings of loss for members who valued the team, but it also creates
an opportunity to reflect on lessons learned. In procurement, this could mvolve conpleting a sourcing project, closing supplier
contracts, and disbanding the cross-fimctional team affer a lessons-learned review.

Conclusion:

The five stages of group development - forming, storming, norming, performing, and adjourning - describe how teans evolve over
time. Understanding this lifecycle helps managers support their teams at each stage, managing conflict in stormmng, reinforcing
collaboration in norming, and maximising results during performing. In procurement, applying Tuckman's model ensures that cross-
functional teanms move quickly from formation to high performance, delivering greater value to the organisation.



M #36
What is needed for a group to be effective? (15 points). Is it important that each person plays a different role within the group? (10
points).

Ef#:
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See the Explanation for Detailed Answer

Explanation:

Part A - What is needed for a group to be effective (15 points):

For a group to be effective, several conditions must be in place.

Firstly, the group must have clear objectives and purpose. Without shared goals, members may pull in different directions, leading to
nefficiency.

Secondly, strong leadership is needed to guide the group, set direction, and balance concern for people with concern for tasks.
Leadership provides motivation and resolves conflicts.

Thirdly, good communication ensures information is shared openly, problemns are raised quickly, and collaboration is smooth. In
procurement, this means buyers, finance, and operations align on sourcing decisions.

Fourthly, groups need defined roles and responsibilities. Clarity prevents duplication of work and ensures accountability. For
example, one person may manage supplier contracts while another handles negotiations.

Finally, trust and cooperation are essential. When group members respect and support each other, they are more willing to share
knowledge, take risks, and commit to decisions. Psychological safety is key to team performance.

Part B - Importance of different roles in a group (10 points):

It is important that each person plays a different role within the group. According to Belbin's Team Roles theory, groups are more
effective when individuals contribute complementary strengths. Roles may include "Shapers" who drive action, "Plants" who bring
creativity, "Implementers" who turn plans into reality, and "Monitor Evaluators" who provide critical analysis.

Ifeveryone in the group plays the same role, important skills may be missing. For example, a procurement team made up entirely of
"Shapers" may generate energy but lack careful analysis, leading to poor supplier selection. Conversely, a balanced team ensures
creativity, organisation, and delivery are all present.

Conclusion:

For a group to be effective, it needs clear goals, leadership, communication, defined roles, and trust. It is also important that
members bring different strengths and roles, as this diversity improves problem-solving and ensures the group perforns to its full
potential
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