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CIPS Managing Teams and Individuals Sample Questions (Q24-Q29):
NEW QUESTION # 24 
Explain what a 'bureaucratic' management style is (10 points). What are the advantages and disadvantages of this? (10 points)

Answer:

Explanation:
See the Explanation for Detailed Answer
Explanation:
A bureaucratic management style is based on the theories of Max Weber, who described bureaucracy as a structured, rule-based
and hierarchical way of organising work. In this style, managers rely heavily on formal rules, policies and procedures to direct
employee behaviour. Decision-making authority follows a clear chain of command, and employees are expected to follow
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established processes without deviation. Job roles are highly specialised and responsibilities are clearly defined. The emphasis is on
order, consistency and compliance rather than flexibility or creativity.
This approach is often seen in government departments, regulatory bodies, or large organisations where compliance, accountability
and control are critical. For example, in procurement and supply, bureaucratic management may be applied in highly regulated
environments such as public sector purchasing, where adherence to policies, legal frameworks and audit requirements is essential.
Advantages of the bureaucratic style include:
Clarity and consistency: clear rules and procedures mean employees know exactly what is expected of them.
Fairness and equality: decisions are made based on rules, not personal favouritism, reducing bias.
Accountability and control: strong documentation and audit trails improve transparency.
Efficiency in routine tasks: structured processes can streamline repetitive, transactional work (e.g., purchase-to-pay).
Disadvantages include:
Inflexibility: rigid rules make it difficult to adapt to change or unique situations.
Low motivation: workers may feel disempowered or demoralised by lack of autonomy.
Slow decision-making: multiple levels of approval can create delays.
Stifled innovation: focus on compliance discourages creativity and proactive problem-solving.
In conclusion, the bureaucratic management style is effective where consistency, compliance and control are needed, such as in
regulated procurement activities. However, it can be limiting in dynamic environments where flexibility, innovation and speed of
decision-making are essential. Successful managers may therefore adopt bureaucratic methods for governance but balance them with
more adaptive styles for strategic and innovative work.

NEW QUESTION # 25 
Describe 4 reasons why groups may form within an organisation. (25 points).

Answer:

Explanation:
See the Explanation for Detailed Answer
Explanation:
Groups are an essential feature of organisational life. A group can be defined as two or more individuals who interact and work
together to achieve a purpose. Groups may be formally created by management or may form informally through social interaction.
There are several reasons why groups form in organisations.
The first reason is task and goal achievement. Formal groups are created to achieve organisational objectives that require
collaboration. For example, in procurement, a cross-functional sourcing group may be formed to run a tender process involving
operations, finance, and procurement staff. Individuals form these groups because working together helps them achieve outcomes
that they could not accomplish alone.
The second reason is social and psychological needs. According to Maslow's hierarchy of needs, people seek belonging and
relationships. Informal groups often form to meet these needs, providing friendship, support, and a sense of identity. In Star Fish Ltd,
for instance, employees working remotely may form a social group using Teams or WhatsApp to stay connected and reduce feelings
of isolation.
The third reason is safety and security. Groups can give members confidence and protection when facing uncertainty or change. For
example, during organisational restructuring, employees may form informal groups to share information and support each other,
making them feel less vulnerable. In procurement, staff may collaborate in groups to manage supplier risks or market volatility.
The fourth reason is power and influence. Groups provide individuals with a stronger collective voice. Trade unions are a formal
example, but informal groups can also lobby management or resist unpopular changes. In procurement, buyers might form a group to
influence senior managers on issues such as introducing sustainable sourcing practices. By forming groups, individuals can increase
their bargaining power and impact decisions.
In conclusion, groups form for task achievement, to satisfy social needs, to provide security, and to increase power and influence.
Managers must understand these dynamics because groups can both support organisational objectives and create challenges if
informal groups resist change. Effective leaders harness the benefits of group formation while addressing the risks to ensure both
cohesion and productivity.

NEW QUESTION # 26 
Sayed manages a team of 3 procurement assistants within a window fabrication company - Glassy Bits Ltd. The company has been
operating for 30 years and the procurement team is still paper-based. The three members of staff have been with the company for at
least 10 years and are very comfortable with the way things operate. To procure items such as PVC plastic and glass to make the
windows they usually phone suppliers and send paper POs which Sayed approves with a physical signature. Sayed believes
efficiencies can be gained from 'going digital' and introducing e-procurement systems. He is worried at how the team may react to
such a big change. Discuss the emotional stages that the team may go through when experiencing this change, and how Sayed should



act in order to help navigate the team through the change. (25 points).

Answer:

Explanation:
See the Explanation for Detailed Answer
Explanation:
When major change is introduced, employees often experience strong emotions. The Change Curve, based on Elisabeth Kubler-
Ross's grief model, describes the stages staff may go through when faced with organisational change.
The first stage is Shock/Denial. The procurement assistants may initially resist the idea of e-procurement, insisting that the paper-
based system "has always worked." Sayed should communicate openly about why the change is needed and provide clear facts
about its benefits.
The second stage is Anger/Resistance. Staff may feel threatened, fearing loss of control or concern that they will not have the skills to
manage digital systems. They may complain or openly resist. At this point, Sayed should listen empathetically, address concerns, and
provide reassurance that training and support will be available.
The third stage is Exploration/Acceptance. Gradually, staff begin to see potential benefits, such as less paperwork and faster
processes. Curiosity grows, and employees start experimenting with the new system. Here, Sayed should encourage participation,
offer pilot training, and allow staff to test the system in a safe environment.
The fourth stage is Commitment/Integration. Once staff feel competent and confident, they fully adopt the change. At this stage,
Sayed should reinforce the success, recognise achievements, and celebrate improvements, such as reduced errors or faster ordering.
How Sayed Should Act:
Communicate clearly - explain why digitalisation is important (efficiency, accuracy, competitiveness).
Provide training and support - ensure assistants feel capable of using the new e-procurement tools.
Involve the team - allow staff to give feedback on system design or pilot trials to increase buy-in.
Be empathetic and patient - acknowledge fears and provide reassurance during resistance.
Reinforce success - highlight early wins and show how the change benefits both the team and the organisation.
Conclusion:
The team is likely to experience stages of shock, anger, exploration, and eventual commitment as they move through the change
curve. Sayed must act as a supportive leader by communicating openly, offering training, involving staff, and recognising progress.
This approach will help the team transition smoothly to e-procurement and ensure the change is successful.

NEW QUESTION # 27 
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).

Answer:

Explanation:
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
inefficiency.
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, problems 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.
If everyone 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 performs to its full
potential.

NEW QUESTION # 28 
Describe 5 stages of the lifecycle of a group (25 points).

Answer:

Explanation:
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 example, 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 often 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 conflicts 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 outcomes.
4. Performing:
The group is now fully functional 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 involve completing a sourcing project, closing supplier
contracts, and disbanding the cross-functional team after a lessons-learned review.
Conclusion:
The five stages of group development - forming, storming, norming, performing, and adjourning - describe how teams evolve over
time. Understanding this lifecycle helps managers support their teams at each stage, managing conflict in storming, reinforcing
collaboration in norming, and maximising results during performing. In procurement, applying Tuckman's model ensures that cross-
functional teams move quickly from formation to high performance, delivering greater value to the organisation.

NEW QUESTION # 29
......
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