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CIPS Managing Teams and Individuals 58 78 L5M1 X5 & (Q24-Q29):

H #24

Tania has recently been appointed the new manager of the Procurement Department at a toilet paper manufacturer. She will line
manage a team of 8, who all perform different tasks and have a varying level of ability and knowledge. She has noticed that there has
been no formal training provided to the team and that some people have been asked to conmplete tasks they do not feel comfortable
with. Overall, performance and morale are both low. Discuss the importance of 1) embedding learning into the culture and 2) role
congruence in this scenario (10 points). Describe actions that Tania should take to address the issues (15 points).
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See the Explanation for Detailed Answer

Explanation:

Part A - Embedding Learning into the Culture (5 points):

Embedding learning into the organisational culture means creating an environment where continuous learning and development are
valued and encouraged. In Tania's case, this is vital because the team has had no formal training, which contributes to low skills and
low morale. A learning culture ensures employees feel supported in developing new abilities, reduces resistance to change, and
prepares staff for future challenges. For procurement, this could involve training on negotiation skills, supplier relationship
management, or e-procurement tools.

Part B - Role Congruence (5 points):

Role congruence means ensuring that an individual's skills, experience, and abilities match the tasks they are assigned. At present,
sone staffare being asked to complete tasks they are not comfortable with, which lowers confidence and morale. Aligning people's
roles to their capabilities improves job satisfaction, builds confidence, and enhances performance. For example, a staff member
skilled in analysis should be allocated spend analysis tasks, rather than being pushed into high-pressure supplier negotiations without
support.

Part C - Actions Tania Should Take (15 points):

Training and development programmes - introduce structured training to close knowledge gaps and give staff confidence in their
roles.

Role review and alignment - assess individual skills and reassign tasks to match strengths, ensuring role congruence.

Mentoring and coaching - pair experienced staff with less experienced members to support learmning and build capability.
Encourage continuous learning - build learning into team culture through workshops, lunch-and-learns, and reflection sessions after
projects.

Regular performance reviews - provide feedback, set development goals, and celebrate progress to improve motivation.
Empowerment and involvement - involve staff in identifying training needs and improvement ideas to increase ownership.
Recognition and morale building - acknowledge achieverments to rebuild confidence and team spirit.

Conclusion:

Embedding learning into the culture ensures that development is continuous, reducing skills gaps and raising confidence. Role
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congruence ensures that tasks match people's abilities, improving morale and performance. For Tania, focusing on training, role
alignment, coaching, and recognition will rebuild her procurement team into a skilled, motivated, and high-performng unit.

H #25
Describe 5 stages of the lifecycle of a group (25 points).
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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 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 thenselves, 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 inmproves. In a procurement context, the team may agree on supplier evaluation criteria and work
more cohesively to achieve sourcing outcornes.

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 nvolve completing 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 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.

E Y #26
Describe 5 characteristics of a role that would make it intrinsically motivating to a potential employee. (25 points).
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See the Explanation for Detailed Answer

Explanation:

Intrinsic motivation comes from within the individual and relates to personal satisfaction, growth, and achieverment, rather than
external rewards such as pay. The Job Characteristics Model (Hackman and Oldham) identifies several features of a role that can
make it intrinsically motivating,

The first is Skill Variety. A role that allows employees to use a range of skills and abilities prevents boredom and makes the job
more stimulating. For example, a procurement professional who undertakes supplier negotiations, contract management, and market
analysis will find their role more engaging than one limited to routine administration.

The second is Task Identity. This means being able to complete a whole piece of work from start to finish. Employees are more
motivated when they can see a clear outcome. In procurement, this could be managing a sourcing project end-to-end, from supplier
selection through to contract award.

Thirdly, Task Significance adds motivation by making employees aware of the impact of their work on others. If individuals see that
their role contributes to organisational goals or wider society, they gain intrinsic satisfaction. For example, a buyer working on



sustainable sourcing projects may feel motivated by contributing to environmental and ethical improvements.

The fourth is Autonomy. When employees have control over how they perform their work, they feel trusted and empowered. In
procurement, this could mean giving staff flexibility in how they manage supplier relationships or structure negotiations, rather than
micro-managing every step.

Finally, Feedback is a key factor. Enployees are motivated when they receive clear information on their performance, either from
managers, colleagues, or the work itself. For example, a procurement professional who gets recognition for achieving cost savings or
reducing supplier risks will feel intrinsically rewarded.

In summary, roles that offer skill variety, task identity, task significance, autonomy, and feedback are more likely to be intrinsically
motivating, For managers, designing jobs with these characteristics is essential for creating engaged and high-performing teans,
particularly in procurement where complex, meaningful, and responsible work opportunities can drive motivation.

B #27
Describe 4 reasons why groups may form within an organisation. (25 points).
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See the Explanation for Detailed Answer

Explanation:

Groups are an essential feature of organisational fife. A group can be defined as two or more individuals who mteract and work
together to achieve a purpose. Groups may be formally created by management or may form nformally 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-fimctional 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 forma 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 forma 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 hamess the benefits of group formation while addressing the risks to ensure both
cohesion and productivity.

E #28
Discuss 5 ways in which a Procurement Manager may approach conflict. You may refer to the Thomas Kilmann model in your
answer (25 points).
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See the Explanation for Detailed Answer

Explanation:

Conflict is common in organisations and in procurement, where competing priorities, supplier issues, and internal pressures often
clash. The Thomas-Kilmann Conflict Model identifies five different approaches managers may use to handle conflict, depending on
the situation and the desired outcome.

The first approach is Competing (high concern for task, low concern for people). Here the manager asserts their own position to
achieve quick results, even at the expense of relationships. For example, a procurement manager may insist on enforcing compliance
with tendering rules despite stakeholder resistance. This is effective in crises but can harm morale if overused.

The second is Accommodating (low concern for task, high concern for people). In this style, the manager prioritises relationships by



giving way to the other party's needs. For instance, a procurement manager might accept a stakeholder's preferred supplier to
maintain goodwill, even if it is not the cheapest option. This preserves harmony but risks poor business outcomes if used too often.
The third approach is Avoiding (low concern for both task and people). Here, the manager withdraws from the conflict or postpones
action. This may be appropriate when the issue is minor or when emotions are high, giving time for reflection. However, in
procurement, avoiding conflict with a poor-performing supplier may worsen problens over time.

The fourth is Collaborating (high concern for both task and people). This involves working with others to find win-win solutions. For
example, a procurement manager may work with finance and operations to balance cost, quality, and sustainability objectives in
supplier selection. This is often the most effective approach but requires time and trust.

Finally, Compromising (medium concern for task and people) involves each side giving up something to reach a middle ground. For
instance, a procurement manager may agree to split supplier contracts between two stakeholders' preferences. This provides quick
solutions but may leave all parties partially dissatisfied.

Conclusion:

A procurement manager can approach conflict through competing, accommodating, avoiding, collaborating, or compromising. Each
has strengths and weaknesses. The best managers adapt their style depending on the importance of the issue, the urgency of the
decision, and the relationships involved. In procurement, collaboration often delivers the most sustainable results, but flexibility across
all five approaches is key.
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