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Question 1. (Single Select)

(Explain 5 different metaphors that can be used to describe an organisation)

A: See the Explanation for Detailed Answer

Correct Answer: A

Explanation:

Organisations can be understood in many different ways through metaphors, which help
managers and leaders interpret behaviour, culture and performance. Morgan’s metaphors are
widely used to explain these perspectives. Five key metaphors are explained below.

The first metaphor is the organisation as a machine. Here the business is seen like a well-oiled
mechanism with standardised processes, clear rules, hierarchy and repeatable outputs. This
works well for efficiency and control, for example in a procurement shared services function, but
can be rigid and demotivating if flexibility and creativity are required.

The second is the organisation as an organism. This views the business as a living system that
must adapt to its environment. Structures, processes and leadership styles must “fit” the context,
whether technological, market-driven or human needs. In procurement, this could be seen when
category teams adapt to sudden supply market changes, showing flexibility to survive in a
dynamic environment.

The third is the organisation as a brain. This emphasises learning, feedback loops, and
knowledge-sharing, where continuous improvement and innovation are central. Leaders
encourage collaboration, reflection and data-driven decision-making. For procurement, this might
be using spend analytics, lessons learned from supplier negotiations, and knowledge sharing
across teams to improve sourcing strategies.

The fourth metaphor is the organisation as a culture. This highlights the shared values, beliefs
and rituals that shape “how things are done.” Leadership here involves role-modelling
behaviours, building ethical cultures, and maintaining consistency between words and actions. In
procurement, culture may show through an organisation’s commitment to ethical sourcing,
sustainability, and supplier diversity.

Finally, the organisation as a political system sees it as an arena of power and influence where
decisions are made through negotiation, persuasion and coalition-building. Managers must
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understand power bases and stakeholder interests. In procurement, for instance, winning senior
approval for a sourcing strategy may require influencing finance, operations, and CSR teams
with different agendas.

In summary, each metaphor offers insights into how organisations function. The machine
focuses on control, the organism on adaptability, the brain on learning, the culture on shared
values, and the political system on power and influence. Good leaders in procurement should
recognise that all these metaphors may apply in different situations, and use them to manage
individuals and teams more effectively.

Question 2. (Single Select)

What is the ‘human relations’ approach to management? (20 points)

A: See the Explanation for Detailed Answer

Correct Answer: A

Explanation:

The human relations approach to management developed in the 1930s and 1940s as a reaction
against earlier mechanistic approaches such as Taylorism and bureaucracy. It emphasises that
employees are not just motivated by money and rules, but also by social needs, relationships,
and recognition. The approach highlights the importance of communication, teamwork,
leadership style, and employee well-being in achieving organisational success.

The foundation of this school came from the Hawthorne Studies (Elton Mayo), which showed
that productivity improved not just because of physical conditions, but because workers felt
valued and observed. This demonstrated the importance of social factors such as morale, group
belonging, and management attention.

Key principles of the human relations approach include:

Focus on people rather than just processes — recognising employees as individuals with social
and emotional needs.

Motivation through recognition and belonging — linking to theories such as Maslow’s hierarchy of
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needs and Herzberg’s motivators.

Leadership style matters — supportive, participative leadership fosters engagement, unlike
autocratic control.

Team dynamics are critical — informal groups, communication patterns, and cooperation
influence productivity.

Job satisfaction drives performance — happy, respected employees are more productive and
loyal.

Advantages of the human relations approach include higher employee engagement, improved
morale, stronger teamwork, and reduced turnover. It recognises employees as assets rather
than costs.

Disadvantages include the risk of overemphasising relationships at the expense of efficiency or
results, and the possibility of managers manipulating employees through “false concern.” It can
also be less effective in highly standardised, rule-bound environments where compliance is
critical.

In procurement, the human relations approach may be applied by creating strong team
cohesion, involving staff in decision-making, recognising contributions, and offering development
opportunities. For example, involving buyers in supplier strategy discussions and giving
recognition for successful negotiations can boost morale and performance.

In conclusion, the human relations approach recognises that people are motivated by social and
psychological needs, not just financial incentives. It highlights the importance of communication,
leadership, and teamwork in driving performance. While it should be balanced with attention to
efficiency, it remains highly relevant for modern managers in creating motivated and productive
teams.

Question 3. (Single Select)

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

A: See the Explanation for Detailed Answer
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Correct Answer: A

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 fairness 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
example, adds significant value to a procurement team.

Managers must 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
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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.

Question 4. (Single Select)

Describe four types of culture that can exist within an organisation (20 points)

A: See the Explanation for Detailed Answer

Correct Answer: A

Explanation:

Organisational culture refers to the shared values, beliefs, norms and behaviours that shape “the
way things are done” in a workplace. One of the most widely used models is Charles Handy’s
four types of organisational culture, which describe different ways in which organisations can
operate.

The first is the Power Culture. In this type, authority is concentrated at the centre, usually with a
strong leader or small group of individuals. Decisions are made quickly, and personal influence is
key. This culture can be dynamic and decisive but may create dependency on the leader and
limit employee autonomy. In procurement, a power culture might mean senior management
unilaterally deciding supplier strategies without consulting the wider team.

The second is the Role Culture. Here, the organisation is highly structured with clear roles, rules,
and procedures. Power comes from position rather than personality. Stability and order are
prioritised, making it efficient in predictable environments. However, it can be rigid and resistant
to change. In procurement, this culture might be seen in public sector bodies where strict
compliance, policies, and audit controls dominate purchasing activities.

The third is the Task Culture. This type is project-oriented, with teams formed to solve problems
or deliver objectives. Power is based on expertise, and collaboration is valued. It is flexible,
innovative, and well-suited to dynamic environments, but can cause conflict if resources are
limited. In procurement, task culture is often evident in cross-functional category teams formed
to deliver strategic sourcing projects.
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The fourth is the Person Culture. Here, the focus is on individuals rather than the organisation.
Employees see themselves as more important than the structure, and autonomy is prioritised.
This is rare in large organisations but can be found in professional partnerships such as law or
consultancy firms. In procurement, a person culture may appear where highly specialised
experts operate independently, sometimes resisting organisational control.

In conclusion, Handy'’s four types of culture — power, role, task, and person — each offer
strengths and weaknesses. Effective managers must understand the prevailing culture in their
organisation and adapt their leadership approach. In procurement and supply, recognising
cultural influences is vital to building cohesive teams, aligning strategies, and driving ethical and
sustainable practices.

Question 5. (Single Select)

Explain what is meant by a heterogeneous / diverse workforce and explain one personality
model that a manager could use to investigate the personalities within his/her team (25 points)

A: See the Explanation for Detailed Answer

Correct Answer: A

Explanation:

A heterogeneous or diverse workforce refers to a group of employees with varied characteristics,
backgrounds, and perspectives. Diversity can relate to visible differences such as age, gender,
ethnicity, or disability, as well as invisible factors like personality, values, experiences, and
thinking styles. A diverse workforce is valuable because it brings multiple perspectives,
creativity, and innovation, which can improve decision-making and problem-solving. However, it
can also create challenges in communication, conflict management, and team cohesion if not
managed effectively.

In procurement and supply management, diversity can mean having team members from
different professional disciplines, cultural backgrounds, or experience levels. This mix can lead
to better supplier negotiations, innovation in category strategies, and greater sensitivity to global
ethical standards. For managers, the challenge lies in understanding and leveraging individual
differences to build cohesive, high-performing teams.
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One useful personality model for understanding team members is the Big Five Personality Traits
(OCEAN model). This model is widely accepted in psychology and provides a framework for
identifying personality differences across five dimensions:

Openness to Experience — measures creativity, curiosity, and willingness to try new things. In
procurement, high openness could support innovation in supplier strategies.

Conscientiousness — relates to organisation, responsibility, and dependability. A conscientious
buyer is likely to follow compliance rules and deliver accurate work.

Extraversion — reflects sociability, assertiveness, and energy. Extroverts may excel in supplier
negotiations and stakeholder engagement.

Agreeableness — indicates cooperation, empathy, and trust. Highly agreeable individuals may be
effective in collaboration but could avoid conflict even when necessary.

Neuroticism (Emotional Stability) — refers to sensitivity to stress and emotional control. Low
neuroticism (high stability) is ideal in high-pressure procurement negotiations.

By applying this model, a manager can gain insights into the personalities of their team, allocate
roles effectively, and provide tailored support. For example, a procurement leader may assign
highly conscientious individuals to compliance-heavy processes, while extroverts may be placed
in supplier-facing roles.

The use of the Big Five also helps managers balance team dynamics, identify potential conflict,
and design training or coaching interventions. Understanding personality traits supports
motivation strategies (e.g., Herzberg, Maslow), builds stronger communication, and enhances
trust within diverse teams.

In conclusion, a heterogeneous workforce brings significant benefits but requires skilful
management to harness its potential. The Big Five Personality Traits provide a structured and
evidence-based tool for understanding individuals, enabling managers to lead diverse teams
more effectively and align strengths with organisational goals.
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