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Understanding management, leadership and 
decision-making
What managers do
In 1916, French engineer Henri Fayol created the first principles of the classical 
management theory. According to him, the five key functions of managers are to:
■ draw up a plan of action
■ organise work
■ command people under them by giving instruction
■ coordinate the resources for which they are responsible (for example, money, people 

or time)
■ control activities and people by measuring and correcting them to enable 

performance to fi t plans

The role of managers therefore includes setting objectives, analysing, making 
decisions, reviewing and leading.

Types of management and leadership styles
In 1939 psychologist Kurt Lewin suggested three styles of leadership:
■ Autocratic, where leaders make decisions without consultation. This style is good 

when quick decisions are needed and there is no need for team input, but it can be 
demotivating and lead to absenteeism and high turnover of labour.

■ Democratic, where leaders make the fi nal decision but include team members in 
the process. This style can lead to greater job satisfaction and productivity, but it 
can be slow and a hindrance if quick decisions are needed.

■ Laissez faire, where team members are given freedom in how they work and setting 
of deadlines. Support is given, but otherwise leaders do not get involved. This style 
can be creative and give great job satisfaction, but it can also be damaging if team 
members lack the necessary skills and fail to work effectively.

In addition to the three main styles outlined above, leaders are also considered to 
belong to one of the following leadership groups:
■ Bureaucratic, which tends to follow rules and procedures rigorously. This style 

is useful for work where safety is a key concern, but it is likely to lack fl exibility, 
creativity and innovation.

■ Charismatic, which revolves around a leader who is likely to inspire and motivate 
team members, but sometimes such leaders believe they are invincible and can do 
no wrong, which can be damaging to an organisation. 

Two further studies on leadership styles involved the Tannenbaum Schmidt 
continuum and the Blake Mouton grid.
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The Tannenbaum Schmidt continuum
This model shows where a manager’s approach lies on a continuum, ranging from 
exerting rigid authority at one end (‘Tells’) through to the team having full freedom to 
act independently at the other end (‘Delegates’), as shown in Figure 1.
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Figure 1 The Tannenbaum Schmidt continuum

This shows the relationship between the level of freedom in decision-making a 
manager gives to a team of workers and the level of authority retained by the manager. 
As workers’ freedom increases, so the manager’s authority decreases.

The Blake Mouton grid
Developed in the 1960s by Robert Blake and Jane Mouton, this model portrays 
leadership through a grid depicting concern for people on the y-axis and concern 
for production on the x-axis, with each dimension ranging from 1 to 9, as shown 
in Figure 2.

The Blake Mouton grid results in five leadership styles:
■ country club management — low task and high people orientation, believing this 

will increase motivation; lack of focus on tasks can hamper production
■ team management — leaders focus on both people and task; emphasis on 

empowerment, trust and team-working
■ middle-of-the-road management — leaders try to maintain balance between 

company goals and needs of people; likely to lead to average performance
■ impoverished management — little concern for task or people; leaders are 

ineffective and organisation becomes disorganised
■ task management — leaders have more concern for production than people, which 

may increase output in the short run but is likely to lead to high labour turnover
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