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Engineering Management 
Leadership – Week 8 
Mandy Raison  - MBA, MScHRM, Fellow CIPD

Week 8
Day 1  
Leadership 

你好

Homework from last week 
上周的家庭作业
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Activity 5 – Design an Organisation Chart

• Suppose you want to set up a new business with your friends.  Decide 
the product you would like to sell as well as the target customers. 
Design the organisation chart of your business which you think is 
appropriate and explain why?
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In my company, I don’t need a lot of managers, because it is a network 
operation, there is no need for physical stores to consume funds. We only need 
one administration, finance and multiple warehouses.

Only one sales manager is required to manage online sales managers in various 
regions. Of course, the statistics team needs to make statistics and forecasts on 
our sales.

As you can see, we don’t have many people, and that’s why our company 
management is not very difficult. I think the main difficulty is that the 
management of warehouses in various regions has already cooperated with 
courier companies.
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Feedback on 
Homework 

Feedback on 
Homework 

Video –
Team Work 
– 3:20min
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Management Functions
– Leading

1

Four Key Management Functions
• Planning

• The process of setting goals, and determining the appropriate 
action to achieve the goals of the company.

• Organising
• The process of allocating and arranging both human and other 

resources through a formal structure of tasks and authority so 
that plans can be carried out successfully.

• Leading
• The process of guiding and motivating employees to accomplish 

company’s goals.
• Controlling

• The process of regulating company’s activities so that actual 
performance conforms to the goals and standards set at the 
planning stage.

2

Planning

Organising

Leading

Controlling Management

Leading

• Leading involves how manager directs and motivates 
employees to perform tasks in order to achieve the 
company goals.

3
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Activity 6 – Breakout rooms 

• Can you describe the characteristics of a good leader like the former 
Chairman of Apple Computers Inc., Steve Jobs?

4

Activity
20 min to complete this activity 

Video –
Steve Jobs 
– 2.18 min
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Activity 6 – Solution
• Characteristics of a good leader:

• Able to determine the objectives and policies of the 
company.

• Responsible for the execution of the company policies.
• To serve as a planner about how to lead people to achieve 

goals.
• Being the representative of the company for external 

relation and communication.
• To serve as a role model such as being persistent and 

innovative for subordinates to look up to.

5

Break 
Please take a 15 min rest break 

Leadership Styles

6

Leadership 
Styles

Autocratic

Democratic

Bureaucratic

Laissez-faire

(Free Rein)

Psychologist Kurt Lewin 
identified three 
different styles of leader
ship
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Autocratic Leadership
• Classical style
• Manager retains power and decision-making authority.
• Make unilateral decision, dictate work methods.
• Orders are issued to be carried out, with no questions allowed and no 

explanations given.
• It is best applied to situations where there is little time for decision-

making or where the leader is the most knowledgeable person of the 
team.

7

Democratic Leadership
• Participative style
• Encourage employees to involve in decision making.
• Let employees determine the work methods and use feedback as an 

opportunity for helpful coaching.
• Employees feel engaged in the process and are more motivated and 

creative.
• It is best applied where staff require a great deal of flexibility to 

complete the task or where the staff know the job well and do not 
require too much instruction.

8

Bureaucratic Leadership

• Everything must be done according to procedure or policy.
• The company operates in a rational manner rather than relying on the 

feelings of the managers.
• It is best applied to situation where employees are working in 

dangerous environment that requires a definite set of procedures to 
operate.

9
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Laissez-faire Leadership

• “hands-off” style
• Manager provides little direction and gives employees freedom to 

make their own decision at work.
• This style can be effective where employees are highly qualified in an 

area of expertise.

10

Activity 7 – Breakout Rooms 

• Which leadership style should be adopted by the 
management in the following situations?  Briefly explain your 
answer.

1. A newly recruited employee who is expected to pick up 
work in short time, the manager is being a coach to 
direct him in work.

2. The existing project team who knows their job well and 
does not require too much instruction. The manager 
simply let the team make their own decision and 
provide feedback when they need help.

3. An employee who is the expert of his job and knows 
more about the job than the manager.  There is no 
need for the manager to give instruction and the 
employee is free to make his own decision at work.

• Laissez-faire

• Democratic

• Autocratic

11

Activity
20 min to complete this activity 
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1.  A newly recruited employee who is 
expected to pick up work in short time, 
the manager is being a coach to direct 
him in work.
2. The existing project team who knows 
their job well and does not require too 
much instruction. The manager simply 
let the team make their own decision 
and provide feedback when they need 
help.
3. An employee who is the expert of his 
job and knows more about the job than 
the manager.  There is no need for the 
manager to give instruction and the 
employee is free to make his own 
decision at work.

Situation Leadership 
Style

Reason

1. Autocratic The employee knows little about the task
assigned but the manager is the most 
knowledgeable person. 

2. Democratic The team knows the job well and they can 
complete their works automatically with 
limited instruction given.  Manager can allow 
the team to participate in decision-making.

3. Laissez-faire Employees are highly qualified in an area of 
expertise and manager can simply provide 
little direction and gives employees freedom 
to make their own decision at work.

Which Leadership Style is the Best?

• Many factors such as the leader’s base of power, the difficulty of the 
task, and the characteristics of the employees will help determine the 
most appropriate leadership style in any particular circumstance.

• No one single leadership style is the best of all.

13

Management Functions
– Controlling
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Four Key Management Functions
• Planning

• The process of setting goals, and determining the appropriate 
action to achieve the goals of the company.

• Organising
• The process of allocating and arranging both human and other 

resources through a formal structure of tasks and authority so 
that plans can be carried out successfully.

• Leading
• The process of guiding and motivating employees to accomplish 

company’s goals.
• Controlling

• The process of regulating company’s activities so that actual 
performance conforms to the goals and standards set at the 
planning stage.

2

Planning

Organising

Leading

Controlling Management

Controlling
• Controlling is the process of evaluating and correcting individual 

performance to ensure that outcomes conform to the standard set 
before.

3

1. Setting 
standard

2. Measuring 
actual 

performance

3. Comparing 
actual 

performance 
with standard

4. Taking 
corrective 

action

Control Process – Step 1 
Establishing Standard
• Standard must be reasonable and achievable.
• Ideal standard which is unachievable may frustrate employees and 

cannot help achieve the standards set.
• Low standard which is too easy to achieve cannot make improvement 

for company’s operation.

4
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Control Process – Step 2
Measuring Actual Performance
• For a given standard, manager must decide how to measure actual 

performance.
• Setting control criteria:

• Sources of data:
• Observation
• Statistical reports

5

 Employees
• Satisfaction
• Turnover
• Absenteeism

 Company
• Sales
• Costs
• Output

Control Process – Step 3
Comparing Actual Performance with Standard
• Compare the actual performance against the standards based on the 

control criteria and identify the deviations, if any.
• Deviations are noted if:

• Actual performance below the standard.
• Actual performance above the standard.

6

Control Process – Step 4
Taking Corrective Action
• If no deviation or deviation is insignificant, no action is required.
• Otherwise, take corrective actions such as changing the existing 

strategy, employees’ remunerations, training etc., OR
• Revise the standard if it is not realistic, fair and achievable.

7
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Week 8
Day 2  
Leadership 

你好

Video -
Project 
Management 
– 3:19 min

Illustrative Example for the Control Process

Step 1
• Setting 

Standard

Step 2
• Measuring 

actual 
performance

Step 3

• Comparing 
actual 
performance 
with standard

Step 4
• Taking 

corrective 
action

8

Monthly sales target set by Sales Directors.  Sales managers are then required to achieve the 
sales target.

At the end of each month, the sales figure of each manager is recorded so total monthly 
sales levels can be determined.

Compare monthly sales total to sales target to see if any deviation.

If monthly sales are significantly below the target, the Sales Director should reduce the target 
if it is unrealistic for the managers to achieve or do more promotion to stimulate the sales.  
If, on the other hand, monthly total are significantly high, which may indicate the target is too 
easy to achieve, then the Sales Director should increase the target total.
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Activity 8 – Group Discussion

• A restaurant wants to improve the service provided to its customers.  
One of the targets is to reduce the waiting time for serving the food 
after the customer places an order.

• Please design a controlling system to measure the efficiency of 
service and customer satisfaction.

9

Activity 8 – Suggested Solution

10

Step Action
1. Establishing 

standard
The food will be ready in 20 minutes after customer places 
an order.

2. Measuring actual 
performance

Source of data: actual time taken to serve the food; 
customer satisfaction survey.
Control criteria: time taken; satisfaction.

3. Comparing actual 
performance with 
standard

Identify if there are any discrepancies for the time taken and 
the result of customer satisfaction survey.

4. Taking correct 
action

See if it is too tough to get the food ready in 20 minutes if 
the actual time required is far more than the standard and 
revise the standard to be a more realistic and achievable one.

Activity 9 – Breakout Rooms – 20 min

• You have just been employed as the manager of a local fast food shop.  
You are reviewing the management tasks ahead and aware that they 
belong to one of the four major management functions.  Identify the 
management functions performed in the activities listed in the 
Worksheet.
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Activity 9 – Breakout Rooms

Activity Planning Organising Leading Controlling

Decide whether to open a branch.

Assign job duties

Check register slips to ensure proper prices 
are being charged to customer

Consider the use of technology to save costs

Decide what new menu items to offer

Monitor that shop opens and closes as 
scheduled

Set target time to complete customer’s order

Check whether the budgeted profit is 
achieved for the year

Explain the work plan with staff and the 
expectations on them 12

Activity
20 min to complete this activity 

Activity 2 – Solution

Activity Planning Organising Leading Controlling

Decide whether to open a branch. 

Assign job duties 

Check register slips to ensure proper prices 
are being charged to customer



Consider the use of technology to save costs 

Decide what new menu items to offer 

Monitor that shop opens and closes as 
scheduled



Set target time to complete customer’s order 

Check whether the budgeted profit is 
achieved for the year



Explain the work plan with staff and the 
expectations on them


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Importance of Controlling

• Controls can help managers:
• Coping with uncertainty because of the standard set in advance, managers 

can react quickly to any sudden events.
• Detecting irregularities such as poor quality, cost overruns etc. and managers 

can take remedial action as soon as when it arises.

14

Break 
Please take a 15 min rest break 

Management Functions
Effective Management

1
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Video - Learn 
how to manage 
people and be a 
better leader –
6.11 min 

Effective Management
• Effective management on people and other resources can make a 

business achieve its objectives with minimum resources used.
• In order to achieve effective management, a manager should be able 

to apply effective management principles such as division of work, 
unity of command, unity of direction and clear authority and 
responsibility.

2

Effective Management Principles:
Division of Work
• Everyone in the organisation has a role (or position).  His/her work is 

specialised and can be defined by his or her duties.  For example, 
waitor/waitress, cook, cleaning workers, cashier are all different posts 
of a restaurant.  Each of them has specialised duties.  And the whole 
of them make the restaurant run smoothly.

3
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Effective Management Principles:
Division of Work
• It is also called work specialisation/division of labour

• Tasks are broken into small steps/parts with multiple people doing their 
individual part to make the entire job.

• Example: in an assembly line in a car manufacturing firm, the production of 
cars are divided into various procedures such as installation of engine, 
installation of roof, installation of wheels etc, and workers in each procedure 
are only working on one particular task of the production.

5

Effective Management Principles:
Division of Work
• Advantages

• Increases productivity.
• Fewer skills are required per person.
• More conformity in the final product when 

each piece is always produced by the same 
person.

• Disadvantages
• Boredom due to the constant repetition of 

tasks.
• Results in poor quality of work and high 

turnover.
6

Effective Management Principles:
Unity of Command

•Under unity of command, an individual should:
• report to only one supervisor. 
• receive work assignments only from his/her supervisors. 

7

Boss Boss 
2

Boss 
1

Staff Staff
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Effective Management Principles:
Unity of Command

8

• Advantages
• Prevent dual subordination.
• Easily assign responsibility to a subordinate.
• Maintain discipline in the company.
• Coordination of effort and integration of activities should be more easily 

achieved.

• Disadvantages
• Not align with the changing business environment. 

Activity 2 – Breakout Rooms 
• Alan and Benny are the owners of a boutique with 3 sales staff. Both 

Alan and Benny could give orders to the 3 staff.  One day, Alan 
instructed Charles, one of the sales staff, to check stocks but at the 
same time Benny asked him to serve customers.   

• Are there any problems when there are two supervisors for one sub-
ordinate?  

9

Activity
20 min to complete this activity 
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Activity 2 – Solution
• Answer

• The principle of unity of command suggests that only one supervisor 
should give order to a subordinate so that the subordinate can understand 
what to do without confusion and can perform the duty effectively. This 
helps to provide clear instruction and avoid dual subordination. 

• If Charles receives orders from both Alan and Benny at the same time, he 
will certainly get confused about his duty because he faces the dilemma of 
who’s order he should follow?  

10

Effective Management Principles:
Unity of Direction
• All employees have the same objective and must be directed by one 

manager towards the achievement of that objective.  i.e. there should 
be only one leader and one plan for a series of activities in order to 
achieve that particular objective.

• For example, all marketing activities such as promotion, pricing policy, 
distribution channel etc. must be directed by only one sales manager.  
The sales manager is in charge of all activities and directs his 
subordinates to achieve the goals such as a monthly sales target of $1 
million.

11

Effective Management Principles:
Unity of Direction
• Advantages:

• Efficient achievement of the objective of the division/company.
• Better coordination among employees as efforts of employees 

are clearly directed and organised.

• Difficulties in achieving unity of direction:
• Conflicts of interest among teams.

12
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Activity 3 – Group Discussion

• The objective of ABC Limited is to reduce the production cost by 5% 
this year.  The production manager is therefore thinking about how to 
achieve this goal.  He tells the supervisor to enhance the quality 
assurance procedure to reduce scrap rate and the waste of materials.  
He also asks the merchandiser to negotiate the price with suppliers or 
to reschedule the buying practice to obtain a bulk order discount.

• Describe the unity of command and unity of direction in this case.

13

Activity 3 – Solution
Unity of Command Unity of Direction

Principle A subordinate must have one 
supervisor and receive orders only from 
him.

“One leader, one plan” to achieve the 
same company objective.

Application The production manager gives orders to 
his subordinates (i.e.  supervisor/ 
merchandiser) and the subordinates 
should follow the instruction of the 
manager to perform their tasks.

The production manager in charge of 
production activity (enhancement of 
quality assurance) as well as buying 
activities (negotiation of price, change of 
buying practice).  He directs his 
subordinates (i.e. supervisor and 
merchandiser) to carry out such work to 
achieve the goal of 5% reduction in 
production cost.

14

Employee Relations 
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Employee Relations – Video 8:11 

Employee engagement

Businesses perform better when their 
employees feel connected to the 
organisation and happy about their roles.

Employee engagement professionals try to 
measure this set of feelings, then figure out 
ways to improve or nurture them.

Organisation development
Organisational development or ‘OD’ is to do with 
improving an organisations effectiveness by taking a 
look at its:
• Processes (how things are done)
• Structure (how a business is organised)
• Culture (how people behave in organisations)

Then creating a plan for how to improve them.
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Management Functions
Authority & Responsibility

1

CEO

Manager

Supervisor Supervisor

Manager

Supervisor

Authority Responsibility

Delegation

• The act of assigning activities (authority and responsibility) from 
supervisor to subordinates.

• Through delegation, managers can release more time to perform high 
level tasks.

2

Authority & Responsibility
• Authority

• The right to perform a task or give orders to someone else.
• The company authorises the management to carry out certain tasks. 
• The management has the authority to act on behalf of the company in 

matters of directing work and hiring and disciplining employees. 

• Responsibility
• Obligation to perform assigned tasks or to ensure the completion of tasks, 

and to bear the risk of receiving disciplinary punishment for committing any 
errors or flaws.

3
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Authority & Responsibility

• Adequate authority should be delegated to employees to complete 
their tasks or else they cannot perform these tasks effectively and 
efficiently.

• Employees however are accountable for the obligation to complete 
the assigned job as requested.

4

Organisational Structure by Level

• The organisational structure is based on the level of management.
• The line of authority moves directly from the top level to the lowest 

level in a step-by-step manner i.e. Lower level managers follow the 
orders from higher level managers.

• The authority and responsibility is clearly defined.

5

Spans of Control

• The number of subordinates who report directly to a manager.
• It is important to have vertical coordination especially in large 

organisations because if there are too many subordinates, the 
manager will become overloaded and find it difficult to coordinate 
the work effectively.

6
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Wide Span of Control
• A manager can supervise and control a large group of subordinates at 

one time. 
• The advantages of this span are:

• Lower cost of supervision 
• Better communication 
• Better supervision 
• Better coordination 

• Suitable for repetitive jobs.
• E.g. A company just has two management levels (Directors and 

Managers), with each level controlling a group of 6 – 8 subordinates.

7

CEO

Manager

Supervisor

Staff Staff

Supervisor

Staff Staff

Supervisor

Staff Staff

Manager

Supervisor

Staff Staff

Supervisor

Staff Staff

Narrow Span of Control
• There are more levels in an organisation.  Managers at each level supervise 

a small number of subordinates and report to the managers at a higher 
level. 

• The features are:
• Suitable when the work requires tight control and 

supervision. 
• Communication gaps can come. 
• Messages can be distorted. 
• Coordination is difficult to be achieved. 
• Specialisation can be achieved. 

• E.g. A company has five management levels (Directors, Senior Managers, 
Managers, Assistant Managers and Supervisors), with each level controlling 
a group of 2 – 3 subordinates.

8

CEO

Manager Manager

Staff

Staff

Staff StaffStaff

Staff

Staff Staff Staff

Staff Staff

Staff Staff Staff Staff

Staff
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