Group Theories at Work 
How do groups function? This is the question that many ask when trying to explain why groups are important to work environments, and why individuals seem to work better when in a group. The theories that try to explain the behavior of groups are varied and complex. One of the simplest theories is the 4-M Model of Leadership Effectiveness. This theory states that there are four basic functions of leadership within groups. These functions are “Modeling leadership behavior, Motivating members, Managing group process, and Making decisions,” (Engleberg & Wynn, p. 189). Each of these roles is vital in the effective leadership of a group. 
Mardel, Inc. is a retail business which specializes in Christian based teacher resources, music, gifts, and books. The company has the typical retail structure of a store manager, assistant manager, department managers, and employees. One thing that is different about this retail company is that there is no perpetual inventory system. This means that when products are purchased, there is no system which tracks the sale of inventory. Every week, the employees of Mardel must make a visual inspection of inventory and check it against a list of each product that should be on the shelves. This system gives employees hands on knowledge of every product in a particular department. Because this is a weekly process, every employee is given a particular section within his or her department to order. It is that employee’s responsibility to keep that section well stocked. 
This structure of inventory control makes it necessary for department managers to set an example for the employees to follow. This is where the 4-M Model of leadership theory comes into practice. Each of the four functions of leadership are necessary to an effective department team. The first element is modeling leadership behavior. This element is necessary because when employees see a manager not following policy or acting in an unprofessional manner it creates both a lack of respect for the authority of the manager, and a feeling that the employee does not need to follow the direction of that manager. When the team fails to maintain professionalism, the accuracy and reliability of the departments order suffers. 
The second element of the model is motivation of the group members. The ordering process at Mardel is a tedious and repetitive process that often fosters feelings of boredom in employees. Many employees feel that it is a waste of time since a computerized inventory system would be far more accurate and less time consuming. It is the department managers function to make sure that employees remember why the system is in place, and when appropriate, offer some type of incentive to employees for accurate orders. Usually this takes the form of preferred responsibilities or preference of duties for the next month, as there is a monthly accuracy check by a district manager. 
The third element is managing the group process. This takes the form of delegation of tasks and prioritizing what needs to be done within the available time frame. This also means that managers must be able to match duties with talents and skills. For example, there are some employees who are able to organize efficiently, and enjoy the task. There are other employees who are better able to answer customer questions. By being able to manage the team effectively, the manager is able to make the work flow smoother and more efficient. 
The final element is making decisions. If a manager is unable to make a decision, the group will suffer. For example, the manager of the book department must decide when to send overstock back. The store features select titles each month, and often there is overstock left at the end of the month. The manager must decide if that overstock will be sent back or kept for future sales. This is accomplished by looking at how many have sold in the past month, if there have been multiple requests for the title, or if the same books have been on the shelves with no turnover. The leader of the team must decide what is to be done and what is a priority. 
The 4-M Model specifies that the leader of the group must show each of these qualities to lead an effective group. This is true for the Mardel store, and it works well within that frame. Each employee knows who is in charge of what department, and they are all willing to do what needs to be done. However, leaders who exhibit the traits described by the model must also allow employee participation in the process. Managers have many responsibilities, and it is the employees who are interacting with customers one on one. Without employee input, managers would not be able to make effective decisions, and they would not be able to run the department effectively. Without motivational ability, employees would quickly become bored, and boredom is what fosters mistakes. 
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