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About this guide 
How to use it 
Work through one section at a time. Each section matches one Area of Study in the study 
design and is laid out the same way: key knowledge explained in plain English, definitions in 
bold, case studies, summary tables, exam tips, common mistakes and a "Check your 
understanding" set. Full solutions for every question are in the Worked solutions section near 
the back. Try each question before you look. 

The definitions in this guide are written to be exam-ready: short, precise and using the terms 
VCAA assessors look for. Learn them word for word if that helps you, but make sure you can 
explain each one in your own words and apply it to a business. Business Management rewards 
application far more than memorisation. 

 

Exam tip: In almost every question, marks are awarded for linking theory to the business in 
front of you. A correct definition with no application rarely earns more than one mark. 

How the subject is assessed 
Your study score is made up of three graded assessments. 

 

Component What it covers Weighting 

Unit 3 School-assessed 
Coursework (SACs) 

Outcomes 1, 2 and 3 of Unit 
3 

25% 

Unit 4 School-assessed 
Coursework (SACs) 

Outcomes 1 and 2 of Unit 4 25% 

End-of-year examination All key knowledge and key 
skills of Units 3 and 4 

50% 

SAC tasks are chosen by your school from the study design list: case study analysis, structured 
short and extended-answer questions, a business research report, an interview and report, a 
media analysis, a business simulation exercise, or an essay. Most schools use case study 
analysis and structured questions because they mirror the exam. 

The exam 
 



Feature Detail 

Time 15 minutes reading time, 2 hours writing time 

Total marks 75 

Section A Short-answer and extended-answer 
questions, some with several parts (40–50 
marks) 

Section B Short-answer and extended-answer 
questions based on a case study (25–35 
marks) 

Extended question One 10-mark extended-answer question (no 
parts) appears in either Section A or Section 
B 

Coverage Every outcome, key knowledge and key skill 
in Units 3 and 4 can be examined 

That is 75 marks in 120 minutes, so you have about 1.5 minutes per mark. A 10-mark question 
deserves about 15 minutes, including planning. 

What the study design asks you to do 
Each outcome has key knowledge (what you must know) and key skills (what you must be able 
to do). The key skills are the same across the year: define and explain terms, interpret case 
studies, apply theories to business situations, compare and contrast strategies, analyse 
relationships, discuss advantages and disadvantages, evaluate effectiveness, and propose 
and justify strategies. Case studies used in class should be contemporary (VCAA expects 
examples from roughly the last four years), so keep a short file of recent Australian business 
news. 

Ten-week revision plan 
 

Week Focus Tasks 

1 Business foundations Learn all definitions; draw the 
management styles 
continuum from memory 

2 HRM part 1 Motivation theories and 
strategies; compare the three 



theories in a table 

3 HRM part 2 Training, performance 
management, termination, 
workplace relations, disputes 

4 Operations Inputs, processes, outputs; 
technology, materials and 
quality strategies 

5 Operations and CSR Lean management, waste 
minimisation, CSR, global 
considerations 

6 Reviewing performance KPIs with calculations; force 
field analysis; Porter's 
strategies 

7 Implementing change Leadership, management 
strategies, Senge, Lewin, 
resistance, stakeholders 

8 Mixed practice Two past or practice exams 
under timed conditions; mark 
them honestly 

9 Weak areas Re-learn topics where you 
lost marks; rewrite two 
10-mark answers 

10 Final polish One full timed exam; revise 
the one-page summary daily 
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1. Business foundations (Unit 3 AoS 1) 
This Area of Study is the base for everything else in Units 3 and 4. You need to know what 
different types of businesses look like, what they are trying to achieve, who has an interest in 
them, and how managers lead them. Outcome 1 asks you to discuss the key characteristics of 
businesses and stakeholders, and analyse the relationship between corporate culture, 
management styles and management skills. 

Types of businesses 
A business is any organisation that produces goods or services to meet the needs of customers. 
The study design lists six types. 

Sole trader: a business owned and operated by one person, who has unlimited liability for the 
debts of the business. 

Partnership: a business owned by between 2 and 20 partners (larger numbers are allowed in 
some professions such as law and accounting), who share profits and, in a general partnership, 
have unlimited liability. 

Private limited company (Pty Ltd): an incorporated business with between 1 and 50 
non-employee shareholders, whose shares cannot be offered to the public. Owners have limited 
liability. 

Public listed company (Ltd): an incorporated business whose shares are traded on a stock 
exchange such as the Australian Securities Exchange (ASX), with an unlimited number of 
shareholders, all with limited liability. 

Social enterprise: a business that exists mainly to achieve a social, cultural or environmental 
purpose, and reinvests most of its profits into that purpose. 

Government business enterprise (GBE): a business owned by the government that sells 
goods or services and is expected to operate commercially, often while also meeting community 
service obligations. 

 

Type Ownership Liability Key feature Australian 
example 

Sole trader One owner Unlimited Simple and 
cheap to set up; 
owner keeps all 
profit 

A local 
electrician or 
hairdresser 

Partnership 2–20 partners Unlimited 
(general 

Shared skills 
and capital; risk 

Many 
accounting and 



partnership) of partner 
disputes 

law firms 

Private limited 
company 

1–50 
shareholders 

Limited Shares not sold 
to the public; 
separate legal 
entity 

Canva Pty Ltd 

Public listed 
company 

Unlimited 
shareholders 

Limited Shares traded 
on the ASX; 
strict reporting 
rules 

Qantas Airways 
Limited, 
Wesfarmers 
Limited 

Social enterprise Varies (often a 
company) 

Usually limited Purpose before 
profit; profits 
reinvested 

Who Gives A 
Crap; STREAT 
(Melbourne) 

Government 
business 
enterprise 

Government Government Commercial but 
publicly owned 

Australia Post 

Limited liability means owners can only lose the money they have invested in the business; 
their personal assets are protected. Unlimited liability means owners are personally 
responsible for all business debts, so their house or savings could be used to pay creditors. 

 

Common mistake: Saying a private limited company "cannot have more than 50 owners". 
The limit is 50 non-employee shareholders. Also, "Pty Ltd" companies are not private 
because they are small; Canva is a very large private company. 

 

Exam tip: When a case study names the business type, use its features in your answer. For 
example, a public listed company must meet shareholder expectations and publish annual 
reports, which shapes its objectives and the pressure on managers. 

Business objectives 
Business objective: a goal or target a business aims to achieve within a set time frame. 

The study design lists seven objectives. 

 

Objective Meaning Example measure 

To make a profit Revenue is greater than Net profit figure 



expenses 

To increase market share Increase the business's share 
of total sales in its market 

Percentage of market share 

To improve efficiency Use the fewest resources 
(time, money, materials) to 
produce output 

Cost per unit; productivity 

To improve effectiveness Achieve the stated objectives Whether targets are met 

To fulfil a market need Provide goods or services 
customers want 

Number of sales; customer 
complaints 

To fulfil a social need Provide a benefit to society or 
the environment 

Funds donated; emissions 
reduced 

To meet shareholder 
expectations 

Provide returns such as 
dividends and a rising share 
price 

Dividends paid; share price 

Efficiency is how well a business uses its resources ("doing things right"). Effectiveness is the 
degree to which a business achieves its objectives ("doing the right things"). A business can be 
efficient but not effective (it produces cheaply but the product does not sell), or effective but not 
efficient (it meets its sales target but wastes money doing so). 

 

Common mistake: Using "efficient" and "effective" as if they mean the same thing. They 
are different, and VCAA tests the difference often. 

Stakeholders: characteristics, interests and conflicts 
Stakeholder: an individual or group who has an interest in, or is affected by, the activities of a 
business. The study design lists owners, managers, employees, customers, suppliers and the 
general community. 

 

Stakeholder Main interests 

Owners (shareholders) Profit, return on investment, dividends, rising 
share price, long-term survival 

Managers Achieving objectives, career progression, 
bonuses, job security, a productive workforce 

Employees Fair pay and conditions, job security, safe 



workplace, training, recognition 

Customers Quality products, value for money, good 
service, ethical behaviour 

Suppliers Regular orders, fair prices, prompt payment, 
long-term relationship 

General community Jobs, ethical and environmentally responsible 
behaviour, support for local causes 

Stakeholder interests often conflict. A stakeholder conflict occurs when the interests of one 
stakeholder group cannot be fully met without disadvantaging another. 

Common conflicts to learn: 

●​ Owners vs employees: owners want lower costs to raise profit; employees want higher 
wages and job security. Outsourcing or automation can raise profit but cost jobs. 

●​ Owners vs community: owners want profit; the community wants the business to 
reduce pollution or keep local jobs, which can add costs. 

●​ Customers vs owners: customers want lower prices; owners want higher profit 
margins. 

●​ Managers vs employees: managers want higher productivity; employees want 
manageable workloads. 

●​ Business vs suppliers: a business wants lower input prices and longer payment terms; 
suppliers want higher prices and faster payment. 

Case study: Qantas and the 2020 ground-handling outsourcing. In 2020, during the 
COVID-19 pandemic, Qantas outsourced its ground-handling work at Australian airports, 
affecting around 1,700 workers. The decision was aimed at cutting costs, which served the 
interests of shareholders. The Transport Workers' Union took legal action, and the Federal 
Court found the outsourcing breached the Fair Work Act because one reason for it was to stop 
workers taking protected industrial action. The High Court upheld that finding in September 
2023. The case shows a clear owner–employee conflict and how a decision that looks efficient 
in the short term can damage reputation, employee trust and customer goodwill. 

 

Exam tip: For a stakeholder conflict question, name both stakeholders, state each one's 
interest, then explain why meeting one interest harms the other. Use the business in the 
question. 

Management styles 
Management style: the way a manager leads, makes decisions and interacts with employees 
to achieve business objectives. 



The five styles sit on a continuum from manager-centred (all power with the manager) to 
employee-centred (power shared with employees). 

 

Style Definition Communication Best used when 

Autocratic The manager makes 
all decisions and tells 
employees what to 
do, with little or no 
input from employees 

One-way, top-down Crisis or emergency; 
inexperienced staff; 
safety-critical tasks 

Persuasive The manager makes 
all decisions but 
explains and "sells" 
the reasons to 
employees to gain 
acceptance 

Mainly one-way, with 
explanation 

Unpopular decisions 
that need employee 
buy-in, such as a new 
roster 

Consultative The manager asks 
employees for their 
views, then makes 
the final decision 

Two-way Complex decisions 
where staff have 
useful knowledge 

Participative The manager and 
employees share 
decision-making; the 
group reaches a 
decision together 

Two-way, open Experienced, skilled 
teams; change that 
needs commitment 

Laissez-faire The manager sets 
the objective and 
gives employees 
freedom to decide 
how to achieve it 

Minimal, as needed Highly skilled, 
motivated, 
self-directed 
professionals 

Strengths and weaknesses to know: 

●​ Autocratic: fast decisions and clear lines of authority, but low motivation and creativity, 
and possible high staff turnover. 

●​ Persuasive: decisions are still fast, and employees understand the reasons, but 
employees still have no real input and may feel the "consultation" is fake. 

●​ Consultative: employees feel valued and the manager gets better information, but 
decisions take longer and employees may become frustrated if their ideas are ignored. 

●​ Participative: high commitment, motivation and creativity, but slow decision-making, 
and it needs skilled employees and trust. 

●​ Laissez-faire: high autonomy and innovation for experts, but lack of direction, poor 
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