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[bookmark: _Toc59026409]Introduction
Over a century of study has presented the world with a multitude of theories on management, interwoven, criss-crossing one another, layered upon each other, with every additional theoretical strand making a thick latticed plaid on which to build management structure. Many large organisations (such as the crown, or various religions) pre-date several or all of the theories held aloft today by practitioners and academics as visionary examples of progress and have withstood the change prophesied. Other organisations have been built along classical theoretical lines and are only recently adapting to the more modern theories of management. Newer organisations, with the benefit of hindsight can pick the most appropriate theories to apply, but not all choose to.
The purpose of this paper is to analyse management theories relevant to Dyfed Powys police, and assess the impact on their beliefs, attitudes and values. The importance of alignment of values will be evaluated. Several tools and models to aid criticality are employed.
[bookmark: _Toc57907715][bookmark: _Toc59026410]Findings
[bookmark: _Toc59026411]Management Theory at Dyfed Powys Police
[bookmark: _Toc59026412]Classical Theory Identification
When considering how management theories apply to Dyfed Powys Police, one should ask what defines Dyfed Powys Police as an organisation. Unlike many large organisations, it is a public sector organisation. Like many public and private sector organisations, it provides a public service: law enforcement. It is a regional part of a far larger organisation, the UK Police Service. Its identity is moulded to a lesser extent by the geographical area it covers, and more by centralised government and centralised leadership. While many organisations have uniform costumes, the police uniform is a nationally recognised denotation of civic responsibility. The police have legal authority. These foundations have impacted the viability and usage of available management theories. The most relevant management theory for Dyfed Powys Police is the Bureaucratic theory of Max Weber, part of the classical organizational theory school (Olum, 2004). Weber was concerned with capitalist enterprise emulating the efficiency of what he saw as the very best organisational governance, the historical high-point of the centralised bureaucratic state (Lutzker, 1982). This makes the Police Service a prime example for Weber’s theory. Weber’s ideal is of an efficient, ordered, fair, dispassionate, and disinterested bureaucracy.
[bookmark: _Toc59026413]Theory Critique
A devout believer in the ethics of early 20th century capitalism, Weber (2001) argued for efficient, rational, logical, and authoritative organisations. Unlike many proponents of capitalism, he eschewed nepotism and cronyism, asserting that Rational Legal authority bested traditional (e.g. patriarchal, or tribal elder) and charismatic (e.g. cultist) forms of authority in organisations (HealthKnowledge, 2020). HealthKnowledge’s description of Weber’s idealised bureaucracy as a hierarchical, technocratic, rule-based organisation of record-takers is strikingly familiar to the impression given by the police today. Peek (2020) paints Weber’s vision as a well-ordered hierarchical management structure, allowing for clarity in top-down communications, and definition between organisational strata.
Peek goes on to list the theory’s identifying characteristics as follows:
· Distribution of labour according to specialism at task.
· Hierarchy.
· Formalised Recruitment Procedures.
· Uniformity and Clarity.
· Formal impersonal environment.
· Promotion on Ability.
Using Pearson’s RED model, from Research Gate (2018) as a tool for criticality, one can immediately recognise Weber’s assumption that the positivity brought by engaged employees is an unwanted distraction. Weber’s philosophy betrays the assumption that staff alignment of values with an organisation is irrelevant. Evaluation of available data reveals this is hotly disputed. Furnham and Treglown (2018, p.212) preach the necessity of workplace social and emotional bonds. While Weber dangles the motivation of promotion for the best staff, Armstrong (2016) argues that Weber’s is an all-too-common error. As he puts it: “Unfortunately, approaches to motivation are too often underpinned by simplistic assumptions about how it works” (Armstrong, 2016, p.21). Olum (2004) suggests that Weber saw limitations to his own theory, exhibiting caution over the logical conclusion of loveless depersonalised structures. Peek (2020), regards Weber’s philosophy as far from best practise with regards to leadership. Employing firm rules and strictly distributing power does reduce risks, Peek asserts, but also works against flexibility and innovation. Peek lays blame at the feet of Weber for dissuasion from teamwork and creativity.
The conclusion one draws from the analysis of Weber’s theory is that there is merit in some ideas proposed by Weber, but simultaneously has severe limitations in practicality, motivation, and engagement. It can act to discourage creativity and innovation. It often succeeds in reining in the worst impulses of its staff.
[bookmark: _Toc59026414]Impact on Culture and Evaluation of Effectiveness
[bookmark: _Hlk58534989]Dyfed Powys Police have nine purported values: accountability, fairness, selflessness, openness, leadership, respect, integrity, objectivity, and honesty (Dyfed Powys Police, 2020). Many people might accept this without question. But are these professed values due to, or in spite of Weber’s theory? Weber himself was a cheerleader for fairness but sought to separate personal values from professions. Has Weber’s theory impacted the police culture in a different, nuanced way? Are their values what they say they are? A more critical examination of their claim is availed by use of Toulmin’s model (2003). Internal information packs from Police Jobs Wales (2017) provide the grounds for this claim. They detail attempts to engrain such values. These values are vaunted (and warranted, as Toulmin would have it) in the plan of the Dyfed Powys Police and Crime Commissioner (2017). These examples are more specific than many, but thematically akin to other police forces. Neighbouring force, South Wales Police have just three stated values, pride, professionalism, and positivity (South Wales Police, 2020). The reality is that all the UK police forces have their hierarchical reins held in London, the seat of central government. Democratically accountable local oversight is provided by the PCC, but they cannot steer the local force in a direction counter to the wishes of the state. PCCs are usually career politicians, often negatively reinforced to be deferential to the police. Those that run for the office may have vested interests in the status quo. There is evidential support, ‘backing’, from the Police Federation (2020), which hails the selflessness of Dyfed Powys officers, but use of Blakeslee’s (2004) CRAAP test cautions against reliance on such biased sources with a self-serving purpose. Wales Online (Hayward, 2020) and the BBC (2020a) provide a rebuttal to Dyfed Powys Police’s effectiveness in implementing Weber’s aspirations of fairness. They reveal under-representation of females and ethnic minorities across all four Welsh police forces. Angiolini (2017) and Lammy (2017) detail shocking levels of disproportionate targeting of minority ethnicities across the UK. The Guardian (Greenwood, 2018) makes the point that the proportion of Black and Minority Ethnicity (BAME) officers is rising at a slower rate than that of the general population. It also notes how local government and the civil service have similar problems with representation, but far less so than the police.
Weber’s Management theory has been effective in maintaining the police structure and created resilience against the forces of change. It has had limited success in projecting even-handedness to the public. It has helped reduce the impact of local identity on police culture.
While Weber’s Bureaucratic theory has been criticised for smothering team spirit, contrastingly the police service is endowed with an almost suspicious amount of camaraderie. This represents a limitation of Weber’s theory. In suppressing value-led culture, a vacuum is left to be filled by unintended chauvinism. Weber sought to promote a fair bureaucracy with right and wrong spelled out in the black and white of written rules. The Police have developed a strong feeling of righteousness. It has long been a cliché that when a person dons a police uniform, they don the uniform of every preceding person to have served. The identities of these preceding officers are overwhelmingly male, white, and Christian; and their prejudices were mainly directed at people outside these groups. Reaching proportionality of representation is still some way off (possibly getting further), and if and when it arrives, it will not be enough to override the identity the police have accumulated by meticulously protecting each other from blame, often ascribing their mis-deeds to vulnerable easy targets.
It has been glaringly ineffective in removing or reducing particularism. Mountains of evidence show an all too apparent particularity for certain sections of society among arresting officers.
[bookmark: _Toc59026415]Modern Theory Identification
An additional management theory relevant to the police which demands investigation is Adair’s action centred leadership (Adair, 2016). Adair’s model is illustrated as a Venn-esque diagram of three overlapping circles. Each of the circles represent an area demanding the attention of and action from the leadership. Adair separates the essential duties of leaders into the three areas of: Task, Team, and Individual. Adair demands that leaders function regularly across all three areas to meet the Task needs, the Team maintenance needs, and the Individual needs. Adair argues that the interaction of the three circles encompasses eight functions of leadership (Adair, 2016):
· Defining the task.
· Planning.
· Briefing.
· Controlling.
· Evaluating.
· Motivating.
· Organizing.
· Providing an example.
Unlike Weber’s Classical theory, Adair’s is considered part of the modern school of management theories and goes some way to complementing the implementation of Weber’s at Dyfed Powys Police. While Weber indicates a task-oriented view of limited training for specific officers, Adair’s vision is of leadership action binding and driving forward entire teams. Among Adair’s six principles for motivation, Adair, (2016, p.40) mentions the importance of feedback and challenging targets, having repeatedly linked organisational success to the values of individuals and organisations. Adair champions a “shared sense of purpose” creating vigour and determination. Armstrong (2016, p.10) describes Adair’s explanation of leadership roles as “the most convincing analysis of what leaders do”. Arguing for more flexibility than Weber provides for, Armstrong lauds Adair as better armed against the demands of different situations. Morgan (2017), concurs in his view of Adair’s action centred and flexible leadership theory.
[bookmark: _Toc59026416]Impact of Theory on Employees
[bookmark: _Toc59026417]Impact on Employees
The existence of the PCC plan (2017) emphasises the attempts being made by higher management in Dyfed Powys Police, while a balanced and relevant article from the BBC (2020b) (detailing insidious criminality, and an aversion to the condemnation of such) betrays the fact that these values are being followed through by neither the foot-soldiers nor their immediate leadership. Hughes’ (2018) Belief Pyramid provides a model available to the police of working on education, environment, and experiences prior to beliefs and then action, and cautions against the mistake of focussing only on action. Dyfed Powys Police have evidently made exactly such an error. By failing to begin at the bottom and working their way up, it is possible their officers feel conflicted regarding mismatched expectations of why they do what they do. Employees’ growth will have been stifled by the inflexible cultural constraints imposed by previous generations of officers, and the establishment of more modern, value-driven theory can help reduce this, by fostering an environment of growth for the individual.
[bookmark: _Toc59026418]Impact on Values and Recruitment
The BBC article (2020b) revealing the brutality and organisational defensiveness of Dyfed Powys Police illuminates the limitations of their self-promotion as a morally authoritative force for good. Any large organisation is likely to encounter internal forces resistant to change (Armstrong, 2016). The perceived (as opposed to professed) values of the police have been ingrained into the work force’s and public’s perception of police identity. Some employees might welcome a more representative organisational character, others might regret the perceived diluting of their collective identity. There will no doubt be a wistfulness among some seeing power more evenly distributed. Implementation of modern theories and models has not immediately purged attitudes such as these, nor would one have expected them to. The expected gains from such protocol would be incremental, over a long time period, and linked to the success of recruitment and retention, which are policies themselves subject to the vulnerabilities associated with chronic negative perceptions. The Pembrokeshire Herald’s article (Sinclair, 2020) reveals issues with both recruitment and retention, raising questions over Dyfed Powys Police’s supposed recent progress in these matters. A tool which could be employed to address ‘change management’ is Dilts’ (1996) model. Its pyramid framework allows for augmenting environment and behaviour as a basis for affecting values, then the imperative perception of organisational identity, and finally the purpose felt and lived by the individual.
The under-representation of women in the police is still clearly evidenced. Olum (2004) asserts that there is still much ground to be made up by women, citing discrimination as the chief cause and suggesting many examples of women in top posts are down to organisations wishing to contrive a favourable projection of themselves. This tactic has demonstrably not been successfully employed by the police. The inevitable conclusion drawn is that women, and other under-represented groups, (e.g. BAME) do not accept the stated values of the police as being a true reflection of its identity.
[bookmark: _Toc59026419]Alignment and the Author’s Values
Adair’s (2016) approval of shared purpose has already been established. There is a logical case that organisations and individuals benefit from increased success when their values match. Barrett (1997) makes precisely this point and has developed a tool for clarifying one’s own values. One can then choose to seek employment at an organisation sharing corresponding values, and to avoid organisations with conflicting values. This alignment of values increases the likelihood of employee engagement and encourages the ascent of Dilts’ pyramid (1996). A prospective recruit with conflicting values to the police (perhaps with no interest in selfless service) will find a difficult environment in which to work, with the leadership pressure of projecting selflessness likely to cause conflict. An idealist recruit, with values matching precisely the Police’s ambitious proclamations is also like to suffer dissonance among the unreconstructed legion of employees, particularly with their honesty conflicting with the self-preservatory instincts exhibited by the police. A limited measure of moral selectivity suggests itself as the ideal component of the happiest and most successful Police employees.
The results of the author’s own Barrett model test revealed a penchant for fairness and empathy, values not in themselves disqualifying, and possibly not too aspirational for the police coupled with an apparent flexibility and good response to change. However, it also demonstrates how individual capabilities are most important to the author, aligning less well with the group ethic of the police. A limiting factor uncovered by the results is the author’s desire to be liked, which can lead to other values being compromised. This represents the furthest misalignment from the polices values, and given the reputational popularity of the police, makes them a particularly unattractive prospective employer for the author.
[bookmark: _Toc57907719][bookmark: _Toc59026420]Conclusion
This analysis found that the most relevant management theories to Dyfed Powys Police are those of Weber and Adair. Weber’s classical theory is somewhat anachronistic in today’s environment, but has had an undeniable impact on the history, culture, and structure of the organisation, an impact which is still felt. Dyfed Powys Police share similar anachronisms as they attempt to modernise to adapt to the 21st century. Adair’s modern management theory affords opportunities for the growth of both the organisation and the individuals within, but the impact so far is far lesser than Weber. The full impact of changing management theory will take decades at the least to trickle down the ranks before the consciousness and values of the police are altered in the desired manner.
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