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Different approaches to management
By Lewis Thomas Holland



Below I will be doing an essay on Unilever. Within this essay I will be explaining the different approach to management used by Unilever.

Introduction
Unilever is a Dutch- British international consumer goods company that produces a wide variety of goods ranging from food, beverages, health, personal care and cleaning agents. “As of 2016 Unilever owns over 400 brands worldwide and are used by over 2.6 people worldwide every day.”  ("Unilever global company website | Unilever Global", 2017). Some of their brands include Axe, Dove, Cornetto, Magnum, Hellmann’s and Surf to name a few. They have headquarters based in the Netherlands and the United Kingdom. “They were originally two separate companies, a Dutch margarine company named Margarine Unie and a Britch Soap Maker Lever Brothers. Lever Brother was founded in 1885 by two brothers James and William Hesketh”. (BBC, 2000) Margarine Unie was founded in 1927 when two Dutch firms merged together. (britannica.com, 2017). Final in 1927 Unilever was formed when the two companies merged to form Unilever PLC.

Below a description of the different management approaches that are relevant to the organization I have chosen, will be provided along nwith a description on what management theory is.
What is an organizational management approach theory?
There are different types of management approaches that different organizations use to achieve their goals and values are. For example, some organization will utilize an approach like the Classical approach which is considered a more practical approach to management and emphasis technical aspects of the organization. Other organizations will use a more rounded approach like the contingency approach. To summaries a management approach is the style of management that an organization uses to optimize their goals and values that they want to achieve. Choosing the right organizational approach is a key part of running any organization and will define the level of productivity and the overall look of the organization. Because Unilever is a massive organization that owns different brands, the assignment will focus primarily on Unilever as a organization and less so on the brands they own.

Bureaucratic Approach to management
The Bureaucratic approach was developed by a Germen sociologist named Max Webber. The Bureaucratic approach involves utilizes a hierarchy system, and appoints job roles based on merit and qualifications. (Cole G, 2004).  Max Webber described the bureaucratic approach “as purely technical superiority over any other form of organization” (Max Webber, 1922). Max Webber Bureaucratic approach had six characteristics which I will list below;
The first characteristic is division of tasks. This involves having job roles broken down into smaller tasks, making it easier for workers to understand their role within the organization. The second characteristic is a hierarchy system. Having a hierarchy within an organization allows workers to have a clear understanding of what their role is within the organization. Alongside this, it also enables them to be able to discuss any issues they have with their appropriate supervisor or manager. For example, if a worker is being bullied by another worker then they can go discuss this issue with their supervisor, and go up the hierarchy according to what their issue is. Having a hierarchy system also provides a clear line of communication. A typical efficient hierarchical system has three sets of managers within the hierarchy. At the top of the hierarchy is the board of directors, who oversee everything. Directly beneath them are the Department Managers. they are managers of a section of the organization, for example, HR, Finance etc. Lastly there are everyday supervisors who oversee every day activities, solve employee issues and train employees. (Julianne Russ 2017). The third characteristics is formal rules. This characteristic involves having rules that apply to every member of the organization, weather you are at the stop of the hierarchy or the bottom these rules must be followed. These rules should be written down and handed to every member of the organization to avoid confusion. The fourth characteristic is career orientation. Career orientation involves an employer employing workers based on their skills and qualifications rather than their personal preferences. It also encourages candidates to seek a lifelong career with the organization, rather than only working for them for a few months. The fifth characteristic is Formal selection. Formal selection is like career orientation and says that employees should be chosen and promoted based on their skill and merit, not by personal relationships within the business or favouritism. The sixed and final characteristic is impersonal relation. Impersonal relations involve having rules that effect every member of the organization, nnot work to disadvantage certain members of the organization and benefit others. (Alanis Business Academy, 2013). To summaries Max Webber Bureaucratic management theory was designed to improve productivity and focus within the workplace and have workers focus on tasks on objectives and remove personal relationship. Making the workplace a more impersonal environment that worked to benefit every member of the organization.
How does Unilever utilize a Bureaucratic approach to management?
Unilever utilizes a Bureaucratic approach to management in many ways for example, they utilize a hierarchy system to give a clear understanding of everyone role within the organization. Being that Unilever is such a massive organization it can be difficult for them to maintain a clear line of communication between these at the top of the organization and those at the bottom. That is way it is important that Unilever have a hierarchy system, so that important messages can get sent to the appropriate manager who can then pass the message on. Unilever also employs and promotes employees based on their qualifications, skills and merit. This means that employees working for Unilever will have the skills and knowledge to complete their tasks in an efficient manner, rather than have employees who do not know what they are doing and as a result become unmotivated. They also have a set of formal rules that apply to every member of the organization regardless of their rank within the organization. These allows the employees to feel safe within the workplace, without fear of members of the organization abusing their power and authority. 

Classical approach to management, otherwise known as Scientific Management Approach theory
[bookmark: _GoBack]Scientific Management theory was developed by Fredrick Taylor. Having the desire to improve the efficiency of the workplace he went out and studied the workers who worked at varies factories. Having conducted numerous tests, he concluded that workers were undermotivated and lazy. Fredrick conducted several tests trying to understand why this was. This lead him to the conclusion, that the workers at these factories had no incentive to put in the extra effort. This lead him to theorizes why this was, and how you could motivate the workers to work hardier. One method that you tried was to have the employees be paid per piece they made. This had a negative affect because employees would rush to finish their product. This resulted in the final product being rushed and not made to standards. This lead Fredrick to come to the realization that to motivate the workers then the management style itself had to be changed. This lead to have the managers to oversee the workers. This had a dramatic affect production because the workers could no longer laze around and had to put more effort into their work because they know that they were being monitored. This lead to the creation of the scientific management approach theory. As he can see the Classical management theory approach is very similar the Bureaucratic approach but with some key differences. To start with both the Bureaucratic approach and the Classical approach both utilize a hierarchy system, and both focus on efficiency and the division of labour. The Bureaucratic approach has employees motivated by being supervised the Classical approach has employees motivated by some form of monetary reward. “It is also criticized for creating an assembly-line" atmosphere, where employees do only menial jobs. For this reason, it has fallen out of favour among many companies and schools of thought, but could still be a valuable tool for your organization, provided you carefully examine all its principles” (Lea Terry, 2017).
How does Unilever utilize a Classical approach to management?
Unilever Utilizes the Classical approach to management within a lot of their manufacturing plants to help monitor employees and motivate them. Using this style of management Unilever can improve their effectiveness Unilever are always looking to expand their span of control and the classical approach is the best method for developing a broad view of their organization and being able to both monitor their vast workforce and keep them motivated. The drawback about using the Classical approach to management is that employees start to feel less valued and more like a piece of machinery. To summarise although the Classical approach is efficient Unilever should try to implement a new management approach that motivates employees to went to work, rather then just the promise of pay. 

Theory X and Y
Theory X and Y is not so much an approach towards management but more of an evaluation of how managers view workers and how they try to supervise and motivated the workers. This theory says that all managers fall into one of two categories. The first is Theory X. Managers who fall into category X are controlling and are constantly monitoring employees. These types of managers also only thing that employees are motivated by money and rewards. Overall this type of managers has little faith in their employees and tends not to trust important tasks with employees, and will do them himself. The second is Theory Y. Managers who fall into this category tend to be more trusting of employees and tend to feel that employees went to go to work and seek responsibility rather than avoid it. This type of leader tries to build up their employees and through encouragement and reward. They feel that the employee’s imagination and creativity have the possibility to benefit the organization in many ways and should be encouraged to grow these skills. They also feel that they workers full range of intellect has yet to be fully realised. (Blaisdell, 2014) Both Theory X and Y both have their pro’s and con’s. Managers who fall under category X, gives workers very little room to grow and can make employees feel undervalued and undermotivated. On the other hand, it gives a clear image of who is in charge and gives employees very little possibility to slack off. This type of management is best utilized in a factor or warehouse, where employees have a clear set of tasks and responsibilities, and there is very little need for creativity. Managers who fall under the category Y, enjoy building up their employees, motivating them achieve their full potential. This form of management is best used within a small organization. Although managers within category Y helps bring out employee’s full potential, employees who not much care for the organization could find this type of management frustrating

How does Unilever utilize a management theory X and Y within their approach to management?
Unilever utilizes management style X in their factors. They do this because worker within the assemble line typical have a lot of workers who need to monitored in order to make sure they are doing their job correctly. Unilever utilizes management style Y within their board of director’s. When Unilever is hosting Board meetings it is important for the CEO of the organization, Paul Polman, to bring out the creative side on his board members and bring out the best from everyone within the organization. People lead by example, so if Paul is capable of bring out the best of those directly beneath him then they will try and bring out the best in those beneath them, and this will carry all the way to the bottom of the hierarchy, leading to everyone within in the organization to reach their full potential.

Conclusion
Unilever approach to management has a lot of pro’s and con’s, but overall their approach to management is good. They have focused a lot of their effort in making their management style as efficient as possible. Using the Bureaucratic approach to management they have made a safe and fair workplace, with rules and regulations that protect every member of the organization rather than protect those at top and disadvantage those at the bottom of the hierarchy. It also means that employees are offered jobs and promoted based on their professional skills and merit, rather than favouritism. Unilever also implements the Classical system which they use to motivate their workforce with assemble lines. Although the Classical approach has a lot of benefits it would be better to fully incorporate a management approach that motivated their workforce with other incentives other than money. Having the right style of management to suit the working environment will determine weather or not your organization will reach their goals or weather they will fail. Because Unilever have over 500 of brands within their organization, they have different work environments which need different styles of management. Because of this Unilever doesn’t have one style of management that they can I implement in to one aspect of their organization, that is way they use multiple management styles to suit the aspect of the organisation they are managing. For example, the CEO of the organization would encourage creativity and problem solving. As the manager of an assembly line would rather have workers focus solely on their task Every management approach has different pro’s and con’s that will vary from business to business. 
[bookmark: _Hlk499745244]
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