

CRITICAL ANALYSIS OF MANAGEMENT THEORIES RELEVENT TO THE WORKPLACE


Executive Summary

The purpose of this report is to analyse the use of management theories and their importance in an organisation. The classical approaches and its benefits as well as theories that could enhance the organisation’s performance. The human relations approach and its motivational effectiveness. Individual values, beliefs and attitude alignment to an organisation. The importance of good organisational culture will be discussed and how an organisation can influence employees to perform better.
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Introduction

The aim of this report is to understand and identify a management theory that an organisation may follow. Management theories are general guidelines that can be implemented within modern organisations. These concepts introduce various management strategies. Worhington & Cumberpatch, (2006, p. 19) propose that management theories can be seen as approaches taken by practising managers, to influence individuals and groups within the work environment.
Underlying this report is the assumption that, organisations culture according to CMI, (2019) can be the personality or character of an organisation. A culture made up of shared values, beliefs and assumptions about how individuals should behave or interact. Theorists have been researching the most suitable forms of management for centuries. Organisations have a plethora of theories to utilise for a stable structure, either in a start-up or a long-established business.
This report examines the potential for successful organisations where culture is driven by leadership. DeMers, (2015) claims that, attention to organisational culture has become a focus for organisations. Organisational culture should align with the individual’s personal values and beliefs. According to Boreham, (2016) values can make the difference when it comes to assessing their personal fit to an organisation. Individuals make decisions every day and these decisions reflect one’s personal values and beliefs.









Management Theories & Organisational Structure

Organisational structure is defined by Oliver, (2019) as, the foundation to which an organisation from the inside out operates. Cambridge Dictionary, (2019) defines it as “the way in which an organisation is organised”. A broader understanding is given by Riley, (2018) as, “the way an organisation has a direct effect on its competitiveness, to be able to achieve its aims and objectives, along with the need to organise its workforce in a suitable way”. Organisations and how they structure themselves differ in how they operate according to its size. Mullins, (2010, p. 362) explains that the dynamics between large multinational organisations that employ thousands of employees and a small local business with twenty employees, are vastly different in how each would structure itself. Mullins, (2010, p. 362) believes the structure and culture of an organisation, are key factors that contribute to motivating the workforce and influence their behaviour at all levels. Structure of an organisation is an important factor, as it will impact on the culture that develops within the organisation.
Organisational culture according to CMI, (2019) can be the personality or character of an organisation. A culture made up of shared values, beliefs and assumptions about how individuals should behave or interact. How particular decisions are made within the workplace and how work should be done. CMI, (2019) claims that the key factors in an organisations culture is its history and its environment, but most of all the people who lead and work for it. Identity for an organisation is largely determined by its organisational culture. CFI, (2019) believes that to have a strong organisational structure, it is beneficial to introduce several concepts of management theories that best suit the workforce and its culture.
Apart from the simplest form of business in which one individual maintains all tasks, large organisations typically have workers and managers within different levels that have designated roles and responsibilities. Worhington & Cumberpatch, (2006, p. 19) hold the position that, to meet expectations and its organisations objectives managers need to integrate the various influences available to them. CFI, (2019) says “One of the reasons why managers should be interested in learning management theories is because it helps in maximizing their productivity”. Worhington & Cumberpatch, (2006, p. 19) propose that management theories can be seen as approaches taken by practising managers, to influence individuals and groups within the work environment. Such approaches or theories date back to the nineteenth century and represent views from scholars of organisation and management. Mullins, (2010, p. 366) explains that these approaches can be categorised into three main groups:
The classical approach
The human relations approach
The systems approach


1.1 The classical approach

During the industrial revolution theorists of that time began to research into “what” and “how” would be the best possible way to manage and structure an organisation. The classical management theory developed during the industrial revolution was largely to address industrial issues and focus on efficiency, productivity, management and better worker relationships. According to Worhington & Cumberpatch, (2006, p. 19) thinkers such as Taylor and Fayol, viewed organisations as formal structures, established to achieve its objectives with the direction of its management. Mullins, (2010, p. 366) states that, this is done by identifying a set of principles which help managers set up organisational structures, with the view taken from classical theories to achieve their objectives more effectively.
Henri Fayol was a leader in classical management theory, his focus was on how to get the best out of the workers in the workplace. Effectiveness of workers was his focus but, he looked at it from a managerial perspective. Lumen, (2019) explains Fayol’s thought process was that of efficiency through management, rather than improving each individual worker. According to Worhington & Cumberpatch, (2006, p. 20) Fayol identified fourteen principles which include:


          Fayol’s fourteen principles       
                      Mindtools, (2019)
Division of Work	Centralization
 Authority	Scalar Chain
Discipline	Order
Unity of Command	Equity
Unity of Direction	Stability of Tenure of Personnel
Subordination of Individual Interests to the General Interest	Initiative
Remuneration	Esprit de Corps

Fayol believed these principles provide managers a general guideline on how to supervise and organise accordingly. According to Study.com, (2019) Fayol also founded six functions of management which include:
Principle Functions
Forecasting	Commanding
Planning	Coordinating
Organizing	Controlling

                                 Mindtools, (2019)

Fayol’s six principle functions according to Mindtools, (2019) go hand in hand with his fourteen principles of management. Worhington & Cumberpatch, (2006, p. 20) expands on Fayol’s management theory and links it with features expressed in Weber’s idea of bureaucracy and the scientific management methods from the pioneering work of Frederick Winslow Taylor. Max Weber was a German sociologist known for his work on authority amongst others. Weber’s contribution highlights the importance of office and rules in the function of an organisation. Mullins, (2010, p. 367) findings show that bureaucracy according to weber has a system of rules and procedures, levels of competence with its hierarchical organisation of offices based on merit providing individual superiority over others, a chain of command within an organisations structure. 
Equally Frederick Winslow Taylor’s theory of applying science and engineering to work practices is a contribution to modern day management. According to Caramela, (2019) the view expressed by Taylor is that, "The principal object of management should be to secure the maximum prosperity for the employer, coupled with the maximum prosperity for each employee,". Taylor believed by applying scientific methods to work, employees can become more efficient and maximise productivity. An approach similar to Weber but, Taylor suggests, employers should reward employees for productivity. Worhington & Cumberpatch, (2006, p. 20) writes that, according to Taylor a systematic analysis of jobs should include, a form of work study technique that would find the best way to develop workers, with the idea of performance increase and productivity gains at the core. According to Caramela, (2019) Taylor’s view is that, the responsibility to implement this scientific approach lies with the management under which employees operate. Although effective and beneficial to an organisation the classical approach is often criticised. Lumen, (2019) notes that, the classical approach of management does not focus on human or behavioural attributes also ignores human desires, the needs in the workplace and variation among employees, with no considerations for human error.
Advantage: A clear structure for management.
Limitations: To predict and control human behaviour, the classical approach overlooks the importance of human relations and creativity.

1.2 The human relations approach

Whereas the classical approach focuses on organisational structure, the human relations approach often referred to as motivational theory, focuses on the importance of people in the workplace. Mullins, (2010, p. 367) defines the human relations approach as, the influence of social and psychological elements that shape organisational behaviour. Human relation theorists have incorporated behavioural sciences into management to solve many of the problems created by classical theory practices. Lumen, (2019) explains that human relations theorists are generally more concerned with issues such as, employee well-being, leadership communication, individual motivation and to encourage management on building relationships with employees.
In the early 1920s, during the industrial revolution, productivity was one of the key arears of focus. The concept of human relations was developed by the prominent work of George Elton Mayo and his famous Hawthorne studies. According to Perry, (2011), research into individual behaviour in the workplace was Mayo’s prime focus. Perry, (2011) explains that, results from the experiments undertaken by Mayo proved that the factor most influencing productivity are relationships. Supporting this Mullins, (2010, pp. 367-368) conclude that “these experiments conducted by Mayo, showed that individuals in the workplace were members of informal as well as formal (i.e. unofficial) groups and that group influences were fundamental to explaining individual behaviour”. According to British Library, (2019) various stages within the experiment took place and the outcome was that, managers should strive to create a balance between technical organisation and of the human one. British Library, (2019) further states that according to Mayo, managers can include a diagnostic system that can help them understand human behaviour which will enable them to develop relations with workers. This attention can increase motivation in the workforce and managers will be able to lead effectively through better communication.
The Hawthorne experiments established the importance of how management style can contribute to organisational success by taking this humanistic approach. Writers such as Abraham Maslow and Douglas McGregor stress the importance of how the human factor ties in with organisational effectiveness and how it promotes motivation. Mullins, (2010, p. 368) writes that, Maslow and McGregor adopted a more psychological orientation. Maslow’s hierarchy of needs (see Figure 1.1) in which he suggests that five basic needs that individuals seek to satisfy range from, physiological, safety, love, esteem and to self-actualization. The lower levels need to be fulfilled before progressing systematically up the hierarchy. Similarly, McGregor’s Theory X and Theory Y according to Perry, (2011) are assumptions that either the worker is inherently lazy (theory x) or is committed to the organisation’s objectives (theory y) and actively seeking responsibility. 
Advantage: Employee feels appreciated and valued, better productivity.
Limitations: One way don’t work for all, difficult to predict workplace behaviour.




1.3 The systems approach

The systems approach became popular in the 1960s were organisations and its structure were seen as complex systems of people, technologies and tasks. Which according to Mullins, (2010, p. 369) were part of and interacted with a larger environment both internally and externally comprising a wide range of influences. This approach views an organisation as an open social system that must interact with their environment for it to survive. Rampur, (2018) Defines the system approach as a concept that views organisation as an interconnected purposive system that contains various business levels, that can be grouped into three parts: input, process and output. A management approach that enables the leadership to view the larger corporate environment and its own environment as a unified part of it. Rampur, (2018) states that “The systems approach to management is key to coordinate processes in an organisation and define the importance of individual procedures in the workplace”. The systems approach introduces concepts such as: 
Entropy
Synergy
Subsystem
A look at the internal and external workings of the organisation, rather than a concreate management process.

1.4 Use of Management Theories

Theorists have been researching the most suitable forms of management for centuries. Organisations have a plethora of theories to utilise for a stable structure, either in a start-up or a long-established business. An example can be given in the form of Anglian Water Ltd. A company founded in 1997 and was one of the first water suppliers to be granted a retail licence in Scotland following Scottish market deregulation in 2008. According to its website Wave, (2019) the company’s values is at the heart of its business model. Its human relations approach is evident in what they describe as, “a friendly and dynamic working environment, where the skills and potential of each employee is recognised and developed”. Further evidence is provided by Wave, (2019) on how the systems approach is utilised and combined with its attitudes and beliefs in human relations, it indicates this by saying “the utilities sector is constantly evolving and as one of the market leaders the need to adapt is crucial” it also claims that “employees will be constantly challenged by learning new ways of working, making it an exciting work environment. Employees will also develop new skills and experiences with the managements full support”. 
Although Anglian Water takes the classical approach in its organisational structure, it has the opportunity to accommodate progression of its workers. According to Wave, (2019) indication is given by saying “employees have the opportunity for internal transfers across the organisation and depending on the role, an employee may have the chance to break out into another business area to get to know new teams and experience the working environment first hand”. Anglian Water is a company with strong corporate social responsibility and values with its belief in fair working practices. The importance of good organisational culture with its shared Values, beliefs and attitudes are an integral part of an organisation and can be the main focus of potential employees looking for a job. 

2.0 Management theories & Influence on individual values, beliefs and attitudes in the workplace

Personal values, beliefs and attitudes that has developed throughout the course of people’s lives help them grow and develop. Individuals make decisions every day and these decisions reflect one’s personal values and beliefs. According to Halstead and Taylor, (2000, p. 3) values can be defined as, principles and fundamental convictions that act as general guides to behaviour. Smart minds, (2019) writes that while values are what govern behaviour, beliefs are the basic assumptions that is made about the world and what is important to one’s existence. Smart minds, (2019) further adds that, a person’s values stem from these beliefs and ultimately shapes the individual’s attitude, which defines the way an individual will behave. 
An individual may want to align their personal values and beliefs to that of the organisation they chose to work for. According to Boreham, (2016) values can make the difference when it comes to assessing their personal fit to an organisation and an important factor can be beliefs. An individual may question if the organisation believes in the things that the individual may hold dearest. As an example, the Author manages his own company. The management theories that the author implements are a combination of Weber’s bureaucratic theory and Taylorism. The author choses to use these theories as it aligns with his values and beliefs. Core values that the author holds to his strength is that of patience, authority, and responsibility. As a consequence, to the environment in which the company operates the systems approach is also maintained as the company and its employees need to adapt frequently to change. These changes include a shift in competition where competitors constantly change elements of their service and products, this constant change requires continuous input and market research to keep the company in profits. An implementation of McGregor’s Theory X and Theory Y can be introduced, as this will enable management to assess each employees needs and wants. The company’s culture is that of shared values and beliefs, that have an influence in how employees perform. Management theories that are implemented contribute to employees understanding of what their tasks are. The humanistic approach creates high motivational levels within the workplace. The author aligned his values to the structure of his company. 
3.0 Impact of values, beliefs and attitudes in the workplace 

Organisational culture can be a highly motivating aspect for individuals in today’s workplace. Successful organisations where culture is driven by leadership can produce a happy and productive working environment. Barrett, (2010, p.1) explains that, values are at the core of human decision making and when an organisations culture aligns with personal values, people feel liberated. DeMers, (2015) claims that, attention to organisational culture has become a focus for organisations such as tech giants Google, offering employees unique benefits to influence them to perform well. These kinds of incentives not only retain employees but also attracts new talent. DeMers, (2015) states that “most organisations need talent to stay in business and this can be a challenge. But by having an established organisational culture, talented people will seek you out”.
Value led organisations stand for something it believes in, going beyond profit. According to True Leadership, (2016) Business leaders agree that values and culture is the new competitive edge and values that organisations and their leaders believe in can bring sustainable success. An example can be given in the form of the Apple brand. Sabutey, (2017) explains the success of Apple was due to its marketing strategy, where it focused on the core values that it believed in. The core values are considered the heart of its brand. Sabutey, (2017) goes on to say, “the core values which are the fundamentals of the organisations beliefs, principles, philosophies and its code of ethics”. An organisation that aligns its core values with its actions can achieve its vision and fulfil its purpose.


4.0 The RED Model of Critical Thinking

The RED Model of critical thinking (see Figure 1.2) According to Harris, (2015) was created by Pearson for developing critical thinking skills. Harris, (2015) describes the model as a way to view and apply critical thinking principles when faced with a decision. The model consists of three concepts: Recognize assumptions, evaluate information and draw conclusions. The author has used the RED model to structure this body of work.











Conclusion

The authors findings conclude that bureaucratic organisation remains a key feature of modern-day enterprises around the world. According to Worhington & Cumberpatch, (2006, p. 20) the increasing size and complexities of modern organisations benefit clearly from Weber’s authoritarian structure. Equally Frederick Winslow Taylor’s theory of applying science and engineering to work practices is a contribution to modern day management. According to Worhington & Cumberpatch, (2006, p. 19) thinkers such as Taylor and Fayol, viewed organisations as formal structures, established to achieve its objectives, an approach which considers an organisation as a machine, with its workers being the parts and components of it.
Personal values, beliefs and attitudes that has developed throughout the course of people’s lives help them grow and develop. Values can be a powerful concept to guide individuals in their decisions and understanding why they may feel a certain way about their current employer. There is enough evidence to show that the individuals experience is likely to be a more positive one if they can align their values with organisations where culture is driven by leadership. Barrett, (2010, p.1) explains that, values are at the core of human decision making and when an organisations culture aligns with personal values, people feel liberated.
Individuals make decisions every day and these decisions reflect one’s personal values and beliefs. When the interaction between the leadership and employees is good it becomes a valuable relationship. Sabutey, (2017) explains that, if an organisation defines its values well enough, the leaders should be able to use them as a point of reference by which it can make decisions, also empower others to make decisions of their own. Values are the heartbeat of an organisation and everything it does and every decision it makes, should be in line with its beliefs. 
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Appendix

Figure 1.1                                                                   
Maslow’s Hierarchy of Needs                                               Personal Beliefs, Values, Attitudes & Behaviour
 Burton, (2012)                                                                            Ministry of Business, (2018)
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             			        Pearson’s RED Critical Thinking model
                                                                                   Slide Hunter, (2019)	Figure 1.2
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