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This Report evaluates the classical and modern theories of management and motivation and comparers them to the company polices on a QinetiQ test Range. It looks at how management styles effect the morale of the work force and compares the effects of different leadership skills on two Aberporth teams. 		     
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3. [bookmark: _Toc472002534]Introduction	Comment by John Rees: Certainly one perspective.  One might also categorise with some utility along organisation of production and people-centric lines.

Management theories are used to deliver management strategies to the work force. They are used to try and relate the goal of the company to the work force and increase productivity through support and engagement. There are two different types of management theory Classical and modern. Classical management was first introduced in the 19th century as a way for company owners to try and reduce the cost of production and improve management worker relations. It applies a hierarchical structure with each level of management having its own objectives and responsibilities. Modern management is based on a systematic approach where the organization is broken down into a system and each department is broken down into a sub-systems each with its own set of objectives and performance goals.













4. [bookmark: _Toc472002535]Management Theories 

The concept of management theories has been around since the turn of the last century, in 1880 Frederick Taylor was the first to observe and evaluate the work culture and behaviours of the Midvale steel company. The results of his findings where very interesting he didn’t just evaluate the way the company worked but at how the work force carried out their day-to-day task. He realized that by making changes to the way the work force carried out a task or giving the workers the correct or more suitable tools he could reduce the non-productive time. One example of this is the Bethlehem steel works, by re-designing a shovel that would enable the workers to shovel for the whole day he was able to increase the productivity of the company and reduce the worker from 500 to 140. Taylor had created a scientific management style believing that making people work as hard as they could was not as productive as optimizing the way the work was carried out.
Taylor’s four principles of Scientific Management (1)
1. Replace working by "rule of thumb," or simple habit and common sense, and instead use the scientific method to study work and determine the most efficient way to perform specific tasks.
2. Rather than simply assign workers to just any job, match workers to their jobs based on capability and motivation, and train them to work at maximum efficiency.
3. Monitor worker performance, and provide instructions and supervision to ensure that they're using the most efficient ways of working.
4. Allocate the work between managers and workers so that the managers spend their time planning and training, allowing the workers to perform their tasks efficiently

In 1932 Elton Mayo questioned the assumptions of scientific management and carried out the Hawthorne studies at the Hawthorne plant of the Western Electric Company. The study evaluated the effects of physical conditions on productivity. The first experiment was to simply adjust the lighting levels at the plant this had varied result until the control of the lighting level was given to the worker, by giving this control to the worker the productivity output increased. The intention was to only carry out one test but it proved so successful that two other test where carried out. The first was on a relay assembly experiment focused on changing the working conditions of the employees and the hours worked per shit. The second a bank wiring room experiment focused on how payment incentives would affect productivity. After the experiments, Mayo realised that the work force is motivated to achieve greater productivity by human factors such as communication and good morale more than by monetary rewards.  	Comment by John Rees: Need a reference for at least one of Mayo’s published works here.




Elton Mayo had developed what would now be considered to be a classic management theory whereas Taylor would be regarded as being modern. The true revolutionary thinker of the time was Henri Fayol. Fayol began his working life as an engineer for a large mining company in France where system engineering was embedded into his daily working route. He developed 14 principles of management which explained how manager should look after and communicate with their staff, he also created the five primary functions of management which correspond to the principles.
The five primary functions are (2)
[image: ]
[bookmark: _Toc472002542]Figure 1 Fayol Function of Management
The illustration in figure 1 shows the 5 functions of management created by Fayol. The loop is continues showing that each function exist to serve the next and that management perfection can never be met. 
1. Planning 
Managers must plan for future conditions, Develop plans, set team objectives and effectively delegate. 
2. Organizing 
Managers must organize structures to carry out activities, Drive efficiency and productivity. Ensure the work force as the correct skill for the job.
3. Commanding 
Maintain Leadership, supervision and motivation, get results from staff, 
4. Coordinating 
Enable proactive planning to deliver work by day to day allocation of resources to tasks. 
5. Controlling 
Control the company strategy, Managers set out clear priorities for capital investments. 

Fayol also changed the way companies conducted them self in industry. He discovered that all company activities could be broken in 6 categories.
1. Technical
2. Commercial
3. Financial
4. Security
5. Accounting
6. Managerial
Fayol was the first person to view companies from the top down. He identified management as a process. The process was then broke down to smaller divisions with a set of principles for each process.
The 6 company category’s and 5 five functions of management form the back bone of many company management organizations today including QinetiQ.

In 1943 Maslow took a different approach to Management theories asking what motivates people and believed that people contained a set of self-motivation which was not effected by rewards. Maslow developed a five tier of human needs. (3)
[image: maslow's hierarchy of needs five stage pyramide]
[bookmark: _Toc472002543]Figure 2 Maslow’s Model of Human Needs
Maslow’s motivational theory is based on humans having certain needs, when the needs are not met it motivates people to meet them. The first two layers two layers are the basic needs, Physiological needs are thing like food, water they are actually the physical needs that the human body needs to survive. The safety needs that is the need for humans to feel that they are not in any danger and to have shelter and security. A good example of safety needs in someone staying in a job even if they are not happy but the thought of a constant reliable pay cheque brings the feeling of safety. Maslow believed that the lower levels of deficit needs must be satisfied before progression to the higher levels. The next two levels are the psychological needs, they are the need to feel love, and being wanted. It’s the need to be social having a group of friend getting compliments for the effort that is put into work. The final stage is Self-actualization that is realizing and fulling personal potential and seeking personal growth. 
The motivational theory developed by Maslow was never fully explored, the subject chosen for the research where high standing public figures or from a scientific background the most prominent being Albert Einstein. The theory was questioned by Wahba and Bridwell in 1976 they completed an extensive review off Maslow research by examining a cross section of the public using questionnaires. They concluded that (4)
	“Maslow’s need hierarch theory is almost a nontestable theory. The difficulties of testing the theory may be partly due to Maslow’s own concept of the theory construction and research method. Maslow (1970) criticized what he called the newer methods of research in psychology. He suggested a more “humane” science. Accordingly, he did not attempt to provide rigor in his writing or standard definitions of constructs.”

In 1997 the theory was brought to question again this time by Tony Crooks. Cooks argues that the theory had limited application as the world was moving into the 21st century but did agree that. (5)
	“An individual’s motivation is determined not by needs alone, but by interaction of needs, incentives and individual perceptions.”
The concept of Maslow’s theory is easy to understand while every human will strive for to achieve the first three steps not everybody has ambitions or indeed the skills required to achieve Self-actualization. Some people are happy being told what to do and when to do it. 	Comment by John Rees: This is a really strong section, in good academic style.  The appraisal of conflict in the research view is a standard and highly regarded approach.  Adding your own commentary is also very much in the expected style.  Good work.














4.1. [bookmark: _Toc472002536]Management Styles

Management is all about leadership, leadership skills are the skills and behaviours leaders and mangers need to be successful. 
Six leadership styles
1. Directive
Gives direction through one way communication offers little support to employees.
2. Authoritative
Gives clear vision and long term direction and can motivate through persuasion.
3. Affiliative 
Try’s to be a friend before a manager, avoids conflicts, lots of support but very little direction.
4. Participative
Gives everyone an input in the decision making, promotes team effort but struggles in a crisis.
5. Pacesetting
Gives very good direction, expects work to be complete to their high standards, little support to team members wanting to develop.
6. Coaching
Gives encouragement for staff to develop and improve their performance. Little guidance where expertise is needed.

There are many different management styles an example can be seen in figure 3 by Daniel Goleman from the leadership that gets result, Harvard business review. (6)
[bookmark: _Toc472002544][image: ]Figure 3 Management Styles
The ideal leader with demonstrate the best characteristics from all the leadership styles but every employee is different and cannot be treated equally. A good leader will evaluate the situation and apply the most appropriate style. 
4.2. [bookmark: _Toc472002537]Management theories in the workplace

QinetiQ is currently changing the way in operate in industry and part of that change is to the organization of the management structure and how the company delivery’s projects.
It now has 3 new focuses. 
1. Customers
Improving customer satisfaction, build new customers and adapt capabilities to focus on new markets.
2. Employees
Improve employee engagement, provide training and career development so staff can reach their full potential.
3. Shareholders
Grow the company with sustainable profitability.
To deliver this new strategy QinetiQ has developed six new delivery teams.
1. Business Winning
Establish a skilled team capable of winning business in the UK and international markets
2. Governance & Processes
Simplify processes ensuring the company is compliant with legislation.
3. Sales and Operational Pplanning	Comment by John Rees: Important to be consistent in presentation.
Develop capabilities and capacity to deliver future work
4. Engineering and Operations
Develop people’s skills and bring together people as a single function across the company.
5. People Culture and Communications
A clear link between delivering business and the work force contribution.
6. Modern Working Environment
Improve facilities, sites and working environments.
It is important to highlight this new structure as the wording may have changed but the theory and systematic approach bares resemblance to Fayol 6 company category’s and 5 five functions of management. The new teams also display a great deal of compassion towards the work force suggesting that Elton Mayo’s research as had a profound effect on the way companies consider the working environments and conditions of their employees.	Comment by John Rees: Good.  Relation to theory shows depth of understanding of your reading.
The company’s need for change has been governed mainly because of customer needs but also because they have aspirations to become a FTSE 100 company so while the new structure looks from the outside world to be credible the truth would be failings at all levels of the management structure. The senior management are trying to grow the business which is understandable but they are not investing in the infrastructure which grew the business in the first place it’s a constant fight to get funding to fix critical equipment let alone investment for new hardware. The communication between the management and work force is getting better but there is still a feeling like it’s a need to know basis and that there is an undertone that something may be hidden, this feeling of uncertainty has been created by the company removing the employees choice off having representation by a Union and then changing term and conditions without consultation. It seems that the company would like to create a façade to display to customers and industry but they are still missing one of the biggest management functions and that is employee engagement. 
It has been shown throughout history (Mayo and Fayol) that involving the work force in the operation decisions or simply making the work force believe that their voice is being heard can cause a major increase in morale which in turn can improve productivity and output.	Comment by John Rees: Again, exemplary practice to support your statement with evidence from the theoretical canon.
The new management structure dose have lots of benefits one off which can be trace back to Taylor’s four principles of Scientific Management. The company now does not just simply assigns the work force to any job it draws the skills and expertise needed from across the entire business to match the work or project.  This can be seen in the illustration below. (7)
[bookmark: _Toc472002545][image: ]Figure 4 QQ New Teams	Comment by John Rees: Good.  It’s important to reference materials to source, even when the source might be internal or confidential.  Much of your report writing will be for internal employee consumption, and these individuals will have access to the private sources.
The company has created 2 new teams, and Integrated Capture Team (ICT) which draws expertise form the development side of the business and the Integrated Delivery Team (IDT) which draws expertise from the Engineering and operations side of the business in effect splitting the work into two entities. This enables the company to deliver more work at the same time due to the fact that once the project is planned by the ICT it is the hand to the IDT for delivery, this allows the ICT to concentrate on the next project. Previous to this the ICT and IDT where the same team and they could not start a new project until the completion of the current one.
The new structure has moved the company from a classical management style where it had a management hierarchy with a structured management program forming 6 layers of line management between the worker and CEO to a modern style of management with groups of skilled workers which can be utilized by project managers to work on any task across the business. This gives the worker multiple managers but only three tiers between them self’s and the CEO. 	Comment by John Rees: One would hope delayering will come to improve communications.

4.3. [bookmark: _Toc472002538]Management Styles in the Workplace

QinetiQ has its own 6 management styles, they are as very customer focused
1. Company values
Focus on performance, actively collaborate with colleagues to meet customer needs, be open and honest and have strong ethical principles.
2. Focus and deliver
Focus on continuous business improvement, set targets for the team and ensure they are delivered.
3. Communicate and Inspire
Be visible, enthusiastic, energetic and engaging, communicate face to face whenever possible.
4. People and team development
Create an environment where colleagues feel empowered, provide feedback and coaching when appropriate to help the team reach their full potential
5. Deliver customer service
Apply critical thinking, logical analysis, and prior experience to make effective customer focused decisions.
6. Company strategic capability
Lead capability, technology and other business related innovations.

The first thing that is apparent is that QinetiQ management style is very similar to other historical management style. They are more tailored towards customer needs which is totally understandable but they are not tailored to the way the company works. The company is split into different divisions with total different working culture. For instance how can the management style for an office based team only inputting data on computer be the same as that of a dynamic fast moving Trials delivery team who move from site to site and experience intensive periods of pressure. This is where the company really lets its managers down. The management roles across the different divisions are incomparabley but the company would expect senior management to be able to manage different teams across different divisions. It places a lot of pressure on the managers and forces them into a default management style which is normal directive, they just want the task done and give very little support to the team as they are just waiting to move on to their next project.	Comment by John Rees: Again, it’s interesting how much of traditional style is still the default approach.  Sometimes it may be because individuals simply haven’t been exposed to better and mimic behaviours they have seen rather than having any conscious understanding of the actual requirement.
At Aberporth there is no real defined management style. Tthere is management training and the company spend thousands of pounds per year sending them away on team building exercises, but unfortunately managers are not placed in the role because they have the experience or are competent. Tthey are simply place in management positions because their face fits or they are a yes person and are happy to agree with senior management no matter what the outcome to their team. 	Comment by John Rees: Unfortunately this is not an uncommon perception.  The pivotal role of middle management is sometimes poorly served by the way the “hinge” with senior (strategic) management operates.  Individuals under pressure often don’t work effectively in their role.






There is one exception to this and that is the Trial Control System (TCS) Manager, he who was placed in his role because of his expertise on the TCS. At the time of his promotion he had no managerial experience but has grown into one off or probably is the best manager at Aberporth. This can be proven by the performance of his team which are constantly high achievers and are always motivated to go that extra mile. If the team are compared to the Ground Radio team at Aberporth where the manager demonstrates a different management style a clear difference can be seen. Table 1 is a comparison of the 2 different management style and the outputs or response they receive from their team members.
	TCS Manager Leadership Style

	Ground Radio Manager Leadership Style	Comment by John Rees: Very nice – tight presentation and gets the point across well.

	Technical knowledge of the equipment is absolute.
Leads from the front first to pick up the tools when needed. 
Very supportive happy to see a member of the team achieve their full potential.
Stand up for the team in all situations.
Trusts team members to take the lead on projects.
Door is always open policy.
Happy to socialize with the team.

	Not interested in the equipment he manages.
Very directive gives instruction even if the information is wrong.
Not very supportive, take accolades for the team work.
Does not trust his team with information.
Won’t listen to technical advice from his supervisors.
  

	Team Response to the Manager Leadership Style

	Team Response to the Manager Leadership Style

	Constant high achievers
Highly respected within the company.
Happy to take on any work even the rubbish jobs like shovelling spoil form cable trays.
High morale.
Very little or no sickness within the team.
Low turnover of staff.


	Low morale within the team.
High turnover of staff.
High sickness rate within the team.
Not willing to take on any extra work.
Not willing to support other sections on site.



[bookmark: _Toc472002547]Table 1 Management Styles	Comment by John Rees: An interesting comparison might be McGregor’s Theory X and Y …
The table shows that different management styles have a direct impact on team performance but more importantly than that its show a greater wellbeing in the individuals in the TCS team. This bears remarkable resemblance to Maslow’s hierarchy of needs showing that if the employees feel a sense on safety, belonging and respect they can reach self-actualization and unlock their full potential. 	Comment by John Rees: … or, indeed, Maslow.
The table also show that as a company QinetiQ are choosing the managers on the wrong merits for example the Ground Radio manager is not from a technical background and was only placed in the role as a stepping stone in preparation for a more senior position within the company so regardless of what management style the company adopts it will never produces full rounded compassionate managers.


5. [bookmark: _Toc472002539]Conclusion	Comment by John Rees: Decent conclusion.  Draws together the theory basics along with your analysis in a succinct and coherent way.

The concept behind management theories is relatively easy to understand. The researchers like Taylor, Mayo and Fayol where trying to achieve a greater understanding of what processes are involved in the production industry and what influences motivates the worker force to achieve greater production. The process in industry has changed considerabley since the first research was carried out yet a considerable amount of companies still use theire management theories. The thing you have to consider the most is the size and diversity of the company, for a small company with little staff and 5 or less managers it’s less important to have such comprehensive management theories but it would be more crucial to have managers with good management skills/style, for a large company with many managers it’s important that they are all cohesive using the management theories to delivery company policies to the work force. They should also be teaching manager good management styles but unfortunately for QinetiQ it does not seem to be the case. The cause of this can be attributed to the high turnover of staff and the company has a policy that a senior manager should not stay in the post for more than 2 years. It is therefore inevitable that manager fall into the default setting of directive, as they are not given the opportunity to get to know the team or develop leadership skills. 	Comment by John Rees: I’ve got a feeling this is a hangover from staff in military roles, where the default period of appointment to a job for Captain and above is 2 years (from my experience with the Royal Signals and Air Command in recent years).
It can have unfortunate consequences (“Anne of a thousand days” issues).
The information in table one if very interesting it does show that the research conducted by Taylor, Mayo, Fayol and Maslow has some merit to it. The Maslow triangle of hierarchy did not seem that plausible to begin with but looking at the output from the TCS team it has become apparent that even if you don’t want to progress into a management role you can still achieve self-actualization and show  creative and problem solving attributes. A good manager has to display a combination of all leadership skills and know when to use them appropriately. 
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