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Introduction
Effective management is vital to the long-term success of any organisation, particularly in complex industries such as aerospace manufacturing. Safran Seats UK operates within a competitive global environment where Innovation, Operational Efficiency, and Supply Chain Resilience & Supplier Performance are critical to sustaining growth. To maintain its high quality, Safran Seats must effectively apply the core management functions of planning, organizing, leading, and controlling in a consistent and combined manner.
This essay critically examines these four functions within the context of Safran Seats UK. It identifies three key strategic objectives essential for long-term success and evaluates the organisation’s approach to planning. It then proposes a workforce design for a 24/7 customer care centre, incorporating flexible working arrangements. By integrating both theoretical perspectives and practical examples, the discussion highlights how structured management practices contribute to organisational efficiency, resilience, and continuous improvement.


Planning
Safran Seats UK operates in a highly competitive aerospace sector where long-term success depends on clear strategic priorities and effective execution. Three key strategic objectives are innovation, operational efficiency, and supply chain resilience supported by strong supplier performance.
The Table below shows the strategic objectives, actions and evaluation for Safran Seats UK.
	Strategic Objectives, Actions and Evaluation

	Objective
	Strategic Actions
	Operational Actions
	Evaluation / KPI

	Innovation
	Invest in Research & Development; collaborate with suppliers
	Early supplier involvement; design-to-cost initiatives
	Reduced seat weight (%), material cost savings, number of new patents

	Operational Efficiency
	Optimise processes; achieve cost leadership
	supplier scheduling, contract optimisation
	On-time delivery rate, production cost variance, programme milestone adherence

	Supply Chain Resilience & Supplier Performance
	Develop flexible supply base; risk mapping
	Dual sourcing, KPI monitoring, buffer stock, supplier audits
	PPM defects, supply disruption frequency, recovery time



Innovation plays a vital role within Safran and according to Porter (1985, p. 45) “It is essential for maintaining competitive advantage”. Safran apply innovation through their Procurement team which can be explained by Monczka et al (2015, p. 112) “Procurement enables this by engaging suppliers early, securing access to advanced materials, and supporting cost-effective designs”. KPIs such as reduced seat weight, cost savings, and patents quantify the effectiveness of innovation initiatives.
Maintaining delivery dates and ensuring orders are placed withing the lead time is crucial for operational efficiency. As evidenced by Slack et al (2010, p. 78) “Operational efficiency is critical to programme delivery”. The Procurement team contributes by negotiating long-term agreements and monitoring supplier delivery alignment. This is measured through commit dates being adhered, cost variance and on time deliveries. 
Safran uses suppliers that are located all over the world, from China to the United States, which their resilience is absolute for this process to run smoothly and efficiency. Christoppher (2016, p. 53) support this and state “Supply chain resilience is increasingly vital in managing global disruptions”. Actions include dual sourcing, supplier audits, and buffer strategies. Effectiveness is monitored via On Time Delivery (OTD), quality metrics (PPM defects), and frequency of supply disruptions. The below tables show the strengths and limitations, and aspects of each planning approach. 
Planning Approach – Analytical Evaluation 
	Planning Approach
	Strengths
	Limitations
	Suitability for Procurement

	Traditional Planning
	Strategic alignment; clear long-term goals
	Inflexible; slow adaptation to disruption
	Provides baseline targets but may struggle with dynamic supplier issues

	Management by Objectives (MBO)
	Clear, measurable targets; accountability; motivation
	Over-focus on short-term targets; may ignore qualitative factors
	Highly effective for cost, delivery, and quality metrics; requires review for innovation metrics



As shown above Safran Seats UK primarily aligns with Management by Objectives (MBO, Drucker, 1954) approach rather than purely traditional planning model (Mintzberg, 1994).  Procurement teams benefit from clear performance targets while retaining some flexibility to respond to supply chain disruptions.
Comparison with Traditional Planning Model 
	Aspect
	Traditional Planning
	MBO at Safran Seats

	Approach 
	Top-down
	Participative

	Flexibility
	Low
	High

	Focus
	Long term plans
	Measurable objectives 

	Employee Role
	Limited
	Active involvement 



Safran benefits more from MBO because of the complex, fast changing aerospace environment, where flexibility, accountability and cross functional coordination are critical. Integrating innovation, operational efficiency and supply chain resilience with an analytical performance framework allows Safran to maintain competitiveness and deliver high-quality aerospace seating in a dynamic global market.
Organising
A 24/7 customer care centre requires a structured workforce capable of continuous operation. A rotational shift system, such as a “4-on, 4-off” model, ensures coverage while allowing sufficient rest. As suggested by Armstrong (2020, p. 312) “Effective shift design is essential to maintain productivity and minimise fatigue”. To accommodate employees’ external commitments, flexible working practices should be implemented. These include flexible hours, job sharing, and remote working. CIPD (2022, p. 6) explains that “Flexible working improves job satisfaction and reduces absenteeism”. This allows the job to be more desirable and provides the employee with a wider knowledge of their working week. 
They should also adopt a work package model that structures tasks into defined units, including responsibilities, performance expectations, and required skills. Employees can be allocated tasks based on skills and preferences, increasing flexibility and efficiency. This allows the working day to run smoothly and efficiently. Hackman & Oldham (1976, p. 256) evidence this and states “This aligns with job design theory, which highlights the importance of clarity and autonomy”. The table below shows an example of how this would work in the Procurement Team at Safran.  
	Work Package
	Employee
	Role

	Run MRP
	Coordinator A
Coordinator B
Coordinator C
	Run M3 and Lean to locate demand

	Raise PO
	Senior Planner A
Senior Planner B 
Senior Planner C
	Print PO and send to supplier

	Talk with Supplier
	Senior Planner A
Senior Planner B 
Senior Planner C
	Discus issues and demand with supplier

	Shortage Reports
	Line Manager A
Line Manager B 
Line Manager C
	Report to all team about shortages in the demand data


Effective implementation requires clear guidelines: transparent scheduling, fair shift allocation, employee involvement, and adequate training. Managers should also prioritise employee wellbeing by ensuring breaks and monitoring workload. By implementing the above Armstrong (2020, p. 318) states “These practices enhance engagement and operational performance”. 
24/7 Workforce Design
A rotational shift system ensures continuous service coverage. “Effective shift design reduces fatigue and improves productivity” (Armstrong, 2020, p. 312). The shift rotation and working arrangements can be seen in the tables below. 
Shift Rotation Model
	Time Period
	Team A
	Team B
	Team C

	00:00 – 08:00
	✔
	
	

	08:00 – 16:00
	
	✔
	

	16:00 – 00:00
	
	
	✔


The table above illustrates how continuous operational coverage can be achieved through a structured shift system. Each team rotates weekly in the sequence A to B, B to C, and C to A, ensuring an equitable distribution of working hours across all teams. This rotational arrangement enables employees to anticipate their schedules in advance. This facilitating more effective planning of personal commitments and improving overall work–life balance.
Flexible Working Arrangements
	Work Type
	Description
	Benefit

	Flexible Hours
	Choose shifts
	Work-life balance

	Compressed Week
	Fewer working days
	More rest time

	Job Sharing
	Shared roles
	Reduced stress

	Remote Working
	Work from home
	Greater flexibility



By Safran ensuring they have a flexible work design it will allow employees to feel empowered and satisfied with their workflow. As evidenced by CIPD (2022, p. 6) “Flexible working improves employee satisfaction”. This suggests that implementing flexible working practices can contribute to higher levels of employee engagement and organisational effectiveness. 

Leading
Evaluation of Leadership Style 
Within Safran, I have adopted a transformational leadership style. This can be explained by Bass (1985, p. 20) “Transformational leadership motivates followers to do more than they originally expected to do”. By applying this approach, it has improved collaboration and team morale. However, elements of transactional leadership are also evident, particularly in setting targets and monitoring performance. Transactional leadership is based on exchange relationships between me, managers and employees. As Burns (1978, p. 19) states, “Transactional leadership occurs when one person takes the initiative in making contact with others for the purpose of an exchange of valued things.” This highlights the focus on reward-based exchanges and compliance. While effective for maintaining structure, it may limit creativity.
Despite demonstrated strengths, improvements are needed in decision-making, delegation, and conflict management. As Northouse (2019, p. 5) states, “leadership is a process whereby an individual influences a group of individuals to achieve a common goal”. This highlights the need to balance participation with decisiveness. A structured action plan should include leadership training, practical application, feedback, and mentorship. The development of emotional intelligence is essential, as Goleman (1998, p. 317), notes that “emotional intelligence refers to the capacity for recognizing our own feelings and those of others”. Ongoing feedback and reflection will support continuous improvement.
Leadership Style Comparison
	Feature
	Transformational Leadership
	Transactional Leadership

	Focus
	Vision and motivation 
	Tasks and performance 

	Strength
	Innovation 
	Structure 

	Weakness
	Less Control 
	Less Creativity 



	
	
	

	
	
	

	
	
	

	
	
	


Controlling

As a procurement manager at Safran Seats UK, implementing strong control measures is essential to ensure both individual and unit performance align with organisational objectives such as cost efficiency, quality compliance, and supply chain resilience.
Individual Performance Control Measures 
Key measures include Key Performance Indicators (KPIs), regular appraisals, and real-time dashboards. KPIs such as inventory actions, supplier lead-time adherence, and contract compliance provide quantifiable insights into employee efficiency. For example, below is my monthly KPI dashboard from Safran (Graph 1) can track trends in cost savings per buyer, enabling early identification of underperformance. Furthermore, 360-degree feedback improves the evaluation of effectiveness by integrating viewpoints from both internal stakeholders and suppliers. As defined by Garavan, Morley and Flynn (1997, p.135) “360-degree feedback is a contrived method of providing a flow of feedback to employees from all directions”. This approach emphasizes strengths and developmental areas from multiple perspectives, providing a more balanced view of performance. 
[image: ]Graph 1. 
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Visual tools such as trend graphs in graph 1 above can highlight improvements in cycle time or supplier performance over quarters.
Unit Level Performance Indicators 
At the departmental level, performance should be assessed through aggregated metrics as shown in the tables below:
	Indicator
	Purpose
	Measurement Method

	Cost Savings (%)
	Financial efficiency
	Budget vs actual spends

	Supplier On-Time Delivery
	Supply chain reliability
	% of on-time deliveries

	Procurement Cycle Time
	Process efficiency
	Average requisition-to-order time

	Quality Defect Rate
	Supplier quality performance
	Defects per million (DPM)



Integrating quantitative KPIs with qualitive evaluations offers a more comprehensive outlook on procurement performance. Data-driven metrics enhance objectivity, while feedback mechanisms capture behavioural effectiveness, supporting improvement, accountability, and alignment with strategic goals. 
Within a Balanced Scorecard Framework, procurement performance is assessed across financial, operational, customer and capability dimensions. Although metrics like cost savings, lead time, and supplier delivery rates provide measurable efficiency, they may promote short-term thinking at the cost of strategic value. Similarly, customer and supplier metrics can be subjective, and internal process KPIs may emphasize control over innovation, while learning indicators are frequently undervalued. As Kaplan and Norton (1996, p. 2) establish “The balanced scorecard translates an organization’s mission and strategy into a comprehensive set of performance measures”.


Balanced Scorecard Framework
	Perspective
	Objective
	KPI
	Target
	Measurement Method

	Financial
	* Reduce procurement costs
* Control purchase price variance
	* Cost Savings (%)

* Inventory Actions
	* ≥ 8% annually
* ≤ 2% variance
	*Budget vs actual spends
*Supplier price comparison

	Customer
	* Improve internal stakeholder satisfaction
* Ensure supplier reliability
	* Satisfaction Score

* On-Time Delivery (%)
	* ≥ 90%

* ≥ 95%
	*Internal surveys
*Delivery performance reports

	Internal Process
	*Increase efficiency

*Improve compliance
	*Procurement Lead Time
*Contract Compliance Rate
	* ≤ 5 days

* ≥ 98%
	*System tracking (ERP data)
*Audit checks

	Learning & Growth
	* Develop employee capability

* Enhance engagement
	*Training Hours per Employee

* Employee Engagement Score
	* ≥ 20 hrs/year

*≥ 85%
	*HR training records

*Staff surveys




Methods such as the Balanced Scorecard and 360-degree feedback facilitate a holistic evaluation of organisational performance by integrating both quantitative and qualitative dimensions. These approaches support the assessment of efficiency and effectiveness, with the Balanced Scorecard aligning financial and non-financial measures to strategic objectives. Similarly, feedback systems contribute to continuous improvement and the development of employee capabilities.







Conclusion

The successful execution of planning, organizing, leading, and controlling functions is vital for attaining strategic success within a complex organization like Safran Seats. The analysis reveals that aligning strategic goals with well-defined operational actions, supported by structured planning methodologies (MBO), fosters enhanced accountability in a dynamic aerospace landscape. Moreover, the establishment of organized workforce structures and adaptable working practices improves both efficiency and employee satisfaction. Leadership is pivotal in enhancing performance, by incorporating both transformational and transactional styles. This will promote innovation alongside operational control. Finally, effective control mechanisms, including KPI monitoring, the Balanced Scorecard, and 360-degree feedback, offer a thorough framework for assessing performance and facilitating continuous improvement. In summary, the amalgamation of these management functions guarantees that Safran Seats UK can sustain its competitiveness, respond to industry challenges, and achieve sustainable organizational performance.
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