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[bookmark: _Toc58799317]1.   Executive Summary

[bookmark: _Hlk58447285][bookmark: _Hlk58447260]The aim of this report is to critically analyse and assess Max Webber’s bureaucracy classical management theory, relevant and applied in NHS England, a successful organization, assessing the impact of beliefs, attitudes and values on individuals, and the significance of associating it with the organisational success, using RED Critical Thinking model, as well looking at the importance of aligning the values of its employees withs those of the organisation. The report will also evaluate how someone with different values and beliefs might interpret Maslow’s hierarchy of needs theory, will analyse areas of improvement in NHS, and how Herzberg motivation theory can improve motivation, engagement, and performance in NHS organization, and finally, how I would align my own personal values, beliefs, attitudes in NHS England.


[bookmark: _Toc58799318]2.    Findings

[bookmark: _Toc58799319]2.0.    Management defined

According to Adetule in 2011, management is defined as art (great level of skills and competence), science (acquaintance including actions and results), function (performance in work), process (regular way of performing), profession (necessitates intelligent aptitude), resource (social and physical resources to attain wanted aims), concept (where and how management is applied). The practice of preparing, structuring, guiding, and managing the work of organization’s representatives using all other organizations assets to attain indicated organizational objectives is called management.


[bookmark: _Toc58799320]2.1.    What are Management Theories?

Management theories (Fig. 1) are notions containing advised management strategies, which consist of structures and procedures that can be applied in modern organizations. Normally, specialists are not depending on exclusively one management theory alone, but rather, propose numerous hypotheses from various management theories that best fit their staff and company culture (CFI, 2015-2020).
[bookmark: _Hlk58406059]Management models and theories are associated with motivation, leadership, and management transformation, and are applied to everyday situations and challenges within an organization (Enock, 2006 & Beynon,2017).
Management theories have been designed and utilized from the time when management initially became a basic component of business systems. Both classical and modern theories are significant in today’s business world, however, new theories continue to be developed to catch up with the current trends in business. There are two main classifications of management theories: classical (performance and increasing production), and modern (includes modern scientific methods and systems thinking management theory). Another theory is the behavioural management theory (concentrating on human essentials and seeing the workplace as a social environment). All theories are indicating a different time in the advancement for management theories (Hashaw, 2019).
[bookmark: _Toc58799321]2.2.   Classical management 
[bookmark: _Toc58799322]2.2.a.   NHS
[bookmark: _Toc58799323]R.    Recognizing the assumption
[bookmark: _Toc58799324]NHS Values, Beliefs and Attitudes
The National Health Service (NHS) was initiated by Health Secretary Aneurin Bevan in 1948. Bevan stated in 1952 that “no society can legitimately call itself civilised if a sick person is denied medical aid because of lack of means”. Bevan’s NHS concept was superior quality, free and balanced healthcare to all who required it (Pringle, n.d.). 
Starting with that year, NHS, was continuously motivated by values, beliefs, and attitudes (Fig. 2), for both organisation and employees. NHS is known, and it has been proved, that they are working collectively for patients, prioritising them. They treat the patients with respect and dignity, they value every person whether patient, family, carers, staff, respecting their aspirations and commitments in life, seeking to understand their main concerns, requirements, capabilities, and limitations. They are devoted to value of care, maintaining quality and endeavouring to get the essentials of quality of care: protection, efficiency, and patient experience. They are providing care, with compassion, acting with humanity and kindness to everyone’s discomfort, pain, concern or need. NHS have a continuous fight for improving lives, health and wellbeing and people’s experiences of the NHS, maximising their resources for the benefit of community, without any omissions or discrimination (NHS, 2020).
NHS values, beliefs and attitudes are confirmed by the statistics released in June 2019. The main question was upon how much people trust doctors and nurses in UK, where 68% British women and 64% men surveyed admitted they have trust in doctors and nurses, and only 5% of overall Britons stated that they do not trust much hospital workers(Stewart,2019).

[bookmark: _Toc58799325]2.2.b    Max Weber bureaucracy theory
The creator of one of the classical management theories, existing today, the base on which NHS England was established, is Max Weber, who stated that a rational-legal authority structure is the greatest modern structure of social organization, achieved by a managerial approach, mentioned as bureaucracy, seeing that the main strategies to attain the maximum level of productivity (Fig. 3) are:
· [bookmark: _Hlk58575635] A ranked management composition
· [bookmark: _Hlk58575666]Category of labour
· [bookmark: _Hlk58575719]Official selection process
· Career orientation
· Formal rules
· Impersonality
· [bookmark: _Hlk58529786]Specialized skill
· [bookmark: _Hlk58579456]Scheme of promotion
· Payment should be done with a fixed salary (Barrett, 2012).
[bookmark: _Toc58799326]E.    Evaluating arguments
The association between Weber’s bureaucracy theory and NHS is seen through some of the strategies specified by Weber, as being successful in attaining maximum level of productivity as showed:
A ranked management composition is seen in NHS as the 350 different careers such as: therapists, ambulance service team, dental, doctors, healthcare, management, midwifery, nursing, public health, etc, a strong evidence showing that NHS success is due to covering all health areas available for all types of health cases (NHS, 2020).
Category of labour: The structure of NHS organisations in England, include: National bodies that supervise and control NHS services, Clinical Commissioning Groups (CCGs) that design and command care for local populations, Healthcare provider organisations – this includes GP practices, NHS trusts (including acute, mental health, community and ambulance trusts), charities and social enterprises, organisations that offer support services to the NHS (Step Into Health, 2020), an evidence showing that is necessary a classified administration structure, in order for NHS to be a successful organisation.
Official selection process and payments. Due to variety of jobs and roles within NHS, in all departments, for example, a future NHS employee in healthcare administration, is required to have a GCSEs (or equivalent) in English and Maths, and  IT skills qualifications (NHS, 2020), for a doctor is required to have a degree in medicine from a medical school and two-year Foundation Programme(GMC, 2020), and a paediatrician is required to have a 5-year degree in medicine, recognised by the General Medical Council, a 2-year foundation course of general training, and 4 to 7 years of specialist training, depending on your chosen area of medicine(UCAS,2020). Regarding payments, NHS uses, as guidance, pay bands (between 1 and 9). This means that there is a defined salary level, which increases or decreases in a predictable way, depending on inflation (NHS Digital, 2020). It is noticeable that NHS applies Weber’s theory regarding selection and pay. NHS selection is based on employee’s professional skills, abilities, education, experience, and training, while the paid services are set by job role, with contract stipulations determined by the NHS rules and policies, where employees have no ownership interest in the organization (Peek, 2020).
Career orientation: Once again, Weber’s theory is applied in NHS, proving that NHS’s success performance is based on following the rules and regulations set by the organisation, performance, without any discrimination, or malpractice, giving the chance to NHS employee to have a long-term career, and benefits such as promotions, pay rise and pension scheme (EPM,2019). Facts are showing that NHS is the biggest employer in the UK, with more than 1.7 million workers, including 62.000 EU nationals NHS staff, and is anticipated that, until year 2027, 190.000 staff personnel will be needed to work for NHS only in England (Andalo,2018), strong evidence showing that individuals are attracted in being employed by NHS, no matter in which department.
Scheme of promotion: NHS encourage staff do practice their job at high standards, for employees to get promoted to a new pay band, which gives them an increase in salary, leading to motivation, engagement, and performance of the employee (Health Careers,2017), evidence showing that NHS value their employees, their work and commitment to the organization.
As seen, Weber’s theory has its advantages (Fig.4) in NHS as employer and for employee such as:
· The work is divided among the employees according to their skills, capabilities, and expertise
· The recruitment is made by matching skills and experience with the job position
· NHS provide clear and predefined rules, regulations, methods, and procedures.
· NHS have recorded an all transactions and operations in documents to be used by the other employees in future.
· Recording of operations brings rationality, based on the experience (Prachi,2019).
As known, there is no theory, no concept or strategy without criticisms. In 2005, Naidu revealed some of critiques (Fig.5) brought to Weber’s theory such as:
· The influence through rules and hierarchical authority leads to public intransigence, defensiveness, and reluctance to make decisions, applicable in NHS Administration, but clearly cannot be seen or is applied in NHS Health, where all medical decisions are made, depending the emergencies and knowledge of medical staff.
· Weber’s theory disregards social and psychological impacts on behaviour, interests, prejudices, and fears of employees as person, again not seen in NHS, organization that care about well-being and personal lives of its employees.
· Bureaucracy is not soulless, predictable, or exact. In bureaucracy, NHS sometimes is forced to practice creativeness, familiarity, and unexpected calls in decision- making process.
Working in NHS can bring advantages such as: helping people, support, teamworking, continuous learning and developing skills, flexible work hours, but also disadvantages such as long working hours, overnight shifts, physically and mentally stress (Spear Recruitment, 2019), difficult conditions, patients, co-workers, unappreciated sense, working on holiday, emotional stress, or even the continuous threat of germs (Sandsmark, 2019).

[bookmark: _Toc58799327]2.3     Modern Management

Classical management theory concentrates on the rational economic view, while modern management theory is centred on the employee complex view. Modern management theory strongly considers that no single organizational strategy, can be utilized to all employees at the same time. According to modern theory, each employee has distinct opinions and various reasons involved, which differs among companies. Additional, employees can also obtain new motives as they are exposed to experience. Therefore, managers must utilize different strategies at different times for different persons (Kitana, 2016).

[bookmark: _Toc58799328]2.3.a     The missing management theory in NHS

 In February 2020, Statista, released a survey on the levels of enthusiasm at working among NHS staff in England in 2019. The statistic displayed the results from a survey question that asked NHS staff (in all trusts) in England to rate the level of enthusiasm they have for their job in 2019. It reveals that, from the 550,622 survey respondents, 33 percent of NHS employees were always enthusiastic about their job in 2019, while a further 41.8 percent were generally enthusiastic about their job (Michas, 2020). This survey presents that, although the benefits of working in NHS are appealing, the staff are not sufficiently engaged and motivated.
Other factors that gives NHS staff, the sense of job dissatisfaction, is the permanent reduced staff, which made the existing employed staff felling stressed, overwhelmed. As result , quality of care began to drop, constant chance workloads, without any reward or recognition, due to Government adjustments in decisions. The acceptance of employees to take a drop in wages with the hope of promotion, which had rarely been the case in NHS, demonstrates that the main reason why NHS employees felt unmotivated and decided to leave the organisation was the lack of recognition by managers. NHS Employee survey revealed that 70% of staff feel unappreciated and 27% are actively looking to change jobs within the year( Crawford, 2014).
The main factor of job dissatisfaction among NHS employees is seen in extremely excessive levels of staff turnover with large numbers of nursing, midwifery and medical staff leaving every month, high levels of sickness absence and presenteeism. This factors are causing problems in NHS organisations in recruiting staff, endangering the capability of NHS service to deliver safe and high-quality care for the people in communities. The NHS staff survey data revealed that 50% more NHS staff face high level of stress, compared to the general working population, and every year, around 40% are unwell, as a result of work stress during the previous year. This influences the practice, safety and quality of care(West, 2019)


[bookmark: _Toc58799329][bookmark: _Hlk58710608]2.3.b      Maslow’s hierarchy of needs theory


As seen, NHS, is an important and successful organisation, on which population depends on, but unfortunately faces a big problem regarding motivation among employees. In order for this factor to be improved, a critical analysis of Maslow’s hierarchy of needs motivational theory has been done.
In NHS, each employee is different in regards to personality or work ethic, therefore, motivation can be implemented differently for each employee.
Abraham Maslow highlighted in 1943, in “A Theory of Human Motivation” the significance of aiming on people’s positive attributes, introducing hierarchy of needs(Fig.6), indicating that individuals are deeply motivated to encounter a series of needs, beginning with the physiological needs, safety, love/belonging, self-esteem and self-actualization, fundamental for the normal functioning of life. In the paper, he stated that the individual’s actions are not automatic, instead, they are driven by the desires for self-development and social values (Stoyanov, 2017).
The challenge of NHS is to fulfil three main core needs in the workplace for employees: belonging, competence and autonomy. In NHS, belonging, it is about continuously promoting cultures and environments that strengthen the sense of connexion. A strong, ratified and shared vision will provide high-quality and compassionate care. Supporting all efforts around that vision  by the management team, will generate devoted staff that driven by trust, motivation. It is important developing effective team and inter-team working all over the organisation with  complete and empathetic leadership at every level.
The competence need is when tasks do not surpass the capacity of health staff to deliver high-quality, safe and compassionate care. Is guaranteeing that NHS staff have empowering and encouraging administrative assistance, concentrated on eliminating the impediments in the workplace, instead of creating directive. 
The need that is slightest encountered in the NHS is the need for autonomy or control. The challenge for NHS is to ensure all employees are listened. The organisation needs to encourage employees to share their opinions, thoughts, giving them a chance to develop innovation and influence in the organisation. This involves moving away from excessive hierarchy and promoting mutual leadership. It requires, ensuring the staff, that NHS is fair, with transparent procedures with regards to promotion, rewards and challenging assignments. Even, simple hygiene factors also make a huge difference to the experience of control like having someplace to get a drink or some food on a night shift, a locker to put clothes in and being able to travel to work relatively easily(West, 2019).


[bookmark: _Toc58799330]3.Conclusions

[bookmark: _Toc58799331]D.    Drawing Conclusions
The NHS healthcare system is facing long-term pressure, with clear evidences  that the quality of care provided is unreliable, lack of motivation being a major problem. Motivation is an essential component that will help the employees provide the best services to their patients. To maintain a successful NHS organisation, methods to motivate employees have to be applied with attention, because each employee is motivated differently(KMPG, 2016). 
Based on the evidence found in the main body of the report, is seen that, NHS employees faces continuous pressure of providing care, showing signs that they are concentrating more on their safety needs(in Maslow’s theory) on maintaining their job, wage and health, rather on innovation and development regarding their status and NHS organisation(Rosen, 2015).
A labour force application plan, is expected to be successful by concentrating on the fundamental and essential needs of staff and seeking to make the NHS truly the best organisation to work(West, 2019).


[bookmark: _Toc58799332]4.Recommendations


Further reading need to be conducted on classical management theories: the scientific management of Frederick Winslow Taylor, the administrative theory by Henri Fayol as well on modern management theories developed by Douglas McGregor(theory x and y), Fredrick Herzberg(two factor motivation theory), John Adair (action- centred leadership model), and Steven Covey (the seven habits of highly effective people), which will extend the knowledge of the reader upon management theories and how the theories can help improve NHS organisation, and its employees to have motivation, engagement, job satisfaction.


[bookmark: _Toc58799333]5. Barret’s Model

Since the report was based on values, beliefs and attitudes, taking in consideration my own values using Barrett Model, having close relationships and connections with others is important to me. I need to feel a sense of love and belonging. My values show that I have meaningful close relationships and time to spend with the people I care about, kindness, empathy and consideration. I like to feel appreciated and acknowledged for my efforts and strive to show consideration to others. Physical and mental well-being is important to me. I enjoy working with others, cooperate and share experiences. Therefore, I strongly agree that my values are corresponding to the NHS organisation(Barrett Values Centre, 2020).
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[image: ]










[bookmark: _Toc58799341]References


Adetule, P. J. (June 16, 2011) The Handbook on Management Theories, pp.3-4, AuthorHouse
[bookmark: _Hlk58581037]Andalo, D.,(May 23, 2018) Future-proofing the NHS: how the UK's largest workforce is gearing up, available at: https://www.theguardian.com/healthcare-network/2018/may/23/future-proofing-how-nhs-future-uk-largest-workforce, (Accessed 11 December 2020)
Barret Values Centre (Nov 2020) Personal Values Assessment, available at: https://www.valuescentre.com/tools-assessments/pva/,  (Accessed:07 November 2020)
Barrett, R. I. (April 20,2012) Administration and Management Theory and techniques A Guide for Practising Managers, pp.10-11, AuthorHouse
CFI, (2015-2020), Management Theories, Concepts surrounding recommended management strategies, available at: https://corporatefinanceinstitute.com/resources/careers/soft-skills/management-theories, (Accessed 09 December 2020)
Crawford, R. (January 16, 2014) Kuljit Kaur: Staff motivation and morale issues in the NHS, available at: https://employeebenefits.co.uk/issues/january-2014/kuljit-kaur-staff-motivation-and-morale-issues-in-the-nhs/, (Accessed 12 December 2020)
[bookmark: _Hlk58407160]Enock, K. (2006) & Beynon, C.(2017), 5c- Management and Change, available at: https://www.healthknowledge.org.uk/public-health-textbook/organisation-management/5c-management-change/basic-management-models, (Accessed 09 December 2020)
[bookmark: _Hlk58577652]EPM, (March 2019) Bureaucratic Theory (Max Weber), available at: https://expertprogrammanagement.com/2019/03/bureaucratic-theory-max-weber/, (Accessed 11 December 2020)
[bookmark: _Hlk58532811]General Medical Council, (December 07, 2020), Becoming a doctor in the UK, available at: https://www.gmc-uk.org/education/becoming-a-doctor-in-the-uk, (Accessed 10 December 2020)
Hashaw, (March 27, 2019), Management Theories and Concepts at the Workplace, available at: https://smallbusiness.chron.com/management-theories-concepts-workplace-17693.html, (Accessed 09 December 2020)
[bookmark: _Hlk58582277]Health Careers, (July 14, 2017), Careers in public health, available at: https://www.healthcareers.nhs.uk/sites/default/files/documents/Careers%20in%20public%20health.pdf, Local Government Association, (Accessed 11 December 2020)
[bookmark: _Hlk58531817]Healthcare, (2020), What degrees are necessary to land a job in healthcare administration? , available at: https://www.healthcare-administration-degree.net/faq/what-degrees-are-necessary-to-land-a-job-in-healthcare-administration/, (Accessed 10 December 2020)
Kitana, A. (June 2016), Overview of the managerial thoughts and theories from the history: classical management theory to modern management theory, vol.6(1), p.20, INDIAN JOURNAL OF MANAGEMENT SCIENCE (IJMS)
[bookmark: _Hlk58795325]KMPG, (May 2016) Value walks, Successful habits for improving workforce motivation and productivity in healthcare, available at: https://assets.kpmg/content/dam/kpmg/pdf/2016/05/value-walks.pdf, (Accessed 13 December 2020)
[bookmark: _Hlk58626665]Michas, F. (March 10, 2020), Levels of enthusiasm at work among NHS staff in England 2019, available at: https://www.statista.com/statistics/883005/enthusiasm-at-work-nhs-england/, (Accessed 12 December 2020)
Naidu, S., P. (2005) Public Administration: Concepts and Theories, p.86, New Age International (P) Limited
[bookmark: _Hlk58535332]NHS Digital (2020), Pay and conditions, available at: https://digital.nhs.uk/about-nhs-digital/welcome-to-nhs-digital/pay, (Accessed 10 December 2020)
[bookmark: _Hlk58504049]NHS, (2020) Explore roles, available at: https://www.healthcareers.nhs.uk/explore-roles, (Accessed 10 December 2020)
NHS, (2020), Administration, available at: https://www.healthcareers.nhs.uk/explore-roles/wider-healthcare-team/roles-wider-healthcare-team/administration, (Accessed 10 December 2020)
[bookmark: _Hlk58503218]NHS, (2020), NHS Constitution - Values of the NHS Constitution, available at: https://www.healthcareers.nhs.uk/working-health/working-nhs/nhs-constitution, (Accessed 10 December 2020)
Peek, S. (April 27, 2020), The Management Theory of Max Weber, available at: https://www.business.com/articles/management-theory-of-max-weber/, (Accessed 10 December 2020)
[bookmark: _Hlk58587533]Prachi, M., (May 28, 2019), Max Weber Bureaucracy Theory, available at: https://theinvestorsbook.com/max-webers-bureaucracy-theory.html, (Accessed 11 December 2020)
[bookmark: _Hlk58497974]Pringle, E.(n.d.), History of the National Health Service, available at: https://www.britain-magazine.com/features/history/nhs-history/, (Accessed 10 December 2020)
Rosen, R.(2015) Is it time for the NHS to have a ‘psychologist in residence’?, December 21,[blog], available at: https://www.nuffieldtrust.org.uk/news-item/is-it-time-for-the-nhs-to-have-a-psychologist-in-residence, (Accessed 13 December 2020)
Sandsmark, K., (January 26,2019) Top 20 Advantages and Disadvantages of being a nurse, available at: https://www.hosthealthcare.com/blog/top-20-advantages-and-disadvantages-of-being-a-nurse/, (Accessed 11 December 2020)
[bookmark: _Hlk58587968]Spear Recruitment, (2019), Advantages and Disadvantages of working in healthcare, [blog], September 2, available at: https://www.spearrecruitment.co.uk/advantages-and-disadvantages-of-working-in-healthcare/, (Accessed 11 December 2020)
Step into Health, (2020), Structure of the NHS, available at: https://www.militarystepintohealth.nhs.uk/structure-of-the-nhs/, (Accessed 10 December 2020)
[bookmark: _Hlk58708453]Stewart, C. (November 21, 2019), Trust in doctors and nurses in the United Kingdom in 2018, by gender, available at: https://www.statista.com/statistics/1065647/trust-in-doctors-and-nurses-in-the-uk/, (Accessed 12 Dec. 20 2020)
Stoyanov, S. (July 5, 2017) An Analysis of Abraham H. Maslow's A Theory of Human Motivation, pp.9-13, Taylor & Francis
UCAS, (2020), PAEDIATRICIAN, available at: https://www.ucas.com/ucas/after-gcses/find-career-ideas/explore-jobs/job-profile/paediatrician, (Accessed 10 December 2020)
West, M. (March 01, 2019) The NHS crisis of caring for staff: what do we need to do?, available at: https://www.kingsfund.org.uk/blog/2019/03/nhs-crisis-caring, (Accessed 12 Dec. 20 2020)



2 | Page

image3.png
Authority Hierarchy

/ Fonmal Ruies and Regulations
/ Division of Labour
Principles Career Orientation
/ of —
/ Impersonality

/ 5
/ Bureaucratic
Theory Formal Selection Process





image4.png
Advantages '
of

\\ Bureaucracy [





image5.png
One Way Communication
Exploitation of Power

Wastage of Time, Efforts and Money |
Delay in Business Decision Making
Hinders Innovation and Creativity
Inflexible and Rigid Methods




image6.png




image1.png
Evolution of Management Theory

School
Management Systems
School Contingency
Human Relations Organcational

Humanism
Behavioral
Management Management
School Science

Scientific
Administrative
Bureaucratic




image2.png
CARING

Ensuring quality of
care is at the heart of
everything we do.





