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1.0 [bookmark: _Toc474816099]Introduction	Comment by john: OK.  Says what you mean.

Management is a form of coordinating and controlling systems, processes and people in achieving targets, objectives and goals that a company wishes to attain. Over the last one hundred years or so there have been various management systems that have been devised; these can be categorised as either classical management or modern approaches. 
This report will give examples of both classical and modern styles, and using the author’s professional experience which has been adopted in QinetiQ Aberporth and give reasons why it has been adopted.


2.0 [bookmark: _Toc474816100]Classical Management Theory	Comment by john: Decent section, concise and to the point.  Delivers what is expected.

Classical Management suggests that employees only have fundamental needs such as economic needs, and improving efficiency and maximising productivity without considering other outside factors such personal circumstances. 

There are several different types of classical management theories, the first two will be discussed below;

· Scientific Management	Comment by john: Give a reference to a key author for each.
· Administrative Management
· Bureaucratic Management
· Chain of Command Management
· Autocratic Management
· Predicted Behaviour Management


2.1 [bookmark: _Toc474816101]Scientific Management

Scientific Management also known as Taylorism is one of the earliest management theories which was devised by Frederick Winslow Taylor. Taylor believed that by optimising the tasks carried out by the employees it would have far better results that than just working them as hard as they could. By analysing the task at hand the process could be stream lined for optimal performance, and by selecting the correct tools for the task could also improve results. 	Comment by john: Give a reference to Taylor’s published work.  You’ve got it in your list of readings – put the [1] in the text!
Additionally to this Taylor also believed that if the employee had a vested interest in the output and results then they would increase their productivity. He believed that if the workers were paid a set wage then they would work as fast as the slowest worker and not be incentivised to work faster. However, by having performance related pay then this would encourage workers to work harder and increase their output. 
The downside to this theory is the work becomes monotonous and repetitious, creating an uninspired workforce. Also, this didn’t take into account any outside influences that may affect the workers and effectively treated them like robots.

2.2 [bookmark: _Toc474816102]Administrative Management

Administrative Management was devised by Henri Fayol, and also known as Fayolism. Fayol’s system concentrates more on management of employees and procedures, and taking into account forecasting and planning, rather than the method Taylor devised of controlling employees actions and efficiency.	Comment by john: … and again:  Fayol [4]

Fayol devised fourteen principles of management;

1. Division of work
The work should be divided between the employees so that not one is overworked or overburdened, and that the correct employees are selected to carry out the tasks required.

2. Authority and Responsibility
With any sizable company one person cannot manage the processes and functions of the company. Management can be employed to take charge and responsibility for parts of the company that can do as directed by the head of the company. They will have responsibility to make decisions for their departments; however, too many of these management roles could have a detrimental effect and potentially cause conflict within that management layer.

3. Discipline
Without discipline there would be chaos. A company should have a discipline procedure for employees who don’t follow company procedures and policies.

4. Unity of Command
When companies increase their employee numbers more management could be needed to take command of more departments and functions. However having more management not everyone would be able to report directly to the company head efficiently.  A hierarchy would be required where by several management would report to a higher manager, creating teams of managers. These higher managers would then report to the head of the company

5. Unity of direction
Each company has a target or an objective to achieve, which is determined by leader or leaders. As a whole the company is united in achieving these targets or objectives.

6. Subordination
The company expects its employees to give 100% effort to achieving its objectives. If an employee has their attention split between the company and another concern or business then they won’t give 100% to the company. 

7. Remuneration
Employees should be fairly rewarded for their time and effort they give to the company, if they feel they are being unfairly rewarded they may not give 100% effort, or leave the company taking valuable experience and knowledge with them.

8. Centralisation
Centralisation is the amount of control given to a select group of people that lead the company, the more delegated authority is given down the chain of management and to employees the less centralised the command and decision making is. There should be balance over who makes the right decision and at what level, important decisions that impact the company should be made at the top, whereas decisions that have only local impacts can be made by local management.

9. Scalar Chain
Scalar Chain defines the management structure of the company and gives a defined line of authority for employees to follow if they need to escalate issues higher up the company.

10. Order
A company defines how the employees will work and the procedures they are to follow. This ensure that the company works together to achieve its objectives.

11. Equity
All employees should be treated equal and fairly to each other. 



12. Stability of tenure
To keep a company growing a stable workforce is ideally required. With a high turnover of staff time will be wasted having to train them up to be competent to carry out their task will be required. With a stable workforce there will less time wasted on training, tasks will be completed in good time, and experience will grow from within the company which will be beneficial to company.
13. Initiative
The employees carrying out their tasks normally know more about their tasks than management would do. They can often see ways of improving processes or bringing new ideas that could be beneficial to the company. By allowing employees to voice their ideas could strengthen the company in numerous ways.

14. Esprit de corps (Team Spirit)
If the employees of the company are not united in working together then the true potentially of any company will not be achieved. 

Fayol also outlined six functions or behaviours of management;

1. Forecast and Planning
2. Organise
3. Command and Direct
4. Coordinate
5. Develop Output
6. Control

These functions or behaviours are what Fayol believed that all managers will do or be expected to within the role. 



3.0 [bookmark: _Toc474816103]Modern Management Styles

Most modern theories or approaches were thought of in or after the 1960’s. 
There are several types of modern management theories or approaches;

· Quantitative Approach
· Systems Approach
· Contingency Approach
· Behavioural Approach	Comment by john: Would have been better to have added a paragraph like the others below.  At present it’s dangling a bit.

3.1 [bookmark: _Toc474816104]Quantitative Approach

Quantitative Approach also known as mathematical approach uses a statistics and analysis to make decisions and to manage. Using computer simulations and models to process past data, predictions can be made to be able to forecast future requirements and needs, and where to make improvements. The idea is that all functions with in the business can be expressed as symbols and complex formulas which then can be analysed. 
3.2 [bookmark: _Toc474816105]Systems Approach

Ludwig von Bertalanffy is regarded as the founder of Systems Approach system. It takes the idea that the business is a system, and that there are two types of systems, open loop and closed loop.  Most businesses are open loop that can take influence from outside and processes what is required. The effectiveness of a system as a whole is considered first with the parts being considered after.
3.3 [bookmark: _Toc474816106]Contingency Approach

The contingency approach is based on the theory that goes against what Frederick Winslow Taylor and Henri Fayol suggest and not every process can be laid out in black and white, and that not one particular way is the right way of achieving what is desired. The idea is to react to and deal with situations and issues as they arise.


4.0 [bookmark: _Toc474816107]Personal Experience

Having researched several different styles and approaches to management the author believe the one that he has experienced the most while working in QinetiQ is the Administrative management theory.

To explain further, FAYOLS fourteen Principles of management will be used to quantify the comparisons.	Comment by john: Interesting choice, and probably a good one.  Using any effective lens helps to see more closely into the subject, and Fayol is very structured.

Makes the clearest possible link between theory and practice.

1. Division of Work
QinetiQ as a company is primarily a supplier to the Ministry of Defence (MoD), who use QinetiQ for a wide range of tasks. QinetiQ have many sites across the UK to be able to deliver these requirements. MoD Aberporth is one of these sites in West Wales and is used as a test rRange for the MoD. On this site there are many departments that come together to deliver the requirements of the MoD and each of these departments has employees working on specialised equipment.
To be able to work in these departments employees are required to have a prerequisite of knowledge and understanding before being considered for the position. This allows the correct person is selected for the role. However the downside to this is that with some of the departments being specialised in certain areas the correct person is not always readily available to take up the post.

2. Authority and Responsibility
The structure in QinetiQ enables managers of all levels to have a certain amount authority and responsibility, and the higher up the structure the more they will have.  	Comment by john: Could do with some indication what the structure is, in support of the observation.

3. Discipline
QinetiQ have a formal discipline procedure and code of conduct to follow, with informal discussions, formal reviews and termination of employment. The behaviour of individuals is not only considered in work hours but also out of hours where by any activity that puts QinetiQ in a bad light will be considered.	Comment by john: Fine, but does it work?

4. Unity of Command
QinetiQ is a large company and has many departments and functions.  It would be impossible for one person to manage the entire company by themselves. The company is split into several groups; each group have functions that have similar processes contained within it. These groups have leadership teams that manage the groups and take a delegated responsibility. These groups are then subdivided into smaller groups, which have their own management teams that have responsibility for their separate functions. These functions are broken down into departments with departmental management.

5. Unity of direction
QinetiQ and the top management have a vision where QinetiQ should be heading. Employees are expected to buy into these visions and work towards goals and objectives set by management to achieve them.	Comment by john: How effective, in your opinion?

6. Subordination
QinetiQ allow employees to work for other companies whilst being employed by QinetiQ, providing there is a not conflict of interest when doing so.



7. Remuneration
QinetiQ employee’s salary is based on their grades and a salary band that relates to that grade. However the pay bands are so wide that salaries within the same band are inconsistent. In addition to salaries a company pension is provided, and a benefit package can be utilised.

8. Centralisation
See Unity of Command

9. Scalar Chain
The management structure for the author’s role has a clear structure; he is in a team of five employees that report to a Team Leader. The Team Leader is in a team of five Team Leaders that report to a Group Leader. The Group Leader is a group of five Group Leaders that reports to a Head. This structure is clearly defined and documented, and also replicated throughout the rest of the company.

10. Order
QinetiQ sets out how the employee’s terms and conditions with several documents called codes of practices. Subjects covered in these codes of practice include overtime, Code of conduct, performance and discipline procedures.

11. Equity
On the whole everyone in the company is treated equality and fairly. With reward packages being the same for all staff and pay scales set for different grades there is equality within the workforce (with the excepting being the top level management who have their own reward packages). In rare cases there are instances were certain individuals are treated more fairly than others, this could be due to several reasons, such as an individual having more time served in a department than another or a closer relationship (friendship) between an individual and a manager than another. 	Comment by john: OK.  It’s appropriate to express a view in reflective writing.

12. Stability of tenure
Staff turnover on the author’s site is low with very few staff leaving for new employment,; most leave due to retirement. This has benefits and drawbacks, competency and skill retention is kept high, but progression can be slow if staff wishes to earn promotion. With low turnover of staff the company don’t feel the need to offer a retainer for staff not to leave, so salaries are not as high as other sites can be. On sites where there is a high turnover of staff higher salaries and grades are offered to retrain staff for similar roles on other sites.

13. Initiative
The Author had been involved in a company initiative to allow its employees to voice suggestion for improvements. As a champion of the intuitive for Aberporth he has seen the good and bad effects dealing with both employees who make suggestions and management who try to manage the ideas and implement them.
The basic concept of the intuitive is to allow any employee to offer a suggestion for improvement to any part of the business without repercussions. When the initiative first started the person submitting the idea was asked to carry out their idea if it was accepted. This worked well in some cases where the improvement was in the person area of work, but on occasions it was outside of their area of work or experience, and with little support staff lost interest in the initiative and stopped putting in ideas. With lack of ideas it was decided that staff should put in a minimum number of ideas in any given time, this did little to increase staff interest in a voluntary intuitive. When the author took on the role he could see the issues and with a supportive manager was able to a positive effect and increased the number of volunteered ideas.	Comment by john: This is crying out for a brief description of the change you implemented.  Hiding your light under a bushel!

14. Esprit de corps (Team Spirit)
Having worked in several departments the author has noted solidarity between his work colleges when dealing with tasks. Despite any feelings towards corporate initiatives and directions, or any other demoralising situation that may be present that may reduce the morals of the workers, the team can band together and complete the tasks at hand. 



5.0 [bookmark: _Toc474816108]Conclusion

With management styles being categorised as either a classical system or modern approaches, one could assume that there is no room for classical management styles with the modern approaches being used more. However with modern styles having a more effect in specialised areas, then there is still room for classical systems in many companies. 
The author has noted how the style of management that he has experienced is one of a classical system; this could be that the QinetiQ and its employees have always been in this style of management due historic reasons such as being part of the Ministry of Defence before becoming a private company, this having an effect of passing down knowledge and systems over the years. Maybe this type of management style is the best suited for the company to produce the results and goals it wished to attain.	Comment by john: It’s a good point.  Cultural change in large organisations is notoriously difficult to bring to fruition.  Equally, there is a valid option in retaining something if it is working.
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