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INTRODUCTION
In this assignment I will explain how important it is to apply critical thinking to the workplace, especially when you are doing a job that you really have to give thought to, as ultimately any actions based on the decisions you make, could have a very adverse effect if a critical analysis is not provided for the situation. I will include a case study of what can go wrong when these skills are not applied to the job in hand. I have chosen the probation service as the workplace to focus my critical thinking on as there are many points to discuss as well as the bureaucracy and hierarchy involved with this organisation. Particularly as an organisation that provides a service that has far reaching consequences, and a service that many of the stakeholders rely on to maintain law and order for the whole of England. The level of engaging and communication as a whole could literally mean a matter of life or death in certain situations that the establishment has to deal with on a daily basis, so critical thinking is imperative in undertaking a very important job. I will be using the Maslow’s theory of needs as a theory that can be applied to the framework of the probation service and also a model of theory used by the probation service that is used within its framework. I will look for any problems that could possibly arise if these actions are not followed correctly when applied to a problem, because even so as time goes on and situations occur, the way in which problems are managed have to be assessed to determine whether they can still be applied to the specific framework within the system.

MASLOW’S THEORY OF NEEDS
I have chosen Maslow’s hierarchy of needs as my management theory, as the theory is one that can be successfully used within the probation service. The whole cycle from offending to attending the probation service starts with a single motive, from the behavioural pattern of the offender. This is what motivates them in the first place to commit these crimes, then all the other aspects come together in a chain of events that are often complex; the probation service’s job is to help turn these negative motivations into a more positive outcome. I know this theory is used when managers refer to employee motivation, but I see that within Maslow’s hierarchy of needs it covers the things that would most definitely motivate an offender to commit crimes. The core values of Maslow’s hierarchy of needs would see the circumstances from motive to possible outcome if these needs were acknowledged and taken care of from a different perspective, but again this depends on the complexity of the given situation, as with every solution to a problem. I also feel that Maslow’s theory of needs would be suitably applicable to the probation service, as it represents the fundamental aspects that relate to rehabilitation and the stages of development broken down into the 5 hierarchies of needs. These needs have to be taken care of before the next stage of rehabilitation can commence. Within a very large organisation that aims to instil law and order in our society, it is very important to have the right framework and theory to work alongside, as not every theory will fit every complex situation,  so there will always have to be a structure or model that has been proven to work effectively and efficiently. Below, I will outline the structure of Maslow’s hierarchy of needs, in relation to the probation service.
PHYSIOLOGICAL
This is a very important factor as the majority of offences are committed due to being poverty related, or drug abuse. The offenders offend prolifically to fund their drug habits, and many become homeless or with no fixed abode, as the important things such as paying rent, bills and even buying food become a lesser priority as opposed to their drug intake. Offenders that have drug addictions often suffer from sleep deprivation and mental health problems as a consequence of continuously taking drugs, so they would also be lacking sound judgement in the decisions they are making, which can also have an influence on the crimes they commit.
· The probation service has a wide range of contacts and links to other service providers, such as local councils, hostels and half-way houses that have staff supervision on the premises. The probation service has a duty of care to help an offender if they are homeless and vulnerable and at risk of committing further offences due to the instability of the offenders housing situation.
· Also, regular drug testing of offenders with drug addiction problems is a regular procedure that is followed by the probation service. The offender would have to agree to the terms of drug testing regularly by order of the court as opposed to another custodial sentence, this would hopefully have some effect on the drug use.
· Drug programs and advice services are also another option for offenders that are not actively using drugs but may need more support in maintaining their rehabilitation from drug taking to re-offending.
Once the two main aspects of this level of physiology are taken care of, such as the drug taking and homelessness- the sleep deprivation and other physical needs will hopefully start to fall into place. This will allow more rational thinking and the offender can move on to the next stage of recovery.

SAFETY NEEDS
Some offenders are vulnerable on a different level, such as being young and coerced into crime. For example, young people that are affiliated in the gang culture, where threats and violence are made against them putting them in a life or death situation at times, some young offenders that are in gangs are under the age of 18 and many more under the age of 16.

· Firstly, if the young offender is under the age of 16, the social services would have to get involved, and liaise with the probation service as to the background of the offender, who has parental control etc, as some young offenders in gangs can come from an unstable home, or even be already in the care system of the social services.
· For the slightly older offenders that are in gangs they would be advised to relocate and cut ties with anything that would be gang related. In some cases, some offenders are actually banned by order of the court to return to an area where they were affiliated within the gang culture and committed crimes, or even their own safety from other gang members.
· The probation services also have experienced staff that have training knowledge of the gang culture and have other links to services to help break the cycle, they can find educational opportunities for the young offenders if they lack it due to being involved in criminal activities instead of attending school.

SOCIAL
A majority of offenders that commit crime will often keep a certain type of company-people doing similar crimes like themselves. If it is a drug motivated crime, they will often take drugs with a certain type or group of people as they are not about to judge one another and tell each other not to commit crimes. Everything involved in the cycle of drugs and crime, mean that offenders will not be able to socialise with or even be in the company of people that are not the same as them, they will stick with people with the same bad habits. Also, with regards to the gang culture aspect, the gang initially becomes like an extended family or a brotherhood, especially if the person is young and impressionable and has no stable family background. This shows how it becomes all about being accepted socially and for all the wrong reasons.
· Reaching out to family and friends not associated with crime or offending would be the first thing the probation service would advise. As well as this, avoiding areas that the offenders know would have a negative effect on them with regards to the drug usage, would help them to avoid temptation, and try and keep active so the mind is kept occupied.
· With regards to the young offenders, they would be encouraged to do the same thing. This would include things such as changing who they hang out with, changing their habits by taking up sport or education; anything that cuts ties with gang culture and offending.
· If the offenders have no family or close friends they can return to for support, as family can turn their back on them as they cannot take the worry and continuous getting into trouble, the probation have support groups that could help give back a normal sense of belonging. This could mean that maybe then family and friends that have turned their backs will see that the offender has changed their lifestyle.

ESTEEM

(INTERNAL)
Offenders often get caught up in a vicious circle of thinking crime is the only way to survive, especially if they are repeat offenders with a lengthy criminal record. This is because they know this can and will go against them when seeking employment, often years later when they have decided that they want reintegrate into society, but find themselves limited in what work they can do, therefore some just go right back to reoffending as they see no other alternative. This is because this type of mentality has been instilled in them and they believe that this is how it will always be.
(EXTERNAL)
For some offenders it’s all about fast cars, money, status and notoriety as they will probably think that you have to have these things to be admired or respected, to be seen earning lots of money and lots of it through illegal ways. However, this is an illusion and pure egotistical behaviour, as when the offender gets caught, they find out that crime does not really pay as all assets will be seized. As with most offences there is a motive and a root cause, and the probation service will be able to work with offenders and ex-offenders to try and establish what motivates them, and see if they can try and change the mindset. When there are no mitigating circumstances and these offences are just committed out of greed and total disregard for the law, custodial sentences will be imposed and probation, possibly on release from prison.

SELF-ACTUALISATION
This would be the ultimate outcome for the now ex-offender, where they have followed the correct path with the help of the probation service, and all the help that was offered in way of rehabilitation, they would be living the life that they were supposed to before the life of crime. They would have stopped taking drugs if that was the problem, and they would have a roof over their heads or be employed or on an education programme that will lead to employment. They may also be back in contact with friends and love ones, and their sense of belonging and esteem back due to starting at the bottom of the hierarchy of needs and working through these needs to find solutions and address each need. 

However, the disadvantages of using Maslow’s theory of needs, includes the fact that the probation service deals with offenders that commit a huge variety of complex crimes, and therefore the individuals will have different needs at different times, which will make it difficult for the theory to be implemented in the order that it proceeds. Perhaps this theory would be more suitable when applied to a minor group of offenders within the system, that are more easily rehabilitated. An alternative theory could be McGregor’s theory X and theory Y because it proposes two separate assumptions by which managers perceive and address employee motivation.[footnoteRef:1] [1:  (Organisational Behaviour / Human Relations, 2020)] 

At a fundamental level, Theory X assumes that money is an important factor for employees to perform well, security comes a close second to this. A soft or tough approach can be applied when using the X theory depending on the individual circumstances, the tough approach would be to apply pressure and give verbal warnings of the consequences if tasks are not carried out to the specifics of the management, this would also mean that the employee would be kept under close scrutiny and a controlled environment. The passive approach would be a more relaxed attitude to the employee and making them feel under less pressure to perform, and hopefully work more productively to the management’s requirements. But there could be down side too, the hard approach could incite tension and more imbalance, and the soft approach could create a lazy employee as they could get complacent and start doing minimal work output, but still expect to be rewarded the same as when working to the best of their capacity. There is still opportunity to balance the personal growth goals by the employee and also the expectations of the organisation, this could be a successful working relationship if management also help the employees see their full potential within the organisation and find ways of creating and developing skills this would make the employee feel valued and confident in their job or role within the team.   
I feel that even though Mc Gregor’s theory may come across as harsh in some ways, it is more straight to the point than Maslow’s theory of needs, as it focuses on the negatives of an employee, such as not having any ambition or motivation, and having a dislike for the job as a whole, this would most definitely affect the employees working performance within a large organisation such as the probation service. When these tendencies are not closely monitored and managed correctly it can reflect badly on the service, some employees just work for the salary without working to the best of their capacity because they dislike their job. So I feel that overall Mc Gregor’s theory is a good model as it highlights the contrasting ethics and abilities that deserve equal attention when managing employees, but it is not all negative as you also have the positive side of the theory, which would determine how much the employees like their job and how productive they are within that role. The employees that have the positive attributes and attitudes would naturally gravitate towards more responsibility and ascend within the organisation due to being motivated to achieve positive change and not just be motivated by the salary. Once the management has determined which employee fits the X or Y Theory they can then approach the employee with the tough approach if they fit into the X theory, and the more soft approach if they fit into the Y theory, but ultimately management using this theory would be trying to turn the negatives into a positives and having this knowledge is a step in achieving this. However, again there are many different models and there is no evidence to say these are the only theories that would make managing employees more manageable, but I do think they have good principles within them and that is why I chose to use them. 

NOMS (NATIONAL OFFENDER MANAGEMENT)
The whole system of the PPO is managed by a framework, called the national offender management service which was created as an executive agency by the Ministry of Justice. Their job is to protect the public and reduce reoffending by delivering the punishments and orders of the courts, helping offenders to reform their lives and therefore prevent future victims of crime. The PPO are responsible for commissioning and delivering prison and probation services across England and Wales, with an integrated approach to support effective offender management in all settings, ensuing best value for money from public resources. This is carried out through public prisons and the probation service and through commissioning private sector prisons and community rehabilitation companies in probation, they also work closely with the courts, local authorities, police and the voluntary sector.[footnoteRef:2] [2:  (How the National Offender Management Service works, 2014)] 


CORE VALUES AND ETHICAL PRINCIPLES OF THE PROBATION SERVICE
The core values and aims of the probation service include believing in the ability of people who have offended to change their lives for the better, in order to become more respectable and responsible members of society. They also state that every individual holds worth and dignity and that social justice, social inclusion and equality and diversity should be promoted at all times, within the people of the workplace and the people that pass through the system. The probation service believes in the value of supervision of people in the community, whilst establishing positive relationships with the users of the service in order to support their rehabilitation plans. However, it is also important to give full consideration towards the rights and needs of the victims of the individuals that use the service when determining how a person will be dealt with. In order to manage this, there must be a high level of training and competence tests with the aim of upholding professional development among employees and stakeholders of the service. As well as this, there is an importance placed upon the development of knowledge in the field which is achieved by consistent research, which allows the policies and practices of the service to be informed, current and effective; as well as allowing workers to act with professional integrity.

MANAGEMENT THEORYS USED BY THE PROBATION SERVICE
With a large organisation such as the probation service, it has various frameworks within it that work alongside the stakeholders that are the police, the courts and the prison service. There have been a lot of problems with the way the whole system was being run in recent years, and this was down to the probation service being part privatised in 2014, meaning it was not entirely government run. Instead cases were out sourced to the (CRC’S) the community rehabilitation company, this led to a lot of problems with monitoring offenders, as they were taking on too many cases than they could deal with effectively, such as murderers and rapists being monitored over the phone instead of attending an office visually to be assessed properly. This obviously lead to a lot of discontent with the stakeholders, as you cannot instil law and order, and protect members of the public if offenders that are quite a significant risk and are not being seen face to face, anyone could pretend to be that offender and even commit further offences or worst case scenario disappear. This has occurred with offenders in the past that were not monitored properly and were only found when they got caught committing further offences. There is a structure and framework in place for the service to run as successful as intended, but even with these in place things can still go wrong, this is when the blame game gets played. For any structure or management theory to work properly, each part of that structure has to do what is expected, as we are only human, we can and do make mistakes, ones that can ultimately result in tragedy. Sometimes people within an organisation are aware of certain flaws with a management theory but fail to act on these immediately until it is too late, I am going to give an example of a case where this happened, and as a result an offender died in custody, where if managed correctly could have been avoided.
 
THE FAILING OF MR RAFAL SOCHAKI 
A 43-year-old polish man namely Mr Rafal Sochaki died in a custody suite at Westminster magistrates court in London, on the 21st July 2017, due to heatstroke, a coroner concluded that it was most likely caused by being exposed to excessive heat.
The SERCO van taking Mr Sochacki from wood green police station stopped at Charing cross police station along the way to Westminster magistrates court, temperatures in central London reached over 30 c on June 21st, 2017 was in the midst of a heatwave and was one of the hottest days in over 40 years.
Air conditioning at Westminster court in Marylebone had been out of action for weeks, portable air- conditioning units provided staff with some relief but did not offer any relief for the detainees in the cells the PPO said.
Mr Sochacki arrived at the court drenched in sweat and within 3 hours was behaving out of character, picking and pulling at his clothing and shouting and hitting his head against the cell door.
Some 2 hours later he was found unconscious and later died at the court, despite attempts to resuscitate him.
His body temperature reached at least 39.6 c, Mr Sochacki died of cardiovascular collapse caused by hyperthermia (severe heatstroke) and hypersensitive heart disease the PPO said.
Ms Mc Allister will now meet with the government bodies responsible for court transfers and detention as well as private contractors Serco, to discuss a reform in the way prisoners are transported under their care and within their vehicles especially where extreme weather conditions are evident for the period of transportation and duty of care.
She said I am very concerned that there were inadequate contingency plans when the courts air conditioning failed.
“Our investigation also found deficiencies in the way the staff managed Mr Sochacki during his transfer to and his time in the cell at Westminster court.
“we found some apparent non- appliance by Serco staff in delivering their contracted service, and we have drawn this to the attention of both Serco and those responsible for the management of their contracts, At H M Prison and Probation services (HMPPS) and H M courts and tribunals service (HMCTS) “.
Julia Rogers, Serco managing director for justice and immigration, said “any death in custody is a tragedy and our thoughts are with the family and friends of Mr Sochacki”. [footnoteRef:3] [3:  (Thompson, 2019)] 

 “we are pleased that the coroner found that our officers had carried out their duties properly and did everything that they could to help Mr Sochacki.
“We have been working closely with the ministry of justice (MOJ) and already agreed new procedures to manage extreme temperatures in our vehicles and in the court custody suites”.
A MOJ spokesman said “our thoughts remain with Mr Sochacki’s loved ones and we apologise for our failings in this case.[footnoteRef:4] [4:  (Thompson, 2019)] 


MY CRITICAL ANALYSIS OF THE CASE 
I have chosen this case as a study as it is a tragic consequence that has occurred through obvious failings within the structure of the ministry of justice, of which the probation service is a part of. The most striking thing for me from the offset is that a court such as Westminster Magistrates, that deal with countless cases daily, had an issue with air conditioning for weeks, surely this should have been a major priority considering it was summer. Building owners and facilities managers have a statutory obligation and duty of care in the operation and maintenance of air conditioning systems, and are responsible for commissioning this report, if your air conditioning unit is not inspected every 5 years, you may be fined £ 300.[footnoteRef:5]  In the independent report issued by the PPO it was not disclosed if there was a penalty or any action taken regarding the failing of the air conditioning not working. I feel this was one of many catalytic circumstances that contributed to Mr Sochacki’s death. The privatised prison transport service Serco that is a privatised company also play a part in this, as well as transport the prisoners to court and to jail, they actually are jailers in the court that deal with the prisoners, regardless of what crime a prisoner has committed, there is a code of conduct and care that still has to be observed to make sure that deaths do not occur in custody. [5:  Air Conditioning TM44 Inspections. 2020.] 

As it was very hot that day, a 40-degree heatwave, I wonder if the prisoner was given adequate care, as dying from heatstroke is hard to believe considering being in custody your supposed to be monitored frequently. This is surprising considering Serco are meant to put welfare and security at the top of its service, and also have to comply with the stakeholders wishes to work within the system efficiently, and maintain the best possible conditions.
I feel that from how it was noted that when the prisoner arrived at the court drenched in sweat, and was then banging on the cell door and tearing at his clothes, that a doctor should have been called at this point as there was something wrong with him, so I think that was another error of judgement with the Serco staff in the court, were they aware that the prisoner had hypertension as this would have been something to take notice of as it is a care of duty.
Why was it not until some 2 hours later that he was found unresponsive? From the statement issued it said within 3 hours arriving at the court he was behaving bizarrely. From that moment, time was of the essence and outside help should have been called, a fit and otherwise healthy man died as a result of more than likely human error as well as the issue with the air conditioning not working. However, the managing director of Serco said that the coroner had said that the officers had carried out their duty to help Mr Sochacki how is that possible? I have a feeling that statement was put out into the public to cover the gross misconduct of the way the company handled the situation. They would not like to lose a big contract or lose money and get bad press, even though someone in their care died. At least the ministry of justice has acknowledged the failings on how Serco manage their part in the system and have agreed to have a contingency plan with regards to making sure that this never happens again.

CONCLUSION 
Based on everything I have found out whilst completing this assignment, I have come to the conclusion, that the national probation service should be government run, and not privatised. Privatisation causes many problems within the system as it was all about the money available to the private firms, and I am sure the stakeholders would agree with me, obviously it is a very large organisation that covers the whole of England and Wales, and as times change so do the different levels of offending, so maybe they should be looking into new strategies to keep up with the change. I think the Ministry of Justice should look at bringing in a new way of punishing offenders especially the prolific ones, and I would also like to know why the penalty and custodial sentencing is always higher when it comes to offences that are to do with fraud or money. However, many individuals get away with murder, or can still receive rehabilitation orders for offences against children, which is difficult to understand when their crimes are clearly more serious. I intend to be looking into this topic in depth, when I start working alongside them in the coming year as I have a keen interest in law and order, especially when considering the youth of today are often regarded as being out of control. I aim to hopefully be working with young offenders in the future as I am sure there is a different approach to this major problem, and I believe that we need to make society a better place, although I am unsure if there is one sure fix model or theory that can achieve this; however, possibly a combination of tried and tested theories used together will help to solve the many problems we face today.
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