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          Introduction

  The following report is written by Ionela Lazar and it is based on the management theories, the ways they are implemented within an organisation and the effect that is seen on the organisation values, beliefs, and attitude.
 The management theories chosen are Max Weber Bureaucracy Theory and John Adair Action Centered Leadership applied to Bupa organisation.
 This report will also include Barrett model and the writer impression about the organisation culture.

        Main Findings

   Bupa was created on 3 April 1947 , the main purpose was the prevention, amelioration and cure of diseases and health of any kind, enshrined in the organisation original constitution, combining a caring ethos with freedom of choice.
Originally called the British United Provident Association, Bupa was never a provident association. Four large associations and other smaller associations and hospital contributory schemes came together to create Bupa a private company limited by guarantee without shareholders.
In 1980s Bupa made the first entry into the care home sector in the UK. By 1990 Bupa had more than 200 homes in the UK through purchasing Community Nursing Homes, Goldsborough Healthcare Group and Care First Group (Bupa.com, 2020).
In 2020, BUPA owns 125 care homes and 8 Richmond care villages in the UK (Bupa.com, 2020).
  Bupa's goal is to help people live longer, healthier and happier lives.
Without shareholders, Bupa reinvest profits for the benefit of the current and future customers.
 Bupa organisation has shared values with the ones of the customers such as: accountability - always responsible, take ownership, make it happen; caring – compassionate, treat people with respect and kindness; courageous – by been brave, dare to speak up; authentic -say what we mean, mean what we say; openness -seek new ideas and other points of view, listen; passionate –love what you do, love your customers; extraordinary –be the best version of yourself (Bupa.com, 2020).
  Bupa organisation implemented Weber’s (1922) theory of management based of bureaucracy characterized by the presence of impersonal positions that are won and not inherited, decision-making  governed by rules, professionalism, chain of command, defined responsibility, and limited authority.
  In Economics and Society, his fundamental book published in 1922, Weber articulates the necessary conditions and descriptive features of bureaucracy. Weber begins his discussion of bureaucracy by introducing the concept of jurisdictional areas: institutions governed by a specific set of rules or laws. In a "jurisdictional area", regular activities are assigned as official tasks, the authority to assign these tasks is distributed through a set of rules, and duties are continuously performed by qualified persons. These elements make up a bureaucratic agency in the case of the state and a bureaucratic enterprise in the private economy.
 Following Weber opinion about organisations should act rationally Bupa believes that strong governance and risk management are essential to achieve the vision of being the most reliable health provider (Bupa.com, 2020).
 Weber argued that in bureaucracy, taking over a position or function means assuming a specific duty necessary for the organisation. This conception is distinct from the historical working relationships in which a worker served a specific leader, not an institution.
 A characteristic meant to improve working conditions and used by Bupa is that the organisation respects the hierarchical principle - subordinates respect orders or superiors, but have the right to appeal (as opposed to the more diffuse structure of traditional authority). In other words, everyone in a company or any kind of work environment has the possibility and the right to disagree or speak if they are dissatisfied with something, rather than not expressing their opinion, for fear of not to lose his job. Open communication is a very important part of Weber's ideal bureaucracy and is practiced by Bupa and even included in the company values. Thanks to communication, it may not be the most effective, but Weber would argue that improved human conditions are more important than efficiency (Ourbupa.com, 2020).
 Michel Crozier re-examined Weber's theory in 1964 and found that bureaucracy is wrong because the hierarchy causes officers to engage in selfish power struggles that harm the efficiency of the organization (ukessays.com, 2018).
 At Bupa the board provides clear guidance in establishing the strategy and risk appetite and to oversee the implementation by management of this strategy within prudent and effective governance and risk management structure.
 Clear rules for decision making is other characteristic from Weber’s theory that Bupa is using, each care home of Bupa or dental practitioner has printed policies and procedures that each member of staff need to read and understand (Bupa.com, 2020).
 The managers from Bupa are giving everyone the possibility to grow within the company, you will be given everything you need to progress, based on your role. In addition to on-the-job coaching, individuals also can access an online learning platform called ‘Grow’ to help them succeed in each and every activity (indeed.co.uk, 2020).
 At Bupa individuals can talk openly about how and what they are doing at work (indeed.co.uk, 2020).
 Bupa is promoting a positive culture where everyone is respected and every job is important, individuals get the chance to belief in them values without been discriminated (indeed.co.uk, 2020)-Weber professionalism and fairness.
On Bupaukcareers.co.uk are being related a lot of the jobs that are available at Bupa, the trainings that the individuals will get, the benefits of working for Bupa. On the same platform it has been presented some of the reward that individuals working at Bupa received over the years.
All these evidences are well related to Weber’s employee performance and them opportunity to train better.
 In his management theory, Weber gives six principles of managing an organisation effectively and efficiently:
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Using this six principles, Bupa propose a systematic hierarchy in the organisation by defining the position of each employee where everyone knows who to report to.
There was created a set of policies and procedures, rules and regulations in a written form that need to be follow by everyone within the organisation.
To improve the work efficiency everyone in the organisation receives tasks according with their skills, example a carer receives tasks as getting people out of bed while a nurse delivers the medications.
Managers at Bupa are advised to motivate their staff in order to build a long-term career in the organisation and provide job security.
As Weber said, in an organisation, the manager decision should be impartial and independent and to avoid impersonal relations develop among the employees, which may lead to favouritism or nepotism.
However according with Bupa’s reviews has been reported a lot of rude managers that are threating their employees badly (indeed.co.uk).
At Bupa, if two employees are in a relationship of any kind they should work in different departments to avoid favouritism and keep an impersonal work relationship.
 Implementing Weber, Bupa believes that employees should be recruited based on their set of skills instead of first come first selected basis and employees promotion needs to be done based of them performance and merit.
This will increase the productivity and add employee’s growth and satisfaction.
  Looking at Bupa way of implementing Weber’s theory the disadvantages that are been identified are:
One way communication, managers are concentrating on passing the information’s, delegate tasks, make rules and regulations and they forget about the others opinion, feedbacks.
The authority that managers have can be misunderstood sometimes and they can even forget the company interest and treat the employee without respect and dignity (indeed.co.uk, 2020).
Some of the tasks that are allocated at Bupa takes time, for example delivering medication needs attention and can take even few hours therefore in Bupa care homes the managers are making sure they have enough staff to deliver the medication according with the prescriptions (indeed.co.uk, 2020).
Depersonalisation, the employees are concentrating on getting things done and they get to you act like robots, them values and believes are left behind.
 As the organisation is focusing more on tasks, staffs are losing their motivation and that can lead to quit the job.
 In order to fill the gaps of Weber’s theory, Bupa need to implement John Adair’s centred leadership model.
The three parts of John Adair's model are three intertwining circles that represent the three main managerial responsibilities: task, team and individual.
 According to Adair, a good manager and leader should have full control over the three major areas that make up the leadership model and should be able to use each of the elements depending on the situations they face. Once he can do these things and maintain his balance, he will get results, build character, improve quality, develop teams and productivity, and become the brand of a successful manager or leader.
To achieve the task the leader needs to build the right team and they develop the individual to be able to do the tasks.
  The manager’s responsibilities at Bupa for performing tasks will change, they will need to identify the goals and vision of the group, objectives and direction defines the activity (tasks), identification of resources, people, processes, systems and tools such as financial, training, communication or IT.
Develops plans for accomplishing tasks, strategies, tactics, and measurements.
Establish responsibilities, objectives by delegation, setting standards, quality, time and parameters, monitoring and maintaining performance, review, plan adjustment, methods and targets.
 To maintain the group focused on the task, Bupa managers are going to establish, agree and communicate performance and behavioural standards, establish the style, culture, approach of the group - elements of soft skill, monitor and maintain discipline, ethics, integrity and focus on objectives, anticipating and resolving group conflicts and misunderstandings.
Managers will also set team goals and objectives by motivating the team and creating a sense of responsibility.
Facilitate and ensure the internal and external communication of the group, identify the training needs of the group, constant consultation and feedback from the group.
 According with Adair, managers at Bupa will change the perception about the individuals; all team members will be valued for their personality, abilities, strengths, needs, goals and fears.
The employees will be offered recognition, recognizing efforts and good work.
Rewarding individuals with additional responsibilities, advancements and status will keep them well motivated.
 Identifying, developing, and using the capabilities and strengths of each of the individuals, educating and developing individual team members, development of individual freedom and authority will also be the manager’s priorities.

Barrett Model 
 Barret model promotes values centre believes that organizations thrive when leaders are focused on building values-driven cultures that create a win-win for their people, customers, shareholders, and society. The Barrett Model is the gold standard in culture assessment tools in measuring an organization’s culture. When the managers measure their culture, they can manage it. This model makes the intangible tangible and it can be applied to all types of organizations, corporations, non-profits, governmental departments, boards, municipal agencies, institutions, and educational establishments (Wiedemann, C., 2020)
The Barrett Model places focus on the whole needs of organizations. The seven levels focus on the needs associated with each level: viability (financial security, health, safety), relationships (customer satisfaction, family, respect), performance (productivity, quality), evolution (diversity, teamwork), alignment (honesty, integrity, transparency), collaboration (mentoring, development) and contribution (long term perspective, vision).
  If Bupa will give people, the opportunity to progress fairly and support them by mentoring and offer them trainings when they needed this will become a good organisation to work for.
The values of Bupa organisations states that they treat people with respect and kindness, they give people the opportunity to speak up without being judged, they give the individual’s the possibility to be the best version of themselves. These values are making it the dream organisation and also gives people confidence to join in.
As Bupa implements both management theory Weber and Adair and gives the team and individuals a sense of belonging and also respect the values that the organisation believes in such as accountability, take responsibility for your acts or openness, it makes the organisation ideal to work for it.



         Conclusion

 Bupa uses Weber’s theory efficiently, focused on a structure of authority that improves order within the organisation.
The organisation concentrates on responsibility, accuracy, reliability and productivity however it can create depersonalisation, inflexibility and lose of motivation. 
  Managers and leaders at Bupa have many demands on their time. They can think at Adair’s Action Centred Leadership as being a compass to help them determine where and how to spend their time so they can build a high-performance team, which delivers the right things in with the right behaviours. The Action Centred Leadership model can be applied at all levels, from CEO through program managers and project managers, and on to team leaders.
By implementing the two management models, Weber and Adair, Bupa can find a balance between getting the tasks done and building the individuals career and create a very successful team.
 Maintaining a positive culture of the organisation with shared values that matches the individual’s values, believes and attitudes can make Bupa one of the best organisations to work for and it can bring millions of satisfied customers.
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