



The National Health Service (NHS) known to be the largest organization, group, association or even potentially controversially a business in Britain today; an NHS which was established in 1948 by Welsh man and Minister of Health, Aneurin Bevan. An NHS that would be funded from general taxation and was founded on four fundamental values: Free at the point of delivery, comprehensive, equity and equality.
 In 1948 the aims of the NHS were defined as “The establishment of a comprehensive health service designed to secure improvement in the physical and mental health of the people of England and Wales and the prevention, diagnosis and treatment of illness. (1946 NHS ACT) (WAles, 2015). 
Since 1948, the NHS has seen several changes: both in the delivery of health care with continuous learning, and ever-changing models of best practice and advances in   research; there have also been significant and numerous changes in the structure and organization of the NHS. Whilst the 1960s saw growth and development within the NHS,  this was followed by the constraints of the 70`s and 80`s and significant changes and influence from the business world in the 1990`s , where it is evident that the introduction of The NHS and Community Care Act moved the NHS into the business world with the introduction of business terminology. These changes appear to be as direct results of external influencing factors including, but not limited to Government policy and reform, meeting economic demands and following public external and internal enquiries. (WAles, 2015) (Traynor, 1996315-340).
The NHS is a public sector organization, on conception it was always intended and introduced by the government of the time and health minister Aneurin Bevan that the NHS would be funded “from general taxation” and “free at the point of delivery”.  The general principles which define a public sector organization, are the implementation of public policy, government ownership, provision of public goods and reducing inequalities in society. Additionally, the public sector in contrast to the private sector are not driven by profit making for an individual or a corporation as demonstrated in the comparison chart below: (www.economicshelp.org, n.d.)
[image: ]
Whilst it is acknowledged and understood “what” the NHS organizational context is, clarifying that  the NHS operates as a public sector organization, it is equally important to understand “how” the organizational environment is structured; A generally accepted suggestion is that  the “Internal and external organisational environments - evaluating internal resources and organisational capabilities Identifying and managing internal and external stakeholder interests Structure and management of inter-organisational (network) relationships, including intersectoral work, collaborative working practices and partnerships”. (www.healthknowledge.org.uk/public-health-textbook/organisation-management/5b.., n.d.) Simplified, the organisation environment is compiled of “powers” (Welsh Assembly Government / Government/ Legislation) or “regulators” (Health Inspectorate Wales, Local Government and Commissioners) that affect the performance, operations, and resources of the NHS. It includes all the elements that exist outside the boundaries of the organisation and can affect a measure or all the organisation.
 An example of this has been taken from a current NHS webpage which states: “The values which underpinned the establishment of the NHS still hold true today...” and it goes on to describe some of the pressures experienced by the NHS. Whilst, conversely, on the same NHS webpage, the NHS describe their core principles as; “We put patients and users first, we seek to improve our care, we focus on wellbeing and prevention, we reflect on our experiences and learn, we work in partnership and as a team, we value all who work for the NHS” (WAles, 2015), with another quote being “were here for you helping you take control of your health and wellbeing”. (NHS, 2018) with the later statements reflecting changes in legislation in 2012 and at the time and restructuring of external influencing stakeholders. (association, 2012)
In 2009, there was a significant restructure of NHS Wales, creating a single local health organization responsible for health care service, which was required to provide a service to 3 million people in Wales and employed close to 78,000 staff making the organization Wales` biggest employer, and a labor intensive service where the payroll accounted for 75% of the organizations total cost. (GIG CYMRU NHS WALES Health in Wales , n.d.).  
The employment figures for the NHS indicate that the organization relies on the individuals who are employed by them, in order to meet their aims and objectives and provide a public sector service. It is still an unavoidable fact, however much of a cliché, that people are the main resource of any organization and whilst people would generally “sign up” and agree to the terms and conditions of an organization, equally people can reject and destabilize any organization / organizational environment.
 Formal and academic interpretations of Organizational behavior are associated with the theoretical study of people, within organizational settings. Management of human resources depends on the ability to explain and predict organizational behavior, which in simple terms are the attitudes and behaviors of the organization's “people” and groups, their happiness, engagement, success, etc. Theorists view organizational behavior from several perspectives including but not limited to sociological, psychological, motivational and interactional
The ability to read and understand the operations and actions of a complex organization like the NHS depends on being able to “unpick” and take a view on how the different aspects of the organization can co-exist. 
Morgan puts forward the concept that clarification of organizational life is based on use of metaphors, which highlight interpretations. (Morgan, G. 1986).  
The classification of a metaphor as defined by The Collins dictionary is “an imaginative way of describing something by referring to something which is the same in a particular way”. (www.collinsdictionary.com, n.d.). 
Morgan (1986) describes eight metaphors which he associates with the understanding the operations and behaviors of a business: 
1. Machine: an organization is a series of connected parts arranged in a logical order which can be repeated, the term, a “well-oiled machine” is often heard in business and teams of employees. 
2. Organism: an organization is a collective response to its environment but must be able to adapt to situations, referring to an open organisation, viewed and understood as an ongoing and evolving process adapting to environmental change.
3. Brain: an organization is a set of functions designed to process information and learn over time, but the metaphor can also be viewed to humanise organisations
4. Cultural System: an organization is a sub-society, with its own culture and
 subcultures defined by their values, norms, and beliefs. Morgan maintains that “organisational culture is a living phenomenon which has to be intended as a continuous, conscious process aiming at creating meaning and better communicating and sharing organisational vision; whereas cultural metaphors help employers to shape reality” (Morgan, 1996).
5. Political System: an organization is a means of gaining, influencing power. Further explanation can include a control of the sharing of essential information to others. Taking the view that the more critical the information the fewer the people who have it, operating controlling lines of communication.
6. Psychic Prison: an organization is a collection of myths and stories that restrict people’s thoughts, ideas, and actions, this can be interpreted and understood as: The psychic prison metaphor appearing to  explore and explain those social facts that restrict human thinking and acting on the basis of unconscious cognitive occurrences.
7. Instrument of Domination: an organization is a means to others and exploit 
resources for personal gains 
8. Flux and Transformation: an organization is an ever-changing system inseparable from its environment. 
At the same time as elaborating on the idea of using metaphors to specifically better understand the organisational behaviour of the NHS,  it is equally important that time is spent to “unpick” and understand the dynamics and relationships between organisational behaviour and management theory and practice; Management theories started to emerge and be developed during the early nineteenth and twentieth centuries, with the growth of the  manufacturing factories, which presented several challenges for controlling production. One of the theories that came to the forefront at that time was an idea of “Scientific Management”, commonly referred to as “Taylorism” after Fredrick W Taylor. Taylor focussed on four key principles / approaches to his theory of scientific management: productivity, quality and output of workers and their results.  Taylor based his studies on factory production lines and what we know today as principles of “time in motion”, “the scenario in which the employees who show higher productivity and surpass the previous performance get paid higher than others” Kitana, Abdelkarim. (2016). Taylor associated the motivation of employees with economic / financial reward.  Reflecting on and drawing on evidence from journals and reports it becomes clear that Morgan`s (1986) metaphor of a machine seems fitting as a way of viewing the NHS and is associated as an underpinning basis of Taylorism. 
The use of this metaphor strengthens the development of a bureaucratic organization with a fixed allocation of tasks, a hierarchical supervision structure and detailed rules and regulations, this is also coupled with views that in the 1980`s and 1990`s the NHS had adopted a Taylorism approach with management methods attempting to control medical and nursing activity on the basis of economics and finance with some suggestion that the NHS as an organisation  had not fulfilled its original fundamental mission (Whitehead, 1992) “to secure improvement in the physical and mental health of the people of England and Wales” (WAles, 2015). Furthermore, it was stated by Morgan (1986) that Taylors scientific management was concerned with total control by managers, it became apparent that by the mid 80`s the machine had “seized up” and that the principles and fundamentals of best practice in care in 1948 were not the same in a progressive world. In Andrea Elkinds study in 1998 she took an opportunity to explore the perception of the organisation with people working in the NHS and she found that the image of the NHS as a machine was the dominating perception. (Elkind, 1998). Klein, 1995 argues that the “Original” NHS formed in 1948 “…. was the product of trust in logical rationalism. It was designed as a machine for making generally available the benefits of scientific medicine, using the tools of planning as an instrument for doing so”. (Elkind, 1998). 
At the same time as Taylorism and the scientific approach to management, Max Webber a German Sociologist was working on and sharing his theories on bureaucratic management, another management principle which could be associated with the management operations of a larger organisation such as the NHS. 
Weber appears to have believed that skill and ability-based responsibilities should be delegated to individuals. There should be no flexible positions within an organisation and instead, employees should be aware of and adhere to the responsibilities of their own position, he further suggested that any employee stretching beyond their designated roles would disrupt the authority of any hierarchy. Weber presented a management theory that would have significantly clashed with the use of a metaphor of a brain as a business. The brain as a metaphor would have suggested an organisation which was flexible in acquiring and processing information to be able to change with improvements and developments in the world of medicine and health care as well as a changing demographic of people who would be working in and using the services of a service such as the NHS. A metaphor such as the brain would require a management system which was decentralised, participative and responsive to its environment which would cause significant disruption in a business adopting a Webber bureaucratic approach to management. 
Since 1948 the NHS appears to have attempted to “re-invent”  and address areas of weakness and perceived failings in the organisation to deliver on their fundamental aims and objectives; The “well oiled Machine” devised and the pride of the nation had seized up and demonstrated a difficulty in adapting to change, adopting varied applications of management styles in attempts to meet the changing demands of a developing UK. Whilst it is acknowledged that the organisation has attempted consultations with employees, changes in management styles and replacing managers  as described by John Kotter as “management are concerned with planning, budgeting, organising, staffing and controlling” with leaders, also described as John Kotter (1996) as “leadership establishes, direction and motivates and inspires” (Elkind, 1998) the organisation continues to experience well documented problems with its culture. 
Morgan (1986) used “culture” as a metaphor to describe an organisation as a “subculture defined by their norms values and beliefs” to explain and improve the understanding of organisational behaviours. It is those organisational behaviours which appear to be causing concern and bringing “suffering to large numbers of patients and may have been responsible for an unknown number of premature deaths” (Ruth Thorlby, 2014). This was linked to facts where there was no management structure as it had been replaced with a pure leadership culture which “lacked insight and awareness of the reality of care being provided” (Ruth Thorlby, 2014)
[bookmark: _GoBack]It is evident from a period of research, contrast and comparison that when used properly, metaphors can provide insight into the administrative behaviours of an organisation like the NHS. Similarly, it appears that use of metaphors could also assist in recruitment processes and compatibility of management approaches within an organisation. Nevertheless, it is essential to look at all information taking into account that information can be subjective based on the perception and interpretation of the individual / individual(s) receiving the information based on their own agenda, views, experiences and equally information can frequently be lost in transmission by the giver of information based on their own affect, environment and neurological filtering of information.  Interestingly and similarly, Morgan (1996) metaphor of the psychic prison, also illustrates how people , both individually and as a group can be styled in their thinking and it is widely known that for an organisation to change it needs to recognise and understand the need for change, and metaphors can be used effectively and positively by managers and leaders to share goals and visions with the people within the organisation. 
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