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NATIONAL HEALTH SERVICE 
Attitudes, Beliefs and Management models

The aim of the report is to critically assess the impact of the National Health Service’s beliefs, attitudes, and value systems on workplace behaviour by applying different management theories and models.
The report is structured into three sections:
1. Introduction: Organisation and Management theories and models, critical thinking and values system of NHS
2. Critically assess and evaluate the values system of NHS and their impact on the workplace behaviour during the pandemic period as well as, their management theories applied.
3. Conclusion and Recommendation


INTRODUCTION
Critical thinking, attitudes and beliefs in NHS

The report focus on the A&E department of Maidstone and Tunbridge Wells Hospital and their approach in regards to Covid-19 and lockdowns situation during 2020-2022 and how critical thinking has helped the trust to overcome the challenges.
Critical thinking is considered to be central to higher levels of education or a fundamental goal of learning (Kuhn, 1999; Keeley and Shemberg, 1995). Not only that, in the Medical and Healthcare sector critical thinking is highly cherished. Doctors, nurses or student uses critical thinking to undertake daily tasks such as examination or procedures. It is particularly important because it impacts the patients' lives. Especially their health. Human beings are complex, diverse and very different.  Nurses and doctors must be able to engage critical thinking within their duty to assess and evaluate patients as well as to improve their decision-making process. The medical staff has technology and devices to carry out various investigations, as well as tools and patterns to follow. However, there are clinical decisions to be made, not everything can be concluded by making use of advanced technology or specific tools. The staff has to use critical thinking to evaluate and act accordingly. The dynamics of the medical industry are rapidly changing due to facing an unpredicted situation, the Covid-19 pandemic. This situation requires the members of staff to be meticulous and very sensitive when it comes to facing a virus that spreads and kills easily, a fact that did not happen since the Flu pandemic in 1918. Critical thinking is what the healthcare sector calls the Holistic approach, which highlights a holistic examination of the patients, with no room for assumptions.
Critical thinking is not only important for the operational level but also the tactical and strategic level. The management uses critical thinking to help the business resilience. A&E is all about unpredictability, and unforeseeable and you need to be able to respond to the challenges promptly.
2020 was a tough year for the NHS as an organisation and the workforce as well. Like everybody else, the NHS staff experienced stress, fear, and a feeling of uncertainty and did not know what the next day or especially shift would be like. Without having much information on how o protect themselves and others or how exactly the virus spreads and develops within the organism, the NHS staff had to come and do their best in keeping patients safe and alive. While many other organisations closed their door the NHS opened their doors wide open, putting the NHS staff at risk and facing an enormous amount of patients, a lack of equipment and treatment, and a shortage of staff. We looking now at April 2022, a post-pandemic period. There is enough data and analysis to create resilience for the NHS future.
Business resilience highlights aspects such as financial, operational, strategic and psychological and normally this can be built up easily in an organisation such as NHS. However, looking at a post-pandemic transition this might be more difficult to realise.
Financial resilience- The NHS had to spend most of its budget during the pandemic crisis, had an increased number of members of staff (increased monthly payments of staff); had to build and redesign their space to fit and protect patients and staff, additional technic equipment and personal equipment, more packages for care at home and systems to assist the patients virtually.
Operational-  The NHS staff has been reported to suffer a psychological stress post-pandemic, therefore decrease in overall performance, they had a hard time losing patients and family loved ones, increased workload and complexity of tasks. Doctors and nurses reported chronic stress and exhaustion feeling also known in the sector as burnout.
Strategic- the executive level of NHS had to deal with a challenging environment, shortages of staff, recruitment issues and pressure from the government, and the public in staff to find the best solutions to overcome challenges and protect the public and staff.
Psychological – as explained above the overall organisation, especially the A&E sector has experienced burn-out, not only the performance is affected during burnout but also a lack of positivism and enthusiasm related to work is happening once the nurn out takes over.

 Work Attitudes and beliefs feelings that people would have toward one’s job. 
The attitudes and beliefs of the organisation are suggested by the organisation itself but, primarily, the beliefs and attitudes of the organisation are the sums of the value system of the employees.
NHS is well known for its openness when it comes to beliefs, is a multicultural organisation in which many people settled because of the strong belief in inclusion.
The known values system of NHS is “PRIDE”.
People focused; Respect; Integrity, Dedication; Excellence
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NHS trust strongly believes in those values, and it is not just for themselves to feel valued and accepted, but for the public too. The UK is one of the states that has an increased number of immigrants. Therefore, it is just right to promote different cultures' beliefs and attitudes.
When it comes to employees' attitudes and beliefs that influence the overall organisation, The NHS recognise that the organisation has efficiency and effectiveness mainly due to the staff's goodwill, which explained means that staff are going above and beyond to meet the demands. No matter how busy the shift it is, they keep the quality service up and do their best even when they lack energy or resources. Staff is known to stay after paid hours if needed just for their compassion, also, known to work excellently even when a shortage of staff occurs during their shift. NHS is grateful and admits that staff is their greatest asset. The NHS is working hard to create effective systems within the workplace to offer the staff great conditions at work and appreciation.
As stated above, the values system of the organisation is the sum of attitudes and beliefs that employees have towards their job. But how can we increase work performance and business resilience when many members of staff experience burnout and still recovering from it. The NHS showed interest and appreciation and developed many projects in which they offer a set of services for their employees to recover psychological and emotional. There is an ongoing project to support the staff: occupational health available for them(including therapy for emotional and psychological distresses), highly encouraging brakes and personal talks between the staff, discounts for leisure purposes, regular check-ups of the superiors on the operational level( front line) to see if assistance is needed. As well as conducting surveys to learn how else they can assist their staff further. 
Attitude is the way people feel and think about a situation or someone. Beliefs are something or someone in which people believe without proof or justification.

The NHS values system enables them to recruit all over the world. People feel welcomed to work in such an organisation. The organisation struggles a lot to provide a welcoming environment and facilities for new members of staff arriving in England for the first time.





NATIONAL HELTH SERVICE 
Maidstone and Tunbridge Wells Hospital 

The National Health Service is a Government-funded service. The NHS provides medical and healthcare facilities to everyone in the UK without having to pay the overall cost of the services provided. In some cases, no money at all is being retained for treatments, examinations or procedures by the NHS trust. Maidstone and Tunbridge Wells are two different hospitals located in two different towns, merged to provide and cover all aspects of care that patients needs.
E.g While Tunbridge Wells does not have a Respiratory department and therapist, Maidstone provides that. Maidstone hospital does not have a Stroke unit, but Tunbridge Wells has one.
The merger was needed for the hospitals to be able to collaborate as one unit and provide diverse services and assist each other when needed. Maidstone and Tunbridge Wells hospital trust are one of the top A&E departments in England.






Management of NHS

The NHS is known to use a management model called Consensus. Consensus refers to the agreed management between the clinicians and management style on leading the organisation. The NHS is a multi-professional organisation. Therefore, the strategic level must consider the clinician to make the best outcome, not only for the organisation but for the patients and staff. On the other hand, the clinicians do not necessarily have management skills in running an organisation and, they are not meant to have them. It is a waste of resources and would generate staff shortages if the organisation's management would be only contained of clinicians. With all that explained, the following structure comes as a depth of the model and to support the theory.
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Scientific Management of NHS

The organisation uses Scientific Management and practices almost all of its particularities.
“ Scientific Management is the process of approaching various aspects in a scientific manner, using scientific tools such as research management and analysys.”
Scientific Management organizational aspect of NHS
NHS is well known for its research and development projects. The R&D help the trust to innovate the actual processes, prepare for future dynamics, as well as, improve the overall service to create business resilience. Scientific management works for the NHS due to any reason such as
the number of employees- Tunbridge Wells Hospital has over 200 medical members of staff in the A&E department, plus other admins, domestic, kitchen staff and many other people contributing to the overall running of the department
Nature of the organisation- NHS is a medical service organisation which people rely on for all aspects of their health and care. knowing that they are well looked after. NHS has made a promise to the public: “Come rain or shine, we are always here to help”
Trade – NHS is a public service that meets basic needs on a non-profit basis. However, NHS had their private subsector where they offer a range of services and they charge for them. Even now, as a post Brexit transition, the Government negotiate new “deals” for the future of NHS trade. Medical services will be performed under a no-charge policy for immigrants that are legally living in the UK and have a residence and work. For the other overseas visitors or immigrants without meeting the criteria, NHS take full charge of the services provided.
Mode of entry – NHS made their entry over 74 years ago. Since then, NHS  provide a high quality of care and services which enabled them to progress in expansion, having the public trust.
Technology and innovation- NHS is focused on innovation and constantly develops technologies. NHS is a fully technologized company, as in all records and archives ad documentation exist on a virtual system called Sunrise, not only that, they have systems for the external bodes as well, such as Scamb- The Ambulance services point of communication, Gp’s program and even a system for the patients records electronically.
Scientific Management is the one way best by analysis, this specific management model enabled NHS to conduct time-motion studies and job analysis, create individualization at work through written, prescribed tasks and methods.


Bureaucracy

In their mix of management models, NHS uses Bureaucracy.
Having given the purpose and structure of the business,  NHS relays on the Bureaucracy management model as well. Although Bureaucracy is highly criticised, NHS uses a few particularities to help with the organisation's policies and procedures.
Bureaucracy= rule of the office
In this case, the office is the Government and other competent authorities, which the NHS must consider while carrying out policies and procedures, new projects, recruitment analysis and many other aspects.
Functions:
rule of law – NHS must stay within their scope of practice, respect and promote civil rights for all stakeholders
predictability – government actions must be predictable
equity – equal treatment for all the stakeholders under equal circumstances
judicial control- the organisation's action can be independent in court
 
Rationalization aspects
 
Rationalization is a concern for increasing the efficiency, predictability, calculability and dehumanization
Efficiency- trying to get the most efficient outcome with the minimum amount of effort and resources
Predictability- a constant concern to predict future dynamics in order to be prepared and overcome them
Calculability- not necessarily referred to financial data, but a concern for numerical  data for the overall aspects of the business
Dehumanisation- not applicable for the purpose of the service

 
 
Beauracracy elements in NHS
 
Division of labour- NHS has a rigorous division of labour.
E.g The A&E of Tunbridge Wells is divided into the following sections:
Triage- One nurse assesses the patient to be transferred to the appropriate point of treatment
minors injuries- One nurse and a clinical support worker, assisted by a team of 4 doctors
majors A&E -5 nurses, a team of 4 A&doctors and 2 medical doctors, 2 nurses in charge, a flow coordinator and a site practitioner
Green RAP- a nurse, a clinical support worker and a doctor-Orange RAP- a nurse, a clinical support worker and a doctor
-Peads RAP- a nurse, a clinical support worker and a doctor
Resus – a team of 4 nurses and 3 doctors
-CDU- a nurse
***RAP=rapid assessment procedures;  ***PEADS=paediatrics;   *** CDU=clinical decision unit
As it can be seen, there are labour divisions; formed of different teams, depending on the needs of the section. Each member of staff has clear tasks to perform, limitations and a duty to escalate when the task or procedure is out of hand. They have limited authority to that clearly define the scope.
Another element is the Hierarchy.
Hierarchy in the NHS is used to maintain discipline, and to simplify the job description and role of each organisation layer.
Emphasising documentation; written reports and analysis; remuneration of employees based on their position in the hierarchy; unpersonal communication; rationalization; discipline.


As stated above, NHS relays on Rationalization, which is further analysed will conduct the report on another management model that NHS make use of, to come and fill the gaps left by Bureaucracy and Scientific management.


CONTIGIENCY theory
Contingency theory within the NHS practice reflects on the Consensus, Scientific Management and Bureaucracy debuts, considering the external factors, and that the management models applied must operate and adapt to overcome the challenges and meet the demands. In other words, The contingency theory comes as a theory in which the executive level of the NHS must make sure they are considering PESTEL and plan ahead for the business resilience.
According to Burns and Stalker, there are two ways that managers can analyse and plan the organisation's activity as a response to the organizational dynamics.
A mechanism structure- suitable for stable environments.
An organic structure- for changing/unstable environments.

Is NHS a mechanistic or organic structure?
Although it seems expected for a public hospital to have an organic structure, using the critical thinking and analysing of their practice, the mechanistic structure approach was found in many aspects of the NHS organisation and not many of the Organic structures, such as :
Formal communication
The NHS has a weekly magazine called “The Pulse “ where updates and guidance are being posted. The shift briefs are formal and standardized within the two hospitals “Maidstone and Tunbridge Wells”, the shift brief is only changed every two weeks.
The work performance/ appraisal is a formal document in which the employees have to assess and rate their own performance and return it to the management team together with any other maintenance that they might have.
The operational level does not have informal discussion or interactions with the strategic level (Manager or Matron) unless is discussed first with the nurse in charge or site practitioner and then formally address to the management.
Sickness, compliments or complaints are also in a formal manner.
Centralized decision making  and supervision

The decision-making system is centralized. Any complex or unseen situations that are not specified within the policies and procedures of the department have to be run by the matron or the site practitioner. Managerial authority rests at the top.
Roles and authority are clearly defined within the department, and supervision of subordinates is highly practised. The environment is well controlled, with strict discipline and order.
Conclusion
The NHS achieved the best outcome of Critical thinking, they found few models and management theories in order to cover all aspects of a successful organisation. When it comes to the resilience of the business, NHS is well aware that building up resilience starts with investing in employees that will give back great performance, commitment and suggestions in order to be prepared for future dynamics and build up the organisation's resilience. NHS strongly engage with the organisation's values system, which as a response gives great results in the recruitment process, employees commitment and public trust. The management mix models used by the organisation come to support one another and to clarify the way people with different beliefs understand aspects of work. The Europeans will be somehow used to working with a bureaucratic system in place, while the Asians might feel impacted more by consensus, as an agreement between management and medical staff that they will work together to get the best outcome for them but also for the service.
The report suggests that building business resilience is essential and that NHS is on the right track, considering their outgoing actions. However, as a recommendation, NHS could use more particularities of the Contingency theory as an organic structure, allowing staff to be more creative, take initiative and fave a bit more executive decision making
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