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2. [bookmark: _Toc348879920]Introduction

This assignment will attempt to critically evaluate classical and modern theories of management and motivation and analyse their role and application within the author’s workplace on the QinetiQ run MoD Test Range Aberporth.
3. [bookmark: _Toc348879921]Classical Management Theory

There were three big names in the early development of management theory, these are:
· Henri Fayol
· FW Taylor
· Max Weber

Broadly they revolve around a hierarchical formal structure with a focus on what is ‘good for the firm’; division of labour to make tasks easier with roles and responsibilities clearly defined; monetary incentives to motivate the work force and maximise production and the use of autocratic leadership to speed up the decision making process without the need of board of directors. These were known as ‘Scientific Management’, see figure 1:	Comment by john: Figure 1 – this appears to need a reference, unless it is of your own creation.
[image: ]
Figure 1 - Scientific Management Breakdown




[bookmark: _Toc348879922]4.1 Fayol

	Fayol laid out 14 Principles of Management and 6 Functions of Management (1):
· Division of Work
· Authority
· Discipline
· Unity of Command
· Unity of Direction
· Subordination of Individual Interests to the General Interest
· Remuneration
· Centralisation
· Scalar Chain
· Order
· Equity
· Stability of Tenure of Personnel
· Initiative
· Esprit de Corps
Along with Fayol’s 6 Primary Functions of Management (depending on source, this can be 5 or 4 functions with some merged):
· Forecasting
· Planning
· Organising
· Commanding
· Coordinating
· Controlling

Fayol was the first to define management in the industrial age and paved the way for management theory, as it is known today. The book ‘The Role of the Manager: What’s Really Important in
Different Management Jobs’ (2) gives following:
“Because organizations exist to achieve goals, someone has to define those
goals and the means for achieving them; management is that someone”







[bookmark: _Toc348879923]4.2 Taylor

Taylor was a Mechanical Engineer and his management theories or ‘Taylorism’ as it was known focused on productivity and efficiency. His four principles were (3):

· Replace working by “rule of thumb” or simple habit and common sense, and instead use scientific method to study work and determine the most efficient way to perform specific tasks.

· Rather than simply assign workers to do just any job, match workers to their jobs based on capability and motivation, and train them to work at maximum efficiency.

· Monitor worker performance, and provide instructions and supervision to ensure that they’re using the most efficient ways of working.

· Allocate the work between managers and workers so that the managers spend their time planning and training, allowing the workers to perform their tasks efficiently.


This approach assumes that there is only one correct way to do a task efficiently and does little to promote worker satisfaction as it is so task focused. On a positive side, it does promote communication and teamwork between the management and workforce unlike Fayol’s autocratic approach.

[bookmark: _Toc348879924]4.3 Weber

Max Weber’s management theory or ‘Bureaucratic’ as it was sometime called uses Taylor’s theories as a base and builds upon them. As in Tayor’s style, it is built around efficiency but also has tone of a subjective approach as it warns of the over use of technology at the expense of utilising traditions, emotions or values. Weber’s ideal bureaucracy is characterized on Boundless.com (4) by the following:

· Hierarchical organization
· Delineated lines of authority with fixed areas of activity
· Action taken on the basis of, and recorded in, written rules
· Bureaucratic officials with expert training 
· Rules implemented by neutral officials
· Career advancement depending on technical qualifications judged by organization, not individuals

4.4 [bookmark: _Toc348879925]Gilbreth

Frank and Lillian Gilbreth’s contribution to the field can be summed up with the following 3 points from business.com (5):

· To reduce the number of motions in a task to increase efficiency
· Focus on the incremental study of motions and time to understand an entire task
· The goal of increased efficiency is both increased profit and greater worker satisfaction.
4.5 [bookmark: _Toc348879926]Gantt

Business.com (6) also summarises Henry Gantt’s addition to the field by providing visual methods of scheduling both time and resources for work projects. The birth of the famous ‘Gantt Chart’!

· It dictates the uses of both resources and time when evaluating projects.
· It incorporates benchmarks in a project as a way to complete the project efficiently.

[bookmark: _Toc348879927]	   4.6 Follet
 
Mary Parker Follet’s approach was more motivational focused	Comment by john: Marking some element of the transition between traditional and modern theory?



These formalizations of management’s roles and responsibilities were clearly needed in the industrial age where large-scale production was taking place and competition was taking place. There was a focus on efficiency with the addition of planning and forecasting. These styles did little in the way of workforce motivation outside of monitory incentives with the tasks becoming increasingly small so the worker became more specialized therefore more productive. Many critics pointed out that scientific theories of management tended to dehumanise the workforce.	Comment by john: Good summary, picks out the salient points.



















5 [bookmark: _Toc348879928]Motivation	Comment by john: OK.

Abraham Malsow’s famous hierarchy of needs (7), see figure 2 below: 

[image: ]
Figure 2 - Maslow’s Hierarchy of Needs

Maslow’s theory of motivation is broken down into layers of necessity or priority. When the needs of a lower layer are met then the individual is motivated by what is on the next layer, and so on until Self-actualization is achieved. A key factor in individuals motivational life is their occupation, be that paid or unpaid work. 
	
Humans are occupational beings and fulfillment can be obtained from a wide variety of sources not only financial incentives. Whilst some people in employment see financial gain as a prime motivator, those who are in higher paid in stressful roles often have little or no job satisfaction and can be open to stress that can result in burn out. The author has seen this happen first hand; often those who get more out of work, not just a wage, seem happier and more contented.

There is more to gain from work than just financial reward such as:

· Social interactions/networking
· Sense of accomplishment/achievement 
· Learning new skills
· Other benefit packages e.g. Share plans, medical/dental cover
· Travel
· Company Car
· Career building
· Imparting knowledge
· Working for the ‘Greater Good’


In the 1980’s Gary Kielhofner developed the Model of Human Occupation (MOHO). It’s a theory that looks at the human as a system. MOHO web (8) describes the model as “MOHO seeks to explain how occupation is motivated, patterned, and performed.” The following diagram, Figure 3, can visualize it:


[image: ]
Figure 3 - Model of Human Occupation


This diagram shows what other factors can go into creating a positive working environment from a management point of view. The classic management theories were too focused on monetary incentives with the view of maximizing productivity.

Modern management styles are encompassing a broader approach to motivate and incentivize its workforce.









6 [bookmark: _Toc348879929]Modern Management Theory
[bookmark: _Toc348879930]6.1	Drucker
	
	The Vector Study Group states (9):

“Peter Ferdinand Drucker (November 19, 1909 – November 11, 2005) is known as the Father of Modern Management.” 

They also state:

“Drucker's writings would be marked by a focus on relationships among human beings, as opposed to the crunching of numbers. His books were filled with lessons on how organizations can bring out the best in people, and how workers can find a sense of community and dignity in a modern society organized around large institutions.”

This approach marks a turnaround in management theory with the focus being switched to being people centric rather than process.

Drucker’s writings predicted some of the major developments of the late 20th century including:	Comment by john: Again, needs a reference to at least one of Drucker’s works.

· Privatization and Decentralization
· The rise of Japan to economic world power
· The decisive importance of marketing 
· The emergence of the information society with its necessity of lifelong learning.

The rise of Japan’s economy in the post war era was attributed to the management theory of Edward Deming; “Quality Management”.





6.2 [bookmark: _Toc348879931]Quality Management (Deming)

The Deming Institute (10) lists his 14 Points for Management taken from his book ‘Out of the Crisis’:	Comment by john: Reference?

Create constancy of purpose toward improvement of product and service, with the aim to become competitive and to stay in business, and to provide jobs.
Adopt the new philosophy. We are in a new economic age. Western management must awaken to the challenge, must learn their responsibilities, and take on leadership for change.
Cease dependence on inspection to achieve quality. Eliminate the need for inspection on a mass basis by building quality into the product in the first place.
End the practice of awarding business on the basis of price tag. Instead, minimize total cost. Move toward a single supplier for any one item, on a long-term relationship of loyalty and trust.
Improve constantly and forever the system of production and service, to improve quality and productivity, and thus constantly decrease costs.
Institute training on the job.
Institute leadership. The aim of supervision should be to help people and machines and gadgets to do a better job. Supervision of management is in need of overhaul, as well as supervision of production workers.
Drive out fear, so that everyone may work effectively for the company.
Break down barriers between departments. People in research, design, sales, and production must work as a team, to foresee problems of production and in use that may be encountered with the product or service.
Eliminate slogans, exhortations, and targets for the work force asking for zero defects and new levels of productivity. Such exhortations only create adversarial relationships, as the bulk of the causes of low quality and low productivity belong to the system and thus lie beyond the power of the work force.
Remove barriers that rob the hourly worker of his right to pride of workmanship. The responsibility of supervisors must be changed from sheer numbers to quality.
Remove barriers that rob people in management and in engineering of their right to pride of workmanship. This means, inter alia, abolishment of the annual or merit rating and of management by objective.
Institute a vigorous program of education and self-improvement.
Put everybody in the company to work to accomplish the transformation. The transformation is everybody's job.
This system can be seen to be implementing different elements to that of the Classic Management theories. It appears to be putting more focus on the quality imbued by the worker, thereby invoking more pride and enhancing motivation that way. It attempts to break down the ‘us and them’ ethos that was inherent with more archaic management styles. It also promotes the continuous improvement approach through enhancing quality and training/education.













6.3 [bookmark: _Toc348879932]Chaos Theory

Tom Peters, in the 1980’s advocated the need for companies to be more flexible and versatile, able to change quickly to the changing demands of the customer. He and his colleague, Bob Waterman conducted research into successful American companies in reaction to the dominance of the Japanese economy. They identified eight lessons as a  result (11):

· A bias for action - excellent companies got on with doing the job, unconstrained by the bureaucratic trappings of their size. 
· Close to the customer - this has since become a by-word in business `musts', but in the 1970s many businesses were still a long way from their customers. 
· Autonomy and entrepreneurship - the entrepreneur has freedom to think, act and invest effort in the organisation. 
· Productivity through people - people are at the centre of Peters' thinking. This was a blast at the past where it was commonly held that large organisations held the key to productivity because only they could handle the economies of scale required for profitability. 
· Hands-on values driven - the shared values of the 7-S model, which matter to staff and make the business tick with managers who are not afraid to get their hands dirty. 
· Stick to the knitting - another phrase which has entered the language, and has evolved into core competencies; it warned against diversifying for the sake of it. 
· Simple form, lean staff - successful companies were not preoccupied with their size, organisation charts and procedures, but rather with keeping things simple. 
· Simultaneous loose-tight properties - examples of excellence derived from the faster-moving, more flexible features of smaller organisations, not the more cumbersome aspects of large ones. 
Chaos theory is based on the premise that a small change in one area of a system or organisation can have large effects in another and also the inverse, sometimes large changes happen but its business as usual on the on the shop floor with little perceived impact. 


6.4 [bookmark: _Toc348879933]Systems Theory

Ludwig von Bertalanffy and Kenneth Boulding developed the foundation for modern general systems theory. Shawn Grimsley on study.com (12) wrote:	Comment by john: Would usually give a reference to their work!

“Systems theory is one of the dominant organizational theories in management today…. Systems theory treats an organization as a system. A system can be either closed or open, but most approaches treat an organization as an open system. An open system interacts with its environment by way of inputs, throughputs, and outputs.”

This allows managers to view the organization as a whole and to gain visibility of the interrelations between system parts; to see it as inputs, processes and outputs.

6.5 [bookmark: _Toc348879934]Situational/Contingency Theory

Dr. Yasin Olum of the Makerere University (13) describes this approach as:
	
“The situational or contingency theory asserts that when managers make a decision, they must take into account all aspects of the current situation and act on those aspects that are key to the situation at hand. Basically, it is the approach that “it depends”. For example, if one is leading troops in Iraq, an autocratic style is probably best. If one is leading a hospital or University, a more participative and facilitative leadership style is probably best.”	

	This approach, whilst it does offer a high degree of flexibility, it can (in the authors opinion) lead to an inconsistency of management. It could leave the workforce with potential ambiguity of not knowing which style the manager is going to utilise in a given situation.

[bookmark: _Toc348879935]6.6	Team Building Theory
	
	Dr. Olum goes on to describe this theory as:

“This theory emphasizes quality circles, best practices, and continuous improvement. It is a theory that mainly hinges on reliance on teamwork. It also emphasizes flattening of management pyramid, and reducing the levels of hierarchy. Finally, it is all about consensus management – i.e., involving more people at all levels in decision-making.”

This rings true with the current restructuring of the business model within QinetiQ at the moment.	Comment by john: OK.  A decent selection of modern theories and focused, concise summaries.
7 [bookmark: _Toc348879936]QinetiQ

On joining QinetiQ, almost 3 years ago, the company was going through a management restructure that was labeled “Transform”. This was aimed at the company being more agile and responsive to customer demand. The workforce would be under a matrix style management with skills being documented and projects being planned with skills being deployed to cover the need using a framework called ‘Workforce and Facility Planning’. As a site, we were already doing this to a degree, providing assistance to other ranges with a busy period or manning shortages by supplying qualified personnel. The idea was to have skilled teams going to ranges for particular trials and to not have the manpower capability sitting idle until required at each range with the aim of increasing efficiency.

		This was a slow running transition with minimal support on the ground floor; in fact, there was open resistance in some sectors, as it was perceived as a manpower cutting exercise.	Comment by john: Culture vs. strategy – observation says bet on culture every time!






A new CEO, Steve Wadey, took over the chair and has since accelerated the process and relabeled it ‘Transformation’. 

[image: ]
Figure 4 - Transformation


It is building on the previous ideas behind Transform and implementing a Sales & Operational Planning (S&OP) system. This is a system that is far more forward looking into future business and growth with a bigger focus on customer requirements. 


[image: ]

Figure 5 - S&OP

Mr. Wadey wanted to implement the flattening out of the management hierarchy to a maximum of 6 layers of management between top to bottom. There has been some restructuring and reallocation of roles at the author’s site. It’s the author’s perspective that, if anything, the management structure seems to have increased with them moving sideways into roles that were created.  The restructuring has still taken a long time to implement with very poor communication. The corporate information on the reorganization has been compiled in such a way that it is indecipherable to anyone without a management qualification. It is full of corporate jargon and buzzword phrases that mean little to the shop floor. 

It appears to be trying to implement some of the good elements from the various management theories:	Comment by john: Good.  You could make the relationship between your analysis and the theory more overt, and this would improve the academic side of the work.
Your reflective work is, again, clear and well thought out.

· Adopting a new philosophy
· Matching workers skills to jobs
· Flattening out the management pyramid
· Getting a standard framework through out the company
· Being more agile and able to respond quickly to ever changing demands
· Better planning and forecasting

There were was a round of redundancies with several roles on site being put at risk. Only 2 lower level people left the company on site with others being redeployed to other sections. Management who were at placed risk all seemed to do quite well out of the restructuring with many moving sideways or upwards.































8 [bookmark: _Toc348879937]Conclusion	Comment by john: Absolutely fine, and a personal reflection on the situation is appropriate to the question set.  I would probably have called it “Refection” and gone for a four line, bullet pointed summary afterwards, with just the absolute killer points.
Still, good stuff.

Whilst being a relative newcomer to the corporate world with the only previous management experience being gained in a hierarchical military environment,. Tthis is still quite new to me. I am sure that my role will be safe during the restructuring but as with the Chaos Theory, I am not sure much differencet will be perceived on the shop floor with the direct management chain remaining unchanged. I have witnessed the seemingly ‘out of touch’ or ‘little regard’ from some upper management as to the impact of their decisions. I’m also pretty sure that this isn’t a trait that is specific to QinetiQ. 
There always seems to be something changing regarding organization and strategy, whether that is down to ‘continual improvement’, ‘adapting to market changes/customer demands’ or the requirement for people needing to change things for the sake of changing things, it is yet to be seen. There appears to be a lot of shuffling around in the upper echelons of the business with lots of people I don’t know in expensive suits getting a new title and a pay raise to go along with it. The only impact I can perceive at the ‘coal face’ is that I seem to have less time to do more with less resource and little remuneration to go along with it. I can cope with this for the mean time but as it goes on I’m sure that the motivation for progression will subside as there seems little opportunity and I’m not sure that QinetiQ can offer enough in the way of ‘job satisfaction’ and ‘Employee Benefit Packages’ to motivate me to remain. Time will tell and progression could be around the corner. 
I may find myself in the management hierarchy in the future, playing the corporate game and trying to implement a new organization management strategy, whether that will be for the benefit of the company or myself, I do not know.
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