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Introduction

Grange Holborn Hotel

Grange Hotels are a chain of independent four/five-star luxury hotels that are superbly located in the heart of London. As a Receptionist of Grange Hotels, working in their five-star Holborn Hotel, my role was mainly focused on Customer Service and Administration. 
The Hotel is in the Tourism and Hospitality Industry. Therefore, the main objective is to provide the highest service quality to its customers and provide the best environment for its employees in order to maintain the on-going success of the business. There are various ways the hotel industry has managed that by implementing theories and practices into their Business Systems. 
In this assignment I will try to identify a management theory that is relevant to my role as a Receptionist and critically assess its impact on my own beliefs, attitudes and values. In Addition, I will critically assess how Grange Hotels; beliefs, attitude and values impact my workplace behaviour. I shall also discuss how Management and Employees are required to have the ability to critically think and evaluate; circumstances, problem-solving and decision-making with values and good work ethics, which I will elaborate through tools and theories. 
I will support my research with evidence through different tools, models and management theories such as; Human Relations, Scientific Management, Contingency Theory, Systems Theory and Bureaucratic Management. Therefore, I will critically analyse and explain how these classical management theories by Weber, Fayol, Taylor and Mayo are applied in modern day business structure and explain why Human Relations is important in the Hotel Industry. Furthermore, I will clarify Maslow’s and McGregor’s theory of human needs and the motivational factors that are still influencing modern day organisations and the Hotel Industry. In addition, I will explain the Human Relations approach to the Scanlon Plan and how it works in the Service Business of the Hotel Organisation.
Management Theories

The Management principles are there to help manage employees more effectively. Over the years Management Theories have changed, it developed from Scientific and Bureaucratic Management Hierarchies which followed a strict system of Structure and Authority. Thereafter, the emphasis changed to focus on employees within the organisations. 
There are various ways of Management Systems from which businesses or organisations apply these theories into their business such as:

· Human Relations – Management approach is to enhance productivity regarding social systems, teamwork, and group dynamics.

· Scientific Management – Management approach are to follow scientific method than depend on top management.

· Contingency Theory – Management approach are based on important aspects that is related to the current situation.

· Systems Theory – Management approach that can identify how different systems can affect workers. 

· Bureaucratic Management – Management approach that follow principles set in an ideal bureaucracy.



Theories of Classical Management:

Weber’s Bureaucratic Organisation (1905).
Max Weber’s Management style focuses on authority and system of rules, followed by a firm hierarchical organisational structure. 
The focus of Weber’s theory is a governed procedure rather than goal dominated. The authorities’ roles in organisations suppresses the initiative and flexibility to its employees. Unadaptable behaviour, rules and procedures by management can lead to poor quality services that do not meet customers expectations due to demotivated staff whose views and opinions are not taken into consideration. 

Fayol’s Administrative Management (1916).
Henri Fayol’s discovery has led him to identify POCCC; Plan, Organise, Command, Coordination, and Control. 
Fayol set the terminology and concepts which were later “elaborated by future researchers such as: Division of Labour, Scalar Chain, Unity of Command and Centralisation”.
“These principles have been applied into modern day organisations. However, they were not designed to cope with conditions of rapid change” (2012). Fayol’s language appears to be dictatorial. However, by closer examination of his work and concepts of command is relevant to inspiring managers today. 

Taylor’s Scientific Management (1911).
“Frederick Winslow Taylor’s school of management concentrates on the philosophies of economic rationality, efficiency, individualism and scientific analysis of work. 
The scientific management technique has been used to increase productivity and efficiency in private and public services. However, it reduced many human aspects of employment.”

Mayo’s Human Relations Management (1933).
Elton Mayo’s theory of human relations focuses on “social factors at work, leadership, informal organisation and behaviour of people”.

Application of Human Relations Management by Hotels
Management Theories used by Hotels in the Hospitality Industry are based on certain traditional elements and “practices based on industry-specific experience. These current trends focus on practices such as; promoting employee productivity and improvement of quality and branding” (2017). Hotels also focus on other aspects such as; social and economic trends.     
As a Receptionist of a five-star hotel it was recognised the management theory that is mostly applied by the Hotel Industry is HRM – Human Relations Management. Hotels are in the Service Industry and its focus for revenue rely on its employees, customers, colleagues and stakeholders. 
The human relations theory of management was developed in the early 1920’s, its focus was mainly on productivity. “Professor Elton Mayo began experiments (Hawthorne Studies, 1933), that proved the importance of people to productivity rather than machines.” Through research it is believed that “people desire to be part of a supportive network that can facilitate development and growth”. This is achieved through work recognition and job satisfaction. Therefore, if employees are encouraged and motivated, they will be more productive hence produce higher quality work. 
“Mayo’s Hawthorne studies (1933), proved Relationship was the main factor that influenced productivity the most. Productivity increases due to relationships and being part of a supportive network where individual work has great effect on team achievements and results. Therefore, “the more attention paid to employees increased motivation and productivity which results in the Hawthorne Effect”. (2012).

Flow Chart for Human Relations Principles 
 “Productivity”

 (Slideplayer, Google.com)

Issues faced by the Human Relations Approach

Employees that are satisfied with their job and happy within their work environment are more productive. “Businesses rely on the productivity of its employees” therefore; human relations are very important. “Human Relations according to Cambridge Dictionary, is the relationships between groups of people, especially between different workers in an organisation or business.” 
Relations at the workplace could directly affect the performance at work. Thereby, it is necessary for managers to regulate the staff based on performance and motivation and get employees to work together. 
Instability can occur when employees are not happy within their work environment, it becomes a challenge for managers to take control. “Problems from miscommunication or bad interaction between co-workers” can affect the quality of work thereby, producing less and not wanting to attend work. Therefore, to create a good work environment is crucial to the business. Management need to critically analyse what is important for the growth and stability of the business. 
There are several ways of doing that:

Improved Employee Retention
According to researches, companies lose a lot of money on turnover costs. Therefore, it is financially better to invest in employee retention which is good for the business. To terminate employees could prove difficult depending on the conditions of their termination. Consequently, hiring new employees require time and investment. Therefore, “Employee motivation theories explains how motivation affects employee retention within the organisation. To manage change, organisations must have employees committed to the demand of rapid change and as such committed employees are the source of competitive advantage” (Dessler, 1993). 
To keep employees involved and interested at work requires the business to be more flexible, understanding, compassionate, patient, and tolerant in differences. This helps the business to prosper because the employees will feel more valued and respected, hence make them stay. It will also give them opportunities to better themselves and grow. 
“The concept of human capital and knowledge management is that people possess skills, experience and knowledge, and therefore have economic value to organisations. These skills, knowledge and experience represent capital because they enhance productivity (Snell and Dean, 1992)”.  

Healthy Relationships

The whole work environment has an impact on employee performance; Management’s attitude and behaviour, the general feel of the company and the formation of teams. Therefore, when co-workers are unable to get along or relate to one another it causes friction and uneasiness which can result to poor attitude and behaviour. Communication breakdown between staff and management can be detrimental to businesses hence, the importance of having a free-flowing communication system is key so that “everyone feels united and connected”. 

Mutual Support

“To be able to connect with each other helps build a mutual support system amongst staffs. Employees that work together feel they have support thus, they will work alone and fix problems knowing they will have the access to help and advice if they need, which helps build morale and promotes positive attitudes, without this employee would remain unmotivated and sluggish which affects work performance. Therefore, “motivation represents those psychological process that cause arousal, direction, and persistence of voluntary actions that are goal oriented (Mitchell, 1982, p. 81). Motivation as defined by Robbins (1993) is the willingness to exert levels of effort towards organisational goals, conditioned by the effort’s ability to satisfy some individual needs”
Management are now in more need to implement support programmes or “practices aimed at satisfying emerging or unmet needs and to have focus groups to help employees deal with stress during troubling times and taking the time to understand the needs of the respective employees” (Kreitner, 1998). “Managers have responsibility to create a proper climate in which employees can develop to their fullest potential. Failure to provide such a climate would theoretically increase employee frustration and could result in poorer performance, lower job satisfaction, and increase withdrawal from the organisation (Steers & Porter, 1983, p. 32)”.  The Organisation’s communication network chain needs to be open to all to enhance the work environment and the business to flourish more.

Human Relations and Motivational Theory

After the Hawthorne experiments results, “Abraham Maslow (1943) and Douglas McGregor (1960) explained how motivational theory fits in with Human Relations”. 
Maslow (1943), suggested that five basic human needs are required for motivational factors such as:

1. “Phycological Needs = food, water, warmth, rest

2. Safety = security, safety

3. Belongingness/Love = intimate relationships, friends

4. Esteem = prestige and feeling of accomplishment 

5. Self- Actualisation = achieving one’s full potential, including creative activities”









Abraham Maslow’s Hierarchy of Needs in a Pyramid (1943)
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Abraham Maslow is a psychologist best known for creating “Maslow’s hierarchy of needs. It is a motivational theory in psychology, structured in five levels of human needs in a pyramid. These factors affect the work values because the employees are motivated to ensure their needs are met. McGregor (1960), realised that employees contribute more if they feel responsible and valued, which supports the motivation belief”. (Perry, 2011).

“Douglas McGregor Theory X and Theory Y” (1960).

Douglas McGregor (1960), is the contemporary of Abraham Maslow, he agreed with the notion that human required motivation in order to fulfil their needs and developed a theory known as “McGregor’s Theory X and Theory Y motivational approach, which identifies the differences between two groups of people.”  
“Theory X team members are classified as:
· Individuals who need constant attention
· Do not want to work
· Need punishment to achieve desired effort
· Avoid responsibility 

Theory Y team members are classified as:
· Individuals who want to work
· Find job satisfying 
· Willing participants
· Do not require to be in a controlling environment
· Seek constant improvement or opportunity”

Roles and Responsibilities:

“Managers that use Theory X motivational approach will create an authoritative and controlling environment. The manager will dictate decisions. The idea is to evade responsibilities and minimise workload to be able to achieve goals without punishments. 
Whereas, Theory Y motivational approach creates a participative environment with strong manager-employee relations. Manager would seek input and assistance from team to obtain best results. (Kerzner, 2003, pp. 194-195). 
The theory X and Y identifies a gap commonly found between different types of individuals within the workplace.”  

Scanlon Plan

“The Scanlon Plan is a program based on Human Relations Approach.” Scanlon’s philosophy was to use the employee ideas and suggestions and implement them into the business. Therefore, in return the department level committee would reward employees for their ideas, suggestions, and constructive effort. By doing this companies would improve productivity and the workers would gain a bonus/pay rise. It is a direct connection between work and reward. 
The plan requires employee participation and frequent employee reports and performance review. This type of “profit-sharing program is designed to involve employees into the organisation’s decision-making process, whereby both the employers and employees will benefit from the plan. The book Essentials of Supervision defines management as Achieving results through others (Simpson, Gould, Hardy, & Lindahl, 1991, P. 5).”
The balance of the relationship between the head of committee and employee must be stable and on good terms where both parties are able to participate, discuss, listen to each other’s suggestions and contributions. The employees must feel that they belong to the organization for them to be involved in the plan. 
“The mutual relationship between the Manager and its team is the teamwork, agreed upon duties, and responsibilities that will collectively be achieved through competence of the individual team members involved as well as the desire for the team to ultimately obtain project success (Kerzner, 2003, pp, 194-195).” 
The more the employees emotional and financial stake is in the success of the company, the better they will perform and produce. Gain sharing plans offers an alternative to straight forward pay structure whereby, the workers are not inspired or motivated in any way but to come into work and earn hourly rate pay and go home with the same salary. “Without others to work with, communicate with, or support, the individual may lack motivation (Rad & Levin, 2003, p. 82).”
 This type of plan was used to motivate staff on the basis to produce more in less time to earn more. That way workers put in more effort into their hourly work to earn more. “Motivation through teamwork and team bond will steer an individual to assist others while promoting a collective team effort (Rad & Levin, 2003, pp.81-82).”

The Basic Elements are:

· “The Ratio – Total labour cost/sales value of production
· The Bonus – Depends on the reduction in costs below the present ratio”

“The quality and character of human relations at workplace influences how an employee views his/her job and interacts with co-workers. Employee motivation is important in maintaining or increasing productivity. An employee, who is interested in his work and is concerned about the well-being of his co-workers tend to be more productive. This level of productivity is good for business since more work is done in less time. Giving recognition to employee’s hard work and showing concern for their needs goes a long way to motivating them more.” 
The Holborn Hotel follows a similar structure in the House-keeping Department whereby, the staff are required to clean a certain number of rooms within a stated time, the more rooms they cover within the time-frame the more they will earn in commission or otherwise they would be paid the minimum wage. The downside to this type of procedure is the quality of work being produced, therefore for a five-star hotel it is very risky, and to put pressure on staff like that could prove unfavourable for the Hotel reputation and standards.
Therefore, regardless of all the planning, and structured processes, it is likely that performance problems may still occur within employees. Overcoming such issues, Managers must work with the team or the team leader to monitor and measure employee work performance. 
“The Cycle of Performance Measurement is there to help Managers to improve operations and abolish performance problems. (SEI_CMU, 2007).”

Performance Measurement Diagram:  


 


When there is a variance in performance, the Manager or Team Leader is required to mentor the employee and discuss the agreed expection and identify the knowledge and performance gaps that exist and talk about the changes that need to be made and implement that into “performance objectives”.

 Grange Holborn Hotel: Attitudes, Values, Beliefs and Emotions


			 



Importance of workplace Values

Grange Hotels prides and values itself on the diversity of its employees, colleagues, customers, stakeholders and those living within the community. 
Workplace values are principles that are important to how an organisation works and how individuals work.  It is choosing from right and wrong way of working and the important decisions one makes such as:

· “Being Honest
· Keeping Promises
· Delivering Quality
· Being Accountable
· Making a Difference
· Focusing on Details
· Being Respectful
· Being Reliable
· Being Positive
· Showing Tolerance
· Being a Team-Member
· Meeting Deadlines
· Respecting Company Rules/Policy
· Helping Others”
Grange Hotels values represents its culture and what it cares about. It is important that the employees also share the same values. The Management need to create an environment where everyone can communicate, understand, build good working relationship, and work towards the same purpose. Therefore, as an organisation it can achieve its core mission. 
The Holborn Hotel’s culture is defined by its performance which drives service, the service drives the customer to return. Therefore, enabling the Hotel to maximise customer retention, it increases Revenue followed by Profits. Thus, the profits drive Value. It is crucial to improve workplace culture in order to improve services.
When employees of an organisation do not follow the same principles of value they work towards different; intentions, goals, and outcomes. This can affect work relationships, productivity, and job satisfaction which could be harmful for the business. Managers are required to keep the staff happy and in control. Creating teams and delegating different jobs helps create bond and unity between staff members. This is very important as it keeps employees motivated within their job role. However, not all teams get along with each other.
To fix the culture of a Hotel It is important for Management to focus on the performance of its staff and employees. Sometimes an employee may not be suitable in their role and it is required by Managers/HR Department to do a Performance Assessment. The Assessment is a score from 1-5, 5 being the most competent. The Assessment is based on Front-Desk Staff Performance, although it is also recommended to do this Assessment for other departments.

Front-Desk Performance Assessment:
	Competency 
	Member 1
	Member 2
	Member 3
	Member 4
	Average Score

	Service Attitude
	2
	2
	5
	2
	2.75

	Team Player
	2
	5
	5
	3
	3.75

	Quality/Attention to Detail 
	3
	5
	4
	3
	3.75

	Dependability/Reliability
	2
	5
	5
	5
	3.75

	Communication
	2
	3
	5
	3
	4.25

	Safety/Careful Work
	2
	3
	5
	5
	3.25

	Local Knowledge
	2
	2
	5
	3
	3.75

	Initiative 
	2
	4
	5
	3
	3.00

	Job Knowledge
	4
	3
	4
	3
	3.50

	Quantity of Work
	3
	2
	5
	5
	3.50

	Total
	2.4
	3.4
	4.8
	3.5
	3.53



Benefits of a Positive Attitude in the Workplace
Whether the employee decides to be positive or negative, the attitude of employees can affect the whole organisation. Positive or Negative attitudes can contribute to the “morale, productivity and team-building abilities within the organisation and have positive/negative outcome.”
Negative attitude can create an atmosphere of distrust which causes employees to fight for success against each other. However, with a positive attitude, competition is looked upon “as a motivator that inspires employees to perform better and improve productivity. It also encourages creativity whereby the employees feel valued by sharing their ideas and knowing they will contribute to the success of the organisation.” 

Advantage of Positive Attitude at work:
· “Helps to create a positive environment
· Helps to achieve goals and career success
· Improves customer relations
· Improves decision-making
· Improves team-working abilities
· Improves motivation
· Improves the attitude of others around you
· Improves interpersonal Relations
· Ability to overcome challenges
· Improves self-esteem and confidence
· Stress reduction and management
· Better health/fewer sick days
· Gain more energy
· Improves leadership skills
· Reduces obstacles and difficulties”
The objective of Grange Hotels is to maintain a healthy environment for everyone. Therefore, when the attitude is positive, the potential of the team increases, when the attitude is negative the potential of the team decreases.  


Workplace Spirituality and Beliefs
“An important trend in the 21st century is a focus on employee spirituality in the workplace (Shellenbarger, 2000). Most academics definitions acknowledge that spirituality involves a sense of wholeness, connectedness at work, and deeper values (Gibbons, 2000). Workplace spirituality helps individuals to seek one’s full potential and purpose in life; to develop a connection with co-workers and customers and to have consistency between one’s beliefs and values of their organisation (Mitroff and Denton, 1999).” 
[bookmark: _GoBack]“Workplace spirituality can be defined as the recognition that employees have an inner life that nourishes and is nourished by meaningful work that takes place in the context of community (Ashmos and Duchon, 2000, p.137).” “It should be known that for some people spirituality at work involves a religious connotation while for others it does not (Neck and Milliman, 1994).”
“Historically, the significance of spirituality at work rooted in religion. However, in modern day work environment spirituality does not have any connection to religious traditions but is based on individual personal values and philosophies (Cavanagh, 1999). Upon examination by researchers, the relationship between spirituality and employee job attitudes implies that the purpose of spirituality is its connection to employee work attitudes and organisational effectiveness.”        
People come from different walks of life, backgrounds and countries which affect the way we think. Race/religion can be pre-judged before an individual is recognised. If someone has a strong belief toward something/someone and others do not agree, it becomes a matter of discussion. Through communication we can truly get to know one another and come to a mutual understanding which can help build relationship and expand our knowledge about our differences. Therefore, to understand human attitude and behaviour Managers are required to think critically about its staff, customers and every situation they overcome daily.


 Critical Thinking:


[image: ]                           [image: ]                          [image: ]

PROBLEMS	      →		   THINKING		→	      SOLUTION 


“Critical thinking is a productive and positive activity, it creates awareness of diversity of values, attitude/behaviours, and social structures. Critical thinking is emotive and rational, the emotions play a central part to the process and values, ideas and behaviours that has been previously accepted. It is a process not an outcome”. It is described as:

· “An activity which entails more than the skill of logic analysis

· It involves questioning the assumptions underlying customary, habitual ways of thinking and acting

· To be ready to act and think differently based on the critical questioning”.

“Critical thinking is an intellectual skill that one can think reasonable reflective thinking focused on deciding what to do or believe”, as mentioned by Robert Ennis in his article “A logical basis for measuring critical thinking” (1985). 
In organisations today employers look for people that can think critically as it shows they can communicate, solve problems and make decisions based on discovery and analysis. Critical thinkers are always; “interpreting, analysing, questioning and reasoning”. 

The diagram shows the process of critical thinking:


[image: Afbeeldingsresultaat voor critical thinker]

Critical thinking at workplace is necessary for whatever role an employee undertakes. As a Receptionist it is vital because dealing via; face-to-face, phone call, email etc. with customers, clients, staff and management requires a lot of on the spot decision- making. 



Employees that can think critically are able to:

· “Gather and asses relevant information and to interpret it effectively

· Raise important questions and problems

· Make reasonable conclusions and solutions according to the situation or circumstance within the business standards

· Think with an open-mind; recognising, assessing, analysing assumptions, implications and general practical consequences

· Communicating effectively with others, working together to find solutions to critical problems “

A Receptionist job requires critical thinking; good critical thinkers apply intellectual humility in their work ethics. They are empathetic, fair, and open-minded which is suitable for the role by valuing other people, listening to their point of view, assumptions, values, opinions and reasoning, especially during customer/staff complaints. At times like those it is necessary for Receptionist to think on a critical level and get the ‘Thinking Hat’ on in order to make critical decisions. 





“Conceptional Tools to enhance critical thinking”

“De Bono’s Six Thinking Hats Model” – Invented in 1985 by DR Edward de Bono 

· “It has been used with well-defined and explicit Return on Investment success in corporations

· Workers can learn how to separate thinking into six clear functions

· Each thinking role is identified with a coloured symbolic ‘Thinking Hat’

· By mentally wearing and switching ‘hats’ workers can easily focus or redirect thoughts, the conversation, or the meeting. 

What the colour of the ‘Hats’ represent:
[image: ]	

White Hat – Informative 

· Focuses on the information and data that is available 
· Look for gaps in knowledge
· Analyse past trends

[image: ]

Red Hat – Intuitive 
· Focuses on problems using intuitions, gut reactions and emotions
· Anticipating responses of others who may not know the extent of your reasoning
   	[image: ]
	
Black Hat – Cautious 
· Focuses on all the bad points of a decision
· Look cautiously and defensively
· To see what might NOT work
· Identifies weak spots in order to mitigate or prepare contingencies

     	[image: ]

	Yellow Hat – Constructive 
· Focuses on positives of impacts
· The optimistic views help all to see the benefits and value
· Yellow hat keeps teams and decisions.
[image: ]

	Green Hat – Creative 
· Focuses on creativity
· Develops creative solutions to a problem
· Freewheel thinking
· Classic brainstorming
   	[image: ]

	Blue Hat – Reflective 
· Focuses on process control
· Directs back to Green, Black or any other hat when needed”

Human thinking is unstructured and the way we make decisions are based on circumstances and the evidence at hand. The results of the way the mind thinks are not always the same as there are many factors that can influence the way a person thinks. The six thinking hats are very useful and can be used during a specific critical thinking term for problem solving, decision making, discussing arguments and issues, analysing situations etc. Although Edward de Bono’s Hats were used mainly during meetings and group discussions to see Return of Investment (ROI), it has proven to be vastly used today in Education Systems for School children and Microsoft Education Sector has introduced it in Schools in a Workshop Presentation. 
As a Receptionist, it is essential to have the ability to think in an effective way and to be able to solve problems efficiently so that customers are not left disappointed. The idea of breaking down the thinking process makes it more structured thereby, helping to make more clear, rational decisions.
The challenges faced as a receptionist requires every colour hat to constantly switch between problem solving and decision-making. This method would be very useful during meetings with hotels workers and managers. It would make the meetings more interesting and get workers more involved in group discussions. Therefore, allowing the workers to express their views and opinions, get to know one another and through those activities build a healthy working relationship amongst all hotel employees. Thus, enabling them to feel more appreciated, valued and a part of the organisation. 













Conclusion

“Employees are an organisations asset. They contribute to organisational growth and development. Good management of employees and job satisfaction can bring considerable benefits. Using Classical Management Theories allows organisations to follow a system of rules, regulations and policies, whereby employees are set to follow the principles. In the Service Industry it is all about Human Relations because what matters is fulfilling human needs and requirements. Therefore, as a service provider it is most important to serve your customers, employees, stakeholders and the community involved.
Unsatisfied employees produce unsatisfactory results. Therefore, it is vital for management to take care of employee needs and to understand what rewards to use to motivate them. The goal is to benefit from positive employee behaviour.
To uphold a good practice at workplace matters on the relationship between Employers and Employees. It is important for management to have a daily interaction with their employees and co-workers. That will make the environment less stressful and employees will have a better understanding of job they are performing through communication. Employees get bored, frustrated, demotivated and disengage from activities and projects therefore, to keep them motivated a manager should:
· Provide team with a clear expectation
· Give them opportunities to use their skills
· Support the team 
· Encourage them to contribute ideas and get involved in decisions
· Encourage feedback and recognition
· Learning development 
· Create a great workplace 
· Appraisals & Rewards
These methods should help an organisation to develop, grow and succeed.”
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