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Abstract
In this report writing and critical reflection exercise I organised and learned how to use knowledge that I gained in classes to real world scenarios. In particular, I summarised the principal management theories and personal characteristics that can affect the performance of a business or that affect some ones work ethics and levels of productivity. 
At the end I concluded that my management style while I was working a manager in a high street restaurant could have been added bonus value to the business if I knew how management theories and personal traits of employees go hand in hand.
In the following report I detail my critical reflection process in detail.
Introduction
[bookmark: _GoBack]In university we have been studying management theories and beliefs and attitudes and how all they combine to influence the environment in a workplace and more importantly help explain and understand an employee or a managers response to that environment. In this report I will explore further the management theories I learned in class, how they are applied, who came up with the ideas originally, how and where they are used and when they work best, how the policies implemented by manager could mix together with the personal beliefs and attitudes and morals of employees and the overall business picture that might result as a consequence. In the report I will discuss in a little bit of detail how some of the more famous classical management theories work and give a description of what beliefs, attitudes and morals can mean in the context of a workplace environment. The first part will be descriptive and serve as a foundation for my critical analysis that will follow.
In the second part of the report I will critically analyse the things I learned in class in relation to past employment I held. Some years ago, I worked as a shift manager at a local Indian restaurant near south London. In that position I was in charge of managing a small team of chefs, kitchen support staff and waiting staff. I was responsible for all aspects relating to the business during my shifts, I will detail these in the next section. And being in a position of leadership I was responsible for deciding on and implementing management policies during the shifts under my supervision to make sure that the business was carried out with any inconvenience or interruption. I will discuss and critically reflect upon my experience as a shift manager in light of the new theories I learned in class about management. 
I will reflect on and explore the quality of my management style in light of the management theories I learned about. I will critically reflect upon things I could have done better and things that I did well. And I hope to by the end of this process of critical reflection to make some useful conclusions regarding management strategies and theories that I can than apply in any other workplace I ever find myself in a position of management. 
Literature
Before I go further and start discussing my previous experiences it is worth taking a moment to explain in detail what the standard management theories are. In this report I will cover the main ones that we learned about in class. These also happen to some of the more popular management theories that have literature available. I will discuss:
· The scientific management theory;
· The bureaucratic management theory;
· The personal relation management theory;
· The systems management theory; and
· The administrative management theory;

Scientific management theory
The scientific management theory was initially proposed by Frederik W. Taylor in the 20th century. (Team, 2018)The principle of this management theory is that managers and higher ups in the business or organisation should be able to break down all the tasks that need to done into very small, limited and simple exercises that any adequately trained employee can perform. This theory of managing a workplace was very popular during the industrial revolution in the large factory assembly chains. A notable example of this theory of management being successfully applied are the assembly lines of Henry Ford’s Model T production assembly lines, where each employee had a very specific and simple task. For example, this could have been screwing a screw or connecting a cable. However, there were many employees that had many multitudes of similar duties. The downside of managing employees like this, giving only rudimentary tasks that takes away all creative problem solving or any skill and challenge, can over time lead to the employees being demotivated and lowering productivity. This was actually the case in Henry Ford’s assembly lines. To overcome the problem of employee demotivation what the management theory recommends is to simply increase the pay given to the employees. 
The core of the scientific management theory is to simplify tasks into bite size chunks that anyone can do. Assume all employees are interchangeable pieces of a larger machine that is the company or organisation. And incentivise productivity by giving higher pay to employees. 
While this style of management worked great in the large factories of the past where there were lots of systematic steps that needed to be followed, it is not the best suited for todays work place where creative thinking has become the currency for success. Both in terms of success for the individual employee and the overall business. (Borth, 1945)
Bureaucratic management theory 
The bureaucratic management theory was originally proposed by Max Webber in the 19th century (West, 1995), and it revolves around the idea that in a business or an organisation the work should handed down via visible and rigid command structures or hierarchies and the policies of interaction between the hierarchies should be well established for all in the company to see before hand.
It is a management style that is particularly well suited for large companies where it is not possible to keep track of ever employees individual level of development. 
We are all to some extent familiar with these systems more than any other. Every time we go to the bank for any kind of services we see the employees having to go through a long chain of paper and rules before they can provide us with information, money or other services. For us costumers in this case, and for the bank staff the rules might seem boring and meaningless but they do serve their purpose of keeping a systematic approach to solving issues.
The principal objective of this system is to divide the tasks ad hand into simple routines that can be given to specialized individuals to complete them efficiently and fast. The management theory states that the duties and expectations from employees should be clearly stated out to the employees so that they can follow their routine procedures without any doubt. It does not encourage employees to extend their actions to any thing further than their own specialized work, because this would have the opposite effect to specializing and would in for the purpose of this management system negate the benefits that a systemic approach brings. 
A bureaucratic management strategy will have hierarchies clearly written out and the career progression goals would usually be simple to follow. Selection of new employees during recruitment and promotion within the company, according to this management theory should be based on technical merit alone. 
The big disadvantage of this management system is that it can make work very impersonal. Some people enjoy that, being able to work and not have to deal with any further social interactions. However, others may be likely to develop resentment after working in such an impersonal environment after a long time. The biggest downside of the lack of social interaction within a company is that employees are much less loyal and would not have any problems leaving a company for the competition if offered a better salary.  (Hopfl, 2006)
Lastly, the compliance with all the rules and regulations within a company that follows a strictly bureaucratic management approach could incur lots of red tape and paperwork and other repetitive and boring tasks that overall could increase administrative work unnecessarily and make the system inefficient. 
Personal Relation theory 
The personal relations theory was first written about by Elton Mayo and it is based on the principle of group work and attention to each other. In the early 20th century there were social experiments conducted to see if there was any way of increasing worker productivity, for this experiment lots of different combinations were experimented which included among others test matters: more sunlight, longer breaks, shorter but more frequent breaks, increases in pay. However, the one that changed the employee satisfaction the most and in return increased the productivity of the business by a significant margin was when they gave employees personal attention. This is the managers took greater care with how the employees felt at work and made sure any grievances they had were heard and addressed by the senior staff or management. (Ledingham, 2015)
It was found that listening to the employees and attending to their attention needs on a personal level made them the best workers. 
During the experiments it was also found that giving employees a bit of personal freedom also helped keep their motivation up significantly. This extra freedom included things such as fostering a social culture where employees were encouraged to become good friends with each other and work in groups and collaborate and share ideas. This also meant to some extent giving employees a chance to decide how they work best through management listening to their opinions. 
It was also found that when employees worked in groups and made friends at work they fostered loyalty with the company. This in turn, meant that the employees were less likely to abandon their company for competitors even if offered a better pay. Employee retention is critical for any business or organisation or otherwise, that wants to grow in a sustainable way. Every time an employee leaves, he takes with his knowledge of the company and experiences on how the internal processes within the company work. A new employee has to trained in all this. This is key advantage of using a personal attention focused management strategy. 
Systems management theory
One of the more notable proponents of systems management theory was Ludwig Von Bertalanffy in the 20th century. His main take on management was that a business or any organisation could be though of a system with many sub systems that coordinated amongst each other to produce and end results that he called the output.  (Jackson, 2000)
He akined a business to any other natural system where the environment gives stimulus to the system. For example the warm weather gives a stimulus to seeds to start sprouting and the output is a chain of chemical reaction that leads to the growth of a plant. He theorised that a business follows a similar natural order. For example, a purchase orders comes in, the sales department receives the order, the order is processed by the accounts department and once the payment is confirmed, the delivery department packs and ships the product that was ordered. 
In this approach to a systems based management he emphasises that the most important aspect of any business in the intercommunication between the departments. And that departments that are good at communicating and organising a plan of action to produce and output are the most successful ones in producing value for the business. (Bailey, 1994)
Administrative management theory 
The administrative management theory primarily relies on the management team to push the team forward. It was suggested by Henri Fayol in the 20th century and guides the management team to take charge and administer their employees in a strict manner to achieve the businesses strategic goal. Similarly to the bureaucratic management system and to some extent similar to the scientific system it promotes division and specialization of work, it supports the idea of getting employees to specialize in what they do. (Barrett, 2012)
But more importantly it states that if a company is to follow this strategy for management the managers should take an active role in observing and making sure their employees are doing as they are instructed. It states that from the executives to managers and to employees should all be part of a linear chain that can be monitored by the person above in the chain link and that any orders going down the chain should also go linearly, this is not jumping any links/ranks within the company. 
This is a good strategy for businesses where the employees are likely to not perform optimally when not supervised, such as construction or retail or any sector that relies on and irregular workforce that does not necessarily work on permanent contracts and as such as much less loyal to the company. In such situation a slightly authoritarian approach would be needed otherwise every thing would go at its own pace. (Annatjie Erasmus, 2004)
Fayol also states that if this strategy is to be used, then employees can be motivated by higher remuneration and that promotions and raises should be given fairly and impartially. 
As stated, this system would work very well for some businesses. However, for a modern business where, for example they develop software for specialist application such controls by managers would probably not be tolerated by most of the new graduates in the fields of technology and engineering. This is a management strategy that should be applied by taking close examination of the quality and expectations of the employees. 
Personal Characteristics 
Another aspect that affects the performance of a workplace to a large extent are the personal traits of all the employees. These traits include their beliefs, attitudes and values. These are difficult to detect without spending some time, as employees can easily hide their traits and present an ideal candidate during the interview process and later reveal their true work ethics that could be prejudicial to the company. 
Beliefs - In class we described a belief as a feeling that is internal to us of something being true, despite not having any evidence to prove our feeling. (Bem, 1970) Some times a belief might even be irrational. Some beliefs are hard wired into us since childhood such as religion and these are often very difficult if not impossible for someone to disbelief. Other beliefs are developed by limited experiences and lack of critical thinking, such as believing that one particular train is always late because it was late only once. In a workplace setting a belief can be expressed in the form of an employees expectations from the business. For example a recent study on the Telegraph news paper described how many British workers did not know about the statutory sickness leave allowances and believed they were entitled to much more sick days with pay. Another example could employees expectations on pay rises and promotions, for example he or she might expect a regular rise based on time spent work at the company or for the salaries be matched to what competitors pay. It is clear from these examples how a persons beliefs regarding the work place conditions and benefits might cause a dispute between the employee and management. From my experience it seemed that earlier these such wrong beliefs are confronted the easier it is for someone to get rid of them. From my critical analysis it seems that when beliefs are left to develop over a long time unchecked they can grow strong roots and also be further strengthened by other people with similar wrong beliefs, to the point where it is very difficult to confront these beliefs. 
Values – the description of a moral is hard to define and even harder to determine. It is a self worth kind feeling of good and bad that most people feel. There are rare documented people who are unable to distinguish between what most others would call intuitively bad or good. These rare exceptions. For the majority of people in the world it is an intuitive feeling that guides our actions. An example of some ones moral values would what they think of doing when see a person having difficulties at a given task but not necessarily asking for help. A person described as having good moral values would go forth on his own to provide help. Other examples of values might be less personal and more on the level of an appreciation of democracy and freedom of speech. A combination of such similar values can create a person’s unique work ethics. (Thum, 2013)
Attitudes – Lastly this characteristic is the most obvious and easier to observe in an employee. Attitudes are simply the actions that he or she does. They are usually a manifestation of their beliefs and values that dictate the level of quality of their attitudes. For example an employee who believes that he is entitled a pay rise regularly and does see those rises might start to behave badly at work with things such as not responding to orders by managers as accurately or efficiently and therefore lowering his work ethics due to the dispute in pay. Alternatively, an employee might have amazing attitude and pro actively seek problems that the company is having and solve them before they even become an issue. This second employee would have beliefs and values that somewhat align with helping people and being useful to the team as much as possible. (Hackett, 1989)
Assessing someone’s beliefs is generally difficult. Specially given that those relating to a work place environment generally do not manifest in a visible way until the employee has been working at a company for some time, this is in reference to the previous example of pay rises and sick pay. Beliefs are further reinforced by their values that they acquire through education and experience and all this ultimately dictates their attitudes. A manager who wants to effectively manage his team should take time to learn about how these things balance out in his particulate team and exploit them when possible. 
My experience as a manager
In the past I worked as a shift manager at local Indian restaurant. And as shift manager I was responsible for most if not all the day to day handling of the business during my watch. This included things such as overseeing the smooth workflow of the kitchen, making sure there was good communication between the kitchen staff the delivery team and waiters, the main departments of the functional side of the business. At the end of the shift I would also check with the book keeping staff to make sure all the sales for the day had been accounted for accurately and with out any gaps or items missing. Additionally, my role also included training new staff on their first few weeks. And leasing major issues such as tax or payroll with the owners.
In one such situation at work I had an accountant working under me. He did his job moderately well, however from time to time I needed to intervene and dictate to the letter what was needed. Then one day we had a disagreement on how much his raise should be, he was expecting a higher raise and the one I recommended. After than performance review his quality of work decreased significantly. And ultimately he resigned from the company. 
Reflecting on this episode in light of the new things I have learned about management and how personal traits affects ones work ethic.
My team was a relatively small one, we were in total some fifteen staff members. We had a close group of friends and often discussed many topics facing the business during our lunch breaks and everyone from new recruits to assistant managers gave their opinion on how to best approach these issues. In  light of what I know now, this could had been called a personal relations based management as there was a lot emphasis was put on everyone in the team working well with others and when the team gave some one a small congratulatory note such as a “very good idea” or “well done” it did make the staff receiving the compliments seem happier and often work even better after that. 
However, the downside of all this collaboration is that often details such as the pay rises and performance reviews that should be private and not discussed with others, were in fact discussed with others. 
The accountant in question, from these discussion developed the idea that as others were receiving high pay rises he too should be given one, specially given that at the time the business was doing quite well in terms of sales and profit. Being the accountant for the business he was in the best place to observe all these increases in profit. And so, he started to request higher remuneration and needed my permission to make any changes to his own payroll value. 
As mentioned previously, there were times when I needed to get involved with accounting and micro manage him. In these relatively short windows I imposed a very much administrative type of management strategy telling him to the letter exactly what I wanted and giving no space for extra manoeuvrability. I could see that he was visibly upset with such a restrictive management. And the lack of many strict rules is probably why he stayed at the job for as long as he did. 
But ultimately, his beliefs and values did not align with the companies. He wanted equal treatment with less than equal productivity. His beliefs of equal pay rise as others might probably had gained root elsewhere. He was quite young and I presume some of his beliefs of entitlement derived from the home environment he grew in. As I stated previously, all these qualities go hand in hand. 
Depending on what an employees beliefs and expectations, these will impact how they react to a particular management style. And often its not easy to see at first hand how these interaction might develop. 
And ultimately the attitude that he displayed in lowering his performance significantly, put me in a position where I had to take aggressive attitude and inforce even more administrative management measures such as dictating how I wanted to have the monthly reports printed. 
Critically reflecting back on this situation, if I had known about how an employees values, beliefs and attitudes go hand in hand with how managers manage I might have changed my management style a little bit to accommodate him for at least long enough until he was able to slowly get rid of his beliefs of entitlement and adapted a more pro active work ethic. 
I should focused on better personal relation management style and tried to observe what kind of compliments and benefits made him work best and focused on increasing those. As with any company, having employees leave means having to re-train a new employee from the beginning and this increases the effort on part of the company. 
Final remarks
In this exercise I learned a lot about how to effectively manage a team and learned that a good manager should not only manage the technical aspect of the business but should also be able to understand respond to the individual needs of its employees. They can have complex beliefs and values resulting in unpredictable attitudes. A good manager should be able to navigate these issues and find the core of things that make the employee work best. If that is social interaction and collaboration or monetary remuneration or if they just need some time to adjust to a new environment. 

Works Cited
Annatjie Erasmus, D. G. E. F., 2004. Administrative Management. s.l.:s.n.
Bailey, K. D., 1994. Sociology and the new systems theory. s.l.:s.n.
Barrett, I. R., 2012. Administration and Management Theory and Techniques. s.l.:s.n.
Bem, D. J., 1970. Beliefs Attitudes and Human Affairs. s.l.:s.n.
Borth, C., 1945. Masters of Mass Production. s.l.:s.n.
Hackett, R. D., 1989. Work attitudes and employee absenteeism: A synthesis of the literature. Journal of Occupational Psychology.
Hopfl, H. M., 2006. Post‐bureaucracy and Weber's “modern” bureaucrat. JOURNAL OF ORGANIZATIONAL CHANGE MANAGEMENT.
Jackson, M., 2000. Systems Approaches to Management. s.l.:s.n.
Ledingham, J. A., 2015. Relationship Management Theory. s.l.:s.n.
Team, M. T., 2018. [Online] 
Available at: https://www.mindtools.com/pages/article/newTMM_Taylor.htm
Thum, M., 2013. [Online] 
Available at: http://www.myrkothum.com/personal-values/
West, W. F., 1995. Controlling the Bureaucracy: Institutional Constraints in Theory and Practice. s.l.:s.n.


