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I currently work at high street retail shop, I am one of the senior staff and am charged with much of the day to day operations. This often involves management decisions such as how to organise the workers rota or which new products to buy for the shop or managing the accounting of the shop. 
Normally I would make these decisions without much though, based on previous experience on what worked best. The choices that resulted in most sales in the past would be repeated without much though as to why it worked before and if might work or not now. Since starting to study critical thinking I have began to slowly implement some of the decision making and critical thinking processes into my day to day.
In this report I will discuss some events where I observed that I could make a substantial change for the better and describe the process of getting there on the basis of management theories and interactions between my junior staff in terms of their beliefs and attitudes at work.
It should be noted that the examples I give in this report were done in a previous time when I was not aware of these many management theories and the relationship between beliefs, attitudes and morals. When describing my past experiences I will do so in light of the new knowledge that I have acquired at university. I will try to find the best match or matches of management theories that I had inadvertently used and how I critically analysed their shortcomings and made the business generate greater revenue and also better the relationship between staff and management. 
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[bookmark: _Toc523137199]Beliefs, Attitudes and Values
In class we discussed three basic characteristics that people have. These characteristics determine how people react and behave when something happens to them at work or in real life. These are: their beliefs, their attitudes and their morals. There is a very interesting interaction between them, the interaction is what determines the things we call a good or bad people. Later in the report I will use these to analyse my and my co-workers performances using these characteristics. For now I will limit to a simple description of what they are.
With respect to beliefs, these are unproven statements that people hold on to. A very obvious example from our lives is religion. But in the context of a work environment, beliefs can manifest as expectations that managers have of their employees or the staff having an idea bout management being against them, in either case without any proof or logical reason. Some beliefs if not addressed at an early stage can grow to be serious inconveniences in the workplace. (Leicester, 2008)
With respect to attitudes, these are the physical expressions of beliefs. For example, if a manager believes that the employees should work overtime regularly and not expect any kind of compensation this can lead unsatisfied employees and it can lead to many problems in the future. Alternatively, the manager could have a more positive attitude where they implement gradual pay rises and promotions for those who consistently go beyond their contract requirements. (Perloff, 2016).
With respect to values, these are the values of good and bad that someone attaches to an action. In the average workplace an employee who values the quality of his work and gives an extra effort to make sure his work is on point would be considered to have good work ethics, or moral values that help him succeed in the workplace. Alternatively an employee might value the rule of least effort and put in the bare minimum effort to complete a task, while in some environments this would be acceptable in general this would be seen as having bad work ethics. (Superson, 2009).
In everyday activities, all three of the above described human characteristics come into play and each has its own influence on a person. The balance of the three leads to an employee being successful at his job or be stuck in the same positions for a long time. In the rest of the report I will discuss how these apply to me in workplace and how I used management theories to balance them better and become more productive. 
[bookmark: _Toc523137200]Management theories
Among some of the management theories that we studied are the Scientific Theory, the Bureaucratic Theory, the Systems Theory, The Human Relations Theory and the Administrative Theory. In this section I will provide a brief introduction into each theory to help the reader better understand my report. The theories will be explained in further detail as necessary to explain reasoning. (McGrath & Bates, 2013)
Scientific Theory as given by Frederick Taylor (Taylor, 1903) focuses on breaking down large tasks into something simple that any employee can potentially do, a good example of scientific theory being applied was during the industrial revolution with the production lines in factories. It aims to divide the workload equally among all employees and give monetary incentives to make the employees work harder. The downside of this management theory is that it reduces the employee to a replaceable cog in a larger system. (Carmella, 2018)
The Bureaucratic management theory as given by Max Weber (Weber, 1947), as the name suggests involves following strict procedures to make sure all the employees are given equal opportunity. An employees job role will be well defined and  his progress will meticulously recorded. As can be perceived, hiring of new staff is based purely on technical abilities and social behaviour in the workplace is discouraged. This method of management can be useful in very large companies. However, as often shown in movies, this creates an environment of lots of people sitting in their separate cubicles not communicating with anyone else and focusing solely on their jobs. On the short term this might seem more productive, but over the long run employees are more likely to leave their company as they build no lasting bonds within the company. 
In the System Theory of management as given by Ludwig Von Bertalanffy (Bertalanffy, 1968) emphasis is put on the individual departments, or sub-systems, within a company and how they get along together (their synergy). The systems are further differentiated between open and closed systems, however most practical businesses are open systems as they have ample interaction with their environment which is the market they serve, mostly through costumers or suppliers. The theory also classifies a systems boundary, that is where for example a business ends and the costumer side starts. Flow of goods and services are defined as the inputs and outputs of the systems, e.g. purchase order arrives (input) and the product is delivered (output). And lastly, the theory emphasises feedback from the environment that then will affect the output and possibly have effect on how the sub-systems interact with each other. (McGrath & Bates, 2013)
The Human Relations management theory (McGrath & Bates, 2013) is the very much the opposite of the bureaucratic theory. It promotes the interaction between employees and motivates the employees by using positive feedback such as personal attention and compliments and the employees are generally treated much better than in an organisation reliant on the scientific or bureaucratic theory alone. The downside of this theory however, is that it can lead to problems between the staff arising due to the complex nature of human interactions.
Another management theory that we studied in class is the administrative theory by Henri Fayol (mindtools, 2018). The administrative has a small similarity with the scientific and bureaucratic theory as it is very disciplined, both in terms of the managers and the employees. The administrative theory states that managers should take the lead and give precise instruction to their subordinates and keep a strict discipline and avoid the confusion of being led by multiple managers. A team or group should have clear disciplined roadmap of what to do and have one driver (manager). It also states that the discipline should be applied when it comes to remunerating the employees, the managers should maintain a constant way of evaluating the performance of their staff.  (P, 2018)
In reality all of these and additional theories that managers build up with their own experience are used in conjunction to try to find the best strategy to manage a company, given its specific employees and environment. A clear example of this would be a completely bureaucratic system would not be viable for a small shop such as the one I manage. 
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Now that I have provided a backdrop of what the theories are and how they area perceived by people, I will try to apply them to some examples from my actual workplace. Following are a few examples from my life that I will critically analyse using management theories.
[bookmark: _Toc523137202]Example 1 – Management theories applied to better staff-management relationships and increased value for the company 
As described earlier, I work as manager in a small high street shop. When the delivery of new goods arrive, the day can be quite long and tiring for everyone. On those day I am usually more strict with my staff, my assumption is that being strict will reduce the time that the staff spend on their phones or chatting or any other things that could delay the sorting and re-stocking of the new good from the delivery. On a normal day with reduced costumers coming in, that is usually not a problem. Understandably, the staff are usually not happy when this happens. I have actually observed a number of times some of the staff calling in sick or making other excuses to skip work on those days. My usual approach for dealing with employees skipping work like that is reprimanding the employees who I believe are purposefully missing out work that day.
My management style for this scenario, when I look at based on everything I have elarned at university over the past semester, most closely resembles a mixture between the scientific and administrative theories. I break down the task into the simplest bite size chunks and somewhat micromanage the process. I will give instructions as detailed as possible for things such as where to put the unloaded goods and in which order to start to re-stocking the new goods, up to and including how to colour and size sort the dresses. A part of this goes into the visual merchandising aspect of the business and its not possible to compromise there. 
The response I have observed from the staff depends among various factors, on the age of the person. It seems that my more older staff have developed some particular expectations of what people are supposed to ask them to do and what not to. For example the older employees will be disappointed if I ask them for something as basic as removing some goods in transit from the service corridor while they re-stock the showroom. They often try to avoid rudimentary tasks and instead to till work or talking to the costumers and showing them around.
They have developed a belief that given their seniority they should be not have to do the very basic jobs and that these should go to the younger staff. And as a result it is seen in their attitudes towards working, where they more often than not will stubbornly do something and create friction between management and the rest of the staff. 
Their morals seem to justify that seniority gives them privileges over others. While I agree in a personal, family type setting this would very much accepted. In a work environment this leads to sub-optimal performance of the team.  
After learning of the many management theories learned at university. I tried to take a more measured approach to this issues, instead of relying solely on my experience. I looked at how I personally handled such situations. My approach was very top heavy, as in I allowed very little space for the staff to tell me about any concerns. This allowed for small things such as the service corridor clearance to build up over time and result in staff dissatisfaction with management. 
Faced with this I decided it was time I changed the way I dealt with things. I tried moving more towards a human relations management system. I allowed the staff some freedom in how they organised their workloads. Things such as how deliveries were handled and sorted before putting the goods on the showroom, I allowed the staff much greater freedom on these things. The back of house operations such as sorting, ironing, preparing, do affect the overall business but I thought it was a trade-off that could be justified by a more cohesive team. And ultimately, a smother work flow among the team would lead to better output for the business. 
After about a week after trying to change my management theories I did notice a difference in how the staff were responding to me. They saw me less of a dictator figure and more as a team member, this did help get my message across better and they were more willing to compromise on the small details. But after a little bit more time, things around the shop stared getting excessively dirty with left over packaging discarded all over the back of house area. A costumer coming in the shop doesn’t see the back of house so it doesn’t affect sales, but it does affect other operations such as general maintenance and stock clearing, or keeping track of available stock and what needs to replenished. 
After letting this experiment go on for a few weeks, I analysed the final results. As mentioned in the previous paragraph, the situation with the staff mental well being and general job satisfaction seemed to be higher. But the new found freedoms for the staff were making the company starting to suffer. Our general policy is that staff are free to whatever they want as long as the work needed gets done and time and with good quality. The staff were maintaining the quality of the things they were directly responsible for, for example handling costumers and dealing with deliveries. But the freedom had led to the them taking a bit too much freedom, especially in the way they were now treating the back of house problems. The staff aren’t trained to see and analyse all the connections in the business system so they mostly ignored things that weren’t directly relevant to their jobs for that day.  
This led to me believe that I had changed my management methods too much, such that to the point where it was now having negative impact on the business. Where previously I had gone from a mixture of scientific and administrative management approaches to an almost completely human relations theory. I kept the aspects of the administrative theory that worked, such as allowing the staff more freedom to discuss better ways of doing things amongst them selves as this also helped me interact better with them. But I introduced back some aspects of administrative management where I commanded and controlled the staff during critical moments such as important sales seasons or days when the work was more time critical than average. With this balance established between controlling management modes and liberal management modes I carried out another analysis of employee attitude towards work. 
Letting the senior and younger staff discuss ideas amongst them selves seemed to have a somewhat positive impact on the senior staff. After talking to the younger staff and realising they do the same work and to the same quality and that on top that they do not mind doing the infrequent not so nice tasks such as cleaning rubbish, the senior staff came to the conclusion that they did have more experience but that that experience was not enough, or that their work was not that amazing, to justify special treatment. After this, they work attitudes changed. I found that they resisted a lot less to when asked to some remedial tasks such as cleaning. This obviously let to less conflict between the management and the employees. I believe that letting them chat amongst them selves and see what each where providing to the company changed the way the senior staff approached their work ethics. This their belief of entitlement to special treatment went away. (Heathfield, 2018)
Overall in this case, letting go of a small amount of managerial control allowed me to solve an underlying problem in the company. Dissatisfaction by the staff does have the potential to build up to something more serious if left unchecked. 
[bookmark: _Toc523137203]Example 2 – Applying critical thinking and re-thinking the management strategies used in light different management theories
Another example where I have management theories to make changes in the workplace was with regards to costumer service. Costumer service, in particular talking to clients and gently persuading is a key component of any Indian retail shop. Unlike most British retailers, the Indian costumers do expect a level of dedication from the shop staff. This was lacking in my current shop when I joined the team. 
The manager before me took a very much solely bureaucratic management theory approach. He would spell out to the detail what he expected everyone to do and how to do it. He did not very much like giving the staff the opportunity for any flexibility in approaching some issues differently. He was also was experienced in standard retailers, where costumers are not as fussy. As a result the manager had implemented a rule that the lower staff avoid engaging in any prolonger conversations with the costumers with fear that they might say something provocative and end up hurting the business. Provocative as in anything that the costumer might consider offensive to them.
The procedure for dealing with costumers was that the lower staff would only approach or talk or help the costumers if they asked for help or were visibly lost looking for something. He preferred that costumers were left to their own habits and shopped without any persuasion to buy from the staff.
From a moral point of view this is perfectly fine. You are not influencing the costumers to do anything that they wouldn’t do otherwise. Its hard to argue against the moral high ground that the previous manager held. However, the moral standpoint was not quite adequate given the nature of the costumers, who as stated previously expected better attention from the staff. 
The previous managers belief was that if you leave costumers to their own devices they feel more comfortable and shop more and are also more likely to come back for future purchases. And I think his beliefs with regards to costumer service came from his background in typical British high street shops, where this belief would most likely be applicable and accurate. However, as mentioned in an Indian shop the environment is a bit different. And in light of what we learned during lessons, I am not sure if the concept of belief describes what he was doing, he did after all have some, although wrong, evidence for this way doing things. 
As evident, his attitudes towards managing the shop and instructing the other staff was very in line with his morals and beliefs. 
However, to my view the company was losing a significant amount of revenue due to his bureaucratic management style that limited the freedom of the staff to engage with clients and increase sales. I critically analysed the situation and discussed the matter with my previous manager. I suggested that in my experience of working in the Indian side of the retail industry, it was better to pamper the costumers and I suggested that although his morals with not influencing the clients is a good thing, it was limiting the growth of the business. We debated this topic over a few weeks while I demonstrated my points on increasing sales based on my experience in retail. 
After a period of discussion, we agreed that we try my way of managing for a trial period and see how it changes the sales volume. I suggested reducing the bureaucracy a little bit as to allow the staff interacting with costumers on the shop floor to engage more in conversations with them. I did set some ground rules, the staff were not allowed to start any discussions on politics or any other topics on which the costumers might have strong and deep rooted opinions about. And I also suggested that we try a bit more of a human relations approach to management. This would involve encouraging social behaviour in the shop that would help other staff learn from each other.
This new management strategy did require for me to be more involved with the staff. For one I had to monitor what sort of conversations and persuasion techniques the staff were using with the costumers. We could not allow the staff to lie about the quality or sources of our goods. That could constitute false advertising and could have legal consequences. I monitored the staff by simply being at the shop floor level and overhearing their conversations when engaging with costumers. I would appraise the staff who could successfully converse with costumers and persuade them to buy more goods. I did instruct the staff to not be too harsh is pushing for more sales, but simply nudge them by bringing up our sales and promotions offers in their conversations and persuade that way. 
To my previous managers surprise, my management theories giving more control to the lower staff and putting us more in a monitoring role rather than a micromanaging role did result in better performance for the business. Over the period of 3 weeks our sales increased by about twenty percent. The shop owner attributed the success to me.
The main things for us to take from this exercise was that our previous beliefs despite being bases on some truth were not applicable to the new environment of another type of retail store with very different clientele. So we evaluated and agreed on new beliefs with regards on how to apply them for future business development. 
The managements attitude towards allowing the lower staff some freedom changed. This meant some changes in the overall management strategy used. We went from an almost entirely bureaucratic system where the limits of ones role were clearly defined to a less restrictive system where employees that showed consistent good manners with clients were encouraged to develop their interpersonal skills further and when possible train the other shop floor staff on how to engage in interpersonal conversations and persuasion with costumers. 
We do agree that our new moral code is not as high standing as before. We are purposefully incentivising our costumers to spend more money than they initially wanted. However, we do try to keep this within limits. For example if the costumer initially wanted to buy one dress for a wedding or another event, we will not try to convince them to buy ten dresses. We want to maximise business on the long run, and costumers would eventually realise that they were in a way lied into spending more money than they needed and might not come shopping at our store in the future and also not recommend new people. 
Management decisions such as these are not easy. Making one small change will affect many other factors within the business and we need to maintain a balance. And as managers responsible for the sustainability of the business we need to investigate the possible options, test them and critically analyse the results of the tests to see if they are in fact better or worse than the previous management procedures. 
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While studying this module in university I learned to look at many of my decisions at work differently. As before I would take management decisions and not fully evaluate the effects systematically as this module has shown how to do. 
Many of the management theories studied, I had been implementing some variations of them in my shop through out the years but never quite knew how they defined and that I was actually mixing many of the concepts from these theories on a daily basis. 
The exercise of going through my past experiences and realising how I had used these management theories, although at the moment disguised as simple logical decisions, was very fascinating. Most importantly however, is that now that I have a much clearer picture of how they all connect I will be able to make decisions and analyse their consequences more efficiently then trying to come up with my own management theories. A management theory that has been around, used by, and tested by thousands of people before me is much more likely to give better results. 
My main take from this report writing exercise is the building of a new thinking structure when making managerial decisions at work. A clearer understanding of the existing and well established management theories. That my own self made management theories are in somewhat close match with the ones in the books. And I believe my decision making skills will be significantly improved with this new knowledge. 
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