


Introduction

The focus of this piece of work is to look at a well knows established company and organisational behaviour within the workplace, what organisational behaviour is and what approaches my chosen company use to manage these. How important each aspect is for a company to perform to high standards. 

3M is a Global Company with locations in over 60 countries across the world, manufacturing products within a variety of sectors, e.g., Personal Care, Medical, Safety. Approaches to organisational management, work ethics and employee’s perception will be covered and how the company reward and communicate within the company with their employees. Information has been sourced from various platforms and from a personal interview with a Site Production and Logistics Manager at 3M which has worked for the company for 36 years.

“The company has given me the development opportunities to progress my career over the years, from production planner, procurement engineering, supervisor across various departments of the site”. (S. Thomas, personal communication, Saturday 13th March 2021)

3M on their website state “We are a science-based technology company that is committed to improving lives and doing business in the right way - which is why we have been listed as a World's Most Ethical Company for eight years in succession.” (3M, n.d.). 3M focus on keeping people safe globally and making life better through their produce, whilst safeguarding the environment, they pride themselves on meeting the worlds ever changing challenges and are always in pursuit of solutions for customers problems be it medical or a stronger scotch tape. “One third of our revenues come from products that did not exist five years ago. At 3M, honesty, integrity, and the ability to work as part of a team contribute to a culture that is founded on curiosity, problem-solving and collaboration. (3M, n.d.).  

3M work to deliver the best of the best, most business and homes will find a 3M produce in their place of work or home, these produce aim to improve everyday life. The Gorseinon plant began manufacturing in 1957 and was the first manufacturing plant outside of the United States,3M Gorseinon employed over 1400 employees in its peak, this has now reduced to 110. The site has produced many products over the years for various markets and job scales have varied across both shop floor production, and staff.  The varied roles have allowed individuals to develop and progress through the company promoting and motivating which in turn allows staff to gain job satisfaction over the years.

3M have a careers webpage which state “At 3M, our 91,000 employees do work that matters,” (3M, n.d.-b) they also talk about that all employees will be a part of a global company that is know for its uncompromising integrity.3M also state “You’ll work within a giant melting pot of smart, motivated people who are rewarded for their commitment to doing challenging work that pushes them to learn and grow. Here, your opportunities are endless” this statement shows that 3M are committed to every member of staff within their company and adopt a very strong Human Relations approach to management. (3M, n.d.-b)

Approaches to Organisational management 

A definition of Management refers to the optimal way to accomplish tasks and achieve goals, using Planning, Organizing, Staffing, Directing, and Controlling functions or processes. (Founder, 2020).

According to Mullins Organisational behaviour has various explications, it can be defined as,
“the study and understanding of individual and group behaviour and patterns of structure In order to help improve organisational performance and effectiveness” (Mullins,2013, p5.)

 Hickman claims that Another perception of organisational behaviour is,
 “a field of study that investigates the impact that individuals, groups and structure have on behaviour within organizations” (Hickman, 2009, p36.)

 In my opinion 3m use some of this quote from Hickman, they continuously ask and research what their employees needs are to improve the working place.

Leadership styles would be dependent on what type of company it is, if a new manager/leader is needed attention will need to be paid to the company, areas and department that required. A definition of leadership “the act of providing direction, energising others and obtaining their voluntary commitment to the leaders vision” (Curtis et al., 2007, pp. 1–3)

The Four main approaches to organisations and management are Classical, Human Relation, System or Contingency, in comparison all the approaches have similar aspects although they also contrast with each other in many areas. During my research into 3M, I have found that they use pieces from a mixture of the theorist I have researched, some of which are in this essay to support my findings.

The Classical Approach is the oldest of the four it has also been known as Empirical and Functional Management Process Approach. With more of a traditional theory, it is based on industrial and military organisations, concentrating on management and structure with rarely including the workforce.
The classical writers include Taylor, Fayol, Weber, Gullick, Urwick, Mooney and Reiley and others. They placed emphasis on work planning, the technical requirements, principles of management, formal structure, and the assumption of rational and logical behaviour. (G, 2019)

In contrast to the Classical approach, it would seem the Contingency approach take a more modern view in Organisational functions. This can also be known as the “Situational approach” (D, 2019). This approach adopts the theory of there is no one best way to grasp and control management problems. The practice of the management should be based on existing circumstances and or the current situation rather than a one shoe fits all scenario.

However according to Human Relations approach and Merriam Webster this approach is the more superior approach.
"study of human problems arising from organizational and interpersonal relations (as an industry)." Merriam also describes Human Relations as “a course, study, or program designed to develop better interpersonal and intergroup adjustments” (Merriam Websters, 2021) 3M incorporate this approach in their Business management and pride themselves on their workplace motivation.

Lastly is the System approach of Organisation and Management considering a company or enterprise as a system. According to a website called Business Management Ideas the definition of The System approach is, 
 A system is composed of related and interdependent elements forming a unitary whole. Every system is made up of several subsystems. Similarly, an organization is also viewed as a system made up of several parts in the form of departments while each department is independent and accomplishes specific predetermined goals; all are coordinated by the top management. (A, 2019) 3M have many separate departments which are independent to each other, although as a company they all work together as one.


Workplace Motivation

After researching, analysing, and speaking with a manager from 3M the following information was found, 3M have a Human Relations Approach to management they pride themselves on their workplace motivation and have a very low turnover of staff due to this, majority of their employees will stay until retirement age. The Plant is team focused and encourages honesty, respect, inclusion, diversity.  Promotes open discussions and team working on continuous improvement opportunities through small group activities, kaizen events.  This encourages participation at all levels to share knowledge, expertise, and drive change.

The Plant is shop floor unionised and has a good Union/management working relationship.  All company policies and practices are followed, and Local site agreements are managed through joint working discussions.

All roles are defined by global job descriptions.  Training is key to ensure standard work adherence to procedures. 3M is a Public Limited Company and all employees have had the opportunity to purchase shares within the company and offered good incentive packages and final salary pension, they Boast a proud workforce who are extremely proud of their safety, quality, and service record.  Individuals are motivated to maintain these records and work to drive improvement to sustain these levels.  

3M has always promoted development and created opportunities over the years working with local colleges to help individuals progress, NVQ’s, Degrees etc and progress in their careers. 

Shop floor workers have also had opportunities to progress into staff roles with the site having onsite training facilities to promote development. The Site has always been a key manufacturing site in the area, supporting the local economy and has attracted both local and UK wide talent over the years and giving individuals the opportunity to progress and take positions in other 3M locations and Regional roles.

[bookmark: _Hlk66952524]Celebrating 14 years LTA (Lost time accident) free in 2020, demonstrating their strong focus on Safety and the Environment.  Many individuals have very long service with the company which itself demonstrates job satisfaction.  5-year service increments are recognised on site, with additional holidays, rewards, and annual long service events. 3M approach to management has the cross reference of 2 main theories Classical and Human Relations, Elton Mayo’s theory on Human Relations is “An approach to management based on the idea that employees are motivated not only by financial reward but also by a range of social factors (e.g., praise, a sense of belonging, feelings of achievement and pride in one's work)”. (Miles, 2014) This theory explains 3M approach very well as they are praised globally for their treatment of their employees. (S. Thomas, personal communication, Saturday 13th March 2021)




Perception and Communication 

Communication is key to the site success and day to day activities are driven by LMS – Lean Manufacturing Systems, operating a Tiered process communication, where standard work communications take place daily, focus on Safety, Quality, Service, Cost and Engagement.  The standard work process utilised 3 Tier Processes on site, Tier 1, production level, Tier 2, Supervisory and support staff level, and Tier 4, management level.  Each Tier drives the communication and action plan and escalation process.  Progressing to weekly Tier 5 meetings at Regional level.  All promote sharing of best practices.

“Every good conversation starts with listening” (Balsa, 2021)

The LMS process has been adopted company wide and drives standard work process across all regions. Management and Supervisory staff drive a GROW culture encouraging individuals to participate and promote decision making and involvement in problem solving on a day-to-day basis.  Again, promoting site team working and empowerment to make a difference. (S. Thomas, personal communication, Saturday 13th March 2021)

"Most discussions of decision making assume that only senior executives make decisions or that only senior executives' decisions matter. This is a dangerous mistake." (Drucker, n.d.)

Peter Drucker work is well known globally and currently used in many businesses, known for his approach and attitude and for being an influential thinker on management, Peter believed and advised that managers should be leaders, but must also not set strict hours and discourage innovation, Drucker suggested a more flexible and collaborative approach to management. 3M management approach and their strive to grown culture is what I understand he was talking about.

“Management is doing things right, leadership is doing the right things” (Hole & Druker, 2016)

3Ms management also uses many aspects of Maslow’s Hierarchy of Needs theories, his theory includes Physiological needs are those needs required for human survival such as air, food, water, shelter, clothing, and sleep. As a manager, you can account for the physiological needs of your employees by providing comfortable working conditions, reasonable work hours and the necessary breaks to use the bathroom and eat or drink.
Safety needs include those needs that provide a person with a sense of security and well-being. Personal security, financial security, good health and protection from accidents, harm and their adverse effects are all included in safety needs. As a manager, you can account for the safety needs of your employees by providing safe working conditions, secure compensation (such as a salary) and job security, which is especially important in a bad economy.

Social needs, also called love and belonging, refer to the need to feel a sense of belonging and acceptance. Social needs are important to humans so that they do not feel alone, isolated, and depressed. Friendships, family, and intimacy all work to fulfil social needs. As a manager, you can account for the social needs of your employees by making sure each of your employees know one another, encouraging cooperative teamwork, being an accessible and kind supervisor and promoting a good work-life balance. (Hartzell, 2003)

Douglas McGregor once quoted “Theory x and theory Y are not managerial strategies, They are underlying beliefs about the nature of the man that influence managers to adopt one strategy rather than another. (Heil et al., 2000, p27.) 

McGregor had a passion for creating a human organisation, today this is more possible than back in the 60, s, managers paying attention to the human side of management was not a requirement and rarely adopted for success in McGregor’s day. Large scale bureaucratic organisations that had mass production of goods would treat their workers as interchangeable parts in a mechanistic like system. McGregor would have approved of 3M approach to management and some of his theories and ideas you can see coming through their work ethic.


Conclusion 

The purpose of this peace of work was to investigate a well-known company and its approaches to organisational functions, establish their approaches to management and see if they link to any Management behaviour theorist and what theory or theories they adapt as a company.

3Ms approach to management has pieces of each approach apart from the Classical approach, as this approach rarely sees employees as people but machines and work in an almost military environment.  Employees are valued globally within the 3M company, with the continuous opportunity of professional and personal growth within the company. Continually looking at ways to improve their work policies that benefit all their employees. In my view 3M predominant approach would be The Human Relations Approach. 

There have been many quotes and words that have inspired me during my research, this one has stuck in my mind “Train people well enough so they can leave, Treat them well enough so they don’t have to.” (Branson, 2014)
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