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[bookmark: _Toc131059801]ABSTRACT

The food retail industry is a large sector within the United Kingdom (UK), with a market value of 64.7billion GBP in 2022 (MarketLine, 2023).  The purpose of this essay is to examine how Greggs Plc, a UK-based food retailer executes its management theory.  Management theories are a collection of ideas that recommend general rules for how to manage an organisation or business.  Management involves the use of available resources (people) to reach a goal.  This essay aims to understand how management processes within the food retail industry have been influenced by Classical management theories in its production and employee management strategy.  It will identify the type of management theory the company follows, the advantages and disadvantages of the theory, presenting a brief overview of the nature of existing or future conflicts that may occur and resolution strategies to overcome them.  
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[bookmark: _Toc131059802]INTRODUCTION

Greggs Plc is a well-known bakery chain operator in the United Kingdom (UK), they opened their first shop in 1951, Newcastle and has since expanded with over 2,000 stores nationwide and with 22,883 employees (MarketLine, 2023).  Their purpose is to make great tasting and freshly prepared food for everyone no matter where they live, while maintaining great value (Greggs, 2023).  The company stores can be found in retail parks, industrial parks, shopping centres, petrol stations, motorway service stations, airports, and many other places (MarketLine, 2023).  As the largest bakery firm in the UK, they rank no.1 in the approval rate according to International Bakery (2021), with 71% people saying they like it.  Their main competitors are the Ocado group, Domino's Pizza, Krispy Kreme, Sainsbury’s, and Tesco.  Their target market is everyone, and therefore they keep pace with changing customer demands and behaviour (Corporate Greggs, 2023).  

Image 2. Gregg’s bakery counter
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Classical management theories have contributed to the management processes of many organisations over the years and was developed between the 19th – 20th century.  Their aim was to introduce methods to improve productivity, efficiency, and effectiveness of workers (Kitana, 2016).  Early management theories saw workers as ‘parts’ that worked to produce products just like an assembly line.  It had the notion that workers had monetary needs and they are motivated by an incentive to complete the work (Mahmood et al, 2012).  There are different approaches to management, including Scientific approach and administrative approach.  The Scientific approach uses scientific methods to assess the working process and was founded by Frederick Taylor who applied the scientific principles to find the one best way to do a job, its method is to improve efficiency in the workplace (Taylor, 2004).  Cole and Kelly (2011) describe the four steps of the scientific approach (Figure. 1). There are many similarities in the way employees work at the Greggs factory when producing their products to that of which is identified in the scientific approach.  Every product has been measured against time for its completion and staff have been selected to learn and train how to master a baked product or sandwich and would need to work with team members just like in an assembly line to complete their work.

Figure 1. Four steps of the scientific approach 

Source: Author

The administrative management approach looks for a rational solution to design the organisation, empathising on organisational structure and human behaviour.  
Henri Fayol was a French mining engineer who contributed much of his ideas of management into the industry.  He established that there are six organisational activities including Management, and that there are five primary functions of management which are 1. Planning,
2. Organizing, 3. Commanding, 4. Co-ordinating, 5. Controlling (Fells, 2000).  Fayol went on to develop the well-known 14 Principles of Management (See figure. 2) (Fayol, 1916).
Figure. 2 	List of the 14 Principles adapted from Fayol (1916)

										Source: Author
	Division of Work
	Unity of Command
	Leadership and Authority

	· Staff are appointed to jobs according to experience, qualification, and competence.
· Tasks are divided between staff.


	· Managers hire/appoint staff.
· Supervisors follow guidance from managers to overlook tasks and employees.
	· Managers create rotas for what shifts staff will work.
· Managers provide staff with uniform and resources to undertake tasks.

	Remuneration
	Stability of Personnel
	Initiative

	· Staff on the same level of job status receive the same pay.
· Bonuses are paid to staff at the end of the year.

	· New members get training.
· Staff stay in the same position/role for their daily work.

	· Staff use their ideas to improve their daily work.
· Staff can help other members to complete their work.
· Depending on how busy the store is, they can negotiate break times between one another.



Many UK food retailers still use both approaches within their management processes, including Greggs who has adapted Fayol’s principles within its management practice.  Gregg’s managerial structure is hierarchal from the evidence of its staffing systems.  According to their careers site there are shop managers, supervisors, team/shift leader, senior team members and team members.  The evidence suggests the management style of the running of the business as autocratic as the processes that are being used by staff are the same across all stores.  Every staff has a set responsibility which has been delegated to them by the store manager, and staff are trained to exercise the skill required to complete tasks. The first principle, division of work, is widely applied in many organizations and in Greggs.  The principles that are being used in Greggs have been highlighted in table 1, and explains how it is being utilized.

Table 1.	Principles that are used by Greggs.
									Source: Author
[bookmark: _Toc129530460][bookmark: _Toc131059804]Advantages and Disadvantages of the use of management theories

There are many reasons why Fayol’s 14 principles have been successful, two of the main reasons would be that it facilitated higher productivity and the acquiring of goals.  It covered a wide range of managerial aspects at a time when Taylorism was in play and viewed human relations as part of this.  
Management theory has been relevant in the management processes of Greggs, providing the organisation with a basic structure to base their decisions and practice.  Treating staff equally and without bias, providing them with training and resources and dividing work for more efficient production has proved advantageous for the company and its employees. Staff are more knowledgeable about their job and can work alongside other members to complete their work.  The unity of direction principle where all team members share the same goal is advantageous as it encourages and promotes shared values, these advantages help to build skill, loyalty and increase sustainable profits.    
On the contrary, the framework follows a top-down approach to managing, where the managers at the top pass down authority.  It assumes that everyone is willing to obey the managers, whether wrong or right.  It does not consider the personalities of managers and staff and how people’s opinion of each principle can vary.  It was set out in a time where industry was different and when information technology intelligence was unknown and therefore it cannot be applied altogether but in part.  In a study by Ehiobuche and Tu (2012), it was found that with the increased multiple channels for communication there is no need to wait on one person to give commands and sub-ordinates can be resourceful.  The advancement of Information technology has increased communication methods allowing managers to communicate directly with staff and vice versa and therefore staff can now efficiently complete tasks without waiting to be addressed by a head manager but by consulting other members.  It has been pointed out by Rodrigues (2001) that there a many organisations that still follow the original 14 principles framework, to name a few, small businesses, churches, and large steel makers who focus on the hierarchal system and overlook the independence of workers.  This would not work in the case of Greggs as staff need to use their own initiative during busy periods and would have to go by their own judgement to complete sales as not to lose efficiency and quality of standards they offer to their customers.
[bookmark: _Toc129530463]Fayol’s Theory was a guide to theory and practice in the early days, even though it has had rejection from other theorists, the usefulness and relevance is prevalent today and his contributions according to Pryor and Taneja (2010) are a starting point for theorists of today.
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Conflicts are a part of organisational life and can be referred to as clashes of interest which results in disputes between managers and employees.  Mullins (2005) associated it as a behaviour of a person or group to obstruct someone else’s intention to achieve a goal.
Reasons for conflict can be:
· Differences of perception
· Limited resources
· Departmentalisation and specialism
· Nature of work activities
· Role conflict
· Environmental change

Greggs have started to increase opening times because of economical influences and customer dynamics.  This could mean longer working hours or change of shift patterns which could create conflict and stir amongst staff.  Managers will have to persuade staff to commit to the hours or even rota them in to work, disregarding any responsibilities their staff may have during these hours which would be inconvenient.  These opening times can add to the staffing issues in Greggs and may force staff to look for jobs which offer better working hours.  In the event of staff leaving, stores will become understaffed contributing to more disputes amongst team members and the manager may have difficulty to build morale leading to inefficient teamwork.
Disputes can be both negative and positive according to Schmidt (1974).  In the December of 2013 across the United States, fast food and retail workers went on strike to fight for pay equality, the movement led to political leaders to get involved and a new long-term pledge to raise the minimum wage was introduced (Elgoibar et al, 2016).  Such conflicts can help find solutions to problems across industries and serve as a benefit for the organisation also known as functional conflict. On the opposite hand, dysfunctional conflict can hinder the performance of the organisation and employee relations (Robbins, 1978).
At times individuals in the workplace may find it challenging to achieve their work goals because of the actions or inactions of other employees.  People challenges such as change resistance, skills gap and inadequate direction and information are top challenges in the workplace (Tucker, 2017).  These contributed to increased stress, reduced productivity, and diminished job satisfaction.  If organisations can prevent or reduce such challenges, then there can be lesser conflict amongst staff which can lead to a profitable income.  
Finding causes and factors behind conflicts is important as some conflicts can cause serious or even extreme consequences.  In the event of conflict arising from the proposed opening times Greggs must consider whether it is the opening times which is the problem.  Serrat (2009) found an effective way to troubleshoot problems by looking at the cause-and-effect relationships.  The goal is to find the apparent reason for a given problem by asking ‘why?’ five times, recording all answers for each time.  When there are no-more useful answers to the why, then the root cause will be identified.    Applying logic and reasoning to understand and overcome issues is important, managers use three approaches which is, experience, reasoning and research and may sometimes overlap the use of these.  Applying the combined inductive-deductive reasoning can help managers come up with several solutions to a problem as deductive reasoning follows a top-down approach where a statement can be backed up with logical facts and inductive reasoning looks at a particular argument based on a specific observation.  
Organisational culture and good leadership play a positive part in conflict management.  It is easier to manage employees when the shared values between members are strong allowing the leader to predict employee reactions to certain strategic options to provide better performance outcomes of staff (Ogbanna and Harris, 2000).  Greggs can find out what their staff are saying regarding new opening times and collect this data to make an informed decision.  They should clarify the issue, identify a solution that would suit both parties and depending on the level of conflict, continue to monitor the situation and follow up on this.  It may be considerable to identify the staff who are able to work later shifts and create a new shift rota.
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Fayol’s principles enable managers of organisations to accomplish tasks and manage situations when they arise equipping them with the understanding of how to run a business.  However, leadership challenges can hinder the principles set out, considering if the person giving commands is ineffective or inexperienced it may slow down the communication process.  Therefore, it cannot be concluded that the theory is irrelevant but that the person delivering the principle may not be effective and so organisations should adopt the best approach which is consistent with the situation. Greggs has used the principles as a guideline, adapted them to benefit their organisation accordingly and other organisations should do the same as the world around us changes, management theories need to be adaptable to ensure their relevance.
Conflict within organisations is necessary for improved organisational performance but it should be noted that this needs to be a minimal level.  Greggs should look at how conflict is being managed and ways to improve this by allowing for further training of management staff to ensure they can implement changes.  Greggs need to make informed decisions with their employees where possible as certain decisions need to be approvable by staff for them to be successful.   
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Develop a science for the elements of work


Select, train and teach workers


Cooperate with workers to ensure the completion of work


Divide the work and responsibility



Division of Work


Work should be divided and allocated according to competence, qualification and experience.


Authority & Responsibility


Manager has authority to be obeyed by subordinates.


Centralisation & Decentralisation


Having clear and fair rules to follow and serving penalties for not doing so.


Subordinates should recieve orders and commands from higher level.


One head (leader) that directs all teams to serve the one purpose.


Subordination of Individual Interests to General Interests


Remuneration of Employees


Discipline


Unity of Command


Unity of Direction


Scalar Chain


Equity


Initiative


Espirit De Corps (Team Spirit)


Order


Stability of Personnel


Centralising vital commands  for top level management.


Emplyees on same level may engage with each other regards to work.


There must be a place for everything and everyone so that the work can be done efficiently.


Everyone has equal rights regardless of age, colour, religion, etc.


Allowing new members to get used to the job.


Staff should be motivated and encouraged to use initiative.


Managers should be responsible for the empowerment of workers by providing a sense of belonging and team spirit.


Interest of the business will always supercede.


Pay should be fair and satisfactory for employees and the business.


Produce efficiency of work for the same effort.


Manager has responsibilty to provide resources to workers to enable them to lead on the managers authority.


It would require supervision on all levels


Accountability is only to the superior.


There should be no duplication of work.


Everyone will aim to put the company first.


Share any profits made with staff.


Everyone follows the same one command from top level and supervisors can help administer commands to all other employees.


A scalar chain of communication moves in one straight direction.


Everyone will be resourced to do the same job efficiently.


Offering job security so that staff are not moving around too much from one job to the other.


Employees will feel appreciated and will cooperate better.
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