

The Analysis of Management within QinetiQ West Freugh
This analysis will detail classical and modern management as well as the motivation that can be provided by management itself. The analysis of these types of management will also be used in reflection of the current Management structure within QinetiQ West Freugh.
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[bookmark: _Toc475381752]Abstract	Comment by John Rees: Grand – this is basically the other bit, along with your earlier summary, of a classic abstract.

The author of this report is of the opinion that the changes currently going on through QinetiQ as a company are leading to its own downfalls. The author realises that matrix management style can work when implemented correctly but is of the opinion QinetiQ have changed their processes to align with the new structure of management. When QinetiQ finally decide on their structure and put in place new trial processes for this structure itself I am confident that it can work, whether it works better than the old way of working will be evident in the future. 

1. [bookmark: _Toc475381753]Introduction
The business dictionary defines management as the following “The organization and coordination of the activities of a business in order to achieve defined objectives. (1)” The author believes this can be better defined in the case of QinetiQ as a person who is in a greater stature of power delegating work to other colleagues whilst ensuring the person in power is still in overall control of the work itself.
This report will focus on comparing the studies in classic and modern management theories. Work that will be focused on will be the work of; 
· Henri Fayol 
· Frederick Taylor
· Abraham Maslow 
· Douglas McGregor
Once this work has been discussed the author will review how these theories have been implemented within QinetiQ as an organisation as well as how it affects West Freugh’s management style.
2. [bookmark: _Toc475381754]
Management; Classical Theories	Comment by John Rees: Your choice of classicists is fine.  Oddly, Fayol was overlooked pretty much until the 1940s.  Anglo-Saxon prejudice, perhaps?
The classical theory is thought to be based around the 19th century. This was around the time when there was a max emphasis on increasing productivity; Classical theory takes a look at personnel and their tasks and how management has effected how the task gets completed.	Comment by John Rees: OK, for a start date.  It probably runs up until the Second World War as a dominant concept, or, according to some authors, to around 1960.
Obviously in the 19th century the industrial revolution was a main part of the cause for such case studies to be implemented, finding a single way for optimising productivity across the workforce would at that stage be found to revolutionise any industry.
To understand classical theory you must first assume that the worker is only competent for a single specific task and that the manager is the highest chain of command who is knowledgeable in many different tasks allowing him to delegate work to personnel that are qualified to undertake the task being delegated.
2.1 [bookmark: _Toc475381755]Frederick Taylor
Frederick Taylor was born in Philadelphia on the 20th March 1856. Taylor showed himself as a highly intelligent man when he passed an exam allowing him into Harvard, the life of an academic proved to be too much for Taylor as he later went on to drop out of Harvard due to health issues. Taylor then found himself employed as an Apprentice patternmaker. 
When Taylor completed his apprenticeship and was applying his trade as a patternmaker and mechanist he realised that people and processes could work harder and more efficiently, this is what led him on the path to develop his own thesis of management.
Taylor developed 4 principles of management;
1.  Replace working by "rule of thumb," or simple habit and common sense, and instead use the scientific method to study work and determine the most efficient way to perform specific tasks.
2. Rather than simply assign workers to just any job, match workers to their jobs based on capability and motivation, and train them to work at maximum efficiency.
3. Monitor worker performance, and provide instructions and supervision to ensure that they're using the most efficient ways of working.
4. Allocate the work between managers and workers so that the managers spend their time planning and training, allowing the workers to perform their tasks efficiently. (2)

The principles detailed above did have a revolutionary effect on the workforce, although the effects were good and bad. The good effect these principles had on the workforce was that the output from the workforce increased dramatically, as well as increasing the efficiency of the work being conducted. Downsides to the principles were that stress related issues at work became increasingly common, as well as workers being overworked leading to unhappy and exhausted staff. 
2.2 [bookmark: _Toc475381756]Henri Fayol 
Henri Fayol was born in Istanbul on the 29th July 1841. Fayol’s first notable employment was as a mining engineer for a large mining company in France called "Compagnie de Commentry-Fourchambault-Decazeville". During a crisis situation within this company where they were in the process of collapse they turned to Fayol’s expertise, Fayol was originally introduced to oversee the closure of incompetent assets, Fayol instead proposed to the board of directors his management plan which in turn would turn the company back to success. Managers-net have quoted the success of the turn around like so “On joining the company in 1888, the mine company employed over 1000 people; he held that position over 30 years until 1918. By 1900 the company was one of the largest producers of iron and steel in France, and regarded as a vital national industry.” (3)
Fayol proposed that there are only ever five functions of management;
1. Planning – Looking ahead
2. Organising – Insuring all the correct resources are applied to the job
3. Commanding – To ensure clear work instructions are given 
4. Coordinating – Ensure activities are harmonized 
5. Controlling – Ensure work is going to the plan. (4)
The functions outlined above provide management with an overall way to successful management but also allows a manager to apply these functions how he sees fit, allowing a “good” manager to adopt these functions within the workplace whilst allowing his workforce to have an input and also progress themselves. In turn the manager does not need to know the role he is delegating inside an out but has the confidence in his team to ensure they conduct the delegated task with precision and excellence. Fayol further develops on his functions above by providing 14 principles of management;
1. Division of Work – When employees are specialized, output can increase because they become increasingly skilled and efficient.
2. Authority – Managers must have the authority to give orders, but they must also keep in mind that with authority comes responsibility.
3. Discipline – Discipline must be upheld in organizations, but methods for doing so can vary.
4. Unity of Command – Employees should have only one direct supervisor.
5. Unity of Direction – Teams with the same objective should be working under the direction of one manager, using one plan. This will ensure that action is properly coordinated.
6. Subordination of Individual Interests to the General Interest – The interests of one employee should not be allowed to become more important than those of the group. This includes managers.
7. Remuneration – Employee satisfaction depends on fair remuneration for everyone. This includes financial and non-financial compensation.
8. Centralization – This principle refers to how close employees are to the decision-making process. It is important to aim for an appropriate balance.
9. Scalar Chain – Employees should be aware of where they stand in the organization's hierarchy, or chain of command.
10. Order – The workplace facilities must be clean, tidy and safe for employees. Everything should have its place.
11. Equity – Managers should be fair to staff at all times, both maintaining discipline as necessary and acting with kindness where appropriate.
12. Stability of Tenure of Personnel – Managers should strive to minimize employee turnover. Personnel planning should be a priority.
13. Initiative – Employees should be given the necessary level of freedom to create and carry out plans.
14. Esprit de Corps – Organizations should strive to promote team spirit and unity. (5)
Fayol’s theory allowed a management style to be teachable to individuals across any sized organisation this in turn allowed management theoretically across a business be unified and when an employee changed his perspective job the manager style should not change due to the methods being universal. In reality there were pros and cons to this theory of management;
Pros (6):
· Although Principles such as Stability of jobs and positions and Division of labour seem a product of their times, other aspects such as the need to specialise, unity of command, clear reporting relationships in a formal structure, and the need to coordinate activities among specialised groups, are relevant today.
· Fayol provided a language to communicate management theory. He held that teaching was impossible without theory. His Principles prioritised issues for senior management and prescribed solution directions.
Cons (6):
· Fayol regarded an organisation's size as the one differentiating factor and omitted variables such as culture or technology.
· Fayol focused more on the issue of internal optimisation than external adaptability. His experience originated in large, formal organisations that operated in slowly changing environments.

3. [bookmark: _Toc475381757]Management; Modern Theories 
Modern management theories have taken on board Taylor and Fayol’s theories of classical management have looked to build upon the concept whilst adding in social catalysts. The thought of modern management is for one unified theory that can be used in variable industries to ensure that workforce and planning is efficient and productive. Modern management theories is hard to pin down as to a start date but is believed to have taken place from the 1960’s to the present day.	Comment by John Rees: Fine summary of the reality of modern theory.
3.1 [bookmark: _Toc475381758]Douglas McGregor
Douglas McGregor was born in Detroit on the 1st of October 1906. At the time of he produced his theory X and Y he was a Psychologist focusing mainly on the social aspects of psychology. 
Theory X is based on the concept of a worker who is completely unmotivated and requires the management style to be one of authority. The principles of Theory X are listed below;
· Dislike working.
· Avoid responsibility and need to be directed.
· Have to be controlled, forced, and threatened to deliver what's needed.
· Need to be supervised at every step, with controls put in place.
· Need to be enticed to produce results; otherwise they have no ambition or incentive to work. (7)
If the employee were to act in this manner, without input from a manager who will act upon these actions the tasks undertaken are thought to almost certainly fail, be late, not to the expected standards and worst of all for the company reduce profits and revenue. Any worker who is thought to be showing signs of motivation and looking to push themselves will within this theory be in line for promotion and should look to mentor their style on their workers.
Theory Y is based on the opposite of Theory X, that the employee is motivated to work and that the manager is to take a participative style, in which the manager will involve the workers is key decisions that allow the employees to have more of a sense of responsibility. The principles of theory Y are below;
·  Take responsibility and are motivated to fulfil the goals they are given.
· Seek and accept responsibility and do not need much direction.
· Consider work as a natural part of life and solve work problems imaginatively.
If the employee was to act in this manner productivity and happiness would most definitely improve as the employee wants to be at work and in turn is has a sense of pride and accomplishment in each individual task completed. The only issue arising from this would be that if you were good at your job it would be harder to get noticed when attempting to climb the corporate ladder.	Comment by John Rees: Good. Commentary on the theories is appropriate in this kind of report.
3.2 [bookmark: _Toc475381759]Abraham Maslow
Abraham Maslow was born in Brooklyn on the 1st of April 1908. Maslow at the time of publishing “Eupsychian Management” was a psychologist much like Douglas McGregor. Maslow’s work was re-titled “maslow on management”.	Comment by John Rees: Needs a reference in your references list to this.
[image: ]Within Maslow’s publication he focuses primarily on the motivation side of management and how the desire to succeed and do well within an organisation will fuel the development within the workforce which in turn will allow the workforce to develop and get stronger.
Maslow assumes that a manager has trust in his workforce and that the employees can motivate themselves as well be capable of producing intelligent, competent work to their own high driven standards.
The diagram on the right shows “Maslow’s Hierarchy of needs”. This diagram outlines what Maslow considers to be an individual’s motivations. The pyramid itself works on the theory that if an individual is on a certain step of the pyramid he will always strive to gain a place on the next step.
Each step can be described as below;
· Self-actualization – includes morality, creativity, problem solving, etc.
· Esteem – includes confidence, self-esteem, achievement, respect, etc.
· Belongingness – includes love, friendship, intimacy, family, etc.
· Safety – includes security of environment, employment, resources, health, property, etc.
· Physiological – includes air, food, water, sex, sleep, other factors towards homeostasis, etc. (8)






4. [bookmark: _Toc475381760]Management Theory at QinetiQ West Freugh
Fayol’s 14 principles are believed by the author to provide the backbone of the QinetiQ West Freugh structure and the structure going forward. The author will explain how Fayol’s has been implemented throughout the management style at West Freugh in the next stages of the report.	Comment by John Rees: OK.  An interesting choice of lens with which to view the present situation.
4.1 [bookmark: _Toc475381761]Management with reference to the Author
QinetiQ is currently going through a period of change called “Transform”. tThis in turn is providing the author with some unknowns as the process is still in the early stages. mManagement changes are becoming increasingly common but are starting to finalise themselves in the coming weeks. 
Transform itself as the author understands it, is to deliver a corporate wide change to move to matrix management over the company UK wide to ensure the UK capability is understood and that work is not lost due to lack of knowledge within the company of the resources and manpower available to QinetiQ. 
The below block diagram below explains the authors new Line management structure; this allows the reader to get an understanding for the authors new line management and where the line managers sit respectively in the UK.
Group Leader
Trials Management
(SHOEBURYNESS)
Team Leader 
Complex Weapons 
(HEBRIDES)
Author
(WEST FREUGH)

To explain how the above transformation plan is going to work, the Group leader will sit at the top of all trials management making executive decisions on trials and his personnel’s requirements as well as managing his employee’s growth as well as his budget. The team leader will delegate jobs to the author or anyone below the team leader ensuring that the author is not over worked or underutilised. The author’s role should not change due to transformation just the structure of approvals and development should change.	Comment by John Rees: Good.  Setting the scene properly makes later commentary easier to understand.
Working through Fayol’s principles and aligning them with QinetiQ’s transformation and the authors effect of transform on the author.
Division of work – Work will be delegated by the team leader to the most competent person with the most knowledge of the trial system and the most domain knowledge on the trial site. 
Authority – authority will come from the group leader which can also be delegated down to the team leader
Discipline – Will be given by the team leader who in turn also is in charge of the performance reviews 
Unity of Command – Command comes from multiple sources but mainly team leader.
Unity of Direction – QinetiQ provide monthly talks from the ‘leadership team’ to inform the employees of QinetiQ about the worldwide information on the company and updates on transform
Subordination of Personal Interests – The author believes this is not looked after at all within QinetiQ
Remuneration – On the whole employees are not happy with pay unless you are a manager then it is not mentioned, many ground level staff on other sites are under paid for the safety critical work they undertake
Centralisation – At West Freugh this is done very well., sShould a job be required to be undertaken, the manager will not make the decision on how this will be done himself: he will incorporate the perspective of the person conducting the task.
Scalar Chain – Transformation going forward is to provide you with only a max of 5 managers between you and the CEO which all managers are available to see on your outlook account and PDR.
Order – Within West Freugh this is undertaken by each employee having a sense of pride for the site and generally being proud of their work and the site itself, weekly management tours provide feedback for the guys on how the site is being maintained which is often only ever good feedback due to the workers doing a competent job.
Equity – Fairness is believed by the author to have gone missing in the past but with the new management should come back to his role
Stability of Tenure of Personnel – Employee turnover is low in the authors experience but with an ageing workforce notable already within QinetiQ and no succession planning this may become an issue in the future
Initiative – West Freugh is often taking on board suggestions from ground level staff and thoughts are not discriminated in any way.
Esprit de Corps – Team spirit is often the customers fondest part of doing trials at West Freugh but with multiple trials on the order books moving later in the calendar unrest is becoming unsettles and nervous about work.	Comment by John Rees: OK.  Good use of Fayol to structure the reflection.  Even with the scene setting, we are a bit short of the relationship between evidence (observation) and comment.
5. [bookmark: _Toc475381762]Conclusion
To conclude the author is of the opinion that currently the management style of QinetiQ’s transformation has to many unknowns to give a definitive conclusion. So far transform has moved around a lot of people causing a lot uncertainty within groups of people. The author believes that the reasons behind transform make sense but it has not taken enough of a form to ensure it will work as a long term solution. Currently the productivity is in the authors opinion halved because employees are still working to their old line management as well as moving forward with their new line management. Moving forward transform may or may not be a successful long term solution for QinetiQ but either way the MOD will always require test and evaluation of its in service and development equipment. 
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