











Table of Contents
Executive Summary	2
1.0 Introduction	4
2.0 Main Finding	6
2.1 Problems at Costa Coffee	6
2.2 Manager and the ten roles proposed by Henry Mintzberg	7
2.3 Assessment of Management Style	9
2.3.1 Autocratic Leadership Style	9
2.3.2 Democratic Leadership Style	10
2.3.3 Paternalistic Leadership Style	11
2.4 Differences between classical and critical management theories	11
2.4.1 Fayol's General Management Theory of Classical Management Theory	11
2.4.2 Labour Process Critical Management Theory	13
3.0 Conclusion	16
4.0 Recommendations	17
5.0 Reference	20
Appendices 1	24
Appendices 2	25


[bookmark: _Toc153553206]Executive Summary
The purpose of this paper is to examine the management of employee complaints in some Costa Coffee shops, analysing and evaluating the differences between managerial roles, managerial styles, management theories and critical management theories, and providing sound conclusions and realistic recommendations.

The results of the study show that, firstly, the manager of Costa Coffee did not act as a good leader, communicator and negotiator, and there were management problems with the employees. Secondly, the manager's management style is Autocratic Leadership Style, which is a bad management style for Costa, and a democratic, paternalistic management style should be adopted. Finally, comparing Fayol's General Management Theory from the Classical Management Theory and the Labour Process Theory from the Critical Management Theory it is concluded that Fayol focuses more on how firms can improve their productivity and efficiency, whereas the Labour Process focuses more on the fairness of the labour process and the rights and interests of the employees.

By applying these management theories and methods in a rational way, suggestions for improvement have been made for solving the management problem of employee complaints.These suggestions will not only help Costa Coffee to protect the rights and interests of employees, but also improve the productivity and efficiency of the organisation, thus promoting the development and progress of the business.

















[bookmark: _Toc153553207]1.0 Introduction
With the rapid development of modern business, which cannot be separated from the management of the enterprise, the management of the enterprise is not only the planning and control of the external operational activities of the enterprise, in which the internal management of the enterprise's employees is also particularly important (Manna,2008). Employee management is one of the key factors of business success, which not only affects the competitiveness and profitability of the organisation, but also positively affects the performance and productivity of employees (Grabara, Cehlar and Dabylova,2019). So, this highlights the role of business managers and good business managers need to have not only solid professional knowledge and skills but also excellent leadership and interpersonal skills (Kotter,2017).

Firstly, in the field of organisational management, the leadership style of managers is one of the most important factors affecting employee behaviour and organisational performance. Different leadership styles are applicable to different situations and have different effects on employee performance and satisfaction (Iqbal, Anwar and Haider,2015). Secondly in the workplace environment, the application of management theories is gaining importance. Managers need to use various management theories to continuously optimise business operations to increase employee productivity and satisfaction (Piazza and Castellucci,2014). Finally in today's complex organisational environments, the importance of critical management theory research is increasing. This field of study emphasises in-depth reflection and critique of management practices to identify better solutions. This kind of research not only has a significant impact on the functioning of organisations but also has a positive effect on the development and satisfaction of employees (Wickert and Schaefer,2015).

In recent years, Costa Coffee, a globally recognised coffee brand, has experienced particularly rapid business growth. However, with the increase in the number of shops, some management problems have surfaced. In this paper, we will use the methods of manager's role, management style, differentiated management theory and critical management theory to analyse and evaluate the problems of employee complaints in some Costa shops, and give reasonable conclusions and realistic suggestions.






[bookmark: _Toc153553208]2.0 Main Finding
[bookmark: _Toc153553209]2.1 Problems at Costa Coffee
According to the BBC, in 2019, Costa Coffee franchise workers were subjected to complaints from employees who reacted to managers refusing to pay holiday pay and forcing them to work overtime, withholding tips and a lack of empathy for staff. In response, the BBC interviewed several employees at different Costa shops.

Former employees at Golden Essex said they were contracted to work 48 hours a week, when in fact they were working an average of 60 hours a week and were required to be in the shop at 5.30am. Meanwhile nearly £1,000 of their holiday pay was deducted from their wages, having accrued the necessary number of days to claim annual leave, but still had their wages deducted. Former employees under the Bristal banner claimed that tips earned by staff for providing excellent service were often used to buy gifts for the manager and his wife and co-director. There was also a reaction from an employee who had worked for seven years by sending an email asking the manager if he could have his mobile phone with him at all times (see Appendix 1 for the contents of the email) so that he could keep in touch with his father who had been diagnosed with terminal cancer but the manager refused to allow the employee to keep the mobile phone and suggested that the employee leave Costa's phone number at the hospital for emergency contact to the employee who was very frustrated and shocked by the situation (Yusuf,2019).

Based on the above case, it shows that Costa's manager did not follow the Costa Coffee Modern Slavery Statement 2019 (See Appendix 2 for the Content of the Modern Slavery Statement 2019) on the Grievance Policy and Equal Opportunities Policy (Costa, 2019).
[bookmark: _Toc153553210]2.2 Manager and the ten roles proposed by Henry Mintzberg
A manager is the executive level of a company or organisation responsible for developing and implementing strategic plans, overseeing day-to-day business operations, and ensuring the success of the company or organisation (Hales, 2019). According to Mintzberg, managers play 10 important roles which can be categorised into three main groups: interpersonal roles, informational roles, and decision-making roles. Among these interpersonal roles include leaders, leaders, and liaisons, information roles include supervisors, communicators, and spokespersons, and decision-making roles include entrepreneurs, interference dealers, resource allocators, and negotiators (Kumar, 2015).
Leaders serve as managerial and directive roles in organisations and need to lead teams to achieve goals and lead in interpersonal interactions (Lis et al., 2015). In the case study, Costa's manager, as a leader in the interpersonal role, did not develop a fair and reasonable system, but instead required employees to arrive early and work overtime at the expense of their rights.

Communicators transfer information and knowledge within and outside the organisation, communicators need to have clear and accurate language skills to be able to communicate the message effectively and ensure that the message is properly understood and accepted (Altamony and Gharaibeh, 2017). In the case study, Costa's manager, as a communicator in the information role, did not ensure the accuracy and timeliness of the information and did not inform the employees in a timely manner that the leave would also result in a deduction of salary, but instead punished the employees for applying for the annual leave by deducting money directly.

Negotiators are important figures in the decision-making role who negotiate and negotiate within and outside the organisation to reach consensus and agreements (Bazerman et al.,2015). In the case study, Costa's manager, as a negotiator in the decision-making role, instead of balancing the rights and interests of all parties and seeking common ground, used his dominant position to infringe on the rights and interests of the employees by misappropriating the tips that the employees had earned for their efforts as well as his lack of empathy towards the employees for his own benefit.
[bookmark: _Toc153553211]2.3 Assessment of Management Style
[bookmark: _Toc153553212]2.3.1 Autocratic Leadership Style
Autocratic Leadership Style is characterised by the fact that employees are not involved in the decision-making process and all decisions are made by the leader alone without the consent of the employees. This style of leadership is often accompanied by strict control of power and a refusal to share the reasons behind decisions or communicate with employees (Gosnos and Gallo, 2013). There is also the Autocratic Leadership Style which tends to consider only the leader's own wishes and ignores the opinions of the employees. This style of leadership is characterised by the leader making decisions alone, giving orders to subordinates and expecting them to carry them out unconditionally (Ovarhe, 2016).

In the case study, the manager's management style is Autocratic Leadership Style, which is the wrong leadership style; the manager often asks employees to work overtime, which can negatively affect their physical and mental health, leading to fatigue, increased stress, and may even lead to a decrease in the quality of work. Manager deducts money from employees for taking holidays, which is a direct violation of employees' rights and interests. Employees have the right to enjoy statutory holidays and should not be financially penalised for taking holidays, this practice will lead to less loyalty to the company and may even lead to legal disputes. Manager's misappropriation of employee's tips, this is unethical and a direct violation of employee's rights and interests, tips are a direct reward for the employee's labour and should be passed on to the employee as such, misappropriation of tips will lead to a decrease in the employee's trust in the company and may even give rise to legal issues. The manager's lack of empathy for the employees is a major sign of lack of good leadership. A good leader should be able to understand and care about the needs and feelings of his or her employees. Lack of empathy can lead to low morale and motivation and may even cause employee turnover.
[bookmark: _Toc153553213]2.3.2 Democratic Leadership Style
Democratic Leadership Style emphasises employee participation and autonomy, where leaders make decisions and share power with employees. Leaders keep employees informed of all the things that affect their work and share the responsibility for decision making and problem solving (Khan et al.,2015). In the case study, if the manager adopts a democratic leadership style, he will communicate with and listen to the employees' opinions and needs, consider the distribution of tips and the reasonableness of overtime and holiday arrangements, etc. This leadership style is conducive to increasing employee satisfaction and motivation, which in turn improves organisational performance.
[bookmark: _Toc153553214]2.3.3 Paternalistic Leadership Style
Paternalistic Leadership Style emphasises love and care for employees, where the leader takes on the role of a parent, creates a workplace that treats each other as family, considers employees to be important stakeholders in the business and makes decisions to safeguard the best interests of the employees and expects employees to demonstrate loyalty and trust (Bedi, 2020). In the case in point, if the manager adopts a paternalistic leadership style, he will care and take care of his employees' work and life and safeguard their legitimate rights and interests. This leadership style is conducive to increase the sense of belonging and loyalty of the employees, thus improving organisational performance.
[bookmark: _Toc153553215]2.4 Differences between classical and critical management theories
[bookmark: _Toc153553216]2.4.1 Fayol's General Management Theory of Classical Management Theory
Fayol's general management theory emphasises the universal and general principles of management and provides a systematic framework for organisations, he also emphasises that managers should follow the five major management functions of planning, organising, directing, coordinating, and controlling (O'Connor,2015).

1. To address the issue of deductions for employees' overtime and holidays:
Planners are responsible for setting the strategic plans and objectives of the business. The organiser is responsible for clarifying the duties and responsibilities of each part and employee (Voxted,2017). In the case, the manager did not follow the functions of planners and organisers, did not fully consider the actual situation and needs of employees when making work plans, did not reasonably arrange the working hours and tasks, but unnecessarily let employees work excessive overtime and deduct money, which shows that the design of its organisational structure is irrational, which will affect the efficiency of the company's management and the efficiency of employees' labour.

2. In response to the problem of employees being privatised with tips
Commanders need to have excellent communication, coordination, and management skills. Controllers are responsible for monitoring and evaluating the various tasks of the business, (Mahindru, Sharma and Bhatia,2018). In the case, the manager did not follow the functions of coordinator and controller and there was an improper behaviour of taking tips from the employees. This shows that the manager did not establish a good communication and collaboration mechanism with the employees to ensure the smooth workflow and the effectiveness of collaborative work, it will reduce the overall efficiency and quality of work. Secondly, the manager has not strengthened the management control of finance and audit, which will lead to the failure to ensure the normal operation of the enterprise and improve productivity.

3. To address the lack of empathy towards employees
Coordinators need to have a holistic view and the ability to coordinate to promote the cultivation of teamwork and collaboration (Edwards, 2018). In the case, the manager did not follow the function of a coordinator and lacked understanding and concern for the employees' personal situation, this lack of empathy can lead to problems such as reduced motivation, low productivity, and poor teamwork, which can affect the productivity and efficiency of the organisation.

To sum up, Fayol's general management theory focuses more on the overall operation and management of the organisation, i.e., how the enterprise can improve its productivity and efficiency.
[bookmark: _Toc153553217]2.4.2 Labour Process Critical Management Theory
Labour Process Critical Management Theory is a management theory that focuses on power relations, ideologies, and unequal economic relations in the labour process. The theory emphasises on revealing injustices and irrationalities in the labour process through critical thinking and analysis (Gandini, 2019).

1. To address the issue of deduction of money from employees for overtime work and holidays:
From the labour process, employees should enjoy reasonable rest time and holiday rights (Harley,2018). In the case, the manager asked the employees to work overtime has exceeded the productivity of the employees during the normal working hours, which will have a negative impact on the physical and mental health of the employees. Secondly, the manager deducts money on holidays, which violates the principle of fairness in the labour process theory, which will affect the employees' remuneration packages and benefits, thus reducing their motivation and creativity.

2. Responding to the problem of employees being embezzled tips
In the labour process, the employees should receive due remuneration and benefits (Mihret,2014). In the case, the manager's misappropriation of employees' tips is a disrespect to the fruits of employees' labour, which not only violates the principle of fairness in the labour process theory, but also damages the legitimate rights and interests of employees, thus reducing their trust.

3. Responding to the lack of empathy towards employees
In the labour process, employees are one of the core elements of the production process (Knights and Willmott, 2016). In the case, the manager's lack of empathy towards the employees will not be able to effectively understand the needs and reactions of the employees, and the employees will not be cared for and supported at work, which will deepen the conflicts and contradictions, thus affecting the employees' motivation and satisfaction.

To sum up, the labour process theory is more concerned with the fairness of the labour process and the rights and interests of employees.
















[bookmark: _Toc153553218]3.0 Conclusion
The various management theories adopted by Costa Coffee have been studied and analysed to draw conclusions. Firstly, using the ten roles of managers proposed by Mintzberg it is concluded that Costa managers are not doing a good job as leaders, communicators, and negotiators in their managerial roles, which leads to a series of bad managerial problems as the rights of the employees are being infringed upon.

Secondly, using the management style assessment it is concluded that Costa manager's style is Autocratic Leadership Style, which is bad management style for Costa, so it is recommended to adopt democratic and paternalistic leadership style.

Finally, by comparing the difference between classical management theory and critical management theory it is concluded that Fayol's general management theory focuses more on how companies can improve productivity and efficiency, while the labour process theory focuses more on the fairness of the labour process and the rights of the employees. Therefore, in practice Costa should complement and combine the two theories with each other to solve the problem of employee complaints to achieve the improvement of organisational efficiency and protection of employees' rights and interests.

[bookmark: _Toc153553219]4.0 Recommendations
To address the issue of managers' role, Costa should pay attention to the rights and needs of employees and establish fair and reasonable systems and regulations to protect the rights of employees from being violated. At the same time, managers should also take on more responsibilities and roles, to become partners and leaders of employees rather than exploiters, only in this way can the enterprise achieve sustainable development.

To improve the management style this issue, it is recommended that Costa adopts a democratic, paternalistic leadership style that focuses on employee participation and autonomy as well as employee care and attention. At the same time, the company should establish a comprehensive welfare system and regulatory mechanism to protect the rights and interests of employees from being infringed and to improve organisational performance. In practice, managers can demonstrate the democratic and paternalistic leadership style by communicating with employees, listening to their opinions and needs, and paying attention to their work and life.

To solve the problem of employee complaints, the classical management theory and critical management theory are considered together to develop a management strategy that is in line with organisational goals while respecting the rights and interests of employees:
1. Revisit the overtime and leave system: Costa should develop a reasonable working hour and leave system to ensure that employees have enough rest time. At the same time, employees should be encouraged to apply for overtime work or leave, when necessary, instead of enforcing it.

2. Strengthen internal communication: Costa should strengthen internal communication to ensure that employees understand the company's business situation and the background of decision-making. At the same time, employees should be encouraged to make suggestions and comments to better understand their needs and concerns.

3. Standardise tip management: Costa should develop a clear tip management system to ensure that tips are distributed to all employees in a transparent and fair manner. At the same time, employees should be encouraged to participate in the tip management and distribution process to increase employee motivation and participation.

4. Strengthening supervision and accountability: Costa should strengthen the supervision of managers' behaviour to prevent the recurrence of similar problems. At the same time, managers involved in irregularities should be held accountable to safeguard the company's image and employees' rights and interests.
5. Enhance Employee Welfare: Costa should pay attention to the welfare needs of employees and provide reasonable remuneration packages and a good working environment. This will help to improve employee satisfaction and work efficiency.
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From
Sent
To: Office

Subject Family Medical Emergency

| —

Following emergency surgery over the bank holiday weekend, my Dad is in intensive care in the [ J Ml :osvita! in MM He has been diagnosed with terminal
cancer

Tintend to come to work on Monday 3rd June as normal. However, if my Dad deteriorates, I may need compassionate leave at short notice.

During work next week, I will need to have my mobile phone on so that the hospital can get hold of me in an emergency

Yours sincerely

Subject: RE: [Family Medical Emergency

Desr I

Thank you for your email and for alerting us about potentially having to leave at short notice.

We are somry to hear about your father
We however, cannot allow mobile phones during work. We suggest giving the hospital the store number to call, in the event of an emergency.

ind Reiards

Bristal Investments Ltd
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3.2 Team members

We have approximately 22,000 team members working across Costa Coffee globally that are directly
employed by Costa Group companies. We recognise that ensuring these people are treated fairly, are

empowered to develop their skills and fulfil their potential is what allows us to continue delivering high
standards for our customers every day.

Having direct control over how the people working in our business are employed reduces the risk that an
employee might be a victim of modern slavery. Listed below are a number of policies and procedures in
place to mitigate against this risk.

Policies

Human Trafficking Policy — Outlines what human trafficking is, the types of activities to look out for
associated with human trafficking and guidance about what our employees need to do if they have a
suspicion of human trafficking within the business

Speaking Out Policy — Outlines the process we follow when our employees raise a concern about
wrongdoing, danger or breach of Costa Coffee’s Code of Conduct, or criminal activity such as human
trafficking. The policy ensures that concerns raised are dealt with without fear of reprisal, can be raised
anonymously and will be investigated in line with a robust and transparent procedure. Any such concern
may be raised internally, or through our independent and confidential Speaking Out Helpline which is run
through Hospitality Action, our employee assistance provider.

Grievance Policy — Supports and provides guidance to employees and managers regarding any concerns
raised by an employee in relation to their work. This process encourages concerns to be raised informally
in the first instance to encourage an open and honest culture. However, it also outlines the formal process
in the event that concerns raised cannot be resolved through the informal route, or in more serious cases
where it is appropriate to deal with matters formally at the outset. As such, the Grievance Policy provides
clear guidelines on how individuals can raise their concerns, along with what will happen at that point, and
the potential outcomes of any investigation into the issues raised. Individuals are also welcome to have
union representation during any grievance process.
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Equal Opportunities Policy - Outlines our active commitment to providing equal opportunities and
embracing diversity at Costa Coffee. This policy also clearly explains what individuals can do in the event
they do not feel they are being treated fairly or equally, and as such, refers to the Grievance Policy.

Right to Work — This policy reflects Costa Coffee’s commitment to recruit talented people, balance our
Global People Principles and ensure legal compliance. The policy covers legislation, what checks should
be carried out, what happens when documents expire and how Costa Coffee will avoid discrimination
during document checks. Costa Coffee will not employ anyone who cannot demonstrate their legal right
to work. Checks are carried out on all team members to ensure the documents provided are genuine and
fit for purpose, in line with legislation. Managers also have access to our Employee Relations help-desk
for further support and guidance.

Code of Conduct — This document outlines the way we do things at Costa Coffee and is provided to all
employees upon joining. All employees are required to read the code and confirm annually that they
are familiar with its contents. It signposts to useful and relevant policies including our Speaking Out,
Grievance and Equal Opportunities policies, ensuring our employees have an ongoing awareness of the
policies Costa Coffee has in place to support them. It also explains our Global People Principles which
sets out how we intend to do business everywhere.

Implementation tools

Performance of Right to Work checks are formally reported as part of our internal operational
performance management and auditing processes. Our Speaking Out and Grievance Policies are
supported by internal processes for confidential reporting which are reported to our HR Senior

Leadership Team.
Training

Under the Whitbread responsible sourcing programme, training sessions were run with our HR and
Employee Relations teams to raise awareness about modern slavery and how this can affect team
members. We are also rolling out modern slavery training in e-learning format with our team at the Costa
Roastery to ensure that team members can spot signs of modern slavery. We are putting in place plans to
review the training opportunities available to best raise awareness about the risk of modern slavery in the
business in the coming year.
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