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Introduction.

This report will critically analyse the old school and modern school management theories, Management theories are ideas of various ways to manage an organisation established upon different expectations on what way individuals and systems operate. The theories have advanced greatly over time from traditional top to down controlling models such as Max Weber’s Bureaucracy theory to a more human focussed modern-day variations such as John Adair’s Leadership Model (Gartenstein,2018). The report will look at Max Weber’s theory and John Adair’s Model and how they are currently being practised at the Dyfed Powys Police Force and will critically review the effects of these theories on the beliefs, attitudes, and values of the Dyfed Powys Police Force.
The organisation this report shall be exploring is Dyfed Powys Police force, they safeguard people living, working, and visiting the Counties of Carmarthenshire, Ceredigion, Pembrokeshire, and Powys.
These counties have a population of over 488,000, and this is significantly increased with tourists each year, and covers a land mass of over half of Wales.
Dyfed Powys police work in conjunction with other organisations such as local councils, hospitals, emergency services, and schools. (Dyfed-Powys police,2020)
[bookmark: _Hlk59121321]Dyfed Powys police (2020) state that their values are being accountable, fair, and selfless. They demonstrate openness, leadership and respect and their core values are integrity, objectivity, and honesty.

Findings.

Old school management theories.
[bookmark: _Hlk58319258][bookmark: _Hlk58832579]The Management theory that is relevant to this organisation is Max Weber’s Bureaucracy theory, Max Weber identifies bureaucracy as a very well structured, reinforced, and an impersonal organization, the theory also established the belief that an organization needs to have a well-defined hierarchical structure and clear rules, procedures, and right source of authority which manage it. (toppr,2020).
 Max Weber bureaucracy forms six major principles:
1. A formal hierarchical structure – positions organised in a hierarch with a clear chain of command.
2. Rules-based Management – A system of written rules and standard operating procedures
3. Functional Specialty organization – the organisation splits the employees into groups bases upon the type of work they do or the skills they have.
4. Up-focused or In-focused Mission – If the purpose of the company is to work for the investors, board, or any other agency that invested in it, then the company is up-focused, but if the purpose is to work for the company itself and individuals within it then it is in-focused.
5. Impersonal – manage all employees in the same way. They also treat all customers equally and do not let personal differences impact their behaviours.
6. Employment-based on Technical Qualifications – promotion and hiring of employees is based on their practical qualifications and skills. (Johnston 1993, p 12-13).
Sonia Kukreja (2018) states that the disadvantages of the Bureaucracy theory are that rules and regulations within a bureaucracy can regularly be strict and inflexible and strict observance with rules and regulations will hinder an individual’s initiative and creativity, Kukreja also says that bureaucratic organisations are impersonal and have a systematic way of getting things done and that rules and regulations are given more significance over a person’s needs and feelings.
Having jobs separated into categories, can restrict individuals from doing jobs that they are competent of doing and Bureaucracy requires unnecessary bookkeeping as every decision needs to be put in writing. All files need to be kept in draft and initial forms. This precedes to a waste of time, stationery, and storage.


Management theory within an organisation.
Dyfed Powys Police and other police forces through the U.K incorporate Max Weber Bureaucracy theory through a Police Rank Structure, Police Hour (2020) say it has nine ranks. Each rank will show the officer achieve further responsibility and amount of leadership. The ranks are as follow:
· Police Constable
· Sergeant
· Inspector
· Chief Inspector
· Superintendent
· Chief Superintendent
· Assistant Chief Constable
· Deputy Chief Constable
· Chief Constable

The police force also have a Code of Conduct in Schedule 1 of the Police Regulations 2004. This Code sets the principles to help guide a police officers' conduct, the code states “officers must obey all lawful orders and abide by the provisions of legislation applicable to the police.” (legislation,2004).
As a police service, Officers must demonstrate impartiality throughout all their communications with co-workers, associates and members of the community, an officer can accomplish this by remaining impartial, fair, and objective and utilizing the best available evidence, they must not let own feelings, principles, or views to unethically effect their behaviours in any situation. (College of policing, 2020).  An Article by Sally Hind (2020) in the Daily Star says how a Glasgow police officer is being investigated following a statement saying how new lockdown guidelines made the individual "ashamed to be British" on social media, A police spokesperson has said the officer’s words show a "blatant disrespect" for the rules that the officer is employed to enforce. Officers are given firm policies on what they can and cannot distribute on social media. The force’s code of ethics says that personnel ought to act as a "positive role model in delivering a professional, impartial service, placing service to communities before their personal aims".
Even though Weber’s theory is about fair treatment of its employees, it does not focus on equality and fair representation within an organisation, The National statistics (2020) for the police workforce England and Wales indicate that on March 2019, there was only 9,174 Black and Minority Ethnic (BME) police officers throughout the 43 forces in England and Wales, these figures show that only 7.3% of the entire police force in England and Wales are from Black and Minority Ethnic background. Commenting on the figures, Natasha Davies (2020), a policy and research lead at Chwarae Teg said: “Diversity is essential for any workforce”, and that individual and shared events form how a person perceives the world and the choices that a person makes.
Also, if there is inadequate diversity, then unintentional bias can often go unopposed and are not corrected, and for organisations such as the police this is a greater worry because of the significant position they preform within our societies, and their position as a public and emergency service.
An article by the Cambrian news (2018) sates that Dyfed Powys police have no senior Black or ethnic minority officers and the force only employee 13 full time BME officers of which 10 are male and 3 are female.
[bookmark: _Hlk59125931][bookmark: _Hlk59126010]Weber’s theory focus on effectiveness, its emphasised strict rules and Weber believed a work environment should be professional and impersonal (Peek,2020) Ian Westbrook (2019) wrote an article for the BBC News and shared the statistics from A Police Federation of England and Wales survey (PFEW). The PFEW survey is the only nationwide policing survey of its type, and 18,000 officers from all ranks participated. The survey discovered:
· 79% of officers have suffered feelings of stress and anxiety in the past 12 months, with 94% of officers expressing that their career made it worse.
· Nearly every single officer has been subjected to at least one traumatic encounter within their career, with 61.7% of officers suffering from at least one in the past 12 months.
· 43.9% reported they regarded their occupation as very or extremely stressful, up from 38.6% in 2016.

Max Weber’s theory indicates that only best employees are selected for training only, so training and development is not open to all, this can have an impact on staff morale and can also have an impact upon BAME officers getting senior roles, an article written in the Powys Country Times (2018) states the Home Office data reveals that in March this 2018, there were no BME police officers working for the force, which were of the rank of chief inspector or higher. The highest ranking BME officer was a sergeant.

New school management theories. 
Dyfed Powys police have a good structure in place but by introducing Adair’s Action-Centred Leadership Model could enhance the effectiveness of the organisation.
John Adair’s Action Centred Leadership model is focusses around three main areas, and managers and supervisors should be able to select from each element according to the varying demands and circumstances. If a manager can balance each element, they should be able to:
· Create Morale
· Accomplish Strong Results
· Enhance Work Quality
· Create Strong Teams
· Increase Productivity (Teambuilding,2020)
The three parts of Adair’s Action Centred Leadership model are firstly achieving the task, this can be obtained by setting objectives, the setting of task or allocating of responsibilities and by setting performance standards, secondly managing the Team or Group by communication and motivation or discipline also through the use of team building, lastly by managing Individuals this involves coaching, advising, developing, and encouraging. This model makes sure people are valued and motivated in an organisation.
This leadership model works well for the police as there is a huge focus on leadership and making sure that each individual employee is given the correct task and training that they need to do their job are made to feel valued, so by balancing each element of the model a leader can make all members of staff to feel as part of the team and to feel valued, this will generate a mannerism of fairness within the organisation so BAME employees will not feel like the organization is institutionally racist, they will feel a sense of belonging and motivation this leading to a feeling of loyalty to the organization, by offering support through leadership will empower the staff and give all a fair chance at promotions.
Secondly Weber’s theory focuses on effectiveness and the workplace being professional and impersonal this can lead to employees having mental health issues from their work environment  if a leader incorporates the part of Adair’s managing individuals to support each team member, Kelly Greenwood (2020) says this could help support their mental health, by being open and inclusive, the organisation should offer all staff  peer support and reduce the stigma of mental health, and build the necessary skills to have productive conversations about mental health at work.
[bookmark: _Hlk59124652]Furthermore, by incorporating Robert Dilts Logical Levels model to the police management structure it can be used as both a diagnostic to assist users contemplate where the organisation is presently and additionally as a development tool to produce ample information to support the progress of the organisations mission and vision. It can also be beneficial when training leaders who are preparing for change. (Taylor,2020) when a leader can fully comprehend the 6 stages of the model, they can create an environment for all staff to feel motivated, rewarded and will create loyalty to the organisations as both the individual and organisations beliefs will align.

Barret’s Model.
The findings from Barret’s models (Barret value centre,2020) stated that the researcher’s values are:
· accountability 
· commitment 
· compassion 
· family 
· forgiveness 
· listening 
· reliability 
· respect 
· safety 
· teamwork
From the values is shows having close relationships and connections with others is important to the researcher, they need to feel a sense of love and belonging the values show:
 · they take ownership of their behaviours and demonstrate dedication in accomplishments so that others know they are dependable.
 · the researcher can show deep empathy and understanding allow them to pardon wrong doings.
 · they strive to show respect to others by making a conscious effort to hear and consider individuals opinions and want to feel that this same courtesy is extended to themselves.
 · Close relationships are of the utmost importance to them and they are central in the decisions that are made.
· they enjoy working with others and like to cooperate and share experiences.
Understanding personal values help to have a better understand of oneself and why a person may act or react in the way they do. If a decision which goes against a person’s personal values this may lead to them feeling uneasy or unsettled about the decision, because they are not being true to themselves. 
With these values the researcher feels their most of their values are currently in line with Dyfed Police force values, and they can see a career in that organization because it is an organization where the researcher feels they can enhance their skills and build on previous experiences. One of the values that Dyfed Powys police state is that they are fair, the researcher feels that this value is not being implemented into the force enough and that if the Adair model is included into the police management structure this could enhance the structure and the loyalty of their staff.

Conclusion. 
In conclusion to the findings of this report are that Dyfed Powys police say their values are being accountable, fair, and selfless and that they demonstrate openness, leadership and respect and their core values are integrity, objectivity, and honesty. The management theory that is currently being used within the police force is Max Weber’s bureaucracy theory, this is implemented through the police rank structure also officers must follow a code of conduct and they must remain impartial through their behaviours and actions towards co-workers, associates, and members of the public. An area which is not covered by Weber’s theory is equality and fair representation within an organisation, Dyfed Powys police currently do not have any senior black and ethnic minority officers, an organisation with inadequate diversity can have unintentional bias which can often go unopposed and are not corrected, this can reinforce perceptions of the police being non-exclusive.
By incorporating the John Adair’s Leadership model, a leader can make sure that each individual employee is given the correct task and training, this can then create a trait of fairness upon all employees within the organisation and BAME employees will not feel the organisation is institutionally racist, this balance of leadership and trait of fairness will create a sense of loyalty from all employees towards the organisation. Lastly by also including the Robert Dilts logical level model a leader can additionally create an environment for all staff to feel motivated, rewarded and will establish loyalty to the organisations as both the individual and organisations beliefs will align.
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