Business and Management Challenges Coursework

Introduction

This report contains the following steps of suggestions how to change the structure of Morningside Fabrics replacing the dictatorial style of management. Implementing of new approaches may improve organisation’s culture. 

1. Management and Leadership Styles.

Management styles are most often described as a way of making decisions for managers and also methods of directing an organisation. There are five traditional management styles:
  * Autocratic style
  * Democratic style
  * Bureaucratic style
  * Paternalistic style
  * Laissez-faire

Autocratic style means that the manager makes decisions unilaterally and without much regard for subordinates. As a result, decisions will reflect the opinions and the manager's personality; this in turn can project an image of a confident, well-managed business. On the other hand, strong and competent subordinates may chafe because of limits on decision-making freedom, the organisation will get limited initiatives from those "on the front lines", and turnover among the best subordinates will be higher.
There are two types of autocratic leaders:
  * The Directive Autocrat makes decisions unilaterally and closely supervises subordinates;
  * The Permissive Autocrat makes decisions unilaterally, but gives subordinates latitude in carrying out their work

In a democratic style, the manager allows the employees to take part in decision-making: therefore the majority agrees everything upon. The communication is extensive in both directions (from employees

to leaders and vice-versa). This style can be particularly useful when complex decisions need to be made that require a range of specialist skills.

Bureaucratic, one of the essential management styles is the bureaucratic, however it is unpopular. This management applied in organisations where accountability and transparency are high and the risks of malpractice are critical.

Paternalistic style tells the people what is best for them.  This may looks the same as autocratic style, but with the paternalistic style of management the business leaders are looking for the input of their employees.  Originally, business leader makes the final decision with careful consideration of the feedback.  However, this style gives the employees the opportunity to apply skills with different knowledge and also to voice their opinions and creative ideas.  This also allows for more awareness of the employees needs, as people rather than just plain business.

A Laisses-faire manager sets the tasks and gives staff to feel freedom to complete the task as they see fit. There is minimal involvement from the manager. He is there to coach or answer questions, supply information if required. There are benefits, staff again are developed to take responsibility which may lead to improved motivation. However, with little direct guidance from the manager staff may begin to feel lost and not reach the goals originally set within the time frame.

Leadership style is the manner and approach of providing direction, implementing plans, and motivating people.
Autocratic style is used when leaders

tell their employees what they want done and how they want it accomplished, without getting the advice of their followers. Some of the appropriate conditions to use it are when you have all the information to solve the problem, you are short on time, and your employees are well motivated.

Democratic style involves the leader including one or more employees in the decision making process, determining what to do and how to do it. However, the leader maintains the final decision making authority. Using this style is not a sign of weakness, rather it is a sign of strength that your employees will respect.
Laisses-faire is leadership style where the leader allows the employees to make the decisions. However, the leader is still responsible for the decisions that are made. This is used when employees are able to analyse the situation and determine what needs to be done and how to do it. You cannot do everything! You must set priorities and delegate certain tasks.
The chosen leadership style has close attention from managers because it understands the needs and expectations of people at work,
Examples of impact:
  * Efficient use of human resources leading to increase business competitiveness
  * Change in value of business culture
  * Innovation in scientific and technical knowledge
  * Changes in the nature of work organisation
  * Employees increase they social responsibility; for example when they make their own decisions and work/life balance     (BS1, V2, ed4, 2010, p604)

Laisses-faire leadership style allows employees to feel free to use their own

ideas in solving business environmental problems which can lead to innovations in operation techniques. Furthermore, full trust and confidence in the employees will increase motivation and improve their performance. As company will expand new projects will be taken by the company. Each project will have group leader who gives freedom to employees to make their own decisions. Even though leader gives freedom to employees he is always there to advise if needed. This leadership style will make it easier to work in different locations and diverse environments. 

2. Company culture and structure

Atkinson explains organisational culture as reflecting the underlying assumptions about the way work is performed; what is ‘acceptable and not acceptable’’; and what behaviour and actions are encouraged or discouraged; or defining as:
The collection of traditions, values, policies, beliefs, and attitudes that constitute a pervasive context for everything we do and think in an organisation. (BS1, V2, ed4, 2010, p820)

When organisational culture is accepted by employees the cultural values of organisation will increase and power of management will have significant impact on employees in three ways:
  * Employees accept rules of organisation and identify themselves as a part of it
  * They believe that cultural values are right
  * Are motivated to accomplish organisational aims, objectives and future plans

Type of organisational structure will be decentralised which means managers at higher level can pass decision making problem down to employees. This type of organisational

structure has short chain of commands and that’s why communication is quick compared to hierarchical structure and information flow more easily. Staff will be empowered and this motivates them to work harder with higher efficiency. 

Most planned change process is initiated by the need to respond to the new challenges or opportunities given by environment or anticipation of need to cope with old behaviours. Planned organisational change aims to improve effectiveness of an organisation. The basic objectives are:
  * Modify behavioural patterns of employees of the organisation; for example: in our company it can be seen from modification of employees to new free work environment.

  * It will improve ability of the company to cope with changes in the future

The reasons for planned change process might include: 
  * A general feeling that company could perform better; in our case: new director feels that organisational behaviour and structure are not up to date
  * Workers’ feeling over-controlled by management staff and their job seems boring; for instance: in our hierarchical structure applied dictatorial management style which imposes a lot of pressure on employees and make their productivity worse
  * Lack of innovations, as can be seen from our company where management style hadn’t changed for a long period of time, introduction of new culture might increase probability of innovations
  * Managers feeling that employees’ skills and abilities are underestimated and this leaded to decreased level of commitment from workers

The planned change 

process includes behavioural modification, which composed from three phases:
  * Unfreezing   - decreasing power which maintains present behaviour; and recognition a need for improvements
  * Changes – development of new cultural behaviours and implementing them; including free reign for employees to make their own decisions
  * Refreezing – stabilisation of implemented changes and enhancement of new behaviour through supporting mechanisms (BS1, V2, ed4, 2010, p835)

French, Kast and Rosenzweig to introduced eight components of planned change process:
  1. Initial problem identification/ hierarchical structure has a long chain of command 
  2. Obtaining data/ from workers 
  3. Problem diagnosis/ takes a long time to pass information through
  4. Action planning/ decentralising the company and new leadership style
  5. Implementation/ Laissez-faire leadership style implementation 
  6. Follow-up and stabilisation/ continues monitoring employees’ accomplishment
  7. Assessment of consequences/ increasing profit and changing organisational culture with more innovations
  8. Learning from the process/ identifying and solving the problems; to be up to dated (BS1, V2, ed4, 2010, p835)

3. Job Design, Motivation and Self Directed Teams 

Job design is the practical process of identifying the tasks and level of performance needed as a part of the job. (Bloisi, W., 2007, p81) To do this an understanding is needed of tasks for the job. Task for job has to be analysed to know how to do it in the best way. There are four approaches to job design. They include

the mechanistic approach, the motivation approach, the biological approach and the perceptual-moto approach.
The mechanistic approach focuses on the most efficient way of doing the work. One way is observation, which means watching people at work to understand what they do. ( Bloisi, W., 2007, p81)

The motivation approach to job design focuses on the social behaviour of the person. Different methods of job design where developed, for example Hackman and Oldham’s (1980). They developed characteristic for motivational factors of a job:

Core job characteristics   Critical psychological Outcomes 
states

Skill variety Job identityJob significanceJob autonomyFeedback from job | Meaningfulness of workResponsibility for work outcomesKnowing the actual result of the work activities | Less absenteeismLess turnoverHigh satisfactionHigh motivationHigh-quality work performance |

When employees’ critical psychological characteristics are high they will have high level of job satisfaction. (Bloisi, W., 2007, p83)

Manager should make the job more meaningful. It can be done using job enlargement, which means adding different tasks to it and making it more interesting. It can be done through horizontal loading where several types of work activities are combined into a whole job creating more task varieties. (Bloisi, W., 2007, p84) In our example it means increasing time of work and opening new projects.
One of the methods to make job more meaningful its job enrichment that means workers are empowered and involved in decision-making process. It also includes organisational

planning and control this is called vertical loading.   It belongs to our company too. From researches it can be seen that making job more meaningful is important to employee, because they are more committed to the organisation and more productive. (Bloisi, W., 2007, p85)

The role of the teams in the design of work means that manager needs to identify the tasks interdependence. Managers needs to identify how individuals in the team should apply their skills in team work and be rewarded as a team. Team approach to job design includes:
  * The needs of individuals
  * The constraints of technology
  * The role of these in the team

It results in team working which enables to members to satisfy their accomplishments need through completing meaningful tasks. (Bloisi, W., 2007, p92)

Bruce Tuckman first created theory of forming a team in 1965, this theory contains four stages:
  * Forming
  * Storming
  * Norming
  * Performing

From the start of forming stage every team member is positive about involving in project and they introduce themselves to get to know each other and divide the tasks that will be performed in future. At the second stage “Storming” the ways of work are defined as leader. Some members of team can feel uncomfortable at the stage concerned about meaningfulness of goals of the project. Most of the teams fail to pass this stage. At the next stage group members know each other much better and they can as for advise or any help if needed. Through stronger commitment to the team goal, higher level of progress is recorded. The 

last phase is “performing” where all processes are set up and also performance increased dramatically. Any team member can leave the project without any changes to its cultural behaviour.

Cohesive teams means every team has:
  1. Attraction to the group 
  2. High moral values
  3. Clear definition of team goals
Cohesive team include individuals who are motivated towards achieving group goals. They have much less absenteeism than others. They also resistant to transfer from the group, they usually perform better if team goals are consequently lead to organisational goals. 

4. Stress and Well-being of Employees

In the work environment stress is one of the main issues. Stress results in reduced employees’ well-being which will in turn will appear on their productiveness. Causes of stress for a long term therefore this challenge should identified quickly. Signs of stress are:
  * Declining work performance
  * Lost of motivation
  * Increased time at work
  * Arguments
  * Arriving late to work
  * Spending more time on lunch
  * Reduced contacts with colleagues
  * Increase smoking
  * Increase a consumption of alcohol
  * Nervous speech

Types of stress are - eustress, distress, hyperstress and hypostress.

Eustress is a short-term stress, which provides immediate strength it comes when employee increases physical activity and creativity. Its positive stress arises from motivation and inspiration from manager.
Distress is negative stress, which come from constant work routine and brings discomfort to employees. This type of stress 

can exist for long time of period. 
Hyperstress occurs when worker has amount of work that they cannot cope with. It results in workers’ strong emotional response for additional problems.
Hypostress occurs when worker is bored and not involved in decision-making. Employees that do repetitive tasks often experience hypostress.

From the research it is known that main causes of work related stress come from: 
  * Pressure that workers cannot cope with 
  * Inadequate training
  * Lack of control poor working relationships
  * Ineffective management
  * Lack of resources
  * Unsociable or inflexible working hours
  * Unclear job specification
  * Little or no involvement in decisions

There are several approaches that can be used to reduce the stress at work environment. 
Policy, procedures and system audit – means that management staff need to undertake policies or procedures to improve level of work environment and provide them with suitable.
Problem – centred approach – which includes creating of model to solve a problem dealing with stress.   Issues can take place at work environment to identify a problem through risk assessment, employee feedback, and claims for compensation and performance deficits. 
Well-being approach – aims to increase employees’ well-being to maximum using the same procedures that described above.
Employee – centred approach – which aims to give education and support to workers in order to provide them skills to reduce amount of stress and ability to solve different types of problems that they face at workplace. 

Other 

different measures that may help to reduce the stress: staff management skills development for supervisors at all levels; encourage workers to discuss stress related problems with the co-workers when they occur. However, when stress cannot be eradicated, the following processes may be considered as support: training in relaxation techniques; promotion of healthy behaviour in culture.

5. Recommendations, including steps for implementing the change

Following steps will help to implement changes in organisation. 
  1. The starting point is the change of leadership style. The old dictatorial management style was replaced by Laissez-faire leadership style. Consequently, employees have freedom to make their own decisions. Important point when implementing this style is to monitor decision-making performance and support them.
  2. Second point includes change in organisational structure from hierarchical structure to decentralised structure, which will lead to quick responses for changes in company’s environment. Three phases of planned change process are applied. To control implementation of this change managers should control every step from component of planned change process, record the profit of each shop, anticipate future problems and help them if needed. 
  3. Third step is change in job design, approaches to motivate staff and determine the importance of the role of the teams. We learnt that adding different types of task to job could increase motivation. However it has to be under control of managers that employee will not be overloaded by work. Different 

way to increase motivation for work is to empowering workers, which is already done in first step. The role of the team in job design needs to be identified by manager through recognizing certain employee’s skills to apply in the project to accomplish good results.
  4. Stress and well-being of employees were researched in the following report, to conclude there are different causes of stress which can be anticipated at the right time and stress reducing procedures can be applied when it is not too late. To recommend, look after employees if there any potential causes of stress are coming they need to be solved immediately. 
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Appendices:
Appendix 1

Functional group roles are set of behaviours that are expected from the member of the team by other individuals.   For example:

(Bloisi, W.,
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