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[bookmark: _Toc58699812]Introduction
Organisational behaviour refers to a field of study that examines the influence structure, groups, etc. have on how employees behave within the company to apply the knowledge for improving the firm’s effectiveness. This report aims at investigating the impact of organisational values, attitudes, and beliefs on employee behaviour with the application of certain key management theories. The distinction between attitude, values, and belief helped to understand the specific impacts they have on modifying the response of the employees to a particular situation. The OB modification theory and change management theory have been discussed thoroughly to support the basis of this report. The theories have been applied in the context of Unilever plc. However, before applying these theories, the values, belief, and attitudes of the company has been discussed to provide the reader with the information as to how organizational values breed beliefs and attitudes, which ultimately results in certain demeanour. The theories have also been critically evaluated to depict how people possessing different values and belief systems may interpret or explain the theories differently. Lastly, some recommendations have been provided, which dictates the way the company can tackle the challenge it is facing regarding tailoring the change to adapt to the behavioural shifts.











[bookmark: _Toc58699813]1. Company Overview: Unilever Plc
Unilever was founded on January 1, 1930, by Samuel van den Bergh, Antonius Johannes Jurgens, and William Hulme Lever though its history can be traced back to 1872 when Samuel van den Bergh started commercial production of Margarine (the Guardian, 2020). The company is a multinational FMCG company, which is headquartered in London, UK. The company’s brand portfolio consists of more than 400 brands including 11 “multi-billion brands”, from each of which the company generates more than €1 billion in revenues. Unilever sells its products and services to customers in three regions: Asia, the Americas, and Western Europe, Africa, and Central and Eastern Europe.  The company offers different product categories like home care and personal care, dressings and spread, beverages and Ice creams, etc. The company has developed many popular brands like Rexona and Sunsilk, Lipton, Lux, Hellmann's, Knorr, Omo, Becel & Flora, Dove, Axe & Lynx, Blue Band, etc. (the Guardian, 2020). The company is committed to continuing to work towards improving the quality of its products and services to augment the lives of the consumers and contributing to the well-being of society and the environment through structured and well-planned CSR activities. 
[bookmark: _Toc58699814]2. Introduction to the Key Management Theories:
Human behaviour is complex and the way employees behave is characterized by their personal and organisational beliefs, values, etc. (Robbins, 2017). Different internal and external factors drive their attitudes, for example, the Covid-19 pandemic has caused some psychological and behavioural changes in terms of the way they interact with others at the workplace, maintain hygiene, etc. The companies are facing challenges regarding adapt to these changing behaviours and design a workplace, which will bring more resiliency for companies. Over time, academicians and industry leaders have developed some key management theories that helped companies to understand how the psychology of the employees’ function and the way the beliefs, attitudes, and value systems of companies can influence workplace behaviour.  Before delving into delineating the theories, it is pertinent to distinguish between the attitudes, beliefs, and values. An attitude refers to the psychological state of mind that governs how a person perceives different situations and eventually guides one’s behaviour. Employees can possess a negative or positive attitude about particular work assignments, instructions from their management, colleagues, etc., which can lead to workplace deviant behaviour that adversely affect the work environment (Brown, 2019).
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[bookmark: _Toc58631457]Figure 1: Attitudes, Beliefs, and Values 
Source: (Francis, 2020) 
Values allude to the standards or moral principles that determine what is right and what is wrong. On the contrary, beliefs refer to the convictions or tenets that people hold to be authentic. Individuals having specific beliefs can have the same values (Krishnan, 2019). Values underpin the belief system, which eventually leads to the development of different positive and negative attitudes. For example, if collaboration and respect are included in the corporate value of a company, it causes the employees to believe that teamwork is encouraged in the workplace. That ultimately leads to form a positive attitude towards collective performance and a negative attitude against the unhealthy personal competition among the employees. 
[bookmark: _Toc58699815]2.1 Organisational Behaviour (OB) Modification Theory:
OB Modification theory is a personnel management theory that aims at ameliorating the measurable and observable work-related behaviours (Obiageli et al., 2016). The theory is also known as reinforcement theory argues that planned intervention can stimulate desired employee demeanour and discourage undesired ones. The model states that organisations change workplace behaviours through rewards and punishments, that is, they link the positive and negative reinforcement with certain behaviours that conform to the values and beliefs of the company (Ye, 2012). The two fundamental principles that underpin the theory are: a behaviour that culminates in a positive consequence is likely to be rewarded while the negative consequences are likely to prevent it from being repeated and companies can alter or influence the demneaour of the workers through a well-planned and scheduled punishment and rewards. 
The way the employee psychology works that ultimately lead to certain behaviour must be discussed by outlining how organisational values, beliefs, and attitudes modify the way employees behave.  The OB modification theory is supported by two other theories: classical conditioning theory and operant conditioning theory. The classical conditioning theory asserts that employee responses or behaviours that are already established; however, they can be modified if associated with a new stimulus (Lundy and Cowling, 2014). Though the stimulus initially may not elicit the desired response, it gradually gains the capacity to encourage a response because of the repetition. Despite having some merit to explain the way the employee behaviour can be changed in the manner the company expects, the theory only focuses on reflexive behaviour, which does not provide a comprehensive understanding. 
The operant conditional or learning theory claims that employees learn by looking for ways to attain more rewards or positive reinforcements and avoid negative ones. This model labeled reinforcement as a stimulus that can influence the employee response to particular situations. The workplace deviant behaviour can be thwarted by punishing those who violated the instructions. However, according to this theory, fear or anxiety is not a good motivator and hence, the companies should design their reinforcements such that employees do not deviate and exhibit workplace deviant behaviour. 
To influence the workplace behaviour, the companies place the positive and negative reinforcements carefully by considering the values, attitudes, and value systems of the company (Obiageli et al., 2016). The goals and objectives of the company reflect its corporate values and beliefs, for example, if a company’s value system includes responsibility, the company is likely to operate in an environment-friendly manner. Those goals propel the manager to set behaviours that will enable the company to meet its objectives, for example, the managers of the company that aims at working towards environmental up-gradation will attach reinforcements to certain activities so that employees can meet the expectation of the employer to contribute to the improvement of the environment. The employees will behave responsibly and will manage the waste efficiently and try to reduce the carbon emission from their activities. They will be more careful in using natural resources as well. Thus, the values, beliefs, and attitudes influence employee behaviour.













[bookmark: _Toc58699816]2.2 Lewin’s Change Management Theory
The change management model developed by Lewin offers an easy but comprehensive way to initiate and manage change at the workplace. The change management process cannot be uniformly executed to all business as the process varies depending on the type of change required, the extent to which it will affect the company, the nature of business and employees engaged, and the extent to which employees resist the change, etc. (Stouten et al., 2018). The recognition of the three stages, that is, unfreeze, change, and freeze enables the managers to implement the change effectively.
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[bookmark: _Toc58631458]Figure 2: Kurt Lewin’s Change Management Model 
Source: (Oliver, 2020)

[bookmark: _Toc58699817]2.2.1 Unfreeze Stage:
The first step in unfreezing the organisation is to ascertain the need for change, for example, whether the company needs to adapt to the new workplace behaviour. The step also warrants breaking down the status quo, challenging the existing behaviors, revising the prevalent practices, and creating new ways of doing business. Surveying the company and observing the external factor is a good way to understand the need for change.

[bookmark: _Toc58631459]Figure 3: Steps in the unfreezing stage 
Source: Author 
The company needs to get the approval from the key personnel and also assess the impact of the decision on different stakeholders through stakeholder analysis and management to make an informed decision that will be supported by the stakeholders (Woodward, 2014). The board of directors and upper management works together to link the change with the company’s mission and strategy. As human nature tends to resist change, the company addresses the concerns and skepticism of the employees by continuously reminding of them the reason why the existing way of doing business and established behaviours need to be modified. 


[bookmark: _Toc58699818]2.2.2 Change Stage
Like the previous stage, the companies have to go through four steps to move things around. For better acceptability of the change, the leaders and managers need to communicate the impacts and benefits of the transition and transformation (Robbins, 2017). The employees and management must be prepared to support the change. 

[bookmark: _Toc58631460]Figure 4: Four steps in the change step 
Source: Author
Besides, when a change is expected to occur, the rumors and hearsay spread quickly, which can affect employee morale and cause workplace chaos. Hence, the company must dispel any hearsay to assure the employees about the actual effects of the change (Cassell and Fitter, 2018). For example, when workplaces will attempt to alter the workplace design to support the new set of beliefs and behaviours, some of the employees may spread a rumor about job cuts due to the bad economy, which may not be the case. That is why direct and clear communication is the center of this stage. The involvement of the workers offers manifold benefits, that is, the resistance to change is tackled and new ways to manage the change effectively can be suggested by the employees. Lastly, the employees and external stakeholders are engaged by attaching short-term benefits to desired behaviours to reinforce the change. 
[bookmark: _Toc58699819]2.3 Refreeze Stage
In this stage, the desired changes are reinforced and institutionalized by ensuring that they are widely practiced in the company and are incorporated into the corporate culture. After going through the transition, the company needs to bring stability in the company, which is done in this stage.  The first step of the refreezing stage is to pinpoint what will support the change and what will hinder sustaining change (Kummerow and Kirby, 2013). After that, the companies establish ways to sustain the change by providing the required leadership support, redesigning the feedback and reward system, adapt the structure of the company if necessary. The third step involves providing training and support to the employees so that they are well informed and capable to carry out their activities under new circumstances. Lastly, the management, employees, and other stakeholder celebrate success.
By identifying and implementing the three stages, a company can pinpoint and adapt to required changes while avoiding any tumultuous situation at the workplace. The successful execution can help the firm to manage any change without facing any significant resistance to change and any disruption in the regular operations of the company. Thus, by continuously coping up with the current situations and the companies can pursue sustainable growth. 



[bookmark: _Toc58699820]3. Application of the Management Theories to Unilever:
[bookmark: _Toc58699821]3.1 Attitudes, Beliefs, and Value Systems of Unilever:
· Unilever's purpose is to ensure the highest standards of workplace behavior towards every community the company touches and everyone it works with and the environment it wants to leave a positive impact on. The corporate values of the company are integrity, respect, responsibility, and pioneering (Unilever, 2020). The values indicate the belief system that the company has developed, which affects employee behaviour accordingly. Integrity is at the heart of the commitments of the company on corporate responsibilities and this value indicates that the company believes in the long-term impacts of its decision and sustainable growth rather than short-term profitability. Hence, the employees develop a positive attitude towards decisions that result in long-term benefits and a negative attitude towards short-sighted choices.
· Responsibility is another corporate value of the company, which leads to the development of a belief that employees should be aware of the consequences of their actions and they do not practice unsustainable business practices like harmful sourcing of raw materials, which can hurt the healthy workplace atmosphere. This belief causes the employees to form a positive attitude towards sustainable business practices and environment-friendly operations and a negative attitude towards environmental pollution, climate, etc., which make them more aware and responsible. Respect encourages the workers to perceive that they should value the opinions of others while making any decision and have mutual respect, which will encourage them to respond positively towards collaboration and teamwork (Pollack, 2015). Pioneering is another significate corporate value that propels the employee to believe that they should always look for innovative ways to improve the quality of the products and services, redesign a better business model, etc. It culminates in forging a negative attitude towards sticking to conventional methods of business. 


[bookmark: _Toc58699822]3.2 The way Organisational Attitude, Beliefs, and Values of Unilever Influence the Employee Behaviour: The Application of OB Modification Theory
The corporate values, beliefs, and attitudes influence employee behaviour indirectly and the short-term and long-term goals of the company are set considering these. The managers design the reinforcements so that they can encourage the desired behaviour that will lead to the achievement of the common goals and objectives of the company. 

[bookmark: _Toc58631461]Figure 5: Application of OB Modification model 
Source: Author
· The values like integrity and responsibility are the reasons why the company decreased its water abstraction by 47% in the last decade and aims at reducing the environmental footprint by 50% by 2030, helping over a billion people to preserve their health and well-being, etc(Kummerow and Kirby, 2013). These goals drive the manager to attach rewards to environmentally friendly work practices, for example, the benefits package of the factory manager and other employees are linked to how well they can fulfill the targets. These performance targets also influence the way the employees behave, for example, they restrain from polluting the environment by dumping the waste irresponsibly. 
· The manager promotes respect among each other by encouraging the employees to form both formal and informal teams, where they will co-learn from each other and respect the feedback that the team members provide. The manager attaches positive reinforcements to the desired response, for example, they link the performance bonus to both individual and team performance; hence, to get entitled to the bonus, the employee collaborates and coordinate their efforts to produce greater results for the team and the company (Cambra et al., 2018). Unilever believes that benefits, recognition, etc. are good motivators and fear is not, which is why the company concentrates on tying the rewards to certain behaviours; however, the company also uses punishment as a reinforcement to a limited extent to modify employee behaviour.
· The company aims at augmenting the lives of its billions of consumers, which is reflected in the incorporation of pioneering in the value system. This value communicates the message the disruptive innovation is encouraged in the company. As the company needs to develop new products and services and improve the existing ones regularly, innovation remains at the heart of the company. The managers of the companies stimulate employees to make decisions and take responsibility rather than just carrying the orders like robots without exercising any discretion. This value has also led to the development of the leadership development program, which shapes the behavior of the future leaders of the company. 
· Thus, some of the behaviours are modified consciously through carefully linking the values with the goals and objectives of the organization and then placing the reinforcements to encourage desired behaviours and discourage deviant ones.










[bookmark: _Toc58699823]3.2 The Way Unilever Tailors workplace changes to tackle the Challenges: The Application of Change Management Theory
Due to the Covid-19 pandemic, Unilever attempted to adapt to some changes like maintaining social distancing at the workplace, using the online media for communicating avoiding physical contact, etc. However, the operations of the company cannot afford any disruption while implementing the changes, otherwise, the company will not be able to achieve its goals and objectives (Stouten et al., 2018). The change management model provides the leaders with a framework that allows them to manage these types of changes without letting any interruptions to occur. The covid-19 has propelled the company to develop a new set of behaviour to protect its employees from the deadly virus as well as preserving their mental health. 
The company has announced some must and must not’s, for example, the company barred its employee from flying internationally, entering the factory premise or office if an employee suffers from cold or flu, attending a meeting where more than 20 people are gathered, working from any Unilever site other than their principal sites. Besides, the company its employees to use hand sanitizer before entering the office, undertake thermal testing, resort to non-physical greetings, etc. Some of the employees are welcoming the new workplace changes, however, some might not be comfortable with adopting these new behaviours and exhibit a resistance to change. 
The company has applied the change management model to normalise the change. After assessing the criticality of the need for the required change, the company took preparation for the change. Unilever observed the external environment to initiate the change. The firm identified the key stakeholders like the CEO, board of directors, upper management, etc., and solicited their approval for the change. The company came up with a persuasive message as to why the change is required and communicate to the employee how the change contributes to the vision of the company. The emphasis on the benefits of following the new codes of conduct and consequences for non-compliance has helped the company to resist the change in the company. Besides, the corporate culture always embraces change, which buttressed the transition.
· The management resolved the uncertainty and confusion of the employees regarding the change and initiate the transition, which helps the workers to believe and act in the different way for which the change is brought (Graetz, 2016). The company communicated with the employees using emails, e-bulletin boards, company website, etc. about the new codes of conduct/behaviour, which the employee will have to follow. The company did not allow any rumors to spread and disrupt its operation by being conspicuous in its instruction. Besides, the company stimulated actions and encourage employees to come up with solutions to how the change can be easily implemented, which will be accepted by all other workers. 
· Implementation of the freezing stage instilled a new sense of stability in employees, they feel confident, form new relationships, and become comfortable with the new ways of working (Wiesner, 2011). The company defined the roles of the different departments to support the change. The company solicited feedback from the employees as to how well they are adapting to the new circumstances and whether they are facing problems. The company arranged online training sessions for its employees, where doctors, scientists, and managers guided them on how to deal with the changing situation and keep their health and mind safe and healthy.
· The application of the three-stage change management model facilitated the transformation, helped the company to respond in a better way, and continue delivering values for its other stakeholders like customers, society, shareholders, etc. The structured way of managing the change has allowed the company to maintain its sustainable growth.



[bookmark: _Toc58699824]4. Critical Assessment of the Management Theories: 
As the management theories are subjective, they can be interpreted differently by persons possessing a different set of beliefs, values, and attitudes. The foundation of OB medication theory hinges on reinforcements that influence behaviour and these drivers can be misinterpreted by some people who hold different belief systems (Sinding et al., 2018). For example, positive reinforcement may not seem a reinforcement at all and negative reinforcement may seem punishment to some people though there is a subtle difference between these two. Inappropriate interpretation can result in contradictory behaviour, which will affect the organization. Another major weakness of the theory is that the interpretation of rewards and punishment varies from person to person, for example, work recognition and praise can be regarded as rewards to some employees whereas financial benefits stand out from all other rewards for other staff (Dessler, 2020). The extent to which a behaviour is modified by reinforcement can be misunderstood by some people because the change is subjective, which leaves room for different interpretations. Persons with different values, attitudes, and may misinterpret as to which behaviours are modified, for example, some may perceive that companies can use negative reinforcement to encourage employees to engage in unethical practices. Thus, the extent to which behaviour can be modified, how the process works, reinforcements, etc. can be interpreted differently, which are the core parts of the theory.
The change management theory is also subject to be elucidated differently as the three stages may not be identified properly because sometimes it is very difficult to separate these stages. As employees must be motivated to accept the new behaviour, the motivating factors for different persons vary. The need for a change can be interpreted differently, for example, the employee behaviour needs to be changed due to the Coronavirus, however; some people believe that whether one gets infected depends on luck, and for a person, that kind of belief may agree on the need for reshaping the workplace design. Besides, according to the theory, organisation usually celebrate success, however; someone with a different belief, attitude, and values may define success differently (Graetz, 2016). For example, for Unilever, the successful implementation of the change management plan is equivalent to success, whereas a person may not recognise it as a success because the effective execution may have some repercussion on the lives of the employees, which may have gone unchecked. Hence, the way one interprets a model/ theory depends on his/her values, belief systems, and the attitudes developed over time.
[bookmark: _Toc58699825]5. Recommendations for Unilever
· The COVID-19 has caused some behavioural shifts and hence, to tackle the challenge of tailoring the workplace change to respond to post-COVID attitudes. The learned behaviour may cause interpersonal problems and affect the work environment (Sahni, 2020). For example, the social distancing maintained by some employees may cause others to view them as snubs, which may damage the work environment. Unilever has brought many changes at the workplace to stabilize the new normal so that a new set of learned behaviour is followed by all the employees until a vaccine is commercially produced and distributed to eliminate the virus from the world. The company should tailor some other changes to deal with the challenge. The company should encourage the employees to isolate themselves at home if they observe any coronavirus symptoms in them or their families. 
· The company can deploy staggering work shifts to limit physical interaction at work. It will allow the persons who want to maintain a certain distance to protect themselves without being considered haughty, which can hamper their relationship with their coworkers and colleagues. As the company has the means, it should leverage automation and voice technology to develop a contactless office, which will bar employees from contact surfaces, which may increase the spread of the virus. Through regular health monitoring, the company can assure its employees that they are protected from the virus and hence, it will give the employees a mental relief, which will enhance their productivity and efficiency level. The company should mandate that all the meetings must be conducted online because gathering at the conference room increases the chances of being infected. 
· The communication at the workplace should be done online, for example, if employees are working on a project, they must communicate via video calls and emails avoiding the physical meeting even if both the employees are present at the workplace, which will normalise the new way of communication. The company should focus on harnessing IoT technology to limit direct communication. Thus, by taking these actions, the company can expect to deal with the challenge successfully and drive the performance of the workforce towards the common goal of the company. 
[bookmark: _Toc58699826]Conclusion
The undertaking of this report provided some great insights into the factors that influence regular employee behaviour. The discussion of the key management theories like OB medication and change management theory underpinned the basis of this report and supported the claims made regarding the company practices. The distinction between attitude, values, and belief demonstrated that the values remain at the core, which leads to the development of a different belief system that eventually elicits attitudes (positive or negative). The application of these theories to Unilever intends to shed light on how the attitudes, beliefs, and corporate values affect the employee behaviour at the company and the way it will tackle the challenge of adapting the post-COVID-19 employee behaviour by redesigning the workplace. The critical assessment showed that due to the subjective nature of the theories, they can be interpreted differently based on the values and belief systems of the individuals. The recommendations that have been made focused on normalizing the post-COVID behaviour at the workplace and the company can expect to adapt to the changing situation if they implement the suggestions.
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