How organizational Beliefs, Attitudes and Value system affect workplace behavior and tailoring workplace changes for the post COVID-19 challenges in creating more resilient businesses in the future.
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Executive Summary
The purpose of this report is to examine the influence of Transport for London’s organizational beliefs, attitudes and value systems on workplace behavior and how organizational changes caused by the Covid-19 pandemic can be implemented to ensure a resilient TFL in the future. 
According to (patterson, 2020), a refined organizational culture is a key element of resilience and positive resilience outcomes is connected to organizational cultural practices. The organization’s response to challenges, that is, whether the challenge such as the global health pandemic is perceived as an opportunity to learn and develop. Resilience is developed when organization adopts this position. (Watson, 2018) suggests that the ability to quickly adapt, innovate and be creative are essential aspects of organizational culture which improves resilience.
Therefore, this report will examine TFL’s belief, attitudes and value systems which make up workplace behavior and invariably TFL’s organizational culture.
The report will also assess TFL’s management theories, management and leadership styles to determine its suitability for the new business environment.

[bookmark: _Toc58382578]Introduction to Transport for London
Transport for London (TFL) is a local government organization that was established on 3rd July 2000 as the coordinating body responsible for most aspect of London’s transport system. The management board are individuals who are experts in the transport sector and are all appointed by the Mayor of London. The TFL is guided by GLA Act (Schedule 10), which is standing orders which lay down decision making structure and proceedings including Scheme of Delegation. The Commissioner and chief officers of TFL are responsible and accountable for the daily operation of the organization (TFL, 2020).
These operations include the management of London’s Underground and London buses, London Overground and London Trams, Docklands Lights Railway. It is also responsible for London River Services, Victoria Coach Station and the congestion charge scheme. TFL also regulates taxis and the private hire trade and is responsible for a network of main roads and all the 6,000 traffic lights in the capital. TFL uses technology and data to make journeys easier. Examples of these are Oysters and contactless payment cards and easy access to information in different format to help people navigate the city.
The Transport for London is committed to adhering to the Nolan Principles of public life which include selflessness, integrity, objectivity, accountability, openness, honesty and leadership (TFL, 2020). These principles and values are what guide every public officer that delivers public service including TFL. 
One of the TFL’s core values is reflected in the organisation’s commitments to promoting equality for their staff, customers, stakeholders and its compliance with the Equality Act 2010 and to create a more inclusive culture where all staff feel more engaged (TFL, 2020).
Just like every organisation, the corona virus global pandemic has adversely affected Transport for London and has changed the landscape of transportation. Since the beginning of the pandemic, 44 members of TFL and its partners has lost their lives to corona virus infection. There has been a major staff absence from work due to self-isolation and illness and cases of mental health issues has risen among staff. Staff that can work from home have been encouraged to do so while many others have gone on furlough. Due to a 95% reduction of passengers since the lockdown, fare income has dropped by 90% and his has caused a huge impact in the company’s revenue. However, due to the government lockdown restrictions, air quality has improved, and transport related accident has reduced this year (TFL, 2020).




[bookmark: _Toc58382579]Conceptual Framework of Beliefs, Values and attitudes
[bookmark: _Toc58382580]Beliefs:
(Moise, 2014) describes Beliefs as internal assumptions, convictions, opinions and feelings people have about themselves, others and the happenings in the world around them. It is how we think things to be really are even though they may be unproven or untrue. Beliefs are internal and deeply set within our consciousness or subconscious. Some examples of beliefs at the workplace may include employees should leave their personal problems at home, leaders or managers should have all the answers, emotions in workplace are not acceptable, women should not be allowed to work in certain roles, taking breaks increases productivity, etc... 
[bookmark: _Toc58382581]Values: 
(Moise, 2014) explains that values are how much importance and worth a person attach to something. Our personal values are reflected in the way we live our lives and are in line with our personal beliefs. (Barret, 2020) argued that the key to success in both private and public sectors in terms of employee or customer satisfaction starts with the values the organisation priorities. He continued by describing values as deeply held principles, ideal, or beliefs that people consider or adhere to when making decisions. Organisations express their values through their cultural behaviours. It is not enough for organizations to have values on paper. Whatever values they have carefully chosen that aligns with their business goals must be embodied by every member of staff including the leaders. Some examples of values in the workplace are respect, quality, excellence, transparency, integrity, trust, strong work ethic, positivity, equality, adaptability, teamwork etc…
[bookmark: _Toc58382582]Attitudes:
Attitudes is a response to an external situation, or a person based on one’s personal beliefs or values that has been formed over a period. Attitudes are expressed through words and behaviours (Moise, 2014). Attitudes can either be positive or negative. In the workplace, a positive attitude is essential for successful completion on jobs and meeting the overall objective of the organization. Furthermore, having employees with positive attitudes at work increases performance and productivity. The more employees embody the organizational value systems, the more they can express the right attitude necessary to be successful for their job.
[bookmark: _Toc58382583]Introduction to Management Theories
[bookmark: _Toc58382584]Definition of Management Theory: 
(Bauer, 2020) defines management theory as concepts relating to endorsed management strategies, which may include tools such as frameworks and guidelines that can be implemented in modern organisations. Management theories help leaders in the organisation focus on main goals and objectives. It also helps the employers communicate better with each other thereby enhancing efficiency in performance. 
[bookmark: _Toc58382586]Key Management Theories:
For the purpose of this report, we will be examining not all but key management theories that will underpin the critical evaluation on how Transport for London can tailor workplace changes for the post-COVID-19 mindset in dealing with the current challenges and creating a more resilient business in the future. 
[bookmark: _Toc58382587]Bureaucratic Management Theory: 
(Banton, 2020) defines bureaucracy as a complex organisation with multi-layered processes and systems. The purpose of these systems and procedures is to maintain standardisation and control within the organisation. This form of organisation can be found in both the public sector and private sector but is mostly common in government organisation.
The proponent of the bureaucratic management theory was a German lawyer, economist and sociologist named Max Weber (1864-1920). Due to the increase in growth of the workforce and need for increased output, the society at the time of industrial revolution had become more concerned with efficiency, predictability, calculability and dehumanization. Max Weber who was one of the most important thinkers of organisational theory and the ‘father of bureaucratic management theory’ created this theory to meet these criteria and believed it to be a more rational and efficient approach than previous theories (Banton, 2020).
Bureaucratic management theory is one of the other three classical management theories which is based on the belief that employees only have physical and economic needs without considering their social needs or job satisfaction (Lumen, 2020). Its main area of focus is profit maximisation, specialization of labour and centralised leadership and decision making.
(Peek, 2020) points out that bureaucratic management theory is based on certain essential elements which are hierarchy structured organisation: the organisation is arranged according to level of authority in reference to the level above and below it. Each level is answerable to the level above it up till the overall leader at the top of the organisation. For example, the manager answers to the chief executive officer (CEO) above him while the sales officer answers to the manager. 
The organisation with its members and employees is governed by clearly defined rational decision-making rules. These are a set of clear and objective policies and procedures that govern how an organisation function. For example, there are policies and procedures that govern the human resource department on recruitment and training on staff etc. 
Furthermore, other characteristics of bureaucracy include strict division of labour based on specialisation of job executed in a predictable manner. The employees are expected to carry out their duty independently based on the rule of law. The rules and regulations are designed to ensure consistency of work. Authority and accompany responsibilities are limited to a clearly defined scope. There is a strict chain of command based on hierarchical system that provides downward delegation of authority. This form of organisation is impersonal and is rule and formal based rather than relationship based. It relies heavily on written communication and documentation and employees are rewarded based on their competence. Its main goal is efficiency that requires maximum output with minimum input (Peek, 2020).

[bookmark: _Toc58382588]Pros and cons of Bureaucratic Management Theory:
The principles, procedures and processes of bureaucratic management theory are based on rational and explicit rules and it helps in curbing malpractices such as nepotism and bias in the organisation. In the real word, however, bureaucracies do not always achieve these goals. Some of these advantages and disadvantages identified by (kukreja, 2020) include the following.
By specifying the duties, responsibilities and reporting within a chain of hierarchy, a structure is formed which reduces ambiguity and sets a pace and helps the organisation function. Every member is assigned a specialised task, and this gives an upper hand for specialization and career development. The rules, regulations, structure and specialization create predictability which fosters consistency and stability within the organisation (kukreja, 2020).
Some of the disadvantage include the impersonality. Due to the emphasis on doings things in a mechanical way, individual needs and emotions of workers are neglected while the organisation rules and regulations are given precedence. Rules and regulations are often rigid and inflexible. This does not encourage initiative and creativity which can lead to innovation. Hence, this may not work well for companies that thrive on creativity. Bureaucracy stresses that every decision must be communicated in written format therefore, it involves excessive paperwork. This translates into a lot of wastage of stationery, time and space. Employees could get bored easily due to repetition of same task (Mosley, 2020)
(kukreja, 2020) also inferred that the features of traditional bureaucracy which include long decision queues, slow work pace caused by rigidity, inflexible roles and rules and paperwork-based operations may not readily fit into the modern-day business environment where quick decision needs to be made, work done faster, increased need for adaptability and automated workflow. (Reeves et al, 2020) argues that the efficacy of bureaucracy is continually examined because of structural changes in the business environment such as increase in uncertainty and disruption. Companies are needing to compete on adaptability, learning and innovation which bureaucracy does not accommodate well.


[bookmark: _Toc58382589]Human Relations Management Theory:

This theory is in sharp contrast to the bureaucratic management theory in that it focuses solely on relationships rather than the rules and regulations of bureaucracy. (Vishakha, 2020) describes human relations management theory as a management approach that is based on the belief that workers are not only motivated by financial recompense but also by a variety of social factors such as a sense of belonging, pride in their work, feelings of achievement and praise. The theory also suggest that relationships, attitudes and leadership styles have a major role to play in the performance of an organisation.
(Presley, 2020) states the theory was first introduced by Elton Mayo who initiated the deviation of organisational theory from classical approach to human relations approach immediately after the second world war. The prevalent organisational theory used until then was the scientific approach by Fredrick Taylor who believed that workers were lazy and primarily motivated by financial reward and hence should be treated as machines. 
Elton Mayo was known for his work based on Hawthorne studies. During the studies, the Hawthorne effect was discovered which states that the behaviour (performance) of someone (workers) changes as more attention was given to them (Presley, 2020). When management focus their attention on worker, their social interaction, group dynamics, teamwork and individual achievement, it increases productivity. (Peek, 2020) pointed out in his article how the motivational theory correlates with human relations in management. Abraham Maslow suggested that employee’s work values can be found in the five basic needs which are physiological, safety, love, esteem and self-actualization. The results of studies from human relations show that workers want to feel a sense of belonging and significance while being treated with respect and value. It is believed that this has a direct corelation with their individual productivity, performance and increase the overall quality in the organisation.

 (Hero, 2020) lists some of the advantages of human relations theory as improvement in employee welfare in organisations, enhanced greater level of communication and teamwork, given workers more freedom. 
Nevertheless, the theory has some limitations that is worth mentioning. The focus on individual achievement and aspiration may cause the employee to be under a lot of stress and pressure. Also, with more freedom given to the worker arises the challenges of managers losing control over their subordinates. Because of lack of data and research to confirm fulfilled needs and satisfaction in relationship, the theory tends to have more theoretical concepts. Lastly, the theory assumes that satisfied workers are productive workers, therefore organisations introduce fringe benefits which does not always translate into productivity (Hero, 2020)
[bookmark: _Toc58382590]Contingency Theory:
This theory is based on the premise that one way is not sufficient to lead an organisation. One size does not fit all. According to (Flinsch-Rodrigue P, 2010), there are too many external and internal restraint that affect what is the most appropriate way lead an organisation under a given situation. The theory demands that management must be flexible enough to evaluate the unique situation and make decisions based on current situation. This means managers needs to be alert and refrain from relying solely on rules and regulations as in a bureaucratic culture to make decisions. In other words, the organisational structure and control that managers chooses is dependent (contingent) on the external traits the organisation functions in and must adapt to meet the changing demands of such environment. These environmental factors can be assessed by using the pestle analysis. Some of the examples of a changing environment are characterised by new technology, global pandemic, unstable economic state, government regulations, changing customers’ expectations, new competition in the market etc.
(Parsons, 2019) states that based on the work done by T. Burns and G.M Stalker (1961), the two-theorist proposed that there are two basic ways management activities can be applied to an organisation in response to its external environment. Organisation that functions in a dynamic and uncertain environment such as business that rely heavily on innovation, will do well to develop and maintain an organic organisational approach while businesses operating in a stable environment will thrive on developing and maintaining a mechanistic structure which is similar to a bureaucratic style of management.
(Parsons, 2019) argues that this is because in organic structures, information and knowledge can be processed faster within the workplace thereby allowing for increased rate of response and reaction to changes in the environment. Also, middle managers are permitted to make decisions and respond quickly to acquire limited resources. 
By contrast, mechanistic structure serves as an effective and efficient organisational structure for businesses operating in a more stable environment. These organisations may have no need to make quick decisions and many of their daily decisions and operating procedures are formalised and centralised from a managerial authority originating from the top and directing the workers actions. The reason is because there is a lack of constant change or innovation within these organisations. The staff are closely supervised, and all have clearly defined roles and responsibility. This organisational structure stresses order and strict discipline (Parsons, 2019)

[bookmark: _Toc58382591]Impact of Transport for London Beliefs, Attitudes and Value Systems on Workplace behaviour.
(McQuerrey, 2018) argues that the workplace behaviour of employees directly affects business operations and determine organisation’s overall success or lack thereof. Therefore, a professional workplace behaviour will promote efficient and collaborative work output and boost the company’s reputation. Unprofessional workplace behaviour, on the other hand, will lead to inefficiency, reduce staff morale and project poor corporate brand. 
According to the Transport for London code of conduct (TFL, 2020), which sets out the company’s ethical values and vision including behaviours expected of all employees, the goal is to carry out all its activities efficiently, to the highest ethical standards and in compliance with legal requirements. All the staff are expected to conduct themselves according to the highest standards of behaviour, dedicated to do their jobs to the best of their ability and in a most professional way as the organisation seeks to achieve this goal through their employees.
The organisation strives to achieve these obligations in line with the original principle revealed in the Nolan Report on standards of behaviour in public life (TFL, 2020). The principles and values contained in the Nolan Report are selflessness, integrity, objectivity, accountability, openness, honesty and leadership by example.
The company continually look for ways to engage their employees on issues of inequalities and challenges they face to improve equality in the workplace. This is done through Staff Network Groups which include Black, Asian and Minority Ethnic (BAME) network, Staff Network Group for Disability, Faith and Wellbeing Network, Outbound-lesbian, gay men, bisexual and trans people (LGBT+) and Women’s Network (TFL, 2020).
Despite TFL’s best intention on promoting equality and inclusive culture, a survey showed that certain Staff Network Groups are less engaged and feel less included within the workplace (TFL, 2020). Half of those who indicated they are disable were noted not be involved with the organisation (TFL, 2020). It was also discovered that equality groups such as some faith groups and LGBT employees are also less engaged than other staff members. There is also a concern that many staff are reluctant to and choose not to declare information about themselves. From the personal workforce information collected about TFL’s staff, it was discovered that 62.3 per cent refuse to disclose their faith or beliefs or if they have at all, 61.2% did not disclose their sexual orientation and 20.6% did not disclose their ethnic origin (TFL, 2020). 
The result of this survey suggests that there is a significant issue that should be addressed. The senior management believes that to engage effectively with their staff, they need to know more about them and that by raising awareness of the need for the information and helping staff feel confident about sharing, they may overcome the issues.
Another core organisational belief of TFL is the importance of acknowledging staff performance and significant contribution. This is exhibited by creating a staff recognition scheme known as ‘Make a Difference’ (MAD awards). This is to aid in recognising, motivating and celebrating positive actions and behaviours throughout the organisation (TFL, 2020). However, there are reports from former employees that suggest that to get promoted is difficult. This is because TFL has a horizontal hierarchical organisational structure and moving higher is sometimes based on favouritism rather than on merit (Hamzat, 2016).
[bookmark: _Toc58382592]Critical Assessment of TFL’s Management Theory
The evidence that has been gathered on the organisation culture of TFL suggests that despite attempts made to focus on staff wellbeing, engagement, performance motivation and inclusive culture, the organisation struggles to meet those objectives. The reason for this has to do with the limitations of the bureaucratic culture which is fundamentally practiced in the organisation. TFL has a hierarchical organisation structure (TFL, 2020). 
This limitation is particularly expressed in the leadership and managerial style in a bureaucratic set up. Why has TFL done poorly in actualising and encouraging staff to participate in their equality and inclusive culture? The answer becomes apparent when we view the issue from the perspective of the motivational style at the level of middle and top management.  (Moise, 2014) states that the managers duty is to lead and manage different mix of employees’ teams, with different attributes, structures and individual culture. Therefore, a managerial strategy that will enhance employees’ motivation levels on all aspects must be taken into consideration including the interplay of TFL’s belief, attitude and value systems with the employee’s own.
 While the bureaucratic management theory may be suitable for TFL’s business model i.e., work involving critical safety task and its routine nature, its correspondent management and leadership style is based on behaviour of rigorous adherence to rule and ensuring their staff do the same (Moise, 2014). The impersonal behavioural approach to managing and leading staff may discourage employees from confiding in their managers on issues they deem personal such as sexual orientation, religious beliefs or mental and psychological issues despite the management’s best intention. 
Furthermore, the lack of attention on individual needs and emotions of staff may also contribute to manager’s behaviour of not personally acknowledging and praising employees every time they make significant input. There may be is a possibility of over reliance on the organisations ‘Make a Difference’ award scheme which is done formally and periodically. 
Many incidents of bullying and harassment by management has been reported by members (London, 2019). This is found to be mostly common in a bureaucratic organisation where power and authority mostly lies with the middle and top management (Muniz, 2014). All these factors combined forms a lack of trust between managers and their employees.
In attempting to deal with this issues, Transport for London provide training programme which studies ‘unconscious bias’ for their people managers. Yet, it was noticed that managers still need a better understanding to effectively engage employees, especially disabled staff (TFL, 2020).
By contrast, a person coming from a background of human relation approach may have a hard time fitting into such a workplace environment of a bureaucratic structure. This is because of the differences in the belief system and practices of the workplace culture.
Firstly, the human relations approach is focused on relationship rather than rules and regulations (Peek, 2020). Therefore, a person with this mindset will expect to have an informal relationship based on trust, open communication and mutual respect with their colleagues and managers. This is antithetical to distant and formal relationship of the bureaucratic culture. Also, a person with human relations experience will expect to use their initiative and perform their duty as they deem fit rather than work as the manager wants it done. The routine nature of working on repetitive task in a bureaucratic environment may not appeal to a human relations person whose idea of workplace environment and primary concern is freedom, feeling valued and job satisfaction. It would be expected that they are treated and understood first as an individual with emotional and sociological needs. And, that they are part of the decision-making process in the organisation, a practice which is only reserved for senior management in a bureaucracy.
[bookmark: _Toc58382593]Addressing COVID-19 challenges and tailoring TFL workplace changes for the post-COVID mindset 
Covid-19 pandemic has brought with it a rapid and radical shift in the way things is done. A daring effort to quickly find ways to be effective is imminent. (McNaughton, 2013) infers that this type of organisational change is a revolutionary one which involves the realignments of strategic goals that results in fundamental breakthroughs in mindset and attitudes. (McNaughton, 2013) also stated that the response should be a top-down change where the mangers lead the change process by identifying what needs to change and move quickly to implement the change throughout the organisation. 
The effects of the covid-19 pandemic on TFL’s employees have been profound and life changing. A wellbeing tracker survey was conducted in July 2020 by the organisation’s top management. (TFL, 2020) It was designed to give insight to employee wellbeing considering the current pressure they are facing at work due to covid-19 pandemic. The survey revealed that 39% reported their wellbeing as ok and 32% indicated TFL’s support of their wellbeing as ok. Concerns about people’s close to them, job security and physical and mental health were the major issues highlighted by workers. Workload was the major concerns for managers. Employees in operational roles and furloughed identified as those that had poorest state of wellbeing. Most employees expressed the desire for clear and open communication especially about the future (TFL, 2020).
[bookmark: _Toc58382594]Recommendations 
With the instability and unpredictability in the business environment the covid-19 pandemic as created and the devasting effect it has had on employees; it is recommended that the contingency theory and human relation approach should be adopted for the current situation.  Managerial and leadership style of the senior managers needs to shift from a bureaucratic control to a people oriented and transformational leadership style that adapts to fit organisational needs must be adopted (Moise, 2014).
 Focus on employee wellbeing with better support for operational staff, those on furlough and the disabled should be prioritised. Mandatory mental health training and support should be provided for managers and employees.
 Managers must keep having open communication about the organisation’s future and likely changes.  Managers must stay connected through virtual meetings with their team members and encourage virtual social events. Management must show empathy and trust culture must be prevalent between managers and employees.
The organisation must ensure that workers have the right tools to do their job. E.g., PPE for workers in public facing roles. Suitable IT equipment should be made available for staff working from home.
The impact of different working arrangement should be reviewed often in order to improve on it. Workers who cannot work from home effectively should be consulted to decide how they can go to workplace safely. They should feel safe at the workplace. Transmission risk must be significantly reduced as strict adherence to the covid-19 guidelines must be followed. People who are at higher risk should be considered first.
[bookmark: _Toc58382595]Conclusion 
The covid-19 pandemic has forced organisations to change and adapt to the new norms. For Transport for London to successfully execute their change goals and become a more resilient business in the future, a shift from the bureaucratic culture to the contingent management theory and human relations approach must be implemented.
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