HOW INDIVIDUAL’S BELIEFS, ATTITUDES AND VALUES IMPACT ON WORKPLACE BEHAVIOUR. (BMSW5101)




CONTENTS                                                                                                          page 

1.0 INTRODUCTION                                                                                                   2
2.0 FINDINGS                                                                                                             2
2.1 Advantages to the organisation of the bureaucratic theory                        2-3
2.2 Disadvantages to the organisation of the bureaucratic theory                      3
2.3 Critically evaluate the effectiveness of the bureaucratic theory                 3-4
2.4 Modern-day theory that may bridge the gap                                                     4 
2.5 Impact on employees                                                                                          4
2.6 Are value led organisations more successful?                                             4-5
2.7 Benefits of Aligning the values of the employee with the organisation     5-6
2.8 Impact of values not aligning                                                                             6 
2.9 Individuals values                                                                                             6-7
3.0 CONCLUSION                                                                                                       7
4.0 REFERENCES                                                                                                 8-10
















1.0 INTRODUCTION
The report will consider the critical analysis of management theories associated with motivation, leadership and change with both classical and modern management theories in relation to Dyfed-Powys police. Classical theories include Weber’s bureaucracy theory(1864-1920), Taylor’s scientific management theory(1911) and Fayol’s administrative theory(1841-1925). Modern day management theories include Adair’s theory of action centred leadership(1973), Herzberg’s motivation theory(1959) and Stephen Covey’s Seven habits of highly effective people(1989). The report will examine whether these theories are still of value in today’s organisations and if modern day theorists bridge any gaps left by the classical theorists. The report will  assess the impact of these theories on the beliefs, attitudes and values of the organisation and look at the importance of aligning the values of its employees with those of the organisation,  and if when they align there is cohesion within the organisation and  develops team work. The report  will critically evaluate how an employee would align with their personal values, attitudes, and beliefs with Dyfed-Powys police. The use of the RED critical thinking model will identify the recognised assumption, evaluate the evidence, and draw a conclusion. The use of secondary research tools such as textbooks, journals, articles, and the internet will assist with research methods.
2.0 FINDINGS
Dyfed-Powys are a government-based organisation and like most government-based organisations are associated with the use of the Bureaucratic management theory of Max Weber (1864-1920). Max Weber was an influential theorist at the time of the industrial revolution in the late 1700’s to late 1800’s. The bureaucratic theory is one of the three classical management theories that dealt with the rapid change of the revolution and the rise of large organisations with lots of employees. The recognised assumption is that a bureaucratic theory provides the best management theory for the police force. A bureaucratic system administers rules and regulations designed for larger scaled organisations with employees working at different levels to achieve a common goal (CFI,2020).  By evaluating the advantages and disadvantages to the organisation of the theory a conclusion will be drawn as to whether a bureaucratic theory is the best management system for the force.
2.1 Advantages to the organisation of the bureaucratic theory
[bookmark: _Hlk57208883]The advantage to the police of using Weber’s theory is that it has a hierarchy system with a clearly defined structure of employee’s position from top to bottom with everyone knowing who they report to, with clear rules and regulations used by everyone within the organisation. The structure of the force allows the  management of the workload to be divided according to skills, resulting in job specialisation (Prachi, The investors book,2019). A bureaucratic system will provide job security for the employees and progress their long-term career goals. Weber’s theory was based on accurate record keeping aiding decision making. Weber’s theory enhances the police force as it prioritises the need for fair, unbiased judgements to be made. The value of leadership is lived through the organisation having a bureaucratic system in place with a clearly defined leadership structure.
[bookmark: _Hlk57652440]2.2 Disadvantages to the organisation of the bureaucratic theory
[bookmark: _Hlk57209988]The bureaucracy theory believes in authoritarian 1-way communication led from the top down, there is a possibility of those at the top of the hierarchy system misusing their authority and power  when they are not answerable to anyone. The use of Weber’s theory involves high volume of documentation for record-keeping, with a rigid management system and red tape, meaning police officers spend a large proportion of their time completing paperwork. When the requirement to record is more important than the quality of an investigation or complying with rules is more important than the outcome the balance is wrong (www.gov.uk,2010).
2.3 Critically evaluate the effectiveness of the bureaucratic theory 
[bookmark: _Hlk57649328]Weber’s theory holds employees accountable for their actions with clear rules and regulations, the regulations provide the expectations and framework for acceptable performance (Stephens, new perspectives in policing,2011), providing consistency within  the police force. This gives the profession and the public the confidence that there is a system in place to respond if expectations are not met ( college of policing ,2014), as demonstrated by the case of  misconduct of Dyfed -Powys P.C England. A statement by Dyfed-Powys Chief Constable stated, “those who fail to meet these standards will be held to account” (Brecon-Radnor,2020).Police rules and regulations were overhauled in 2017 to modernise the organisation, improving conduct and integrity, along with a directive to improve representation from underrepresented groups (Police federation,2020). Police disciplinary procedures for unacceptable performance is lengthy with officers believing that it fails to meet the fundamental requirements of consistency and fairness (Stephens, new perspectives in policing,2011).The restraints of the red tape and excessive rules are that it can impede problem solving (cliffsnotes,2020) and a lack of flexibility  and which can lead to inefficiency. A report on policing in the 21st century set out how it intends to replace bureaucratic accountability with democratic accountability, believing that too much police time is spent filling out forms and following unnecessary procedures (Home office,2020).
A bureaucratic system will motivate employees by providing job security and  long-term career  prospects with the theory promoting equality and a dislike of favouritism with promotional opportunities based on the individual’s qualifications and skills. Dyfed-Powys police has many opportunities for developing leadership skills, including training for sergeants and inspectors, coaching, and mentoring and the opportunity for external qualifications. The force’s scheme” Llwyio” identified and developed talented individuals for promotion allowing them to develop future leaders (HMICFRS,2015).=
The accurate record keeping provides an account of any reoccurring issues that occur within the organisation and can be used as evidence to back up any  decisions the organisation makes and any issues that may occur, however the amount of paperwork required as documentation for record-keeping is a disadvantage for the police as they are required to spend 85% of their time completing paperwork (fullfact, 2012).
The structure of the force being based on individuals’ skills would  aid the efficiency of the organisation, but because of this collaboration and creative thinking is not allowed in a bureaucratic system (Management study hq,2020).A bureaucratic management system is still  effective with  Weber’s theory providing a firm foundation for the police force however there are gaps that are not covered in todays workforce and could benefit from a modern-day theory. 
[bookmark: _Hlk57652547]2.4 Modern-day theory that may bridge the gap
A Modern-day theories that might enhance the performance of the police force is Adair’s action-centred leadership theory(1973).Adair’s theory helps keep the right balance, gets results, builds morale, improves quality, and develops teams (Chapman. Businessballs,2018).The 3 overlapping circles of the theory depict the task, team, and the individual. The theory works alongside Weber’s theory as it sets SMART objectives, performance standards and the allocation of responsibilities  through the task and discipline through teamwork. Where the theory can enhance Weber’s theory is by making contingency plans as the regulations and top-down management with Weber can lead to decisions making being a lengthy process. Dyfed-Powys police would benefit from Adair’s contingency plans as situations officers deal with each day are ever changing, they need the flexibility to deal with unexpected situations.
2.5 Impact on employees 
The rules of Weber’s theory could hinder an employee’s growth and initiative. With a 1-way  communication system through the organisation, although setting a rigid system to adhere to, it does not allow for feedback and suggestions from employees which could boost employee motivation. Lack of communication is a negative of Weber’s theory  where using Adair in conjunction with each other encourages communication, team building and motivation. The decision making  involved in a bureaucratic system is a timely process, incorporating contingency plans through Adair’s planning will assist employees in dealing with unexpected challenging situations that may arise.
[bookmark: _Hlk57652660]2.6 Are value led organisations more successful?
The recognised assumption is that value led organisations are more successful, this will be evaluated by considering  how aligning values of the individual to the organisation may benefit the organisation and the individual.
The values of Dyfed-Powys are:
 Accountable, Fair and Selfless
 Openness, Leadership and Respect
 Integrity, Objectivity and Honesty
[bookmark: _Hlk57398625]Most organisations publicly list their values, so their stakeholders know how they do things as they are expected to believe in more than just profits. Organisations recognise that there is a link between living their values and how successful the organisation is. The challenge is establishing what the values mean and if they are being lived (Alfred, The Guardian,2013). Values are a motivator for both the organisation and the employee. In a value led organisation there is a lesser need for micro-management and employees are allowed the freedom to make value-led decisions. Of the best 100 workplaces in the U.K, 97% of those were value-led. These organisations benefited from mutual trust and positive perception of the organisation and how they live their values (www.values-lab.ie,2018). Clarifying individuals’ and companies’ values help to create a win-win outcome. Individuals find meaning in their work and the organisation benefits from a committed workforce ( journal of change management,2001).In the 1990’s, Collins and Porras research identified that core values were what shaped the identity of an organisation and were critical in sustaining the company in the face of change (values lab,2018). The belief pyramid model of human behaviour can change the culture of an organisation efficiently to develop a cohesive team. Results are achieved by an individual’s actions, beliefs, and experiences (Partners in leadership,2019).
2.7 Benefits of Aligning the values of the employee with the organisation
[bookmark: _Hlk55658082]Aligning values of employees and organisation allows employees to make sound judgement about work practices, they agree on goals and work together, adapting easily to change (insync,2020). When values are shared, they build internal cohesion in a group (Barrett values centre, 2020). Alignment of values ensures employees are committed  to the organisation and are eager to achieve the mutual goals, by aligning goals everyone is on the same page and pushing in the same direction (Hoppen, quantum workplace, 2018).When goals are aligned an employee knows their role and the impact of their actions, contributing to a successful team all working together. The results of a pay and morale report for Dyfed- Powys police in 2019 showed that 26% of respondents from Dyfed- Powys police said that they are not treated fairly, with 33% also believing their colleagues are not treated fairly.(Police federation, 2019). If the value of fairness were aligned between employees and the organisation this would rectify the feeling of unfair treatment within the police force, encouraging equal treatment of everyone within the organisation. Weber’s theory works in conjunction with the value of fairness as he considered fair, unbiased judgements as essential within an organisation. 
Selfless as a value is  defined as being concerned “more with the needs and wishes of others than with one’s own (telcion.com, 2020). According to the ‘Nolan principles’ of ethical standards public office should only act in the public interest and not to gain financial rewards.(Mulligan, North Yorkshire Police,2020). PC Charlie Guenigault, while off duty, ran to the aid of colleagues who were dealing with a group of knife-wielding terrorists in Borough Market. He drew the focus of the attackers away from members of the public, sustaining life-threatening injuries, an example of an officer who like many undertake heroic acts, who are just doing their jobs (Evening Standards,2018).However we can recognise their bravery while still looking to improve, with all employees undertaking the same value to put others first.
[bookmark: _Hlk57638730]Accountability as a value requires that Police officers work together effectively, trust in their commanders to make ethical decisions, putting other officers and the public first (powerdms, 2018). Employee accountability holds all employees responsible for accomplishing the goals of the organisation. (powerdms, 2019). By using Weber’s theory expectations  of all police employees are clear and hold them accountable, accountability builds trust within the organisation and builds teams, also a benefit of incorporating Adair’s theory. The police force is ultimately held accountable by the Independent Police Complaints Commission (IPCC). A 2013 report of the House of Commons Home Affairs Committee found that the IPCC ‘was not yet capable of delivering the kind of scrutiny that is needed to inspire confidence’ and that the public do not fully trust the IPCC, they will only be effective if they are willing to use their powers(LAG.2017).
Meredith Belbin identified nine different roles necessary for teamwork each role is likely to be underpinned by different values enabling people to work in line with their values and create happier teams, improving performance.(Hancock,2016)
2.8 Impact of values not aligning
A misalignment  of values can cause both issues for both the organisation and the individual. An employee will not feel engaged meaning less productivity, unmotivated and unfulfilled with their job, possibly leading to workplace stress due to them feeling dissatisfied with their career path. If an individual is asked to undertake actions that do not align with their values, they may do this short term but in the long term it will create conflict and they will leave an organisation. Misalignment of values is cited as one of the top three reasons for leaving an organisation(Guest,2018). When values do not match it can lead to unhealthy competition and dis-connection within a team, and low productivity for the organisation.
[bookmark: _Hlk57652873]2.9 Individuals values
The Barrett Model(Barrett,1997) was inspired by Maslow’s Hierarchy of Needs, identifying that seven areas of values comprise human motivations. It provides an understanding of the values of employees and leaders offering more supportive relationships and a deeper alignment across the organisation (values centre,2020).
The Barrett model  assessment for an individual identifies that meaning is an important value to an individual, with a strong set of moral values which are important in how they treat others and how they wish to be treated. Relationships with those they are closest to are of utmost importance and by showing kindness and giving to others allows them to express their true spirit, ensuring people are treated justly and everyone receives the same opportunities are essential. They are dependable and want others to know they can count on them. The values identified indicates that connections with other people are the most important to them.
The values of Dyfed-Powys police of fairness would align with their values, having a strong set of moral values on how people are treated and that people are treated fairly and given equal opportunities are true of their beliefs and the values the police force is aiming to achieve within the organisation. To work for the public and have them know that they could depend on them to act in their best interests would bring them job satisfaction and a sense of fulfilment. If however the values that the police force are stating are not being lived, they would find the organisation very uncomfortable to work for, becoming demotivated and unattached from the organisation.
3.0 Conclusion 
The drawn conclusion is that Weber’s classical theory is still relevant in today’s organisation providing a firm foundation for the police to build upon providing a  defined leadership structure, with clear rules and regulations giving the profession and the public confidence. Weber’s theory prioritises fair unbiased judgement, an essential value for the police force and provides officers with job security and promotional opportunities. The bureaucratic theory requires the red tape of documentation which has the benefit of accurate record keeping but requires officers to spend a large proportion of  time on paperwork. The policing in the 21st century report recognized that the police would benefit from a democratic system which identifies the gaps in the theory as the organisation  has to adapt to changes within the community’s expectations. The use of Adair’s modern theory helps to fill these gaps left by Weber by keeping the right balance within the force, building morale, and providing cohesion within the team. Adair’s contingency plans would bring flexibility and adaptability for the force . The drawn conclusion is that value led organisations are more successful  with the organisation as a whole all  working together on agreed mutual goals. Employees feel more engaged and provide higher productivity for the organisation. Where values are aligned employees will make good judgement on work practices and employees will be more committed to the organisation, creating happier teams. The evidence suggests that Dyfed-Powys police would benefit from a classical theory such as Weber however the force needs to incorporate a modern theorist to fill the gaps that today’s evolving force requires. The values of the force and their officers need to align to achieve employee engagement and a successful police force.
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