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This assignment examines seven key constructs - self-management, personal cognitive and unconscious bias, authenticity, interpersonal relationships and professional integrity, all of which  can positively or negatively affect every level of a workplace; When a team practises self‑management, the need for supervision reduces, increasing  autonomy and shown to enhance multiple areas of wellbeing and performance within organisations (McAnally & Hagger, 2024). Teams who self‑manage effectively are also more likely to challenge personal and unconscious bias, which is a multi‑faceted barrier to organisational success (Ravlin, Thomas & Ilies, 2023). Challenging bias, both in oneself and others, demonstrates accountability and authentic behaviour, helping to build professional relationships grounded in integrity. When trust is present across a team and organisation, people become more adaptable and responsive to change, a vital capability in many of today’s modern industries (Ravlin et al., 2023).

When leaders and staff behave authentically, many of the constructs explored in this assignment remain in balance. Problems and conflict can be discussed confidently within a psychologically safe environment. Inconsistency, however, breeds mistrust, damages interpersonal relationships, and makes overcoming bias even more challenging. This can negatively affect a team or organisation achieving their measures of success. Good Interpersonal relationships have been directly linked to team success and efficiency, as they influence how well individuals communicate, speeding up the transfer of information and aiding clearer, concise information handover; better communication leads to higher efficiency (Kang & Sung, 2023). Professional integrity is a foundational construct, when it is absent, trust breaks down and unethical behaviour becomes more likely. Hansen, Byrne and Kiersch (2024) explored how mistrust in decision‑making can significantly damage relationships and undermine team performance negatively.

When these seven constructs operate in harmony, success becomes far more achievable. If a leader has truly mastered all seven concepts and can apply them consistently across multiple teams and industries, one might argue that a book deal and podcast are not far behind. The following sections explore these constructs in more detail, drawing on tools and learning that can support leaders in developing healthier, more effective teams.
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Self‑management in the workplace refers to an employee’s ability to manage their own goals, behaviours, and performance without constant supervision. It requires self‑discipline, responsibility for actions and outcomes, and proactive problem‑solving aligned with organisational goals (Morikawa, Y., Martela, F., & Hakanen, J.,2024).

A strong example of self‑management occurred in my workplace during a severe rainstorm. Charlotte, a call handler, noticed call volumes rising. Instead of waiting for managerial instruction, she prioritised calls into immediate, medium‑term, and long‑term actions. She assigned urgent work to operational teams and scheduled less critical tasks for later. Charlotte called and updated customers regularly with ETA’s and rescheduled any escalating issues, when customers provided new information. Charlotte managed her workload, took responsibility, and acted in a way that aligned with organisational needs.

Self‑management is important because it enables employees to organise their work, monitor their performance, and take responsibility for outcomes without relying on constant supervision. This supports productivity, builds trust, and encourages proactive problem‑solving. It also reduces pressure on managers, giving them more time to focus on strategic priorities, rather than day to day oversight. Research shows that when employees have greater autonomy and manage their own work effectively, they experience higher engagement and lower risk of burnout (Morikawa, Martela & Hakanen, 2024).

When evaluating the case study provided for this assignment, there are several examples of poor self‑management which include:

· People stopping conversations when certain individuals enter the room

· Team conflict becoming normalised

· A team member feeling they have no option but to resign

In environments where mistrust and conflict are present, self‑management can be a construct that significantly impacts outcomes. For example, and individual’s ability to emotionally self-regulate and undertake reflective practice, such as Kolb’s Experiential Learning Cycle (Kolb, 1984), can help individuals respond constructively to tension and reduce feelings of isolation. These behaviours build trust and psychological safety. This is supported by research that shows when employees take greater ownership of their behaviour and communication, team dynamics improve and burnout decreases (Parker, Totterdell & Hagger‑Johnson, 2012).
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Personal cognitive bias refers to an individual’s unconscious tendency to interpret information through a subjective lens, leading to distorted or selective judgement (Kahneman, D., 2011).

An example from my workplace involved reviewing the performance of two technicians: one long‑standing employee and one new technician. When customer complaints about slow response times emerged, an assumption was made, without checking job logs, that Ayisha (the new technician) was at fault. A decision was quickly made to offer additional coaching and monitoring for our new employee, we reacted. Ayisha was in her probation period, and the added scrutiny caused stress and anxiety for Ayisha. Later, data showed that David, the experienced technician, had the most delayed jobs due to a temporary increase in workload. Apologies were made to Ayisha, the effect on interpersonal relationships between Ayisha, David and I took time to heal. The assumption, influenced by familiarity bias, led to an inaccurate and unfair assessment that the concerns are often routed from inexperienced staff and not an experienced one. Learning about personal cognitive bias through this assignment has highlighted the need for greater self-reflect in my decision making as a manager, considering my assumptions and bias, and ensuring that I rely on evidence and accurate data before proceeding with any management strategies. 

Using my newfound understanding of personal cognitive bias, the examples found in the case study provided include:

· Concerns about a woman leading an important project

· Trust being corroded by biased attitudes

· A male colleague being asked about a project a woman had led for three months

· The creation of an “us and them” dynamic

· Exclusion of valuable perspectives

Reflective practice (Kolb, 1984) and evidence‑based decision‑making tools such as SWOT analysis (Puyt, Lie & Wilderom, 2023) could help reduce bias, they slow down automatic judgement and require the examination of objective evidence as opposed to potential distorted or selective judgement. This leads users to balanced and structured outcomes as opposed to personal cognitive bias alone. Research shows that unchecked bias distorts judgement and reduces fairness, while awareness and mitigation strategies support more equitable teamwork (Tversky & Kahneman, 1974).
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Personal unconscious bias refers to automatic, unintentional mental shortcuts that influence how individuals interpret information, evaluate others, and make decisions. These biases stem from past experiences, cultural influences, and internalised assumptions (Banaji & Greenwald, 2013).

An example from my career involved a young project coordinator leading a network upgrade programme. Despite delivering the project successfully for several weeks, team members were directing questions to older male engineers instead of the younger coordinator. This slowed communication leading to temporary obstruction to the upgrade programme. This undermined confidence, and reinforced outdated assumptions about the correlation between age and competence. The younger project coordinator had completed the company graduate programme which had equipped the graduate with the skills to strive and overcome this bias. He improved team meeting agendas, which therefore became more structured, introduced morning huddles and progress updates which were shared live via a team’s page, by the respective task owner. The project coordinator quickly got the team and project back to schedule.

Examples of personal unconscious bias from the given case study includes:

· Bias linked to nationality and background

· Bias linked to sexual orientation

· Female engineers being overlooked

· Affinity bias influencing team dynamics

Structured meeting practices—such as directing questions to the person responsible for the work—could reduce assumptions. Mixed‑background working groups could disrupt “similar‑to‑me” patterns and reduce affinity bias. Research shows that mental shortcuts can unintentionally influence evaluation of others, making structured processes essential for fairness (Tversky & Kahneman, 1974).
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Accountability refers to the expectation that individuals take responsibility for their decisions and performance and are answerable for outcomes. It involves owning tasks, meeting agreed standards, and being transparent about progress. This supports trust, clarity, and effective performance (Robbins & Judge, 2019).

An example of poor accountability within my workplace occurred when a network technician was assigned to investigate repeated reports of discoloured water at a single property. Instead of attending the job, they assumed the issue was caused by internal plumbing. Their vague feedback delayed the identification of a developing mains issue. The mains issue escalated into multiple properties, resulting in more customers being affected and an increase in work for the wider team. This technician failed to take accountability for the task assigned to him to resolve, that lack of personal accountability on behalf of the organisation lead to significant reputational damage and additional work for his colleagues and team to now repair a much larger job than initially needed. 

Accountability failure is found in the case study, examples of these include:

· Senior management making promises that did not materialise

· Team members failing to acknowledge expertise

· Fear of colleagues taking credit for others’ work

Accountability is strengthened through clear expectations, realistic commitments, and structured processes such as RACI mapping (Project Management Institute, 2017).  

RACI is a widely used tool that clarifies roles by defining four key elements essential for sustaining accountability. R identifies who is Responsible for completing the task, while A designates who is Accountable and ultimately owns the outcome. C refers to those who must be Consulted, ensuring that relevant expertise, policy guidance, and evidence‑based input are incorporated into decision‑making. Finally, I identify those who must be Informed, making clear who needs updates or awareness of progress. 

When applied effectively, RACI mapping reduces ambiguity, supports transparent communication, and ensures that accountability is shared appropriately across an organisation.
 
Gibbs’ Reflective Cycle (Gibbs, 1988) can then be used to examine what went wrong in this situation, and what could be implemented to ensure that the situation did not arise again. 
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Authentic behaviour involves acting consistently with one’s values, beliefs, and genuine personality while demonstrating honesty, integrity, and transparency. Authenticity builds trust and strengthens working relationships (Avolio & Gardner, 2005).

Early in my career, I experienced authentic leadership during a challenging mains repair. The supervisor openly acknowledged delays, explained the situation honestly, and encouraged team input. This built trust and created an environment where people felt comfortable raising issues.

The case study demonstrates numerous examples where a lack of authentic behaviour is demonstrated, such as:

· An individual being made to feel invisible to the team

· An individual’s expertise not being acknowledged

Authentic behaviour could have been improved through transparent recognition of contributions, using tools such as RACI mapping (Project Management Institute, 2017) and SWOT analysis (Pickton & Wright, 1998). 

Regular opportunities for team members to present their work would reinforce credibility by allowing individuals to demonstrate their contributions openly and transparently. When people explain their decisions, share progress, and discuss challenges directly with colleagues, it reduces ambiguity and strengthens trust. This practice also supports authentic behaviour. 

Carmeli, A., Brueller, D., & Dutton, J. E. (2009) work suggests that opportunities to share work openly, strengthen psychological safety and perceived competence. 
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Interpersonal relationships refer to the connections employees develop through communication, collaboration, and shared experiences. These relationships influence how effectively people work together and support team goals (Landy & Conte, 2016).

A strong example from my workplace involved a water quality technician and a network engineer collaborating on taste and odour complaints. They shared job locations and issues found; this allowed them both to analyse potential work streams and likely customer calls. Their open communication and mutual respect allowed them to resolve issues quickly. Improving efficiency and customer service, it also led to an automated system being created, to share the information between the 2 separate teams. As the efficiencies seen were so transformative. 

Examples of poor interpersonal relationships from the case study include:

· Discomfort caused by a marital relationship

· Gossip about project delays

· Expertise being dismissed due to industry background

· Feelings of exclusion

· Two team members deciding to leave the company

One way to improve the situation could be for leadership to address gossip directly, set expectations for professional behaviour, and create structured opportunities for inclusive communication. By challenging unprofessional conduct, leaders signal that it will not be tolerated. This can have the effect of setting shared behavioural standards. Buddy systems that challenge affinity bias, coaching, mentoring and training could further support cohesion (Chiaburu & Harrison, 2008).
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Professional integrity involves acting in line with ethical standards, organisational expectations, and personal moral values. It builds trust and credibility and contributes to a healthier organisational culture (Treviño & Nelson, 2021).

An example from my workplace involved a technician reporting slightly elevated turbidity levels at a treatment plant, rather than ignoring them. The likelihood of the elevated turbidity levels causing a further issue or being noticed by another employee was low. Nevertheless, the site was creeping over its expected parameters, and the correct, ethical response was to escalate. By doing so the technician would have been aware that they were creating more work for themselves. Their professional integrity protected public safety and reinforced trust.

Examples from the case study include:

· Management bypassing the project lead

· A colleague asking for project updates to present as their own

· Male colleagues failing to challenge unethical behaviour

· Individuals feeling guarded in case their work was taken

Improving integrity could require clearer expectations and stronger ethical leadership. Leaders should communicate through appropriate channels, follow agreed processes and model the integrity and behaviours they expect from others. Setting the standard, role modelling as a leader can be a key component in achieving integrity and honesty within a team. Colleagues should refuse to present work that is not their own and acknowledge rightful ownership (Brown & Treviño, 2006).
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Concrete Experience:  
While completing this assignment, I recognised that many of the negative behaviours described in the case study—bias, poor communication, lack of accountability, and weak interpersonal relationships—were behaviours I have witnessed repeatedly throughout my career. Until now, I had not fully understood their impact or the tools available to address them. Or how fundamental the 7 constructs are to the success of a team and an organisation. 

Reflective Observation:  
Reflecting on these experiences, I realised how often teams struggle not because of technical issues but because of relational and behavioural constructs. I also recognised moments where I could have challenged bias more confidently or supported colleagues more effectively.

Abstract Conceptualisation:  
By engaging with theories such as Kolb (1984), Gibbs (1988), SWOT, and RACI, I now understand how structured tools can transform team dynamics. These frameworks provide practical ways to analyse behaviour, improve communication, and strengthen accountability.

Active Experimentation:  
Going forward, I plan to apply these tools in my workplace. I will challenge bias more proactively, use reflective practice to improve my responses to conflict, and encourage structured communication within teams. I will also focus on developing authenticity and supporting psychological safety.
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Developing my Personal Development Plan has required me to reflect critically on all seven constructs explored in this assignment and to consider how they influence my own behavior and professional practice. 
This process has given me a heightened awareness of how self‑management, bias, authenticity, interpersonal relationships, professional integrity, trust, and psychological safety interact in real workplace situations. 
With this deeper understanding, I am now better equipped to recognise my strengths, identify areas for improvement, and take deliberate steps to enhance my effectiveness. 
The actions outlined in my PDP below, focus on applying this learning consistently in my day‑to‑day work, ensuring that I continue to develop as a reflective, accountable, and ethically grounded manager.



Personal Development Plan (PDP):
	Development Area
	SMART Objective
	Actions to Achieve Objective
	Timeline
	Success Indicators
	Evidence of Achievement

	1. Challenging Bias
	Increase confidence in challenging personal and unconscious bias by applying structured tools in at least 3 workplace situations within the next 3 months.
	Use SWOT or evidence-based decision-making before responding to assumptions; Practise speaking up in low-risk situations; Reflect after each incident using Kolb’s cycle.
	0–3 months
	Earlier intervention when bias appears; Reduced hesitation; Positive colleague feedback.
	Reflective notes; Feedback; Examples of constructive challenge.

	2. Emotional Regulation & Self-Management
	Improve emotional regulation during high-pressure situations by implementing two new self-management strategies and demonstrating consistent calmness in 80% of stressful interactions within 4 months.
	Use grounding techniques; Apply Kolb’s cycle after stressful events; Set boundaries to prevent overload.
	0–4 months
	Reduced stress responses; Improved composure; Positive feedback.
	Reflection logs; Peer observations; Fewer escalations.

	3. Interpersonal Communication
	Strengthen inclusive communication by implementing structured meeting practices and demonstrating improved engagement across 5 consecutive team meetings within 6 months.
	Use active listening; Invite quieter colleagues to contribute; Use agendas and equal speaking time.
	0–6 months
	Balanced participation; Improved relationships; Fewer misunderstandings.
	Meeting notes; Feedback; Observed improvements.

	4. Accountability & Ownership
	Improve team accountability by introducing RACI mapping and transparent progress updates for at least two projects within 5 months.
	Create RACI charts; Provide regular updates; Encourage ownership through supportive questioning.
	0–5 months
	Clearer expectations; Fewer delays; Increased trust.
	RACI documents; Project reports; Stakeholder feedback.

	5. Authentic Leadership
	Demonstrate authentic leadership by modelling transparency and values-driven behaviour in all key interactions over the next 6 months, and receiving positive feedback from at least two colleagues.
	Share reasoning openly; Acknowledge mistakes; Use SWOT and RACI to recognise strengths fairly.
	0–6 months
	Described as consistent and trustworthy; Increased psychological safety; More open communication.
	Feedback; Examples of transparent decision-making; Improved team openness.
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Using Kolb’s reflective model (1984), I have identified areas for improvement, which are detailed in my personal development plan above. At the outset of this case study, I aimed to explore how the seven constructs can positively and negatively affect teams and organisations. By identifying these constructs in the case study and relating them to my workplace experiences, I have gained an understanding of the tools that can support a harmonious and productive workplace.

The danger of not applying this learning is clear: in the case study, a team member resigned and deadlines were missed. We could assume that the difficult working conditions would have impacted, the team members personal lives, adding further importance to the need for active management of the 7 constructs.  In the water industry, the consequences of poor performance can be severe, including loss of operating licences, civil or criminal prosecutions and redundancies. With so much at stake, applying the learning from this module in my work must become second nature.

Throughout my career, I have repeatedly witnessed the behaviours described in the case study without fully understanding their effects or the tools available to address them. Challenging bias, embracing authenticity, and valuing diverse perspectives can transform weaknesses into strengths. Tools such as SWOT, Kolb, Gibbs, and RACI provide structured ways to improve team function and organisational culture.
Continued application of these tools and behaviours will support my ongoing development as a reflective and accountable leader. Sustaining this learning in my day-to-day work, will be critical for the ongoing success of myself and the teams that I am a part of.
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