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1. Introduction 
Workplace behaviour is strongly influenced by an individual’s beliefs, attitudes, and values. (Nazirova & Borbala, 2024) For staff working within training and the employability programmes, personal beliefs and values can significantly influence how learners are supported and how opportunities are provided to individuals entering the Admin Healthcare workforce. (Employability Programmes – NHS Lothian Careers 2025)
People who join these vocational programmes often come from a wide range of personal and professional backgrounds. Many may have been out of work for long periods, experienced low confidence, or had limited access to formal education in the past. These factors can have a strong effect on how learners participate, how motivated they feel, and how well they engage with different aspects of the training.
Because of this staff working in the vocational training department need to show a high level of awareness of the trainees feelings and also have sound professional judgement. They must be able to recognise the challenges learners may carry with them and adjust their approach to provide appropriate encouragement, support, and guidance throughout the programme.
 The Vocational Training team delivers a structured 12 week training programme aimed primarily at individuals who are unemployed and would like to return to work, or seeking a career change into the NHS. As a Training assistant within the department the role involves supporting the delivery of the Induction process, supporting the trainees and aiding the manager. Throughout the programme, participants engage in a combination of classroom based learning, workplace observation and practical skills development to prepare them for roles within the NHS.
For staff, being aware of their own beliefs, attitudes, and values is crucial in building a welcoming, inclusive, and supportive learning environment that meets NHS standards and professional expectations (NHS, 2024). For trainees, these same factors play an important role in shaping their confidence, motivation, and level of engagement throughout the programme.

This report will explore these in detail. It will begin with a critical analysis of own beliefs, attitudes and values, followed by an examination of how these factors influence the workplace behaviour. The report will then identify and critically assess relevant management theories, considering its application to the role’s within Vocational Training. Finally, it will present a reflection on the ongoing professional development, highlighting key learning points and areas for future growth.
The aim of this report is to provide a detailed and critical examination of how personal beliefs, attitudes, and values shape behaviour within the workplace, specifically in the vocational training department within the NHS. It discusses key theoretical ideas linked to these concepts and considers the ways in which they affect day to day professional practice. The report also includes a critical assessment of a management theory that is particularly relevant to the vocational training role. This focuses on Douglas McGregor’s Theory X and Theory Y, which explores the assumptions managers make about what motivates people and how these assumptions influence staff behaviour (McGregor, 1960).
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Beliefs, attitudes, and values are key parts of how people think and behave, and they strongly influence the culture of a workplace as well as the decisions people make within it. Although these terms are sometimes used as if they mean the same thing, each one refers to a different psychological concept. Because of this, they shape behaviour in their own distinct ways and contribute differently to how individuals respond to situations at work. (Psychology Town June 2024)
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Beliefs are the concepts or the principals that a person trusts or accepts as factual. These beliefs develop over time and are shaped by a combination of personal experiences, cultural background, upbringing, and the social interactions a person has throughout their life. In a workplace or organisational setting, beliefs play a major role in how individuals interpret events, understand workplace situations, and react to organisational policies or leadership decisions. In other words, what someone believes strongly influences how they make sense of their work environment and how they choose to respond to it. (Administrator, 2016)

In the vocational training department within the NHS the beliefs held by staff, especially around fairness, equality, and access have a strong impact on how they behave and support learners. For instance, if the staff member believes that every individual deserves a fair chance to secure employment, this belief may encourage them to offer extra guidance, patience, and tailored support to learners who are facing personal, social, or educational barriers. These kinds of beliefs can have a positive effect on workplace behaviour, as they help create a more inclusive, understanding, and compassionate training environment where learners feel valued and supported.

However, personal beliefs can also lead to unintentional bias, this is when staff hold unconscious assumptions about the abilities or characteristics of certain trainees, these hidden beliefs can influence their decisions without them realising it. This can result in unfair treatment, unequal opportunities, and wider inequalities within the workplace. Because of this, it is vital for individuals to actively recognise, question, and reflect on their own beliefs. (Robbins & Judge 2020) Doing so helps ensure that their behaviour remains fair, ethical, and aligned with professional standards. 
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Within the NHS vocational training department, the attitudes that staff have toward their learners can have a significant and lasting impact on the overall training experience. When a staff member approaches the trainees with a positive, respectful, and supportive attitude particularly those who may have been unemployed long term or lack confidence they help create a learning atmosphere where individuals feel safe, valued, and encouraged to progress. (Fitria et al, 2023)
In this context, a positive mind set from the staff does more than simply improve the classroom environment, it actively supports the NHS commitment to inclusivity, fairness, and personal development. Such attitudes can boost the trainees self belief, increase their willingness to engage with course activities, and enhance their motivation to complete the programme and hopefully move toward paid employment. As a result, the staffs attitude towards the trainees becomes a huge factor in shaping success within NHS vocational programmes. (NHS England 2024)
In contrast to the above negative or unhelpful attitudes from staff can significantly weaken the quality and impact of vocational training delivery within the NHS. If a staff member assumes that individuals who have been long term unemployed lack motivation, discipline, or the capability to succeed, these assumptions can directly influence the way they interact with trainees. This might lead to reduced encouragement, fewer learning opportunities, or less personalised support often without the staff even realising it.
Within the NHS vocational training programmes, where many learners may already be dealing with low confidence, limited qualifications, or past negative experiences of education, such attitudes can be especially damaging. When staff hold limiting beliefs, it can unintentionally restrict learner progress by lowering expectations and reducing access to the guidance and encouragement needed for development. Over time, these negative attitudes can influence learner engagement, reduce motivation, and ultimately hinder individuals from achieving their potential or progressing toward paid employment.
By recognising the effects that attitudes have on teaching and learning both positive and negative, staff members can ensure they provide an equal, supportive environment that aligns with NHS values of compassion, fairness, and inclusion.
In healthcare settings, attitudes play a crucial role because they shape how staff interact with one another and contribute to the overall culture of the workplace. Within the NHS, this is especially important, as the NHS Constitution highlights core values such as respect, compassion, and dignity. These principles emphasise how essential staff attitudes are in upholding professional standards and ensuring that both colleagues and service users are treated with care and consideration (NHS England, 2022).
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Values are the core principles and beliefs that people hold deeply, and these principles guide how individuals behave and make decisions in both their personal and professional lives. They help shape what a person views as important, ethical, or worthwhile (Rokeach, 1973). These values are not developed overnight they form gradually through life experiences, social influences, cultural background, and exposure to different professional environments.
In the context of NHS vocational training, values play an especially important role. Staff and the trainees bring their own values into the learning environment, and these values influence how they communicate, interact, and respond to challenges during training. For example, values such as fairness, respect, compassion, and commitment to patient care align closely with NHS principles and are essential for creating a supportive and professional training atmosphere. When staff members show these values, they help trainees understand the expectations of working within the NHS and support them in developing the behaviours and attitudes needed for future healthcare roles. This alignment between personal values and NHS values can significantly enhance learner engagement, professionalism, and readiness for employment.
Within the NHS, organisational values play a vital role in shaping how staff behave and interact in the workplace. Core principles such as compassion, respect, dignity, and teamwork are firmly embedded in NHS policies, leadership frameworks, and everyday expectations (NHS Leadership Academy, 2021). These values are not just abstract ideas they actively guide how employees are expected to communicate, support one another, and deliver care.
In the context of NHS vocational training, these organisational values become especially important. The staff are responsible for modelling these behaviours so that learners understand what it means to work in a healthcare environment. Demonstrating compassion helps create a supportive learning atmosphere, showing respect ensures learners feel seen and valued, and promoting teamwork prepares learners for working collaboratively in clinical and non-clinical settings. By embedding NHS values into training sessions, discussions, and practical activities, vocational programmes help learners develop the professional standards, attitudes, and behaviours needed to succeed in future NHS roles.
For staff working within NHS vocational programmes, their own personal values such as fairness, inclusivity, and a commitment to empowering others play a major role in how they support and guide learners. These values shape the way staff interact with the trainees, the level of encouragement they provide, and the strategies they use to help individuals overcome challenges.
For instance, if a staff member places strong importance on equality and believes that every trainee deserves a genuine chance to succeed, they are more likely to offer extra assistance to those who face barriers to employment such as limited qualifications, low confidence, or a history of long term unemployment. By doing so, the trainer helps ensure that all learners, regardless of background or circumstance, are given equal access to opportunities and a fair chance to make progress. (Prioritising Rights, 2024)
Within NHS vocational training, this approach not only supports individual learner development but also aligns closely with NHS values, which prioritise fairness, compassion, and inclusion. When staff members act in accordance with these values, they help create a positive learning environment that reflects the expectations of the NHS workforce and prepares learners for future roles in healthcare settings.
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 Reflective practice is a key element of ongoing professional development because it allows individuals to think critically about their own actions, behaviours, and decisions. By examining what went well and what could be improved, people are able to identify opportunities for growth and develop more effective ways of working (Schön, 1983).
Within the NHS vocational training programme, reflective practice becomes especially important. With own beliefs, attitudes, and values have a strong influence on how staff behave in the workplace and how they interact with trainees. For example, personal values may guide the level of support offered, influence how challenges are addressed, and shape the staff’s response to the trainees needs (Supharsi & Chinokul,2021). Through regular reflection, staff can recognise how these internal factors affect their practice both positively and negatively and make adjustments to ensure their approach aligns with NHS values such as fairness, respect, and compassion. This process ultimately strengthens the quality of trainees support and contributes to a more inclusive and effective training environment.
A strong belief shared among NHS staff is that employment opportunities should be open and accessible to people from all backgrounds, regardless of their personal circumstances or previous experiences. This belief reflects the NHS’s wider commitment to social responsibility, which includes promoting equality, reducing barriers, and supporting the overall wellbeing of local communities.
Within the NHS vocational training programme, this belief strongly shapes the staffs approach to working with trainees. Because of their commitment to fairness and inclusion, the staff places significant importance on helping individuals who may struggle with low confidence, limited qualifications, or a lack of prior work experience. This belief drives the staff to provide encouragement, tailored support, and a learning environment where every participant has the chance to build skills and progress toward meaningful employment.
From a critical viewpoint, this belief can have a very positive influence on workplace behaviour because it encourages staff to approach learners with greater empathy, patience, and understanding. In an NHS vocational training setting where many participants may face barriers such as low confidence, limited qualifications, or long‑term unemployment this empathetic approach helps create a supportive learning atmosphere that aligns with NHS values of compassion and inclusivity.
However, holding this belief can also create certain challenges. There may be situations where learners find it difficult to engage fully with the programme, struggle to meet training expectations, or require more support than anticipated. When this happens, trainers must be careful not to let their desire to help override professional judgement. It becomes essential to maintain objectivity and ensure that the support offered is both fair and realistic.
By balancing empathy with professional boundaries, staff can continue to provide meaningful assistance while also ensuring that learners take responsibility for their own progress. This balanced approach helps maintain the integrity of the vocational programme and supports learners in developing the resilience and independence needed for future employment within the NHS.
Research suggests that supportive attitudes from trainers can significantly improve learner engagement and confidence (Jarvis, 2010).
Values such as fairness, inclusion, and equal opportunity strongly shape workplace behaviour within NHS vocational training programmes. These values play a key role in guiding everyday decisions, particularly when staff are responsible for allocating work experience placements across the health board. Making sure that these opportunities are shared out in a fair and transparent way helps maintain trust between trainers and learners, and reinforces the credibility of the programme. When learners feel that decisions are made openly and without favouritism, they are more likely to stay motivated, engaged, and confident in the training process.
However, it is also important for trainers to recognise that personal values even positive ones can sometimes influence decision making without them realising it. This is where reflective practice becomes essential. By regularly taking time to evaluate their actions, thought processes, and assumptions, staff can identify moments where their personal values might unintentionally affect their professional judgement. Engaging in ongoing reflection helps ensure that decisions remain balanced, ethical, and aligned with NHS standards. It also allows trainers to continue supporting learners effectively while maintaining professionalism and consistency across the programme.
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A management theory that is highly relevant to NHS vocational training environments is Douglas McGregor’s Theory X and Theory Y (McGregor, 1960). McGregor suggested that managers generally operate based on one of two contrasting sets of assumptions about what motivates people at work.
Theory X reflects a more pessimistic view. It assumes that individuals naturally dislike work, prefer to avoid responsibility, and need close supervision in order to perform well. Managers who follow this way of thinking tend to rely on strict rules, tight control, and external motivators such as rewards or penalties to ensure that tasks are completed. In a vocational training environment, a Theory X oriented staff member might feel the need to closely monitor trainees and may interpret challenges such as low engagement as simple unwillingness to participate.
Theory Y, on the other hand, presents a far more positive view of human behaviour. It assumes that people are capable of directing their own work, enjoy taking responsibility, and are motivated by personal growth and opportunities to develop new skills. Staff who operate from a Theory Y perspective are more likely to encourage learners to take ownership of their progress, participate actively in sessions, and explore their own learning goals. This approach aligns well with the supportive nature of NHS vocational training, where building confidence and independence is essential.
Within NHS vocational programmes, these differing assumptions can greatly influence how staff understand and respond to the trainees behaviour. For example a staff member influenced by Theory X may view a learner’s lack of engagement as laziness or disinterest and may respond by tightening expectations or becoming more controlling. In contrast the staff member guided by Theory Y is more likely to recognise that disengagement may stem from deeper issues such as low self confidence, anxiety, past negative learning experiences, or personal barriers and will try to provide tailored support to help the learner re-engage.
However, some researchers argue that McGregor’s two categories oversimplify the complexity of human behaviour (Robbins & Judge, 2017). In reality, people often display a mix of both intrinsic and extrinsic motivations depending on their circumstances, past experiences, and the organisational culture they are working or learning within. For the trainees in NHS vocational programmes, motivation can fluctuate due to factors such as confidence levels, life pressures, mental health challenges, or previous experiences with education and employment.
Because of this, effective staff members often avoid relying solely on Theory X or Theory Y. Instead, they draw on elements of both perspectives and adapt their approach to meet the individual needs of learners. This flexibility helps ensure that training remains supportive, realistic, and aligned with the inclusive values of the NHS.
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The analysis illustrates that beliefs, attitudes, values, and management theories are deeply interconnected within professional practice. Within the context of NHS vocational training, the staff’s belief in equal opportunity and the importance of supporting individual development aligns strongly with McGregor’s Theory Y. This theory emphasises the idea that people are capable of growth, can take responsibility for their own learning, and are motivated when provided with appropriate guidance and opportunities. These assumptions reflect the ethos of vocational training programmes, which aim to build the trainees confidence, independence, and long term employability.
However, workplace realities can influence how these principles are enacted in practice. Organisational pressures such as meeting programme targets, managing caseloads, or responding to inconsistent trainee engagement may create challenging situations for the staff. When stress increases or when the trainees struggle to meet expectations, there is a risk that attitudes may shift towards more directive, controlling, or Theory X based approaches. These approaches assume that learners lack motivation, require close supervision, and will not progress without strict guidance.
Understanding management theories such as Theory X and Theory Y provides a valuable framework for examining how professional behaviour is shaped by underlying assumptions about human motivation. By reflecting on these influences, vocational training staff can become more aware of the factors guiding their responses to learners. This awareness supports more conscious, intentional decision making and helps ensure that practice remains aligned with NHS values, including compassion, fairness, and inclusion. This reflective approach helps maintain a balanced and professional training environment where learners are supported effectively while still being encouraged to take responsibility for their own development.
Management theories can be understood and applied in different ways depending on a person’s individual beliefs, attitudes, and values. For instance, someone who places strong importance on structure, order, and control may interpret leadership theories through a more traditional or hierarchical lens. They might prefer approaches where authority is clearly defined, decisions are made by those in senior positions, and expectations are closely monitored. (Kaur & Saxena, 2024)
In contrast, individuals who value collaboration, empowerment, and shared responsibility are likely to be drawn to leadership theories that promote participation and personal growth. These people may favour approaches where team members are encouraged to contribute ideas, take ownership of tasks, and engage in their own development.
Within the NHS vocational training programmes, these differing interpretations can significantly influence how the staff members design learning activities and support the trainees. The staff who leans toward a more structured, hierarchical perspective may place a strong emphasis on rules, routines, and close supervision. Meanwhile, a trainer who values collaboration may create more learner centred sessions, encourage group work, and offer learners greater autonomy. These variations demonstrate how personal beliefs and values shape the delivery of vocational training and can affect the overall learning experience for participants.
Recognising these differences in how people interpret management theories is essential because leadership approaches need to be flexible rather than fixed. In the NHS vocational training, staff work with trainees who have varied backgrounds, abilities, and levels of confidence. This means a single leadership style will not be effective for every situation.
To apply management theories effectively, staff must balance several factors at once, the individual needs of learners, the expectations and priorities of the organisation, and the professional values that guide NHS practice such as fairness, compassion, and inclusion. By remaining adaptable, staff can adjust their approach depending on the context. For example, some learners may benefit from a more structured and directive style, while others thrive when given autonomy, encouragement, and opportunities for personal development.
Being able to adapt in this way ensures that the chosen leadership approach supports positive learning experiences, aligns with NHS values, and helps learners progress successfully through their vocational training programme.
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This reflective report shows how essential self awareness is for anyone working in a professional role that involves training, guidance, or learner development. In the NHS vocational training programmes, staff regularly interact with individuals who may have a wide range of personal experiences, abilities, and levels of confidence. Because of this, it is crucial for staff to understand how their own beliefs, attitudes, and values influence the way they behave and communicate in the workplace.
By becoming more aware of these internal factors, staff can more easily identify any unconscious biases or assumptions they may hold for example, assumptions about a learner’s motivation, capability, or potential. Recognising these biases allows staff to take corrective steps, ensuring that all learners receive fair, consistent, and respectful support. This level of self awareness ultimately strengthens the quality of interactions with trainees, helping create a learning environment that is inclusive, encouraging, and aligned with NHS values such as compassion, dignity, and respect.
Moving forward, it is important for the staff to continue strengthening their reflective practice by routinely reviewing how their responses to trainee behaviour align with the professional values expected within NHS vocational training. Regular reflection will allow the staff to examine whether their actions genuinely reflect principles such as fairness, compassion, inclusion, and respect. Developing a deeper awareness of their own emotional reactions particularly during challenging or high pressure situations will also help the staff to maintain consistent, calm, and professional behaviour when supporting trainees who may struggle with confidence, attendance, or engagement.
In addition, ongoing engagement with relevant management theories, such as McGregor’s Theory X and Theory Y, will further enhance the staffs professional development. These theories provide helpful frameworks for analysing workplace behaviour, understanding learner motivation, and identifying how different leadership styles can influence the learning environment. By incorporating these theoretical perspectives into their practice, the staff can refine their leadership approach, make more informed decisions, and create training experiences that are supportive, learner centred, and aligned with NHS values. This continued development will contribute to a more effective and reflective approach to vocational training delivery.
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This report has provided a detailed and critical exploration of how beliefs, attitudes, and values shape workplace behaviour within the setting of an NHS vocational training programme. The analysis shows that these underlying psychological factors have a substantial influence on professional conduct, including the ways trainers interact with learners, how decisions are made, and the leadership approaches adopted in training environments. These elements work together to affect the overall learning experience, the consistency of support offered to trainees, and the ability of staff to uphold NHS values such as compassion, fairness, respect, and inclusion.
The report also examined the relevance of Douglas McGregor’s Theory X and Theory Y, demonstrating how a staffs underlying assumptions about the trainees motivation can influence their approach to delivering training and providing support. Although the staffs personal beliefs align more closely with the principles of Theory Y emphasising trust, autonomy, and the belief that individuals are capable of self direction, critical reflection revealed that workplace pressures can sometimes lead to shifts in attitude. In demanding situations, such as meeting programme targets or managing challenging trainee behaviour, there may be a tendency to adopt more directive or controlling strategies that reflect aspects of Theory X.
Overall, the analysis underscores the essential role of reflective practice in ensuring that professional behaviour remains consistent with both personal values and the expectations of the NHS. Within vocational training environments, maintaining awareness of how beliefs, attitudes, and external pressures influence behaviour is crucial. 
The report has emphasised the importance of clearly distinguishing between beliefs, attitudes, and values, and understanding how each of these elements uniquely shapes behaviour in the workplace. Through ongoing reflective practice, individuals can enhance their self awareness and more accurately identify how their personal perspectives influence their actions. This reflective process enables staff to adjust their behaviour where necessary, ensuring that their conduct remains consistent with both professional expectations and the wider organisational values of the NHS. By committing to this continuous cycle of reflection and improvement, trainers are better equipped to deliver fair, inclusive, and high quality support to the trainees.
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