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[bookmark: _Toc456901515][bookmark: _Toc99299649]Introduction 
Throughout this assignment I will be critically assessing the impact of beliefs, attitudes, and values on my own workplace behaviour. The workplace I will be focusing on, and the personal experiences I will be using as examples stem from my time working as the AM shift manager at a parcel delivery company called DPD. I will also identify a management theory, of which there are many, that is relevant to my role, and critically assess its impact on my own beliefs, attitudes, and values. 
[bookmark: _Toc99299650]What are beliefs and belief systems?
This is a more complicated question than one might at first realise because until people analyse their own behaviour, they don’t know their own beliefs. When asked a person may tell you what they think their beliefs and values are, but their behaviour may well demonstrate, and often will, that the beliefs and values they truly hold are different to the ones they pay lip service too. Anderson, M & De Silva (2009) describe a belief as an internal feeling that something is true, even if the belief is unproven or irrational. These beliefs could be anything from the belief in God, to the belief that walking under a ladder will bring you bad luck.
Essentially, a belief is something a person holds to be true until evidence proves them wrong. Moise, C (2014) breaks the types of beliefs down into 6 different categories. Spiritual, moral, social, intellectual, economic, and political and in appendix 1, you can see how Moise links together beliefs, values, and attitudes. This shows us the relationship that exists between beliefs and values will shape and inform our attitudes.
“You think the way you perceive the world is the way it actually is, but you cannot perceive the external world directly. None of us can. Instead, we only know our ideas, our interpretations of objects in the world”.  McNeill, G et al (2014). 
This quote highlights something that few are willing to acknowledge, especially those possessed by an ideology, or who adhere rigidly to a dogmatic belief system. It highlights is that there is no possible way for us to step back far enough to see what is really going on. Instead, we must make do with the limited information available to us, combine it with some logical pre-suppositions, and use it as best we can to interpret the world around us. This might be why many will adhere rigidly to their belief system, as they are essentially using it as a tool to make sense of the world.
M.S,N., Pam (2013) defines a belief system as a set of beliefs that are used to inform, guide, and govern a person's attitude. Most of the time these are found in religious belief systems. However, they can also include political and ideological belief systems such as Marxism or capitalism. 
Peterson, J (1999) makes a very strong case in his book ‘Maps of meaning, the architecture of belief’, that a belief system enables you to ascribe value to things so that you can act in the world in such a way that you can move either towards something or away from something. What makes this book fascinating is that he originally began writing and researching for it to understand why a lot of people, from a psychological point of view, were inclined to go to any lengths to protect their belief systems. 
The conclusion he came to is that people are willing to defend their beliefs and belief systems because they are also defending the structure that enables them to make sense of the world, and to act out making sense of the world with everyone around them. This may well be the reason many find it difficult to change.
This of course leads to the question, or problem, of what happens when 2 groups of people have different beliefs or belief systems? What is to be done in a situation like that?  There are several answers to this problem that Dr Peterson puts forward that history has shown us. One answer is that you capitulate or surrender, another would be that you fight, another, infinitely preferable answer is that the two sides can come to a consensus about how those two beliefs systems might be mediated so that the two groups are able to inhabit the same space without one being subordinated and without conflict. In a managerial setting this of course is the preferred option as you really do not want to come into work to find a crusade or jihad in progress.  However, if two groups of opposed beliefs are to come together, this cannot be done by abandoning a belief system, as the belief system itself is the tool you use to orientate yourself in the world. This can be a very difficult problem to solve, and history has shown us many examples that often when 2 different belief systems meet, they usually lead to conflict or to the subordination of one belief system to another. From the Christian Crusades to the expansion of the Islamic Caliphate, history is littered with examples of conflict between belief systems, leading very often to the subordination or outright destruction of one set of beliefs.

[bookmark: _Toc99299651]Values and what they are
Anderson & De Silva, (2009) define values as being a measure of the worth or importance a person attaches to something; our values are often reflected in the way we live our lives.
Sullivan et al (2001) and Collins and Porras, (2004) define values as being principles that both individuals and organisations live. They both acknowledge and explain that individuals will have different values in different contexts.  Take money for example. While many people seem to value money, it is in fact value for what the money can provide them with or what it can help them achieve and/or avoid that they really value.  
Values also determine your goals, your attitudes, your actions, and the resources one would be willing to expend in the pursuit of a value. Take for instance the idea of accepting a bribe. If one were to accept said bribe, then they could take that luxury cruise with their family. This would meet and align with their value of family and exploration but would be in direct opposition to the value of honesty assuming the person being bribed has honesty as a value and depending on where in that person’s hierarchy of values honestly sits in relation to family and exploration. Sullivan et al (2001) go on to point out that people who take a course of action that goes against their values leaves them feeling extremely uncomfortable, thusly, someone who does have honesty as a personal value would most likely decline the bribe.

[bookmark: _Toc99299652]Types of values and my personal values
Nanschild, D. and Davis, H. (2007) put forward a case that there are in fact 3 different sets or types of personal values.
· Foundation Values - (these are needed to have a solid foundation to our lives)
· Focus Values – (These are those value priorities in our lives that inform attitude to relationships and decision making)
· Future Values – (They represent what is important to us about the future)
This is expanded upon in the Barret seven levels of consciousness model Barrett, R (1997) (appendix 2a), which was itself based on Maslow’s hierarchy of needs, Maslow, A.H. (1943) and the personal values assessment he created in 1996-1997 which I have completed myself, the results I have put in the appendix (Appendix 2b).  I often tell people when trying to explain my values that if they read 1984 Orwell, G (1949), they should consider the world described within to be my worst nightmare made manifest. To really understand my personal values, I would advise people to read ‘On liberty’ Mill, J, S (1859), and Two treatises of government, Locke, J, (1974). These two books will give you a clear understanding of my values. I am very much a classic English Liberal (not to be confused with the new wave of progressive liberalism, which is based on post-modern and Marxist ideas). I value freedom above all things. Freedom of speech, freedom of choice, free flow of information and of course, since I am also a capitalist, the profitable exchange of goods and services for currency.  Smith, A, (1981) words it slightly differently, “everyone has the right to accumulate wealth”, which I wholeheartedly agree with. These are great societal values for sure, but they might not be described as personal. The Barret personal values assessment showed that my personal values were accountability, honesty, and hard work to name a few. 
[bookmark: _Toc99299653]How do beliefs, and values affect attitudes?
“He who has a why to live for can bear almost any how.”  Nietzsche, F. (1889). Very true. If you value something highly, say for example family or loved ones, you will go to almost any reasonable length to provide the things necessary to sustain your family or loved ones. Nietzsche always seemed to be able to boil a complex thought process down to its simplest and most understandable form. Your beliefs and values will affect your affect your attitude which will inform your behaviour. 
Moise, C, (2014) shows us that beliefs and values will inform our attitudes in many ways. Everyone has different beliefs and values that inform their attitudes. For example, I as a classic English liberal and free market capitalist believe that people will get what they deserve, I believe that people have their own agency and will rise or fall on their own merits. As an effect of my beliefs, I hold working hard and putting in the effort required to achieve my goals as a value, since nobody is going to give me a good job, fast car and big house based on my looks alone, sadly. How does this affect my attitude? I believe I will only achieve my goals through my own effort, I value the time and effort I put into achieving my goals which informs my attitude and thusly my actions. It created in me an attitude of work hard and play hard. Put the effort in and reap the rewards. The rewards never come before the effort, and the payday never comes before you start work. Sullivan et al (2001) explain this quite concisely as well when explaining how acting in a way contrary to your beliefs makes a person uncomfortable. In this instance, if I were to not put the effort in, if I were not to work hard, I would still get exactly what I deserve, which would be nothing. I would gain and achieve nothing, and I would have nobody to blame but myself, which would make me feel extremely uncomfortable. Anderson and De Silva (2009) put it very concisely. They show us that values that are underpinned by beliefs form the basis of our attitudes which we act out in our behaviours.

[bookmark: _Toc99299654]Organisational values
[bookmark: _Hlk67854409]It is not just individuals that hold values. There are Companies and organisations that develop their own values too. A study cited in Dearlove and Coomber (1999) and backed up by Miller, P & Yu, HC (2003), shows us that companies that are values led outperform others in growth, job creation, stock pricing, and profit generation. They demonstrate that if you are a value’s led organisation, you will attract potential employees who hold the same values. The result of this will be that the organisation will generate a workforce that is committed and functions well. 

[bookmark: _Toc99299655]Respecting the beliefs, values, and attitudes of others (shared values in organisations)
Everyone is of course entitled to their own beliefs, values, and attitudes, and we must recognise that other people will have different values and beliefs to the ones you or I might hold. And while it is important to acknowledge and respect that others hold different beliefs and values, this is not the same as respecting other peoples’ beliefs. There are plenty of beliefs in the world that are completely unworthy of any respect whatsoever. For instance, the beliefs of KKK clansmen would certainly fall into the category of being completely unworthy of respect. However, though it may be a reprehensible belief system, we do not have the right to expect or force others to change their beliefs just because they are different to ours or because we disagree with them. The example of a KKK clansmen may be an extreme one, but it is used here to highlight the fact that, in an organisational context, it is a very good idea to create a work environment where the workforce holds a shared set of values otherwise you could easily end up with a workforce that is in conflict as peoples’ values and beliefs clash. As we touched on earlier, being an organisation that is values led itself, will attract a workforce of like-minded people who share similar values. This is a win-win for any organisation as the individual employees find meaning in their work and the company gets a committed high performing workforce. 

[bookmark: _Toc99299656]Management theories
[bookmark: _Toc99299657]The 4 major schools of management thought 
There are many different schools of management thought, but this report will look at the big 4 before identifying a theory relevant to my role and assessing its impact on my own beliefs, values, and attitudes. These schools of thought are:
The Scientific school of management – Taylor, F, W (1911) came up with the management theory that it would be better to take complex tasks, break them down into smaller and simpler sub tasks and then optimise them through stopwatch measured time trials. Gilbreth, L, (1914) was particularly interested in reducing wasted motion by bricklayers at a construction site. Her innovations with motion and time studies reduced the number of motions by the bricklayers from 18 all the way down to 4. She also believed and put forward the idea that each worker should be involved in doing their work, preparing to advance to higher levels and training their successors.  
The Classical school of management - which is broken down into 2 theories that go hand in hand. Max Weber’s bureaucratic theory (Weber, Guenther Roth, and Claus Wittich, 1978) & Henri Fayol’s administrative theory (Henri Fayol, 1970). Weber was a German sociologist, his theory of bureaucratic management was based on the idea that civilisation was changing from value-oriented thinking, affective action, and traditional action to more technocratic thinking. This was because he believed that civilization was changing to seek prime results at the expense of emotional or human-centred content.
 Weber’s bureaucratic theory is characterised as follows:
· A hierarchical management structure.
· Division of labour
· Formal selection process
· Career orientation
· Formal rules
· impersonality
Weber did become somewhat cautious or wary of bureaucracy though, as he realised that the more completely a bureaucracy is brought into being, the more it depersonalizes itself. Thus did Weber predict that over time organisations would become almost completely impersonal with very little human level interactions between those involved in the organisation. Evidence?
Fayol’s theory expanded upon Weber’s theory by focusing on management at a micro level as opposed to Weber’s macro level theory. Instead of standing back to look at the overall structure and general duties of management, Fayol dived into the minutiae. Fayol’s administrative theory was based on his belief that management comprised of 5 main roles or principles. These were to:
1. Forecast and plan
2. Organise
3. Command 
4. Co-ordinate
5. control 
Fayol also developed 14 principles of administration to work alongside his 5 principles of management. This is the minutiae that Weber’s theory did not focus on.
1. Exercise authority
2. Ensure that unity of command exists
3. Ensure that there is a clear chain of command within the organisation
4. Provide unity of direction for all staff
5. Manage the supply of human and other resources
6. Exercise staff discipline
7. Coordinate key activities through centralisation
8. Seek efficiency through the division of work
9. Subordinate their needs and those of their team to the needs of the organisation
10. Ensure that staff are paid and rewarded fairly
11. Ensure equity of treatment for all staff
12. Provide job security as far as possible
13. Encourage staff initiative
14. Establish a sense of esprit de corps
As we can see from his 14 principles, Fayol believed that team-building and personal effort were an intrinsic part of an ideal organisation
Evidence?  Sources?  Keep an eye on how much you are writing without providing supporting evidence
The Behavioural school of Management - (also known as the human relations movement) Follett, M (1940) often referred to as the mother of modern management, believed that management was “The art of getting things done through people”. Essentially, she argued quite rightly that workers were people as opposed to numbers, statistics, or cogs in a machine, and embraced the use of psychological and sociological techniques to get the best from a workforce. She believed that group ethics rather than individualism is the foundation an organisation should be based on. Mayo, E, (1933) tells us of the Hawthorne experiments conducted by Elton Mayo between 1927 and 1932. Sometimes referred to as the Hawthorne effect, these were a set of experiments conducted to study the productivity of employees at the American western electric company based in Chicago Illinois. his experiment involved changing the working conditions of the employees repeatedly over a period of five years and monitoring the results. His findings showed that the workplace is also a social environment, and that productivity of the workers was directly affected by the behaviour and interactions between managers, workers, and outsiders. 
The Modern school of management - Peters, T and Waterman (1982) developed 8 ‘themes’, which also make up the chapters of the book ‘In search of excellence’ (appendix 3). This did not actually start out as a book; it began as a 700 slide 2-day presentation to be given to Siemens after extensively studying organisations structures and people by going around the world on an infinite budget to talk with as many businesses and people as possible about teams and organisation in businesses. Peters was then invited to give his presentation to PepsiCo, but they did not like the format of 700 slides over 2 days and thus it was boiled down to the 8 themes we can see in the book. Peters’ findings were very much in agreement with Miller, P & Yu, HC (2003), that organisations that are value led or value driven outperformed the others. However, he also found that fostering entrepreneurship and building up champions were major factors. 
[bookmark: _Toc99299658]Is there a management theory relevant to me?
Throughout my life I think I have been subject to all the management theories described above in one way or another, and in some way each one has had an impact on my beliefs’ values and attitudes. I used to be the AM Warehouse shift manager at DPD Cardiff, and the company itself claimed to be values led. DPD drummed into everyone in the company that DPD had 6 core values. These were:
· Honesty 
· Respect
· Hard work 
· Passion
· Flexibility
· Accountability
These values could have been pulled straight out of the classical management handbook as it was deeply impersonal in its structuring and became a point of contention between myself and some of my peers. The senior management of the Cardiff branch, I cannot speak for the larger network of DPD,  looked at the employees, specifically the warehouse staff almost as literal beans to be counted. They did not see the staff as people, they saw 100 parcels per man hour and treated the staff accordingly. The senior management at DPD expected me, in my role as warehouse manager to very much be the whip hand that they wielded over the staff. 
When I first joined DPD, I was an agency labourer simply unloading trailers filled with parcels to be sorted. I was taken on full time as a warehouse employee because of my work ethic, and, after I learned every job in the warehouse over the course of a year, I had earned the opportunity to shadow the then shift manager and function as a team leader. When DPD moved to a larger Depot, the current shift manager left the company (for reasons I did not at the time understand) and a position became available for which I applied. After a selection process I was promoted to AM warehouse shift manager. It soon became apparent why my predecessor had left the company. I had worked with all the warehouse staff for years at this point, I knew their strengths, their weaknesses and how to get the best out of them. Unfortunately, the restrictions placed on me by DPD senior management made it almost impossible to get the best from my employees. I would find myself having big arguments with my bosses who refused to see that a tiny investment in their warehouse staff would improve both morale and productivity. They also did not accept that people got old and would expect staff who were in their sixties to be able to perform the same tasks at the same speed as somebody in their twenties. I didn’t know it at the time, and this assignment has shown me, that while DPD was pushing a classical /Bureaucratic management system that Weber would have endorsed, I was much more of a behavioural school manager who understood that productivity was linked to morale, and though I had never heard of Elton Mayo at the time, I was practicing what he preached as I knew that how managers interacted with their staff would impact morale and productivity. It became very clear early on in my time as a manager there, that while DPD Cardiff paid lip service to its 6 core values, that was all it did. 

[bookmark: _Toc99299659]How were my beliefs values and attitudes and behaviour impacted?
I felt, as Sullivan et al (2001) pointed out, very uncomfortable as manager at DPD because many of my values and beliefs were being trampled on. I believed happy workers work harder, but senior management did not care. I knew that rewarding staff for going above and beyond would motivate them to do so again and again, but DPD did not care. I knew that showing some flexibility would demonstrate to the staff that they were valued as people and not just beans to be counted, but DPD did not care. The senior managers saw cogs in a machine instead of staff to be valued. This trampling of my values did change my behaviour in a couple of ways. I became jaded and in my own way rebellious. I would reward my staff with things like McDonalds breakfasts at the companies’ expense (and against my depot managers instructions) when they performed well. I did this because I knew I would need them to want to work hard when we hit the busy periods like Christmas. A simple investment in some burgers to show the staff they were appreciated, would maximise their productivity because they knew that if they performed well, and hit all the target, then their manager would recognise their effort and reward them. At times my behaviour changed in other ways. During some meetings with other managers, I found myself becoming angry and almost openly hostile in some instances. There was one meeting where it degenerated into a full-blown argument and might have even escalated beyond that had other managers not been there. This argument came about because the depot manager wanted me to fire a 62-year-old man who had been in the job for over 30 years. His exact words were “he’s underperforming, manage him out of the company and replace him”.  I was gobsmacked. The staff member he was referring to had been with the company forever and was only “underperforming” as he put it due to physical ailments brought about by age and a career in a physical and laborious job. What made me angry was that I had raised the issue previously that some staff members were at the age now where they needed help in their roles, and we should be employing a few younger staff to assist them and learn their jobs in preparation for their retirement. To find myself in a meeting a few months later where I was being told to find excuses to fire these staff members really got under my skin and an argument ensued and became very heated.  It was very clear to me by then that DPD not only did not value its employees, but that the senior management held them in contempt. 


[bookmark: _Toc99299660]Conclusion
[bookmark: _Toc456901523]In conclusion, my beliefs, values, and attitudes have had a big impact on my workplace behaviour. I am a hard worker because of my values and beliefs. When my beliefs and values are trampled on however, my behaviour changes. I become jaded, miserable, and on occasion openly hostile. I am better suited to some styles of management than I am to others. I am not a fan of the classical management theory at all. I believe now that the more bureaucratic and impersonal a company is, regardless of what its values are, the lower staff morale and productivity will become, and the higher the company’s turnover of staff will be. I also conclude that although it was the classical/ bureaucratic management theory that was relevant to my role, it was also in direct opposition to my beliefs and values. In the end though, it was not my beliefs or values that changed. It was my job that changed. Having now left DPD Cardiff, I no longer feel that my beliefs or values are being trampled on, and I am much happier for it.
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[bookmark: _Toc99299664]Appendix 3
The 8 themes / chapters of “In Search of Excellence”
1. A bias for action, active decision making – ‘getting on with it’.
2. Close to the customer – learning from the people served by the business.
3. Autonomy and entrepreneurship – fostering innovation and nurturing ‘champions.
4. Productivity through people – treating rank and file employees as a source of quality.
5. Hands-on, value-driven – management philosophy that guides everyday practice – management showing its commitment.
6. Stick to the knitting – stay with the business that you know.
7. Simple form, lean staff – some of the best companies have minimal HQ staff.
8. Simultaneous loose-tight properties – autonomy in shop-floor activities plus centralized values.
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legacy for others and a world that holds promise for the future.

Having a sense of capabilty and expertise is significant for you

Utiising your skils and experience to mediate with others allows you to solve issues that arie.

Seeking new opportunites to develop and grow keeps you consistenty challenged.

Close relationships are of the utmost importance to you and they are central inthe decisions that you
make.

Remaining i control of your finances and ensuring thatyou ae ot ver-stretched provide you with
comfort

You appreciate the freedom of autonomy and not being relianton others.

“The type of values you selected indicates that your individual capabilties are most important to you. From
your choice of values you also demonsrate care for the greater good (future generations).

Understanding our values helps us better understand ourselves and why we may act of react in the way that
we do. For example, if someane undermines one of your values it can result in feelings of hurt; you would be.
likely 1o feel upset if your value of accountability” was not being honoured by someone else. Similarly, if you

make a decision which goes against one of your values this may lead youto feel uneasy or unsettled about the.
decision, because you are not being true to yourself.





