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1.Excecutive Summary

The purpose of this report is to analysis and evaluate how Biffa company could distinguish their understanding between beliefs, attitudes, and values within the organization. How the organization could critically assess their own beliefs, attitudes, and value also their influence into work sitting.
How Biffa will change the organization structures due to the covod19 in order to challenge the virus and innovate more business in the future by applying the critical assessment of an appropriate management model/ theory as well to evaluate how workers with different beliefs , attitudes and values  might deal with the changes or new structures  differently.
Recommend with clear explanation how the change due to the Covid19 within the organization will change workers mindset in terms of their beliefs , attitudes and values in order to challenge  or tackle the virus and proactively create more plans against any pandemic in the future. 


2.INTRODUCTION

2.1 Chosen Organization
I have decided to choose Biffa company because is one of the biggest waste management and recycling company and I am working in the organization.
Biffa organization was created over 100 years ago; Biffa has continuously been leading firm of expansion and revolution within the waste management industry. Called after the founder Richard Biffa, the organization was first founded as a haulage company to provide services to coal "re power stations in London. Then in the 21st century, the organization became UK leading integrated waste management and recycling business. (Biffa ,2020).
 
The organization have over 6000 employees with the biggest mixed recycling capacity and plays important role in the country resource management capabilities and the company has nearly 2,500 collection vehicles and recycling around 750,000 tonnes of waste yearly as well generate 607 million kwh renewable energy per year. .
Right now, Biffa are delighted to lead the waste and recycling industry. Biffa are operating at over 195 sites across the length and breadth of the country, they service over 2.2 million households and collect 4.3 million bins per week just within them municipal division. From the company conception in 1912, the business has improved far beyond waste collection and into recycling, treatment and energy generation service as well  they are the UK’s no.1 Industrial & Commercial waste collection service provider, the organization  is covering a gigantic range of UK business sectors, counting manufacturing, retail and hospitality. The company household waste division is a leading service provider to local authorities, providing household waste and recycling collections, street cleansing. (Biffa ,2020).

2.2. The importance of Critical thinking into the organisation 

Every organization should know the contribution of critical thinking which including how they will be identifying things such as : problems, best solutions , selecting the best theories to achieve the organization objectives, implement the solutions, also looking to see if the chosen solution or methods are effective or not that was based critical thinking looking at the advantages and disadvantages of every decision prior to implement it . Critical thinking is the key to any organisation development .for example , Biffa have to restructure their policies due to covid19 like some workers have to work from home , seating room only two people are allowed , and changing room one person at the time etc. During this pandemic period Biffa must make decisions based on the government recommendations, their knowledge, and experience to help their workers guiding them to adapt to the new changes and develop their critical thinking skills. (Wiley, 2018) 
 

[bookmark: _Hlk58802187]3. Examining the Difference between beliefs, attitudes, and values  
*According to Cambridge (2020) Beliefs Is the fact of feeling convinced that something exists, is true or not. For example, some people have their beliefs to God during hard times.
*Attitudes is the feeling or opinion people can have regarding something or someone, or the method/ a way a person could behave that can be caused by political situation, covid19 pandemic, change of environment. (Cambridge ,2020)
* Values are the principles of aiding people to decide about something which is right or wrong, as well if people facing various situation how they could act. For example, when the government decided to put the country in second lockdown some people were not agreed about the decision. (Cambridge, 2020)
 The diagram below explains the impact of how people behaviour could be whether right or wrong because it’s primarily exemplifies the source of our beliefs, and the existing relationship between beliefs and values into people attitudes. (Immigration advisers’ authority, 2020)

[bookmark: _Hlk56606465][image: Influences on our behaviour. ](Immigration adviser authority, 2020)

 






According to Moise (2020) ,The conceptions of beliefs, attitudes and values are very vital in the modern of managerial, marketing scientific  and political because it related to characteristic of sociology which is focusing on cultural and environmental factors   as well psychological which is related to mind or mental actions. The report will briefly describe the insight of each conceptions by starting by:
Beliefs because it shows the expectation of what a person thinks about himself, others and other realities happening in his/her environment. As the report defined above beliefs is something a person think is true or wrong with or without proving it. For example, in congo they believe if you are a last born in your family you can stop the rain when you have family event; at workplace workers believes the manager has a degree over them.( Moise, 2020) 
[bookmark: _Hlk56806997]According to Moise (2020), beliefs can be separated in two types which are: core beliefs and dispositional beliefs. core beliefs are a way a person showing it and dynamically thinking about it. In the meantime, dispositional beliefs are when a person isn’t involved straight away from something. The analysis proved that beliefs are composed to different categories like internalization there is people who beliefs from young age and others adopt beliefs from new country, environment, or a leader. For example, in Africa workers don’t questions a senior member decision while in UK workers must feel free to question decisions whenever he/she feels is right or wrong. Additionally, workers have habit of adapt into manager beliefs even that are not theirs or their own benefits. (Moise ,2020)
The workplace can impact people beliefs in many ways like a person who beliefs implied that he cannot be associated or work with homosexual. However, he found himself in that situation although his high education level his beliefs will influence his decision whether to work or not even it against his own interest. Therefore, when we examine the nature of beliefs, we will be realised that it has various form and point of view because there are beliefs when you are believing in something and believing in. For example, some workers are confident of their manager decisions thinking is always the best. We called it commendatory beliefs. while other beliefs in the manager or organisation objective to justify the raison why they are working for the company, it named existential claim. (Moise ,2020) 
Values explained the characteristic of the reality which surround people. For example, honesty, integrity, openness, essential quality it viewing as main values. Generally, values are compared to the importance people are giving to something. Many times, values are the reflection of our live. For example, I value my work or my organisation reputation. We can consider values as objective or subjective because, objective is when a person is physiologically strongminded and subjective is not culture to culture. however, is personal view or opinion to others. We consider this types values as personal beliefs related to his ethical values, aesthetic, and social values. Values as many considerations it can be milestone for the organisation for the right course of action or outcome, also can influence workers personality, behaviour, and attitudes at workplace. (Moise,2020) 
Attitudes is the response a person could have when is facing something and could be external or internal situations and prove person beliefs and values. The way people respond to the situations and behaviour determined their attitude. Nonetheless people can control or monitor their behaviour so that can be the reflection of their beliefs and values. In this modern life individuals have the obligations to adapt to diverse culture, behaviour in positive manner to be successful. For example, at your workplace you must adapt to the company structure to work for them. The way individual expressed his beliefs and values determined his attitude that could be through words and behaviour. For example, workers cannot socialise with my work colleagues due to Covid19 and, the government restriction influencing worker positively or negatively attitude. Environment can materialize people attitudes. For example, currently workplaces are not the same because you must follow covid19 instructions. Individual attitudes can change according to the diverse experiences, looking at different social roles a person can be impacted by core values and beliefs. Therefore, harmonising the values at workplace makes the organisation relationship successful because our beliefs, values and attitudes are connected in many ways although there is difference between beliefs, values and attitudes and both as impact on each other and adjust people behaviour at workplace or society.( Moise,2020). See the appendix three for further explanation.
 Below the diagram explicit the intercorrelation between beliefs, values, and attitudes. 
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(Moise,2020)

[bookmark: _Hlk58802243]4. Critical Assess Regarding Biffa own Beliefs, Attitudes and Values During covid19  

4.1. Biffa Own Beliefs
According to Biffa (2020), the COvid-19 crisis is first time, also it is having vital influence on our organisations. Therefore, since the beginning of the pandemic Biffa beliefs has changed by prioritising health, safety and wellbeing of their workers and the societies they are serving ;make sure the company are still able to provide the service ;minimising disruption cause by COVID-19 and continue protecting Biffa financial strength.
Biffa believe taking some action to protect their employees and consumers will prevent the spread of the virus. Therefore, they have included measure like : home working, social distancing and following the government guidelines in order to ensure employees are safe as possible ,the company even went further to improve workers sick leave or absence due to COVID-19 and put training  in place for the drivers to adapt with the cyclist lines because the government is encouraging population to ride instead of using their cars or public transport. The motivation behind that is to ensure employees keep their beliefs on the organization can still protect them during this pandemic period. However, there is some workers who believes the company, or the managers decisions are always the best and other who believes workplace is not safe though all the precaution taken by Biffa. (Biffa ,2020) 

Covid-19 challenged workers beliefs. For example, limitation of socialization, worker can’t be in group, no weekly meeting, every year workers gather to celebrate Christmas unfortunately it won’t happen this year.
The combination of these measures has ensured that the organization is positioned to withstand the impact of the crisis, workers beliefs and that will help to ensure that Biffa strongly develop when the crisis passes. During the first lockdown the organization offer workers 300 pound in their shares as appreciation and encouragement, for their exceptional response to the pandemic crisis and that make employee to believe in the company structures and guideline. (Biffa ,2020) 
[bookmark: _Hlk58802419]4.2. Biffa own values
Biffa values is the factors which they believe in transparency, not bureaucracy, also pride on themselves for adopting a friendly and open culture based on respect and trust. (Biffa ,2020)
 Employees feel they have voice, motivated to share their ideas, and the methods the company encourage both employee and customer to enhance the business. Therefore, employee/ customer feels valuable in the company. The company understand it their role as an organization to persuade their employees to take responsibility as well as achieving their potential. This is the reason why workers and customers value the organization Coronavirus guideline because they can positively contribute to the business ideas. At Biffa they believe on valuing employee ideas. Therefore, perspectives and cultures produce creativity and good working environment. The way Biffa value or consider their employee it proved by the method they are promoting equality and diversity in every zone and ensuring it fulfilled at workplace in return employees are showing it by believing with the company coronavirus guideline.( Biffa ,2020)
4.3. Biffa own Attitudes 
Biffa have applied various attitudes since the beginning of the Coronavirus by monitoring very closely the spread of the virus. Therefore, up to now the organization had no negative impact regarding the virus.
The organization has decided to follow accordingly the UK Government guideline and the World Health Organisation (WHO) standard recommendations for the virus and that has influenced workers beliefs and values it is showing in their behaviours as well employees believes the implementation of the policies is to reduce the spread of infection risk amongst employees and consumers . (Biffa ,2020) 
The correlation between beliefs and values is evidencing on workers attitudes by way they are following the company guideline such as:
· washing their hands regularly by using disinfectant or soap and water.
· wearing mask and when coughing and sneezing.
· Covering the mouth and nose with a flexed elbow or tissue and 
any employee  who has a fever, cough or feels unwell or suspecting of   having  the infection , company will be ask him /her  to contact the NHS services immediately and avoid contact with others until advised on next steps.
· workers who  returned from the high risk areas ( category 1 ) are recommended to self- isolate and to call the NHS to know the next step after isolation also those been returned from category 2 zones are advised to self-isolate and if they developing symptoms they must contact NHS services.		
· Following company protocols for dealing with waste worker with symptom can easily be contaminated. Biffa guideline has massive influence on workers attitudes. (Biffa, 2020)
[bookmark: _Hlk58802695]4.3.1. Education
The organization are continuously updating their managers and workers information on Coronavirus prevention with the objective of minimising risk. We cannot hide that has impacted employees’ attitudes. (Biffa, 2020)
4.3.2. Monitoring
Biffa organization is constantly monitoring the information also executing UK Government recommendation, WHO and centre for Disease Control (CDC). They are monitoring worker levels of absenteeism levels as well as providing regular reports to management and executive teams. Looking at this, it shows how Biffa value and believe on their monitoring system and that it proved on workers attitudes or behaviours at workplace. (Biffa, 2020)
[bookmark: _Hlk58802959]4.3.3. Analysis
Biffa are examining any threat that could appear on their business and are continuously developing management programme to identify employee and customer attitudes which could be positive or negative and should any employee or customer present any negative behaviour/attitudes they will provide holistic approach to restore employee or customer attitudes.( Biffa , 2020)
[bookmark: _Hlk58803021] 5. The critical assessment of an appropriate management theories to evaluate how individual with different beliefs, attitudes, and values might interpret the theory differently.
The reporter has chosen to use Scanlon theory for this report.
5.1Scanlon human relation approach 
According to air Slate Legal Forms (2020), Scanlon human relation approach is the benefit of sharing project in which workers settled the cost saving, based on worker effort. Participation of employee is important with Scanlon Plan, also periodic feedback as well as motivation plan (method). 

5.2Scanlon Principles
According to Scott (2015), Scanlon has four principle which is: 
Identity/ education, participation/ responsibility, equity/accountability, and competence/ commitment.
[bookmark: _Hlk58487116]Identity / education is subcommittee wrestling with issues in which method to ensure that workers are aware of the critical problems or veracities that facing the business such as: who are the company buyers? Who are investors? How the organization can be sharing their information and project. Subcommittee is responsible of supporting workers to have full comprehension on the organization objectives. However, this can be different to the worker beliefs because some worker believes they don’t really have to know everything about the organization they are working for while the organization believes that it fundamental for employees to know the business literacy so they can’t be limited their capability to participate effectively and efficiently.(Scott , 2015) 
Participation/ responsibility subcommittee is one of the hard tasks how to knock into workers creativity and improvement ideas. The organization believe that employee’s participation is the key of creation because the gain can be shared to whole organisation as well as participate company have three-time return on investment because when workers participate they bring knowledge and enhance the company development. According to Scanlon method the ideas is based on working smart than working harder. However, some employees felt their participation are not valuable or respected to the organization because the company don’t value them as person who can bring good ideas. They also believe they come up with new ideas the organization will not value or considered it because the organization don’t encourage them to participate with their ideas. For example, employee emailed the employer to implement the employee of the month which could bring  motivation and creativity unfortunately employer never respond to employee in that case the employee felt employer  didn’t value his idea and next time he wont think of bringing new idea. (Scott, 2015)
Equity / accountability subcommittee is charged of measuring and rewarding the performance system (s) to ensure that the company are considering the key stakeholders. According to Scanlon practitioner’s accountability is the method of balancing the needs of the stakeholders within the organization, structuring valid and reliable procedure of the organization performance as well as assuming responsibility for the organization. The report note that the company must support their workforces in order to maximised their investment and provide good product value for their customers because when the business is performing as well as the customers needs are met , naturally employees expecting to be treated fairly financially and consider. For example, workers bonus, equity group, and meet staff’s requirements. However, when the organization does not value their employees it influenced their attitudes. For example, worker doesn’t receive any bonus while the organization is making big profits, they’re not increasing employees’ wages, no compensation, workers felt they are being exploited by the organization in return they are taking nothing. Therefore, in other organization workers have negative attitudes. For example, bad customer service, workers talking bad about the organization they are working for, they are not motivated. (Scott, 2015)  
Competence / commitment subcommittee is in charged to make sure workers have the possibility of enhancing personally, professionally, and organizationally. In certain organization they organized trainings competencies as well as the method to obtain them, identifying suitable training and encourage workers to participate, providing feedback to employees to know what they have learned from work experience. The main objective of the training could be to see if employees are agreeable to implement the new ideas by doing trial to allow those are in doubts to test the system prior to give them full support. For example, Biffa organization have brought new ad blue pump and new lorries with digital wind screen. According to Scanlon theory believe that growing employees personal competency benefits the organization. However, workers might have different aspect on training because they believe they are not value by the organization and if they are forced to participate, they will have different or negative attitudes. (Scott, 2015) see appendix 1 for further explanation. 


6. Critical thinking
[bookmark: _Hlk58567280]The report preferred to use the RED Model of Critical Thinking. Therefore, according to Glaser (2019) Critical thinking as lot of qualities as well attributes, with the ability to logically also rationally to accept or consider information. Instead individuals with strong critical thinking to accept argument and conclusion, they will be questioning and seeking to understand the proves provided. They will be looking for logical and existing connection between ideas, considering alternative connotation or interpretation of information also examine the strength of argument presented Every person have experienced some level of unconscious prejudice in their thinking. Critical thinking skills can support an individual or organization .to overcome these and separate out facts from their opinions. 
Watson Glaser critical thinking test was created around the RED model of critical thinking:
 Recognize assumptions: this is about how an individual or organization comprehend the information. In fact, the organization must understand what being stated as well as consider whether the information is true or false and if the evidence presented can be back up. identifying appropriately when a person or company making assumptions, when the information is been provided and able to critically consider the rationality and the importance of these assumptions. If possible, the organization must look from various aspect that will help determining any missing evidence or logical inconsistencies. For example , Biffa was informed the country will go on lockdown and employees must work from home while not every Biffa workers can work from home therefore they will have to evaluate the advantage and disadvantage of employees  who will be on furlough and who will be working by taking in consideration of every workers health condition also how severe is the COVID19 virus and seeking to understand the government guideline  because ,  the organization had some of their consumers opening like Tesco, Sainsbury and Waitrose. (Glaser,2019)
 Evaluation of arguments: is the ability of evaluating the argument in order to know is strengths because ,  argument could be strong or weak .therefore, to make an argument strong  individual or organization must be asking several question which they should assume are true also decide if each argument is strong or weak. For example, Biffa organization bringing workers back to work after lockdown they had to evaluate different perceptive and questions like: how will we respect  the distancing rule between workers ? is it safe to bring workers back ? what are the safe  measure for  the workers to follow ? how can we assure to our  customers waste  collection will be done with respect of  government Protocol. Asking those questions could probably cause arguments within the organization relating to these questions and after evaluating them, the company decided to bring workers back to work. This help the company to take right decisions and measures. After evaluating the questions, inference will be next because it helps to get good reasoning, evidence and it allowed conclusion to be drawn without explaining it. For example, following the government guideline doesn’t mean virus won’t be spread at workplace. However, the Biffa organization still believe that must be followed. The issue with the interference is often conclusion are drawn with insufficient information or evidence also the company may not be correct in their decision or conclusion. (Glaser ,2019)
 Drawing of a conclusion in a certain instance, by referring to a general law or premise. However, there may be situation when such deduction is incorrect. For example, wearing mask and gloves will stop the spread of the virus? Can the company apply different method? Why does it matter if workers don’t wear their mask on site? What evidence does Biffa have by applying sanitiser will limit the spread of virus? when the organization possess this skill, they will be able to bring various information together and provide good conclusion. When an organization think critically, the real picture will become clear, they can make tough decision and bring innovation within the organization. Business must cultivate good level of thinking to compete with their competitors, however that require lot of effort. (Glaser ,2019) see appendix 2 for further explanation.
 
7. Recommendation
[bookmark: _Hlk58508268][bookmark: _Hlk58566804]The report have referred to Cerutti (2020), about the five behaviour, values and attitudes the aspects which they will have huge influence on workplace with recommendation of meeting these challenges, reshaping workplace as well as creating more jobs in the future these points are :
[bookmark: _Hlk58803515]7.1Employees should have a newly shape and consciousness of surface and space.
The organization will have to accommodate new mentality regarding spacing and touching, creating a more comfortable environment to reassure both employees, customers, and other stakeholders. The organization should use good de- densification strategies to allow good circulation at workplace. For example, creating one-way circulation within the  organization will reduce the crowd .however , to be successful  the company should include distancing rule which will allow workers to pass with adequate distance , place such as cafes, kitchens and office should be marked with floor and graphics to explain how to keep distance and create a well queueing system to control foot traffic into work setting. These graphic and signage should be supported with good communication strategy so that will be cleared to their workers. Primarily enhancing cleaning procedure was never a bad idea, however, since the COVID19 everybody has realised how important that could be. Cerruti (2020)    

, [image: Reshape the Workplace]
Cerutti (2020),   

[bookmark: _Hlk58803668]7.2. workers should be more aware for their safety 
Designing a supportive or safety graphic and signage at workplace will reinforce employees’ sense of safety also will allow them to make good decision for their needs. As the report implied previously strong communication procedure will help to disseminate rapidly information amongst workers even when there is new policy or important information employees can easily access it. Note at this stage signage will play vital role in this strategy. Signs will be indicating what can be done and cannot. That require high employees’ engagement to respect the signs because, having good sense of control will help
[bookmark: _Hlk58524255]to solidify the safety at workplace. Cerutti (2020) 
(Google image ,2020)  [image: ]

7.3.  Needs around mental health and well-being will increase.
This is something most employer don’t really take into consideration employee wellbeing. Nonetheless, employee is most important asset in any organization. Therefore, employer who will invest in wellness of their employees will support their morale specially in this pandemic period where compounding effect to workers who live with stress. For example, creating work- free zone where employees can have easy access like smoking, having coffee, talking with phone, chatting with others will help them to recharge regularly during the stressful day. Creating private space like quiet, calm private room, where staff can do exercises activities it will be relevant as we return form lockdown these will play vital role on employee wellbeing. Cerutti (2020)
 [image: ]
  (Google image ,2020)
[bookmark: _Hlk58804073]7.4. Social distance something which will reinforce desire for community and strong connection between themselves.
Zoom and video conference will be one the most important component because it has kept many organizations functioning during the COVID19. For example, providing training and meeting on video conference, company can visit site and meet their current and new customers through video call. This can help workers to share their experience or ideas even when they are not physically together also maintaining their sense of community in work setting. Hosting video calls will build the bridge between those working from office and home. Cerutti (2020)   [image: ]
(Google image, 2020)
7.5. workers will no longer view flexibility as facility, but as a must-have in their jobs going forward.
[bookmark: _Hlk58567382]With warning given by Public health experts that future outbreaks will be possible as long they didn’t find sustainable treatment or vaccine for COVID19. Organization have witnessed how fragile was the economy. Therefore, accommodating flexibility in workplace since the beginning of COVID19 will reduce the spread of virus and will allow workers to care for their family, achieve more from home and save on commuting coast and reduce pollution. Organization going forward will see flexibility as necessity. For example, many skill workers stopped working due to family engagement and that cause lost to other organization. However, adopting flexibility as necessity will boost and attract skill workers as we all know employee is the most important asset in the organization. Therefore, flexibility is strongly recommended in the organization. Cerutti (2020) 
 [image: ]
 (Google image ,2020)
8. Conclusion
 Biffa company should know the importance of critical thinking specially during this pandemic period taking decision the organization should be consider the whole  strategic , seeking the advantage and disadvantage of every decisions making.in order to enhance company development , compete with their competitors and fight the spread of virus organization should as well look at theory like RED which explicit the importance of recognize assumptions, evaluation of argument and drawing of conclusion . Glaser (2019)
  According to Hur (2018), The organization should make workers motivated, inspired, proactive and let them be involved in every activity because when employees are motivated, they will be willing to achieve a lot. allow the employees to have sense of autonomy mean let them have a choice because, that will influence worker attitudes. Mastery with this pandemic period organization are recommended to encourage employees to have sense of being competent and challenging the virus because, employees motivated when they feel competent. for example, motivated employees to bring their ideas how the organization should deal with COVID19 that make employees feel value by the organization. Organization should encourage Connection between employer and employee means allowing sense of being meaningfully and sense of purpose leads to higher performance. For example , employer can boost connection by involving staff by seeking from employees what the organization can do to reduce the spread of  virus and taking every staff members ideas on consideration that make  them feel the company believe with their ideas. Taking in account the difference between the organization and workers beliefs, attitudes, and values.
The organization should heavily consider the five behaviour, values, and attitudes the aspects which they will have huge influence in work setting with recommendation of meeting these challenges, reshaping workplace as well as creating more jobs in the future. Cerutti (2020)
8. Appendices
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Scanlon Gain Sharing: Where the Best Ideas Come Together


In the novel, Moby Dick, Ishmael signed on for “the three hundredth lay.” Provided that he 
survived the three years at sea, he would receive 1/300th of “the clear net proceeds of the 
voyage.” His friend Queequeg was a master harpooner, so he signed on for a nineteenth 
lay, or 1/19th of the net proceeds. *ese nineteenth-century whalers were engaged in gain 
sharing, a concept as old as human history. 


Gain sharing has stood the test of time because it meets a fundamental human need 
for fairness and combines a primal understanding of group dynamics with the realities of 
a business enterprise; that is, as we work together, we should all bene t according to what we 
have contributed. Unless we work together to create a “gain” or something of value, there will be 
nothing to share. *e nineteenth-century whalers were motivated. *ey faced hardships 
together, and when successful, they shared in the rewards that resulted from both their 
individual talent and group e+ort.


Multiple studies by Jerry McAdams and Elizabeth Hawk conducted by the Consor-
tium for Alternative Reward Strategies Research have shown that gain sharing is a power-
ful tool for creating high-performance workplaces.1 Gain sharing, on average, produces a 3 
percent increase in pay for employees and a 134 percent return for the company while fos-
tering teamwork, enhanced communication, and improved morale. In !e Ultimate Advan-
tage, Edward Lawler notes, “[T]he most important thing we know about gainsharing plans 
is that they work.”2
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Research conducted by Gallup worldwide shows that 70 percent of employees are not 
“engaged” in their work (Gallup, 2013). *ey are waiting to jump ship, to ,nd more reward-
ing work.3 With the retirement of the baby-boomer generation, reduced immigration, and 
lower birth rates, the competition for talent will increase. Attraction and retention of talent 
will become even more critical.


Compensation is important for attracting and retaining talent, but alone it is at best 
a blunt tool. For decades, surveys have shown that pay is just one of the many reasons 
that employees stay with an organization (e.g., Hausknecht, Rodda, and Howard, 2009). 
Gain sharing provides increased pay, but it also can provide the psychological rewards that 
research shows people want and a method for aligning organizational goals with employee 
e+orts.


As competition increases, organizations are faced with two critical areas that must be 
managed for survival. First, they must maximize e-ciency and productivity by reducing 
all forms of waste in systems and processes. Traditionally the domain of production area 
industrial engineers, Lean methods are becoming a job requirement in all areas of manu-
facturing, including the o-ce. Lean methods are now rapidly spreading to healthcare and 
other areas of the economy. *e second area that must be managed is innovation. New 
products and services were once the domain of product-development departments. Today, 
the most successful companies tap all employees, asking them to constantly scan the envi-
ronment for new products and services that can increase the “top line” of the organization 
and to devise more e-cient methods for producing those products and services. *e idea is 
to tap into employee knowledge of the business and bring innovation more quickly to frui-
tion by engaging employees in the development of products and improvement in processes. 


Gain sharing is a group, operation, or facility-wide reward system that can improve 
productivity, e-ciency, and innovation by developing and better using human capital. Gain 
sharing—in particular, Scanlon plans—has been studied extensively (e.g., Gerhart, Rynes, 
and Fulmer, 2009; Ledford and Allen, 2012; Schuster, 1984) and has proven itself in a wide 
variety of industries, including manufacturing, retail, nonpro,t, government, distribution, 
telecommunications, ,nancial services, hospitality, and healthcare. Gain sharing is success-
ful in union as well as in nonunion environments and has proven successful in various cul-
tures around the world. 


*e goal of this chapter is to help compensation professionals understand how to cre-
ate and maintain work cultures of innovation, engagement, leadership, and performance 
through Scanlon gain sharing.


The Crow and the Cormorant


In this classic Japanese fable, a starving crow watches as a cormorant ,lls its belly with ,sh. 
*e cormorant, like the crow, is a black bird, but it is able to swim and dive underwater to 
catch its prey. *e crow, reasoning that he too is a black bird, dives into the water only to 
drown. *e moral of the story is: pay attention to what is truly important, and do not get dis-
tracted by what isn’t important. In the crow’s case, the ability to swim was more important 
than the color of his feathers.


Compensation practitioners would be wise to consider this fable as they explore vari-
ous gain-sharing systems. Gain-sharing systems that seem similar at ,rst glance reveal 
critical di+erences in philosophy, scope, and results on closer inspection. Gain-sharing sys-
tems are often classi,ed by the nature of the bonuses they use. Just like the crow, focusing 
on the wrong thing—the formula—can result in missing what is really important. Years of 
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research have shown that the magic of gain sharing has less to do with the type of formula 
(i.e., single ratio, operational measures, pro,t sharing, etc.) than with the way in which 
the system creates gains, the leadership of the unit doing gain sharing, and the method by 
which the plan is installed (e.g., Scott, Davis, and Cockburn, 2007; Scott et al., 2002; Shiv-
ers and Scott, 2003). 


*e Consortium for Alternative Reward Strategies Research Study IV found that


1. Di+erences in plan implementation and support drive e+ectiveness twice as much 
as di+erences in plan design.


2. *e strongest driver of the culture that supports gain sharing is the plant manager. 


3. *e clearest element that separates e+ective from ine+ective gain-sharing plans 
is employee understanding of measurement details and how to implement them.


4. A key indicator of e+ectiveness is how much people think about the plan.


5. Companies are missing the boat on providing the recognition that employees 
want from their gain-sharing plans.4


The Scanlon Plan: Setting the Record Straight


Any student of gain sharing will eventually read about the Scanlon plan. It is one of the 
longest lasting and most researched approaches to gain sharing. It is also the only classical 
approach that is neither trademarked nor copyrighted. And while there are over 400 books 
in print that cite the Scanlon approach to gain sharing, much of the information published 
is misleading or simply wrong. Like the crow, these works focus on the wrong elements of 
the Scanlon plan and miss the most important ones. 


We have spent a major part of our careers—a combined total of over 60 years—study-
ing and implementing Scanlon plans. It is our hope that this chapter will set the record 
straight so that compensation professionals will know what aspects of gain-sharing plans 
truly drive organizational performance and employee engagement. 


Carl Frost, who spent a lifetime researching and developing Scanlon plans, stated


*e Scanlon Plan is an innovative management process for total organization 
development. It consists of a set of assumptions about human motivation and 
behavior, general principles for the management of organizations based on these 
assumptions, and speci,c procedures for implementing these principles.5


Scanlon plans are named for Joseph N. Scanlon, a prize,ghter, steelworker, cost 
accountant, researcher, and lecturer at the Massachusetts Institute of Technology (MIT) 
who lived from 1899 to 1956. Articles in Fortune, Life, and Time magazines made this 
modest man “the most sought after consultant in America.”6 Joe’s radical idea was that the 
average worker has value and knows his or her own job better than anyone else in the com-
pany. Scanlon believed that most companies did not tap into the creativity and talent of 
the majority of workers. He resisted the notion of “the economic man.” In other words, he 
believed that people are motivated by much more than money. He recognized that people 
want to do good work, enjoy being part of a team, and have many ideas for reducing waste 
and improving the e-ciency and e+ectiveness of organizations. Scanlon believed that lack 
of business literacy and skills development severely limits the contribution employees can 
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make. He felt that there was too much external competition to encourage internal compe-
tition in organizations. Scanlon found that many human resources practices and systems 
designed to increase productivity actually prevented people from cooperating and resulted 
in decreased productivity and e-ciency. *ey often pitted one group against another to the 
detriment of the organization. 


Based on these beliefs, Scanlon developed one of the most successful models for labor-
management cooperation just prior to the entrance of the United States into World War 
II. *e war years proved that labor and management could work together cooperatively to 
increase productivity and improve quality. By the end of the war, Scanlon’s faction within 
the Steelworkers Union that advocated cooperation found itself pushed out as the unions 
and management returned to their traditional adversarial relations. Scanlon was invited by 
Dr. Douglas McGregor to join the faculty of MIT as a lecturer, where he continued the 
work that today is known as the Scanlon plan. At MIT, Scanlon joined Paul Pigors, Charles 
A. Myers, Douglas McGregor, Paul Samuelson, Walter W. Rostow, George P. Schultz, 
Robert M. Solow, Charles P. Kindleberger, Fredrick Lesieur, and Carl Frost. *is interdis-
ciplinary group of scholars engaged in pioneering work in industrial relations. 


Dr. Frost continued to evolve and test Scanlon’s ideas in organizations such as Herman 
Miller, Donnelly, Motorola, Bridgestone-Firestone, and Beth Israel Hospital, eventually 
developing the four basic principles/processes and a participative implementation strategy 
that are the basis for designing and successfully implementing Scanlon plans today.7


Scanlon Principles


*e following four principles are the critical elements of the Scanlon plan—this gain-shar-
ing program is de,nitely not just another bonus formula.


Identity/Education. In order to make a meaningful contribution and to take ownership 
of business challenges and opportunities, every employee must understand the reality the 
organization confronts in its business environment. In addition to ,nancial information 
about the business, employees need fundamental knowledge of the wants and needs of cus-
tomers, the strengths and weaknesses of competitors, and the contribution that investors 
make to the organization’s success. As a result, companies committed to the Scanlon prin-
ciples were practicing open-book management long before it became a popular manage-
ment strategy. Management is challenged to create a compelling mission and vision for the 
organization that all employees understand and embrace.


Participation/Responsibility. *e Scanlon plan is based on the premise that most improve-
ments or gains come from “working smarter, not harder.” As a result, to increase productiv-
ity, employees must have the opportunity and feel the responsibility to provide input and 
in.uence decisions. Scanlon companies are high-involvement organizations, and Scan-
lon leaders use a variety of techniques, such as formal suggestions programs, team meet-
ings, kaizen events, and special task forces to encourage participation. Key to meaningful 
employee involvement is a disciplined and rigorous process in which employees trust that 
their input will be heard and that their ideas that can contribute to the business will be 
quickly implemented. In fact, employees in Scanlon companies are expected to contribute 
their ideas for improvement; it is part of their jobs.


Equity/Accountability. Systems must be developed that ensure accountability to the multi-
ple stakeholders in every organization; these stakeholders include investors, customers, and 
employees. Scanlon companies use gain-sharing, goal-sharing, or pro,t-sharing formulas 
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to help employees focus on the critical needs of these stakeholders. Bonuses are often 
distributed monthly so that employees can fully appreciate the connection between their 
e+orts and the success of the organization. *e formula rewards the contribution of inves-
tors and o+ers discounts in prices or rewards for customers. However, for employees, pay 
is not put “at risk.” Employees are paid competitive wages within their industry and labor 
markets. Equity formulas reward excellence, de,ned as performance beyond what nor-
mally could be expected by the company or within the industry. To build trust and trans-
parency, employees are often involved in calculating the bonus payouts. In some companies, 
the concept of equity includes dispute-resolution systems should disagreements occur. As 
is evident, the equity formula is not just about cash bonuses for employees but also about 
recognizing and rewarding the contributions of important stakeholders. Even if the bonus 
is very small, bonus checks are still paid because they provide a clear message regarding the 
success of employee and management e+orts that month. 


Competence/Commitment. Everyone must commit to continually improving on personal, 
professional, and organizational levels. Scanlon organizations have learned that employee 
development is an important investment, especially in a participative work environment 
where the scope of employee job duties is broader and where employees are expected to 
o+er innovative suggestions for improving organization e+ectiveness and e-ciency. Lead-
ers of companies where Scanlon plans have been implemented often state that higher levels 
of competence are required than in traditionally managed companies. *e Scanlon mantra 
is “Continuous improvement requires continuous learning.” Scanlon organizations invest 
heavily in the training and development of employees; they follow the basic principles of 
what are often termed learning organizations. 


Scanlon principles are believed to be universal. *ey can be applied in any organiza-
tion in any culture or country. Processes or applications are .exible and can be changed to 
meet the unique needs of each organization. For example, the identity principle requires 
that everyone understand the reality of their organization and business environment. How-
ever, the process of education is multidimensional, and companies employ a variety of 
methods to help employees become business literate. *ese methods include face-to-face 
meetings with management, published ,nancial statements, business games, and posting 
performance results on bulletin boards and company intranets. As another example, equity 
is established through a variety of formulas that include labor cost savings, goal sharing, 
economic value added, and pro,t sharing. *e combination of universal principles com-
bined with .exible processes has allowed Scanlon plans to create a competitive advantage 
for over 75 years.


Implementation Strategy for Installing Scanlon Plans


Carl Frost and subsequent generations of academicians and consultants have developed a 
speci,c process or road map for successfully installing Scanlon gain-sharing programs. *e 
road map mirrors the high involvement/informed culture the Scanlon plan is designed to 
create. Scanlon gain-sharing plans are created by the people who will be a+ected by the 
plan. *ey are not generic programs created by consultant or compensation professionals 
and then “sold” to the organization, as are many traditional gain-sharing plans. 


Implementation of a Scanlon gain-sharing program begins with the top leader(s) 
developing a mandate. A mandate is a statement that describes what the organization must 
do to survive and prosper. Just as the Declaration of Independence outlined why the United 
States sought independence and change, a mandate outlines why an organization must 
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change. Beginning with the top leadership team, the mandate is discussed and debated. 
In some organizations, a secret ballot is taken among the senior management team. Is the 
mandate compelling? Is there a critical need to change? Is the leadership team on board and 
unanimous in the need for change? Is the leadership team convinced that Scanlon prin-
ciples and implementation strategy o+er the best means for responding to the mandate? If 
the leadership team is not convinced that the plan is going to drive organizational perfor-
mance, then it is time to go back and build a compelling reason for implementing the plan. 


Assuming that the leadership team is committed, the process of building commitment 
continues throughout the various management levels and down to the front-line supervi-
sors. Where a union exists, the mandate is shared with the union leadership. *is part of the 
Scanlon implementation process is designed to build commitment and vision for the future. 


Eventually, the mandate is shared with all the employees, who are asked if they are 
willing to participate in a design team, representing a cross section of employees, to develop 
a Scanlon gain-sharing program to respond to the mandate for change. Management may 
ask employees to formally indicate their commitment to building a Scanlon gain-sharing 
plan. An employee vote forces the leadership and management team to explain the rea-
son that change is needed and their commitment to this change in language that the aver-
age employee can understand. Often the front-line employees know that change is needed 
but do not believe that management is serious, focused, and willing to work with them to 
improve the organization. *is phase of the road map requires honest communication, a 
willingness to admit past mistakes, and trust in team building. If most employees do not 
vote to proceed, management must take this as a sign that employees are not convinced, 
and other changes may have to be made before employees are willing to commit them-
selves to the Scanlon plan. 


*e next step is to create a design team charged with leading the e+orts to create a 
Scanlon plan adapted speci,cally for their organization. *e design team consists of both 
elected and appointed members and is chaired by the senior manager of the organization 
unit for which the program will be installed (e.g., CEO or plant/facility manager). Top 
leader involvement sends a strong message that the Scanlon initiative is an important pri-
ority. *e design team has four subcommittees charged with designing the best system(s) 
to practice the four Scanlon principles of identity/education, participation/responsibility, 
equity/accountability, and competence/commitment. *ese are described in detail next.


*e identity/education subcommittee wrestles with the problem of how to make sure that 
everyone knows the critical issues or realities that are important to the organization. Who 
are the organization’s customers? Who are the investors? Who are the competitors? How 
will information about the organization and the program be shared? *is subcommittee is 
charged with helping employees to understand the business. If employees do not have this 
fundamental business literacy, their ability to contribute to the e+ectiveness and e-ciency 
of the company will be limited. 


*e participation/responsibility subcommittee has one of the toughest jobs—how to tap 
into the creativity and improvement ideas of all employees. Participation is key to creating 
the gains that later will be shared through the ,nancial formula. Research conducted by 
Daniel Dennison (1990) at the University of Michigan showed that participative organi-
zations have a three times greater return on investment (ROI) than do traditionally man-
aged organizations. Identity creates knowledge about the organization. Participation puts 
the knowledge to use to make improvements.


Because Scanlon gain sharing is based on the idea of “working smarter, not harder,” 
employees must have the opportunity to provide input and in.uence decisions. *e tradi-
tional Scanlon plan has a suggestion system that drives organizational improvement. All 
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ideas are recorded and tracked so that no idea falls through the cracks. Employees share 
their ideas with their immediate work team. If the team likes the idea, it can be quickly 
implemented. If the idea needs the support of other teams or departments, or if it requires 
more money to implement than the team is authorized to spend, the suggestion goes 
to a screening team. *e screening team is made up of representatives from all the work 
teams and the top leader. *e screening team has the authority and resources to act, allow-
ing improvement ideas to be debated and implemented quickly. Ideas that require addi-
tional research are assigned to the necessary resource (e.g., industrial engineering, human 
resources, or ,nance) and are tracked. Because everyone shares in the reward for increased 
productivity or pro,ts, other employees, supervisors, or managers are motivated to make 
sure that good ideas are clearly articulated and quickly implemented.


*is classic approach resulted in over 10,000 suggestions at National Manufacturing, 
resulting in millions of dollars in savings (Davis, 2000). *is approach continues to be used 
successfully in organizations such as the ELGA Credit Union and was used by Watermark 
Credit Union to become one of the “50 best places to work” in the state of Washington 
(Scott, Davis, and Cockburn, 2007).


Scanlon companies have experimented with all forms of participation and employee 
involvement. Donnelly (now Magna) was one of the ,rst organizations to be totally orga-
nized into teams. Self-directed, cross-functional, and Six Sigma teams, Lean cells, and kai-
zan events are all used in Scanlon organizations to mine the ideas of employees, to improve 
productivity, and to reduce waste. In 1991, the average employee in a Scanlon organization 
contributed over $2,200 per year in cost-saving suggestions (McAdams, 1993). Scanlon 
high-involvement systems are not limited to cost-saving ideas. Employees are also encour-
aged to submit innovation ideas for new businesses or products, and this input has resulted 
in the creation of new billion-dollar industries and services—a direct result of their Scan-
lon involvement systems. 


*e equity/accountability subcommittee is charged with designing the performance mea-
surement and reward system(s) to make sure that the organization is accountable to key 
stakeholders. Accountability to Scanlon practitioners means balancing the needs of all 
organizational stakeholders, building valid and reliable measures of organizational perfor-
mance, and taking responsibility for that organizational performance. 


*e idea that companies must focus on multiple stakeholders instead of just the stock-
holders is still not universally accepted. One business writer wrote about “stakeholder folly” 
when describing a public Scanlon company’s e+orts to balance the needs of multiple stake-
holders. His view, shared by many business writers, was that a company does best when it 
focuses exclusively on the needs of the stockholders. Yet this is a simplistic view of busi-
ness. It begins with employees who care about their company and the work they do. *is 
drives employees to meet the needs of customers. Customers shop where their needs are 
met. When satis,ed customers buy products and services, the investor makes more money.


Kotter and Heskett (1992, p. 11) contend that


Corporate Culture can have a signi,cant impact on a ,rm’s long-term economic 
performance. . . . cultures that emphasized all the key managerial constituencies 
(customers, stockholders, and employees) and leadership from managers at all levels 
outperformed ,rms that did not have those cultural traits by a huge margin. Over 
an eleven year period, the former increased revenues by an average of 682 percent 
versus 166 percent for the latter, expanded their work forces by 282 percent versus  
36 percent, grew their stock prices by 901 percent versus 74 percent and improved 
their net incomes by 756 percent versus 1 percent.
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*e research is clear: investors who wish to maximize their investment must support 
employees so that employees can create products or services of value for customers. 


When organizations are performing and customer and investor needs are being met, 
employees naturally expect to be treated fairly and to share in the gains (i.e., gain-sharing 
formula). Financial and compensation professionals are usually appointed to serve on the 
equity team, along with a cross section of elected employees, to make sure that the system is 
fair, economically viable, and meets the requirements of all wage and hour laws.


Early Scanlon plans often used a ratio of labor costs to sales as a measure of gains. As 
the cost of labor was reduced below a historical baseline, gains were shared between the 
employees and the company. Joe Scanlon used this approach not because he believed that 
it was the only approach, but because it was easy for the average employee to understand 
and implement. 


*e labor-to-sales formula stuck, and today this remains the most misunderstood part 
of the Scanlon plan, with many authors claiming that the formula is the Scanlon plan. Like 
the crow, they have made a serious mistake. Scanlon plans are created with every type of 
formula imaginable. Pro,t sharing and economic value added (EVA) are popular ,nan-
cial formulas. Scrap reduction, safety, and quality measures are popular operational mea-
sures. *e formula is limited only by the equity team’s imagination and creativity. *e key 
to a successful formula is twofold: employees must be able to understand how it will enable 
them to increase performance (as measured by the formula), and they must believe in its 
intrinsic fairness. 


*ere are countless books and articles available for the compensation professional on 
how to design bonus systems, but very little has been written about why they should cre-
ate an equity system instead. Incentive systems focus on the dollars employees can earn, 
whereas an equity system focuses of the relationship among investors, customers, and 
employees. Each of these important stakeholders must bene,t from the program. 


*e identity principle requires that Scanlon organizations share both good and bad 
information. Scanlon employees understand that in order to survive, their companies need 
customers and investors. *ey understand that sometimes in the life of an organization 
everyone may be called on to make sacri,ces. Scanlon organizations have had to lay o+ 
employees, eliminate bonuses, require transfers, outsource, and so on to meet the needs of 
their customers and investors. More often than not, these sacri,ces are made participatively 
and cooperatively because Scanlon employees know why the sacri,ces are needed (iden-
tity), are involved in creating solutions to the problems (participation), and trust that they 
will be treated fairly (equity).


During a time when Beth Israel Hospital was struggling economically, employees 
participated by donating their own blood. Each donation helped the hospital save $200. 
*e aggregate savings prevented layo+s. Employees at Spring Engineering gave up their 
bonuses so that they could save two jobs during a downturn in their business. Faced with 
huge de,cits during a business downturn, Scanlon employees at Herman Miller o+ered 
millions of dollars of cost-saving suggestions. Donnelly Mirror (Magna) employees found 
ways to save a million dollars during a business downturn through their active involvement 
in the  job elimination process, and their acceptance of the suspension of bonus payments.


*e competence/commitment subcommittee is responsible for ensuring that all employees 
have the means for improving personally, professionally, and organizationally. In smaller 
organizations, the task may be as simple as designating core training competencies and 
documenting how to obtain them. In larger organizations, it could be as complicated as 
creating a corporate university. Most often the task requires identifying available training 
resources and encouraging employees to use them. It also may involve developing a system 
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to provide accurate and timely feedback to enhance what employees have learned from the 
work experience.


Scanlon practitioners believe that increasing personal competency ultimately bene,ts 
their organizations. Atlantic Automotive found that among its minority employees, very 
few were homeowners (Scott, Shivers, Bishop, and Cerra, 2004). *e controller provided 
free classes after work on personal ,nancial management. He then helped the employ-
ees complete mortgage applications with the local bank. *e increased understanding of 
business realities (i.e., investors) had a sizable side bene,t of dramatically increasing home 
ownership among hourly employees. 


Minutes from subcommittee meetings are shared throughout the organization while 
the design team works to create the plan. *e organization follows the debates as the plan 
takes form. *is part of the Scanlon implementation process requires communication, 
facilitation, and leadership skills.


Once the draft plan is completed, it is taken back to the organization, where a secret 
ballot determines if employees are  agreeable to a one to two  trial implementation period. 
*e trial period allows those with doubts to test the system before granting their full sup-
port. It also allows the design team to test their systems to discover what works and what 
does not. At the end of the trial period, the design team makes any necessary changes, and 
the plan is submitted for a ,nal vote. In most Scanlon companies, the Scanlon plan then 
becomes a way of life, and the plan is not subjected to additional votes. Some Scanlon orga-
nizations will continue to vote and renew their plans when major changes occur or after a 
certain number of years have passed.


Although this implementation process seems long and complex, experience demon-
strates that long-term success of the plan is enhanced with this process. Furthermore, pro-
ductivity improvement begins to appear during the development of the plan as employees 
better understand how the business operates and become more engaged. 


Scanlon Servant Leadership


It takes an unusual leader to practice the Scanlon principles and processes. *ese leaders 
must be dedicated to developing others. *ey must be willing to share information and 
power. *ey must trust others. Douglas McGregor identi,ed them as “theory Y” leaders. 
*e great Scanlon leader and best-selling author Max DePree wrote in Leadership as an Art 
that “[t]he ,rst responsibility of a leader is to de,ne reality. *e last is to say thank you. In 
between the two, the leader must become a servant and a debtor.”8


Today many leaders inspire to be “servant leaders,” as popularized by Max DePree, 
Robert Greenleaf, and Larry Spears. *e Scanlon plan provides a proven method for ser-
vant leaders seeking to create high-performance cultures. In sum, one might say that Scan-
lon considers human resources an investment to optimize not a cost to minimize. 


Resources and Support 


Anyone can use the Scanlon name, principles, and implementation process without pay-
ing royalties or seeking permission. A tremendous amount of Scanlon-related information 
is available at no cost at www.EPIC-Organizations.com. *e site contains links to videos 
and podcasts. It also contains free downloadable articles and essays. Scanlon EPIC Leader-
ship: Where the Best Ideas Come Together (Davis and Speers, 2014) is the best anthology of 


20_Berger_ch20.indd   219 12/03/15   1:07 pm







 220 P A R T  I I I :  V A R I A B L E  C O M P E N S A T I O N


modern Scanlon practice. Dr. Frost’s book (1996), Changing Forever: !e Well-Kept Secret of 
America’s Leading Companies, remains a de,nitive book on the Scanlon principles and road 
map process. 
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What is the RED Model of Critical Thinking? 
Critical thinking includes many qualities and attributes, including the ability to logically and rationally 
consider information. Rather than accepting arguments and conclusions presented, a person with strong 
critical thinking will question and seek to understand the evidence provided. They will look for logical 
connections between ideas, consider alternative interpretations of information and evaluate the strength 
of arguments presented. 


Everyone inherently experiences some degree of subconscious bias in their thinking. Critical thinking skills 
can help an individual overcome these and separate out facts from opinions. 


The Watson Glaser critical thinking test is based around the RED model of critical thinking: 


• Recognize assumptions. This is all about comprehension. Actually understanding what is being 
stated and considering whether the information presented is true, and whether any evidence has been 
provided to back it up. Correctly identifying when assumptions have been made is an essential part of this, 
and being able to critically consider the validity of these assumptions - ideally from a number of different 
perspectives - can help identify missing information or logical inconsistencies. 


• Evaluate arguments. This skill is about the systematic analysis of the evidence and arguments 
provided. Being able to remain objective, while logically working through arguments and information. 
Critical evaluation of arguments requires an individual to suspend their judgement, which can be 
challenging when an argument has an emotional impact. It is all too easy to unconsciously seek information 
which confirms a preferred perspective, rather than critically analyze all of the information. 


• Draw conclusions. This is the ability to pull together a range of information and arrive at a logical 
conclusion based on the evidence. An individual with strong critical thinking skills will be able to adjust 
their conclusion should further evidence emerge which leads to a different conclusion. 


Critical thinking is important because individuals who engage in quality thinking make better decisions. 
They arrive at conclusions which are impartial, well informed and objective. Furthermore, such people are 
able to make decisions with limited supervision, enabling them to independently make judgements: in a 
military environment where agility can mean lethality, in a world where time can be money, waiting for 
someone else to validate decisions can be costly and result in missed opportunities. 


The Watson Glaser test evaluates a candidate's critical thinking ability in five separate areas: 
assumptions, evaluation of arguments, inferences, interpretations and deductions. 
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Assumptions 
An assumption is something we take for granted. An example might be: "When I retire I will receive a final 
salary pension". This assumes that you will get to retire, that you will be alive at retirement age, that your 
pension fund performs well, and that your pension arrangements will not change.  People make many 
assumptions which may not necessarily be warranted; being able to identify these is a key aspect of critical 
thinking. An assumption question typically involves a statement and a number of assumptions. Your job is 
to identify whether an assumption has been made or not, and you will have a choice of two answers: yes 
or no. 


Statement We need to save money so we’d better take our vacation in Alabama. 


Assumption 1 Vacations in Alabama are cheaper than vacations elsewhere. (YES. It is assumed in the original 
statement that the cheaper price of vacations in Alabama will enable the individual to save money.) 


Assumption 2 Transport costs make east coast vacations more expensive than those in the south. (NO. This 
assumption is not made in the statement, there is nothing mentioned about the cost of transport within 
the passage, and there are many reasons why a vacation in Alabama may be cheaper.) 


Assumption 3 It is possible to take a vacation in Alabama. (YES. This is assumed, as in order for the 
individual to take a vacation in Alabama, it must be possible to take a vacation there.) 


 
 


Evaluation of Arguments 
This set of questions examines your ability to evaluate the strength of an argument. Arguments can be 
strong or weak, and to be strong an argument must be important and directly related to the question. In 
these questions, you will be presented by a statement followed by a number of arguments (which you 
should assume are true) and you must then decide whether each argument is strong or weak. 


 
Statement Should the voting age in the US be lowered to 16? 


Argument 1 Yes; voting provides an opportunity for young people to feel like adults. (WEAK. This would be 
a poor reason for lowering the voting age.) 


Argument 2 Yes; young people will be affected in the future by decisions made today. (STRONG. This is 
important and relevant to the whole purpose of voting.) 


Argument 3 No; 16-year-olds are unduly influenced by celebrities. (WEAK. This argument is not directly 
related to the question. Everyone is influenced by something no matter what their age, and being 
influenced by celebrities does not necessarily mean that 16-year-olds should not have the opportunity to 
vote on important issues.)  


 
 


Inferences 
An inference is a conclusion based on evidence and reasoning. It enables conclusions to be drawn that are 
not explicitly stated. For example, if we see someone driving a Ferrari we may conclude that they are 
wealthy. However, there are a number of alternative explanations: they may have rented or borrowed the 
car, or they may have acquired huge debt as a result of buying the car. The problem with inferences is that 
people often reach a conclusion based on insufficient data, and the conclusion may not therefore be 
correct. 
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An inference question typically involves a statement (which you are to assume is true) and a number of 
inferences based on that statement. Your job is to evaluate whether the inference is correct. You can do 
this using both the information contained within the passage and information which is commonly accepted 
knowledge, or information that practically every person has. You will be given five potential responses and 
you have to select which you feel is most accurate. These options are: 


• Definitely True - from the facts given there is no reasonable possibility of it being incorrect. 
• Probably True - in light of the facts given, it is more likely to be true than false. 
• Insufficient data to say whether or not it is true - in light of the facts given it is impossible to say 
whether it is true or not. 
• Probably False - in lights of the facts given, it is more likely to be false than true. 
• Definitely False - from the facts given, there is no reasonable possibility of it being true. 


 
An Example Question 


Statement Studies have shown that people who live in England are more likely to own their own homes 
than people living in Scotland, although there is little difference in the rate of home ownership amongst 
people who have the same level of educational achievement. The average level of educational achievement 
is significantly higher in England than Scotland. 


• Inference 1 People with high educational achievements are in a better position to buy their own 
homes than people with low educational achievements. 


(TRUE. The inference follows from the passage.) 


• Inference 2 There is a lower rate of home ownership in Scotland among people with relatively high 
educational achievements than among people in England with much lower educational achievements. 


(FALSE. The passage says that the levels of home ownership are similar in England and Scotland for the 
different levels of educational achievement, and that more people in England both have higher educational 
achievement and are likely to own their own homes. This suggests a link between educational achievement 
and home ownership in both England and Scotland. Therefore the person with the highest educational 
achievement is more likely, on average, to own their own home than the person with lower educational 
achievements, regardless of whether they live in England or Scotland.) 


• Inference 3 People with higher levels of educational achievement are more likely to own their own 
homes, since they earn more money than those with lower educational achievement levels. 


(PROBABLY TRUE. It is widely known that educational achievement is linked, on average, to higher-salary 
jobs. While one cannot conclusively say that this is true based on the information within the passage, it is 
probably true based on commonly accepted knowledge.) 


 
 


Interpretation 
An interpretation is an evaluation of whether a conclusion can logically follow from the information or 
evidence provided. This requires an individual to understand the precise meaning or significance of a piece 
of information and apply this information appropriately. For example, if you are told in a study that the 
wavelength of light visible to the human eye ranges from 380- 750nm, you can correctly conclude that no 
humans can see light at 30nm. 
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Statement A study of carbon dioxide (CO2) emissions from 1990 to 2010 shows that the volume of CO2 
emissions fell consistently, from 24bn tons per year in 1990 to 16bn tons per year in 2010. 


Interpretation 1 The reductions in CO2 emissions demonstrate that energy efficiency initiatives have been 
successful (NO. This conclusion does not follow from the information given, which provides no evidence to 
explain the changes in CO2 emissions.) 


Interpretation 2 The amount of CO2 emitted in 1992 was less that 24bn tons. (YES. The conclusion 
follows beyond a reasonable doubt since, according to the statement, the volume of CO2 emissions 
fell consistently.) 


Interpretation 3 CO2 emissions in 2011 were lower than in 1990. (No. This conclusion does not follow 
beyond doubt, because evidence is only provided for the period 1990 to 2010.) 


 
 


Deductions 


A deduction is the drawing of a conclusion in a particular instance, by referring to a general law or premise. 
However, there may be occasions when such deduction is incorrect. For example, in the statement: 
"Satsumas, oranges and clementines are all citrus fruits. They are all orange; therefore all citrus fruits are 
orange." Clearly this is incorrect. 


Deduction questions include a statement (which you must assume is true), followed by a number of 
potential conclusions. Your job is to identify whether the conclusion logically follows from the statement 
and you will have two options: conclusion follows, or conclusion does not follow. 


Statement It sometimes snows in January. Schools are always closed when it snows. Therefore: 


Deduction 1 Schools are never closed on days when it is not snowing. (NO. The conclusion does not follow. 
You cannot tell from the statements whether or not schools ever close on days when it does not snow. 
Some may do.) 


Deduction 2 Schools are sometimes closed in January. (YES. The conclusion does follow from the 
information provided since schools must be closed on days when it snows in January.) 


Deduction 3 Sometimes schools are open in January (NO. The conclusion does not logically follow from the 
information provided, even though you may know that in reality schools are often open in January.) 


 
 


Putting it All Together 


Critical thinking ability can be significantly improved with practice. It is a skill that can be learned, although 
it does come more easily to some people than others. Look for opportunities to think critically about 
information every day. Once you start practicing, you'll find useful material everywhere: blog posts, 
newspapers, and journal articles are great places to look. It is also useful to develop your self-awareness. 
Understanding your biases and thinking patterns can help you identify where your thinking might be 
limited. 


It can be useful to organize your thinking and practice around the RED model mentioned earlier in the 
article: 
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• Recognize assumptions. Practice identifying the assumptions in material that you read or news that 
you hear. What can be objectively proven and what is inferred? Where might there be gaps in the logic? 
What information is important and relevant, and what isn't? What is missing? Is there any information that 
needs to be included which isn't? 


o Why does it matter? This is the ability to separate fact from opinion. It is deceptively easy to listen 
to a comment or presentation and assume the information presented is true even though no 
evidence was given to back it up. Noticing and questioning assumptions helps to reveal information 
gaps or unfounded logic. Taking it a step further, when we examine assumptions through the eyes 
of different people (e.g. the viewpoint of different stakeholders) the end result is a richer 
perspective on a topic. 


 
o How / When to use it: When you’re gathering information, listening to what people say, or 


assessing a situation, think about what assumptions you have going in. Perhaps you assume that a 
trusted co-worker is providing reliable information – but is there really evidence to back it up? 
Learn to see gaps in logic and opinion disguised as fact. 


 


• Evaluate arguments. Practice carefully analyzing arguments presented. What is your perspective on 
the evidence? Could someone else have a different perspective? Consider the impacts of the arguments 
from a range of different viewpoints (it can be useful to use a model like MILPECTITE - Military, 
Information/data, Legal, Political, Economic/financial , Cultural/social,  Technology,  Infrastructure, Time, 
and Environment - to organize your thoughts). How would someone argue against your position? What 
merits are there to their arguments? 


o Why does it matter? We often have problems sorting through conflicting information because we 
unknowingly let our emotions or pride get in the way, or because we only hear what we want to 
hear (confirmation bias). Being able to remain objective and sort through the validity of different 
positions helps people draw more accurate conclusions. 


 
o How / When to use it. The art of evaluating arguments entails analyzing information objectively and 


accurately, questioning the quality of supporting evidence, and understanding how emotions – 
yours or others – influence the situation or get in the way of objectivity.  People may quickly come 
to a conclusion simply to avoid conflict. Learn how to push all that aside, and analyze information 
accurately and objectively. 
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• Draw conclusions. After you have considered all of the facts, what is the best possible conclusion? 
Could there be any other conclusions? What new information might change your conclusion? Does this 
conclusion seem sensible based on your common sense and experience? What are the implications of this 
conclusion? 


o Why does it matter? People who possess this skill are able to bring diverse information together to 
arrive at conclusions that logically follow from the available evidence, and they do not 
inappropriately generalize beyond that evidence. Furthermore, they will change their position 
when the evidence warrants doing so. They are often characterized as having “good judgment” 
because of their quality decisions. 


 
o How / When to use it. This is the payoff. When you think critically, the true picture becomes clear, 


and you can make the tough decision or attack the difficult problem. 


As you can see, higher level thinking must be cultivated, requires some effort, and 


takes practice… 
"What we hope ever to do with ease, we must learn first to do with 


diligence." - Samuel Johnson 
 


and an open mind… 
"It is the mark of an educated mind to be able to entertain a thought 
without accepting it." – Aristotle 


 
but it is so worth it! 
“Any fool can know – the point is to understand.” - Albert Einstein 
 
 
 
 
 
 
 
 
 
 
  
 
 
 
 
 
Edited 9/6/2019 
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Abstract 


The article deals with a complex and original field of analyse – the role 
that concepts such as beliefs, attitudes and values can entail in the modern 
human resources management techniques that are dealing with employee’s 
motivation. Nowadays employees have a complex approach regarding 
motivation. Especially when we speak about big organisations such as 
multinational companies, we will find complex jobs having many tasks and a 
complicated network of inter-relations within the organisation. In such cases, 
as we speak about middle and top management positions, employee’s 
motivation is relying on different types of motivation: intrinsic and extrinsic 
altogether. The substantiation of an efficient motivational strategy can be 
based on the link between beliefs, attitudes and values of the employees and 
their motivation development process. 


Keywords: human resources management, employee’s motivation, 
beliefs, attitudes, values 


JEL Classification: M4, J4 
 


 
Introduction 
In terms of employees, it is in fact even truer in modern times that ever that 


self-actualisation of employees through a satisfying work environment, and 
supportive employer-employee relationship, is ever more important given that 
maximising productivity, and efficiency by successfully empowering a diminishing 
headcount of workforce is necessary for corporate survival and success in a 
depressed and competitive market. 


Employees and customers alike are nowadays considerably influenced by the 
ethical principles of business in many market places. Concepts such as ethical 
leadership, corporate social responsibility, fair-trade, sustainability and other 
similar concepts are relatively new to many in the corporate world, and can be 
considered to have been largely driven to prominence by the consumer. There can 
in essence be an uneasy truce between the need for corporate growth and 
profitability on one hand, and the desire to promote employee well-being, 
responsible use of raw materials, energy and natural resources. It can clearly be 
seen that consumers have a significant role to play in influencing corporate 
behaviour, by demanding that the products they buy are both economical, of 
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sufficient quality, and are not too costly to the well-being of the employees of their 
producers, nor indeed to the environment. 


The profit-centred business that has a traditional view over its activity, seeks 
to maximize the profit and return on investment, even if the methods and ways to 
make this profit are not ethical some times, regardless of the social effects that 
could arise.  


In contrast, a business strategy build on ethical principles will strive to 
maximize profits and return on investment minimizing any social negative effects. 


In this context, social and socially responsible include such related factors 
such as: 


• The environment 
• Sustainability 
• Globalisation, for example exploitation, child labour, social and 


environmental damage anywhere in the world. 
• Corruption and political issues  
• Staff and consumer relations, for example education and training, health 


and safety, duty of care. 
Typically the above issues have become more prominent in today’s 


increasingly global economy. 
There are, however, many ways to lead individuals, or teams, and given the 


right circumstances, each of these approaches can prove to be successful. 
The skill in managing is often to adopt your approach to suit either the 


individuals you are delegated to lead and the circumstances or business situation 
you are looking to successfully negotiate. 


In business this leadership style is loosely termed” transformational 
leadership” and is often the most effective approach to use, and yet often one of the 
most difficult to master since it involves you in sometimes suppressing your own in 
built natural style and tendency to “revert to type” if that approach is not the best fit 
in a certain situation. 


Transformational leaders are characterised by their integrity, their clear 
vision of the future and how to get there with motivational goals and targets, their 
communication and management of delivering the desired outcome. 
 


Beliefs, attitudes and values – conceptual framework 


The concepts of beliefs attitudes and values are naming different sociological 
and psychological constructs considered by many specialists as being very 
important in the modern context of managerial and marketing scientific literature. 
In order to fully understand the potential that every of this concept can have related 
with the human resources management techniques and motivational strategies for 
modern organisations we will briefly present a short insight for each of the concept 
of above. 


Beliefs represent mainly assumptions that everyone makes about himself, 
about others and about different phenomena that are occurring in their own 
environment. 
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Beliefs are about how we think things really are. Beliefs tend to be deep set 
and our values stem from our beliefs. 


A belief is an internal feeling that something is true, even though that belief 
may be unproven or irrational. For example: I believe that crossing on the stairs 
brings bad luck or I believe that there is life after death. 


Generally, beliefs can be divided into two different categories taking into 
account their way of expressing at the level of individuals mental: core beliefs and 
dispositional beliefs. Core belief are referring to things that individuals actively 
thought about, meanwhile dispositional beliefs are elements that appear when the 
person is not directly involved into the considered action. Specialists consider that 
beliefs are formed in many ways like: 


− Internalization of other peoples beliefs during our own childhood. 
− People may adopt the beliefs of a charismatic leader; even in the situation 


in which the leader beliefs are in contrast with their own previous beliefs. 
Moreover people will tend to have actions based on the leader beliefs even if these 
actions are not all the time in their own interest. 


− The marketing promotional communication techniques as advertising can 
influence deeply beliefs, forming them or changing them through repetitive 
exposure to strong stimuli or emotions. 


− The alteration of beliefs can occur also in the case of physical trauma 
− In many cases, even if we take into consideration high level educated 


people we may find the situation in which they act influenced by their beliefs even 
if they are against their own interests. 


When we analyse the nature of beliefs we may find that beliefs are different 
also from the point of view of the relation with the object of believing process: we 
may encounter beliefs about something and we may encounter also another type of 
beliefs – beliefs related with a person to believe in. 


This type of beliefs are commendatory (when they refer to an expression of 
confidence in a particular entity or person) and existential claim (when someone 
beliefs in a person or entity in order to justify its existence). 


Values express attributes of the reality surrounding us, regarding essential 
qualities like honesty, integrity, openness seeing as main values. 


A value is a measure of worth or importance a person attaches to something; 
our values are often reflected in the way we live our lives. For example: I value my 
family or I value freedom of speech. 


Values can be considered in the same time objective and subjective. The 
objective ones are referring to be physiologically determined while subjective ones 
are different from culture to culture, from individual to other individual. These 
types of values are in many cases aligned with the person’s beliefs, referring to 
ethical/moral values, social ones or aesthetic ones. 


Values can be considered also being milestones for the right course of action 
or outcome, and they can reflect one’s personality being capable to influence 
behaviour and attitudes. 
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Attitudes can be considered the response that individual have to others 
actions and external situations, ways of conduct that peoples have learned having 
certain beliefs and values.  


How we respond to situations and our behaviour can reflect our attitude. 
However we can control our behaviour in a way that does not reflect our beliefs 
and values. Which in order to embrace a diverse culture and behaviours as a 
successful manager we have to adapt our behaviour in a positive manner. 


An attitude is the way a person expresses or applies their beliefs and values, 
and is expressed through words and behaviour. For example: I get really upset 
when I hear about any form of cruelty or I hate school. 


Also attitude can materialize in a positive or negative evaluation regarding 
objects, phenomena, activities or ideas present in one’s environment. 


According to specialists attitudes are in most cases the outcome of a learning 
process (Doob, L. W., 1947). 


Thus the formation of attitudes has been explained through theories like 
classical conditioning, instrumental conditioning and social learning. According as 
the individual evolves, attitudes can change depending on diverse experiences. 
Another interesting issue is represented by the fact that there are individuals that 
hold particular attitudes in time  


Daniel Katz for example, writes that attitudes can serve instrumental or 
utilitarian, ego-defensive, value-expressive, or knowledge functions (Daniel Katz, 
1960). 


If we take into consideration the process of changing attitudes, we must be 
aware of the functions that an attitude can have for a particular person. Thus, 
attitudes have been classified into four different groups taking account of their 
functionality (Daniel Katz, 1960): 


• Utilitarian: useful from the point of view of defining ways that people want 
to avoid certain things 


• Knowledge: used by anyone to organize and interpret new information 
acquired 


• Ego defensive: used to protect self-esteem of individuals 
• Value–expressive: generally used for expressing values and beliefs 


essential for individuals 
Taking account of various social roles that individuals can have, every one of 


them will be attracted by the ones that have the same core values and beliefs. 
It is clear harmonising our value systems is what makes a successful 


relationship, be it personal, educational or professional our beliefs, values and 
attitudes are constantly interfacing with those of others as we can see in the figure 
above. 


Still there is a difference between beliefs, values and attitude however they 
are all linked. Our beliefs and values can have an impact on our attitude and adjust 
our behaviour in situations. 
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Figure nr. 1. The intercorrelation between beliefs, values and attitudes 
 


 
Source: http://docmo.hubpages.com/hub/Teaching-and-Assessing-Attitudes 
 
The difference between Values and Attitudes: 
• Values are belief systems that guide our behaviour 
• Values decide what we think as right, wrong, good, or unjust 
• Attitudes are our likes and dislikes towards things, people and objects 
• Attitudes are responses that are a result of our values 
• The cognitive component of attitudes is similar to values as both involve 


beliefs 
• Values are more or less permanent while attitudes are a result of our 


experiences and do change with favourable experiences 
• Manifestation of values is seen in the shape of our attitudes. 
The difference between values and beliefs is related to the fact that values can 


change over time, as the individuals evolve and have a broader experience and 
beliefs on the other hand remain much more constant, the changing of beliefs being 
very improbable especially according to the age. 
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In order that a belief to change, the person has to live a very intense episode 
that can prove to her that the former belief is no more valid or has to change. The 
concept of beliefs and values are related with the one referring to the attitudes and 
opinions because the first determine and influence the latter. 


 
The importance of beliefs, values and attitudes intercorrelation with 


employees motivation within the human resources management approaches 


In nowadays complex business environment, employees have a particular 
evolution related with carrier and professional evolution choices. In this context, a 
managerial strategy designed to improve the level of employees’ motivation have 
to take into consideration multiple variables that can influence the process of 
motivation on different layers. Thus, taking into consideration the effect that the 
conjunction between employees’ beliefs, values and attitudes can have upon their 
motivation is a must. 


A very interesting point of view arises when we speak about the motivation 
process at the level of middle and top managers. The job of managers is to lead and 
manage different types of employee’s teams, with different structures and 
attributions. How their own beliefs, values and attitudes related with the 
motivational process of their own subordinates will interact with their management 
style and approach? There are in fact a myriad of diverse management styles which 
can be used to fit given situation and circumstances. 


In the table below we can represent some of the main leadership approaches 
that can be used according to the managers beliefs, values and attitudes developed 
over time. 
 


Table no. 1. Main leadership styles approach 


Leadership 
style 


Characterised by Suitable 
situations 


Positives Negatives 


Autocratic Leaders have a lot 
 of power 
over their team. 
Team members  
have little 
opportunity 
to make 
suggestions. 


Routine  
and 
 unskilled 
 jobs 


Efficient. 
Decision 
made 
Quickly. 


Little job 
satisfaction. 
High staff 
turnover. 


Bureaucratic Leaders work 
rigorously to  
 rule and ensure 
their staff 
do likewise. 


Work 
involving 
safety critical  
tasks. 


Effective 
where  
much of work 
is routine. 


Inflexible 
Team 
members feel 
undervalued if 
their 
Input is not 
valued or 
utilised 
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Leadership 
style 


Characterised by Suitable 
situations 


Positives Negatives 


Charismatic Leaders inspire and 
energise their team 
and organisation. 


Where a 
suitable 
individual 
exists to 
“carry” 
organisation 
forward. 


Sense of 
belonging and 
euphoria will 
promote a 
sense of 
motivation. 


Organisation 
will become 
reliant on that 
one individual 
with 
potentially 
dire 
consequences 
should they 
leave or take a 
wrong 
decision. 


Democratic/ 
Participative 


Democratic leaders 
usually are 
involving 
employees in 
decision-making 
process, but have 
the final word. 


When quality 
and 
innovation is 
more 
important 
than 
efficiency or 
productivity. 


Encourage 
creativity. 


Decision 
making 
process may 
be slow. 
Some team 
members may 
not have the 
expertise 
required to 
provide good 
input, 
providing 
constant 
distraction 
and 
prevarication. 


Laizzez-Faire Literally “leave it 
be” for example: 
allow people to 
work on their own. 


Team 
members are 
experienced, 
skilled and 
self-
motivated. 


Empowers 
workers, 
giving them 
more job 
satisfaction. 


Requires 
constant good 
quality 
feedback. 
Very reliant 
on quality of 
staff 


People oriented  Focussed on 
developing the 
individuals within a 
team. 


Where good 
teamwork and 
creative 
collaboration 
is required. 


Creates teams 
that people 
want to be 
part of. 
Leaders 
friendly and 
approachable. 
 


Leader may 
see team 
development 
as more 
important than 
operational 
goals. 


Servant 
leadership 


A leader who 
principally 
facilitates his team 
and “leads from 
behind”. 


Where values 
and ethics are 
seen as 
important. 


Creates a 
positive 
corporate 
culture 
High team 
morale. 


May lose out 
in competitive 
situations or 
market places. 
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Leadership 
style 


Characterised by Suitable 
situations 


Positives Negatives 


Task oriented This type is 
focusing only on 
getting the job 
done. 


Repetitive 
tasks with 
deadlines to 
meet. 


Ensures 
deadlines are 
meat. 
Effective with 
employees 
with poor 
time 
management 
skills. 


Loss of focus 
on the 
individual 
democratic. 


Transactional Focussed on tasks, 
but with team 
members rewarded 
for tasks 
completion, or 
conversely 
penalised for non-
performance. 


Piece work 
production. 
Where 
employees 
react well to 
financial or 
other 
incentives. 


Ambitious  
(or some may 
say greedy) 
employees 
motivated to 
increase 
output. 


Little job 
satisfaction. 
Essential to 
manage 
quality when 
output is 
incentivised. 


Transformational Leadership style 
adapts constantly to 
fit current business 
needs. 


Most, if not 
all, 
businesses. 


Flexible 
focussing on 
needs as they 
arise. 


Requires 
constant 
monitoring to 
ensure 
business 
needs are 
being 
fulfilled. 


 
Despite the fact that the transformational leadership seems to be the most 


appropriate style which can met the dynamics of present time requirements that are 
specialists who propose a more evolved approach.  


Dr Paul Hersey and Ken Blanchard created The Hersey-Blanchard Situational 
Leadership Theory. According to their opinion, successful leaders have to be 
capable to change their leadership styles taking into account the characteristics of 
the employees that they have to manage and the peculiarities of the tasks involved. 
Thus, a successful leader should be able to put more emphasis upon the task or on 
the relationship with the employees depending on requirements in order to have the 
task well done. 


This can be applied to team leadership, according to Hersey and Blanchard; 
there are four main leadership styles (Hersey Paul, Blanchard H. Kenneth, Johnson 
E. Dewey, 2012): 


• Telling – S1 these are the type of leaders that are telling to their people 
what to do and how to do it. 


• Selling – S2 these are the type of leaders that can provide information and 
direction, but they do more communication with the follower. Leaders “sell” their 
message in order to motivate and stimulate employees to get their team work done. 
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• Participating – S3 these are the type of leaders that are more focused on 


the relationship with the employees and less on direction. The leader works 
together with the team, and shares his own decision-making responsibilities. 


• Delegating – S4 these are the type of leaders that can pass most of the 
responsibility onto the follower or onto the group. The leaders will still monitor the 
progress done, but they are less involved in decisions. 


Taking into account their characteristics, telling style and selling style are 
focused on getting the tasks done, meanwhile participating and delegating styles 
are more concerned with developing team member’s abilities to work 
independently. 


According to Hersey and Blanchard, the use of a style or another is correlated 
with the level of the employees’ maturity. Thus they segment the level of maturity 
into four different segments or levels: 


• M1 – employees that are the most immature. These types of employees 
don’t have neither the skills neither the knowledge necessary for doing the job by 
themselves. Also they lack the confidence of being capable to work on their own 
and need a constant pushing form the part of the manager 


• M2 – employees a little bit more mature, that have the will to work by 
themselves but they still miss the necessary skills to complete their tasks 
successfully. 


• M3 – at this level, employees are willing to work by themselves, are 
having more skills than the previous type but still they lack the confidence in their 
skills and abilities 


• M4 − this group contains the employees that are able to work by 
themselves having a strong self-confidence and all the necessary skills and abilities 
to fulfil the tasks at a proper level 


The Hersey-Blanchard model maps each leadership style to each maturity 
level, as shown below: 


 
Maturity Level Most Appropriate Leadership Style 
M1: Low maturity S1: Telling/directing 
M2: Medium maturity, limited skills S2: Selling/coaching 
M3: Medium maturity, higher skills 
but lacking of confidence 


S3: Participating/supporting 


M4: High maturity S4: Delegating 
 
To use effectively this model, managers have to reflect over the maturity of 


their team members, put their beliefs at work, to define better their values and 
correspondent attitudes and act precisely in order to obtain the best motivational 
response from their employees. 
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Conclusions and future research directions 


In business, a leadership style called “transformational leadership” is often 
the most effective approach to use. Transformational leaders have integrity, they 
inspire people with a shared vision of the future, they set clear goals, they motivate 
people towards these goals, they manage delivery, and they communicate well with 
their teams. 


However, leadership is no “one size fits all “thing; often, a good manager has 
to adapt his style to fit a situation or a specific group. This is why it is useful to 
gain a thorough understanding of other leadership styles; after all, the more 
approaches the manager is familiar with, the more he can shape his approach to the 
situation. 


In essence, employees should be treated well, and empowered such that they 
make maximum use of their strengths and thereby find their employment and role 
both satisfying and fulfilling. The powerful relationship that exists between inner 
beliefs, values attitudes and behaviour of the manager is also closely related to the 
same relationship mirrored from the point of view of the employee. 


Future research could try to explore with qualitative type instruments this 
interesting and profound relationship, making clearer the possible positive 
relationship between the inner motivation of the managers and the motivation of 
employees. 
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