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Introduction

Organisations operate in an increasingly complex work environment due to competition, diversification in operations, growth, and the availability of a vast network of data. These business issues necessitate the need for companies to be agile in order for them to be in a position to adjust quickly in a global economy. A key component of good performance is having a qualified human resource management team and hiring the right talent who are productive brand ambassadors. However, in modern times, the creation of a satisfying work environment that facilitates the self-actualisation of employees is integral at maximising productivity, efficiency, and reducing employee turn-over. 

As organisations seek to curve a niche in a fierce business environment, essential features that they should seek among employees are positive beliefs, attitudes, and values. Therefore, this report aims to critically analyse these beliefs, attitudes, and values and their impact on workplace behaviour, it will also study a motivational management theory. 

The difference between beliefs, attitudes and values within the workplace 

The concept of beliefs, values, and attitudes are an important psychological and sociological construct and their necessity has increased. To understand their effect on workplace behaviour, it is essential to analyse the difference between each.

Beliefs
Beliefs are the feeling of being certain that something exists or is true (Cambridge 
Dictionary, 2019).

Beliefs can be either core or dispositional.  Core beliefs refer to issues that individuals have actively engaged in and created over the course of their lives, for example belief in a higher power. Dispositional beliefs refer to actions or thoughts that arise when individuals have not actively engaged in but rather judgements are made based on their knowledge of related subjects (Indiana State University, 2016). 




Attitudes
Attitudes are feelings or opinions about something or someone, especially when this shows in your behaviour (Cambridge Dictionary, 2019).

Attitudes are usually the core values and beliefs that individuals hold internally are can be expressed through words or behaviours and they can materialise through positive or negative events, ideas or activities present within the environment. Attitudes are also the end product of the learning process because they arise out of values and beliefs that individuals hold dear to them (Gable & Wolf, 2012). The functions of attitudes can be categorised into four groups: adjustments, knowledge, value-expressive, and ego defensive. Adjustment attitudes direct people towards the concept of maximising reward and minimising punishment. Knowledge attitudes are where humans consistently try to acquire specific knowledge and understanding of things. Value-expressive attitudes are formed to enable the expression of a person’s centrally held values. Ego-defensive attitudes are used to protect the self-esteem and ego of an individual (Citeman, 2010). 

Values
Values can be defined as the principles that help you to decide what is right and 
wrong, and how to act in various situations (Cambridge Dictionary, 2019).

Values can be ethical or moral and refer to ideas that are based on people, concepts, or things. They measure the importance that individuals’ attach to something, and as a result, they are manifested in the way individuals live their lives. Values show the attributes of the environment in which we live in, such as integrity, honesty, or trustworthiness (Gable & Wolf, 2012). Values are neural processes resulting from binding cognitive representations of concepts, goals, and beliefs together with emotional attitudes (Thagard, 2013).

Values can be subjective or objective. Objective values are purely based on hard facts whereas subjective values refer to personal perspectives, feelings or opinions entering the decision-making process (Glen, 2019). 

The impact of beliefs, attitudes and values on workplace behaviour

For the purpose of this report Virgin Atlantic’s business environment will be critically analysed. Virgin Atlantic has adopted an outstanding organisational culture which has led to the development of positive workplace behaviours. Organisational culture is a term that defines the set of values, beliefs, and norms and other symbols like personalities that help influence decision making (Kezar, Carducci, & McGavin, 2011). In simple terms company culture is “how we do things around here”. (Rick, 2014) mentions that organisational culture should include a clear sense of purpose and shared values that guide decision making across the company. He also notes that values are an increasingly important component in strategic planning because they drive the intent and direction of the organisation’s leadership. Virgin Atlantic’s organisational culture is embraced by all due to the sense of freedom and responsibility each employee receives.

If an individuals’ values are aligned with organisational values, it increases organisational commitment. (Feather & Rauter, 2004). Hence, the individual’s behaviour will reflect the goals of an organisation (Murray, Poole and Jones, 2006). 

Research has shown that socialisation within the workplace increases value congruence (Bao, Dolan, and Tzafrir, 2012). Research on value congruence has also indicated that shared values promote the development of building trusting relationships (Lau, Lui, and Fu, 2007). Good relationships make it less challenging for managers to deal with employees effectively, and in turn, employees would be more satisfied with their job and provide a better service or be more productive.


Virgin Atlantic’s organisational values 
Heartfelt Service
Warm, inclusive and down to earth. Really caring about their customers and each other.
Insatiable Curiosity
Adventurous, inventive and constantly asking questions.
Delightfully Surprising
Looking for unexpected ways to delight, connecting with people and making the small things count.
Smart Disruption
Challenging the rules to find new and exciting ways to be better.
Red Hot Relevance
Spirited, brave, progressive and unique.
Straight up
Honest, decent, sticking up for what’s right and admitting mistakes (Virgin Media, 2019).

There exists a correlation between beliefs, values, and attitudes and employee motivation within an organisation’s human resource management approach, because this relationship ultimately affects workplace behaviour (Buble, Juras, & Matic, 2014). In this regard, managers are tasked with managing different types of teams with varying opinions and attributes. 

Individual and corporate culture influence the manner in which employees interact with each other, and as a result, this influences behaviour. Besides, the beliefs of an individual impact their morality, ethics and sense of responsibility, and this affects their performance.

Transformational leaders communicate a vision that highlights the way in which collective goals are in harmony with employee values, causing employees to regard organisational values as their own and submit extra effort towards goals and accomplishments (Bono and Judge, 2003). Virgin Atlantic’s approach is that of a transformational leadership style where culture is considered key to employee satisfaction, productivity and success. Billionaire founder Richard Branson has stated “that when people work toward a common goal, they are driven, passionate and purposeful”. Mintzberg’s Managerial Role theory states that leaders fall onto the Interpersonal Sub heading, the employees see that leader as a role model and they behave and strive to be more like the person.

Staff at Virgin Atlantic definitely live the Virgin values which makes them more passionate, honest, innovative and willing to go the extra mile.  (Erdogan and Bauer, 2005) note that the promotion of communication within an organisation makes it easier and more comfortable to openly share information, thereby improving business efficiency. Virgin Atlantic has a very open style of communication via the company’s intranet, this helps keep employees informed and involved.
Virgin Atlantic implements Hertzberg’s motivational theory by offering employees both hygiene and motivational factors, these are effectively addressed by airline management in order to increase levels of employee satisfaction and motivation. (Dudovskiy, 2012).

Virgin Atlantic’s founder Richard Branson encourages feedback from employees at all levels (Azar and Brock, 2010). In doing so, it creates an inclusive, democratic environment where employees feel worthwhile. The less formal culture allows staff to have fun, feel relaxed and be creative at work. 
Virgin Atlantic’s Smart disruption value allows employees to share their innovation amongst others whilst creating new ideas and ways of doing things within the organisation, which gives them a sense of engagement. Besides, employees and customers are also influenced by an organisation’s ethical principles such as fair-trade, ethics, corporate social responsibility, and sustainability.

Organisational behaviour can be defined as, “the systematic study of the actions and attitudes that people exhibit within organisations” (Aquinas, 2006). Because every individual is unique and therefore rank their values differently, their behaviour is not the same and this affects an organisation either positively or negatively. 

Virgin Atlantic carried a test on three ways to change employee behaviour. They analysed how captains responded to this using data from more than 40,000 flights, the results were as follows:
· When captains were informed that their behaviour was being monitored it significantly improved their performance. This is consistent with the Hawthorne effect, whereby people change their behaviour as a result of knowing they are being observed.
· Challenging captains to meet higher performance targets proved to be the most cost effective. Hence, by changing the expectation for satisfactory job performance, captains successfully adjusted their habits.
· Offering prosocial incentives such as charity contributions did not lead to increased effort. Captains from this group reported 6.5% higher job satisfaction than captains in a post-study questionnaire.
· This study demonstrated the potential of influencing employees to make behavioural changes in order to improve energy efficiency and combat climate change (Metcalfe, Gosnell, and List, 2016).

Motivated employees have the knowledge, skills and ability to do the job and they are committed to maintaining the highest quality standards. They take responsibility, help colleagues, achieve targets and are concerned for the good of the business. Alternatively, negative behaviours such as poor time keeping, lack of focus or absenteeism can indicate demotivated employees which could have a bad impact on business performance. 

Virgin Atlantic offers ongoing training and development for all employees. Their online E-learning portal can be accessed remotely from home, this provides an engagement factor through personal development which would otherwise be costly (Business Case Studies, 2019). Virgin Atlantic has contracted with Capital Capture consultancy firm to reduce data processing time by 80%, and as a result the company has achieved the capacity of offering personal training and development to employees based on their performance levels (Resource Centre, 2010, online). Through this, employees have the opportunity to gain more experience, get promoted or progress within the company with the potential of developing and increasing their self-fulfilment. 

Virgin Atlantic believes in their staff, involves them and listens to them. Employees voices can be heard through its annual employee engagement survey, Virgin’s values have been developed with employee input. The organisations 2012 results showed that 82% of the workforce is engaged (Business Case Studies, 2019).

My own beliefs, attitudes and values and their impact on workplace behaviour

I work for Virgin Media which is based in a different service sector. The Virgin ‘brands’ beliefs, attitudes and values are all the same.

I really enjoy my job and it means a lot to me. Some of my core values are the importance of my family and keeping fit. Virgin Media provides an excellent work-life balance, they offer flexible working hours, childcare vouchers and gym membership discounts. 

Virgin’s founder Richard Branson’s lives up to his philosophy that “engaged and motivated employees lead to happy customers, which in turn leads to shareholder gain.” I definitely feel involved and satisfied with my job. The democratic environment where I work allows me to be part of the decision-making process. At Virgin Media we have a voice campaign where staff are able to give their comments and suggestions on how to improve our lives at work and make it better. For example, the company’s ‘duvet day’ policy – this is a process where an employee can call work before the start of their shift to request time off for the day without affecting their holiday allowance or absenteeism rates. 

I am recognised for a job done well and rewarded with bonuses and incentives for good performance which makes me want to achieve my targets and set higher goals. If I perform well I get a bonus on top of my monthly salary. If I under-perform I am supported through coaching and development. I feel very proud to work for such a respected and highly reputable organisation and this reflects in the service that I offer to my customers because I am always praising Virgin Media.

Mayo’s theory is applied within my organisation and job role. How? I get on well with my decent colleagues and the management team. All of these factors make happy to go to work and this is demonstrated in my tasks by me consistently going above and beyond what is expected of me.


The company provides me with psychological empowerment, I always try my best to make a difference in my customers lives by providing them with the best service possible whilst always displaying enthusiasm and a can-do attitude. 

I work in the customer collections team so having good communication skills, a passion for what I do and offering the best solutions definitely helps me to achieve my targets. 

The benefits the company offers are next to none; private healthcare, life insurance, critical illness cover, pension scheme, endless discounts, share save options and a competitive salary. These benefits motivate me to wake up every-day, go to work and give my absolute best. I have no plans leave the company in a hurry. My values tie in with Virgin Media’s values, for example I am very honest and straight forward (straight up is one of the company’s values). We have an excellent team, my colleagues including the management are all very helpful, caring and considerate people and we all get on extremely well - like one big happy family. 

I wouldn’t survive in an organisation where antagonistic relationships with co-workers exist.
I believe in Virgin Media and the good it does for the community such as working in partnership with Scope to support people with disabilities or helping promote sustainability by having a paper free environment. Due to the fact that I am treated so well, I am extremely dedicated to my job role. I regularly attend my scheduled shifts and I am punctual because I do not want to let the company down. My performance is constantly measured through key performance indicators and appraisals, this allows me to determine where I am doing well and what needs to be improved. I work in a highly interactive environment and we have fun by participating in various functions, such as Bollywood Day. 

The informal atmosphere allows staff to wear whatever they want to work which helps me feel relaxed. Every employee has a personal development plan, contributing to the growth and potential opportunities within the organisation. Virgin Media staff are recognised and rewarded across the company through its annual recognition awards. Top reformers have the chance to win an all-inclusive, five-star trip to an exotic destination.

I am able to increase customer satisfaction and loyalty because I myself am satisfied and engaged. My job requires me to negotiate affordable payments with my customers on a daily-basis, so I have to be upbeat, positive and logical. I know exactly what is required of me and I always remain professional and behave appropriately. My safety and well-being are taken care of.

On the contrary, under no circumstances would I exhibit inappropriate behaviour, this could damage the image and reputation of the organisation. My workplace adopts best practices such as minimum wages, anti-discrimination and anti-bullying policies, and improving diversity. All these factors influence my positive attitude and behaviour and ensure that I am performing amazingly.

A management theory relevant to my role, its modern-day relevance and its impact on my own beliefs, values and attitudes

Elton Mayo’s motivation theory and the Hawthorn effect
Elton Mayo worked as a professor of Industrial Research at Harvard University. Hawthorn was an Electrical plant based in Illinois and this is where Elton Mayo conducted his studies. [image: Image result for elton mayo theory]
Diagram 1 (Expert Program Management, 2018).
Mayo’s human relations motivation theory was developed by Elton Mayo and which also contains the Hawthorn Effect. The theory proposes that employees are not motivated by pay or the environmental factors, but instead, they are influenced by positive relational factors. Therefore, an individual motivated by pay alone would be more suited to Taylor’s theory. 
This theory is influenced and affected by the Hawthorn Effect which states that changes in behaviour arise when an individual is monitoring the actions of their employees (Őnday, 2016). It notes that the presence of an individual who watches over the performance of a worker tends to influence their behaviour, and as such, they increase their performance and improve productivity. Mayo’s management theory noted that employees are to a large extent more motivated by relational issues like camaraderie and attention than environmental factors and monetary rewards. Mayo’s theory suggested that group cohesion is vital to the success of an organisation. For instance, when a member of a group is very fast in their work it might lead to friction among the group members as the others might ostracise him or her. Similarly, a slow group member may face the same kind of treatment. As a result, it is important to create a proper functioning group that is able to meet the needs of all members at the work. As a result, Mayo developed a matrix that highlights the role of norms and cohesion within a group help to improve the efficiency of a team and overall performance (Bruce & Nyland, 2011). 

Mayo notes that the strength of group cohesion is dependent on social interactions and this takes precedence over organisational structures. Besides, an organisation should have high quality leadership skills that allow them to communicate organisational goals and ensure there is effective and rational decision-making processes. In all, possessing strong communication skills is an integral part of improving workplace behaviour because the leader of an organisation is able to coalesce employees with similar beliefs, attitudes, and values towards a common goal. It is important for organisations to ensure that their teams are not too big as smaller groups are able to work together more effectively. Employers should involve themselves in their employee’s work, support them, and also ensure that they maintain a sense of autonomy.

Other views and critiques
Elton Mayo is known as the father of the human relationship approach to management (Martin, 2018). During research at Western Electric Company in the 1930’s, Hawthorne noted that motivation was improved by paying attention to people, giving them a degree of freedom to make choices, supporting factors, good teamwork, non-repetitive work and involving people in decision making.
The model can be seen as manipulative by encouraging companies to pretend they are interested in the well-being of their employees whereas the company might only be interested in improving productivity (Expert Program Management, 2018).
Criticisms of the Hawthorne Experiments:
· They lack validity as workers knew they were being observed so may have only improved their performance for the purpose of the experiments, which will not work in a real setting.
· More importance was given to human aspects which alone cannot improve production.
· Too much emphasis was placed on group-decision making, which would be ineffective if quick decisions are required and there is no time to consult others.
· To much importance given to the freedom of workers, this could in turn lower performance or productivity.
Criticisms of Mayo’s Human Relations Theory:
· It lacks scientific base.
· The theory is not based on actual behaviour, since workers react positively and give their best when the know they are being observed.
· Environmental factors of workers attitudes and behaviour were not taken into consideration.
· Workers conflicts were not considered.
· Too much attention was given to informal relations.
· (Unde, 2007) pointed out that the evidence is less conclusive regarding the relationship between increased employee satisfaction and productivity.
· The theory posed certain dilemmas without offering solutions (Martin, 2018).

Usefulness in the workplace
The Mayo Effect plays a significant role in that his management theory notes that employees are influenced by relational factors. This shows that the ability of an organisation to create a positive work environment through improving factors like attention and sociability which are integral at impacting workplace behaviours. 

For instance, the Hawthorn Effect notes that changes in behaviour tend to arise once an employer monitors the activities of his or her employees. This shows that the presence of a supervisor tends to influence the behaviour of employees, and this may in turn lead to positive work performances. These are important contributions because through Mayo’s
theory of motivation, employees are influenced by relational factors and not remuneration or environmental factors.

Organisations that apply Mayo’s theory are able to motivate their staff and this leads to positive attitudes among employees and at the same time, it increases the beliefs of employees towards the goals and objectives of the company. Similarly, personal values tend to be influenced by the culture, tradition, and internal and external factors, and as a result, they help to determine the passion that an employee has towards the workplace.

People with a positive attitude in the workplace have the ability to impact the performance or behaviour of those around them. They lift the spirits of their fellow employees and this translates to being at ease with other people. On the other hand, negative attitudes negatively affect workplace behaviour in that it lowers the spirits and demotivates those around them (Koster, 2017).

Using the model to increase productivity within the team employers should:
· Regularly communicate and give feedback. Why? Workers productivity improved when they were given the opportunity to give feedback in the Hawthorn Studies.
· Work as a group rather than as individuals. Bonuses should be about how the results were achieved and team contribution. This will encourage group cohesiveness. Team work improved productivity with Hawthorn workers.
· Increase involvement in each team member’s life. Workers at Hawthorn responded well to attention. Job satisfaction and productivity increased (Expert Program Management, 2018).

Mayo highlighted that managers should take more interest in their employees. He believed that social relationships and job content affected job performance. He also recognised that work is a group activity and employees have a need for comradery, recognition and a sense of belonging. He noted that groups determine productivity, not pay or processes.

Modern day relevance
The business environment is constantly evolving therefore, most modern teams and workplaces focus on other benefits for employees such as pay, promotion, job security, rewards and bonuses to name a few. In contrast Mayo’s theory lacked emphasis on these motivational factors. According to his management theory these rewards are not significant
enough to most employees today (Martin, 2018). In today’s 21st century people are in pursuit of more intangible gains like their precious time and self-actualisation. 

The positive aspects of Mayo’s theory in modern times are that management cannot deny the importance of cohesive teamwork and building trusting relationships when it comes to improving productivity. Mayo’s techniques are still being used by organisations to this day in order to encourage and promote employee performance. His theory has of course helped pave the way for modern day human relations management methods and the behaviour of people at work. This has laid the groundwork for approaches to team building and group dynamics. 
Mayo’s studies where able to show that respect, a sense of belonging, recognition, morale, human pride and social interaction are sometimes more important than monetary rewards (Martin, 2018). 

Positive example of how Mayo’s Theory has been applied
ARM Holding PLC is the world’s leading semiconductor intellectual property supplier. The business model involves the design and licensing of intellectual property in the field of semiconductor chips.
The Mayo principles are in line with ARM’s focus on developing its people as part of its business strategy. Employees at ARM work within learning and development teams. Information is shared, and employees are viewed as both partners in the business and internal customers.

Managers at ARM motivate individuals and their teams by:
· Communicating the ARM vision, values and strategy to all team members so everyone is following the same page.
· Providing relevant training for new starters as well as coaching in order to develop skills, confidence and self-reliance.
· Carrying out one-to-one meetings and employee reviews to assess performance and meet objectives.
· Having succession planning for management to ensure long term performance.

Personal development is a fundamental strategy at ARM. Regular reviews encourage individuals to reflect and providing feedback and support that enables them to develop their professional capabilities (Business Case Studies, 2019)
My opinion 
Mayo’s theory could definitely be a good practise for organisations to apply in order to help motivate staff members. Mayo introduced the Human Relations School of thought, which focuses on motivating individuals by having their social needs met at work (Riley, 2019). Mayo indicated that attention motivates workers. Good professional relationships and support ensures good performance and productivity. Managers should identify individuals needs and act accordingly. If I was not happy with my manager or co-workers I would surely consider leaving the company and this would increase employee turnover within the organisation. 

The advantages of Mayo’s theory are that: it gives workers more freedom, improves communication and teamwork and creates a democratic workforce. On the other hand, the disadvantages of Mayo’s theory are that: responsibilities could cause stress, more freedom means less control over the workers and the workforce usually strives for attractive salaries and better working conditions (Vernon, 2014). In my opinion I would say that in order for an organisation to exceed the expectations of employee’s and increase business performance, a range of alternative motivational theories should be applied. This can be achieved by addressing the instinctive (I.E personally rewarding) and extrinsic (I.E to earn a reward or avoid punishment) needs of individuals (Cherry, 2019). Popular management theories that organisations tend to use are Herzberg’s ‘two-factor’ theory and Maslow’s Hierarchy of Needs.

Conclusion

In conclusion, motivational management theories are critical at influencing employee engagement, increasing performance and improving the relationship between individuals in a professional business environment. These theories are important because they help to identify how employee motivation influences individual beliefs, attitudes, and values, and its overall impact on workplace behaviour. Although these management theories help encourage employee motivation and satisfaction, it is important to consider how the beliefs, attitudes, and values of individuals determine the accomplishments of organisations. Leaders and business owners must be able to apply the most relevant motivational management theories that exist, and as such, tap into them in order to help the organisation prosper and create a better work environment that is characterised by positive people.
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