
Developing Workplace Critical Thinking.
BMSW 5001.
How Beliefs, Values and Attitudes Impact Workplace Behaviour
Lecturer: Ernest Ovia






By : Muhammad Habibur Rahamn
Student ID : 1713140

Contents
Introduction
1	What are beliefs, values and attitudes?	3
    1.1	How does Beliefs, Values and Attitudes impact behaviour in the workplace?	4
    1.2     How organisations influence employee behaviour in the workplace?	6
    1.3	How organisational core values benefit the employee.	7
     1.4	    How ethical core values benefit the organisation.	7
2	What are Management Theories?	8
     2.1     Selection of a Management Theory.	8
3	John Adair’s Three Circle Theory or Action-Centred Leadership (ACL) Model	9
     3.1    How is it relevant in the workplace?	12
     3.2     Criticism and weaknesses.	12
     3.3     Assumptions made in John Adair’s Three Circle Theory.	13
     3.4      Summary	14
4    Conclusion	16
5	References.	17
6    Appendices……………………………………………………………………………………. 21




Introduction.
In this report I will be writing on how beliefs, values and attitudes affects people’s behaviour in the workplace. I will demonstrate the link between the three and show how people’s attitudes influence their workplace behaviours. I will also demonstrate how organisations are attempting to influence workplace behaviour by implementing organisational core values.
As a manager in a fast food restaurant, I will aim to identify and explain which management theory is applied in my place of work. I will then critically evaluate the theory to identify and explain its relevance and weaknesses in the modern workplace.
Having analysed how beliefs, lead to behaviour and how management theories are used in organisations, I will aim to prove why the belief and value system of a manager will influence the type of management theory he/she adopts in the workplace.











1. [bookmark: _Toc25065059]What are beliefs, values and attitudes?
A Belief is an internal acceptance that something is true, although we have no proof. It can come from past experiences or family pressure (Changingminds.org, 2019). A clear example of belief is faith. Many of us believe in God but none of us have seen God but we consider this to be the absolute truth. We believe in our beliefs to such an extent that it influences the values we hold. 
Values come from our beliefs, the lives we live and the people we surround ourselves with. Values are important in the way we live our lives. (Mindtools.com, 2019). If we consider family time as an important value and then must work 50+ hours every week, you will not be content and feel uneasy; this could sometimes affect our attitude to life in general and our workplace behaviour.
Attitudes are our mental inclinations towards others, resulting in our behaviour. Our attitudes mostly come from our beliefs and values. If our attitude is good, this leads to positive workplace behaviour and increases the ability to cope with stressful situations. However, if our attitude is bad, this leads to negative workplace behaviour and an increase in stress.
[image: Image result for what is beliefs values attitudes and behaviors]Behaviours are how we express our internal beliefs, values and attitudes. Work behaviour is a more professional behaviour that we must abide by in the workplace (Chron.com 2019). This behaviour can also vary from job to job. For example, a computer programmer will have more freedom in their workplace than a lawyer. 
Figure 1 demonstrates how values, beliefs and attitudes are influenced by family, friends and our experiences. They are formed over time and by adulthood we hold these as the truth. (Futurelearn, 2019). Figure 1, How beliefs lead to behaviours (Hispresencetoday.blogspot.com, 2019)



[bookmark: _Toc25065060]
1.1 How does Beliefs, Values and Attitudes impact behaviour in the workplace?
Now that we have established how different attitudes are developed, we can now understand that attitudes are a psychological state of mind (Eagly & Chaiken, 2010). This means positive and negative attitudes are mental inclinations, which influence how employee behaviour. This can lead to employee satisfaction or dissatisfaction which in turn can lead to advantages or disadvantages for the organization.
Employee attitude is directly linked with performance and productivity (Spiers, 2003). Positive attitudes can influence those around you and create a positive and friendly work environment. Positive attitudes are normally transferred to positive behaviour. Employees who show a positive attitude are more productive and keep those around them in a better mood. 
Whilst positive attitudes enhance the workplace, a negative attitude does the opposite. Employees who display a negative attitude, like not contributing and being lazy, will behave negatively and effect other employees around them. This reduces production and efficiency. (Oer2goorg. 2019). A negative attitude can cause employees to harbour distrust and enmity amongst colleagues, which can lead to employees being easily agitated by minor problems in the workplace.  
Sometimes employees aren’t aware of the impact their attitude is having on their behaviour and on others around them. Therefore, companies must realize that it is possible to influence someone’s attitude and therefore influence their behaviour. 
Examples of how individuals are affected by their beliefs and values:               
· If your own personal belief and values are aligned with that of the organisation, you can work comfortably and will feel more energetic due to a sense of belonging within the organisation.
· If you value trust as an important value and you feel trusted by managers and colleague’s, you will enjoy your work which will lead to increased efficiency and productivity.


· [image: ]Relationships at work are impacted by our values, especially when we are dealing with colleague’s who have completely different values to yourself. An example of this is if you value privacy and like to keep your private and work life separate but your colleague values openness and asks personal questions, this may upset you and cause animosity between you and your colleague.
· Sometimes we go into jobs and we find that our values and the values of the organisation are completely at odds with one another. This will increase the stress factor of your job and you will not get any satisfaction from your work which may lead to unintentional lack of enthusiasm in your workplace. If this is the case the organisation will have a problem with staff turnover and the employee will eventually leave as he/she cannot    commit or engage with the organisation
As you can see from the above examples, our values can impact us at work or in our business in many ways. Figure 2, manifestation of beliefs, values and attitudes (Immigration Advisers Authority, 2019)




Figure 2 illustrates what influences our beliefs, values resulting in our attitudes and behaviours.


[bookmark: _Toc25065061]1.2 How organisations influence employee behaviour in the workplace?
[image: ]We have already established how a positive working environment leads to a more productive and efficient workforce. So how do organisations get the best workplace behaviour out of their employees? Organisations realise that each employee is different, everybody has different beliefs and values. This will inevitably have an influence in our behaviour at work. Over the year’s organisations have learnt how to deal with different attitudes and behaviours so all employees adhere to the principles and values of the organisation. These are called organisational core values. (See Figure 3)
Organizational core values are the core ethics and principles that any organization abides by. They are designed to inspire and bring the best out of the employees. They should be a true reflection of organisational beliefs which help build the backbone of workplace behaviour. By having strong ethical core values, this will help build a positive culture leading to employee commitment. (Sinding, Kreitner and Kinicki, 2018). This is how workplace behaviour influenced. Figure 3 examples of core value. (Powersolv.com. 2017). 



Organisations have their own vision and aims as to where it wants to be and how it is going to get there. The only way it will achieve those aims, will be to have everybody within the organisation working towards that goal. Organisational values are rules and regulations placed by the organisations, which helps and guides managers and employees to gain an understanding of the organisation, which in turn will give the employee a sense of belonging. This will undoubtedly lead to job satisfaction and organisational aims being achieved. 
Core values and beliefs must be understood to achieve harmony and excellence in the workplace, we must teach how attitudes lead to behaviours as well as skills and knowledge (Knowles,1975). 
Whilst having rules and regulations in place, we must also remember that with so many different beliefs and values amongst employees, a wide range of behavioural strategies need to be included so all employees feel welcome. This will have the maximum impact within the organisation.  
0. [bookmark: _Toc25065062]How organisational core values benefit the employee.
· Employees can connect with the organisation by having a connection with the organisational core values. 
· Employee roles are clearer, which helps them to do their jobs better.
· Employees can use organisational core values to help guide them in difficult decision-making processes. (i.e. use them as guidelines)
· Know what behaviours are expected from them in the workplace.
0. [bookmark: _Toc25065063]How ethical core values benefit the organisation. 
· If the core values are strong and inspiring, the reputation of the organisation will increase, leading to more people wanting to work for your organisation.
· Organisations will have better suited people working for them, as potential employees will see the core values and if they share the same or similar values, they will be a better match for the organisation.
· Employee engagement can increase, by having values and principles which people can believe in, a positive atmosphere in the workplace will help increase job satisfaction leading to employee engagement.
· Strong ethical core values help attract potential clients and customers, thus giving a competitive edge to the organisation.
Our personal values will always affect our colleague’s. We naturally bond quicker with people who have similar values and beliefs. The way to build successful relationships at work is by having a strong value system, be it personal, educational or professional (Feldman & Lynch 1988).
 



[bookmark: _Toc25065064]2. What are Management Theories?
Managers are facilitators whose job is to organise people and resources to move in a certain way, so objectives are met. They must know how to deal with the work force. To manage efficiently, they must use the best systems to influence human behaviours so organisational goals can be achieved. This can be done by using tried and tested systems known as management theories. These theories are assumptions of how people think and operate in the workplace. Management theories have changed over the years from being all about achieving organisational goals where none or very little thought was given to employee welfare, to a more modern approach where employee welfare is highly regarded as this promotes efficiency and productivity; this in turn helps to achieve organisational aims whilst also satisfying employee needs. By utilising these theories, it allows managers to improve the service and help in the decision-making process. Many theories were developed long ago but are still effective in today’s workplace. (Management.net, 2019)
[bookmark: _Toc25065065]2.1 Selection of a Management Theory. 
Management is a crucial part of modern-day business therefore it is extremely important to choose carefully when deciding on a management theory for any business, especially small businesses which tend to have less managers, staff and less resources. Consequently, the theory must be sustainable and practical. (Motiki et al., 2019)
According to Burgoyne, (1989) management is a systematic process, where planning objectives, managing resources and effectively using human as well as financial resources to fulfil organisational aims with meaningful results.
[image: ]
[bookmark: _Toc25065066]3. John Adair’s Three Circle Theory or Action-Centred Leadership (ACL) Model
As a manager in a fast-food takeaway I have many responsibilities. With 10 employees from 3 different ethnic backgrounds, my job is to manage and organise the business so that it runs efficiently and profitably. As a manager I believe the best way to manage this business is by keeping everything simple and not over-complicate things. The simpler the rules, the less chance of misunderstanding. In other words, everybody knows their roles and responsibilities and who is in charge.
To identify the management theory used in my workplace, research was conducted on different theories. The first theory researched was Douglas McGregor’s X and Y theory which basically contrasting theories that class employees into 2 categories; Authoritarian (Theory X) or Participative (Theory Y) (Juhn, 1972). 
[bookmark: _Hlk23257703]Another theory I researched was the Elton Mayo’s Human Relations Theory where he collected data from the Hawthorn experiments. Mayo realised that employees were not always motivated by pay but also by positive relations and a positive work environment (Mayo, 1934).
[bookmark: _Hlk21645894]The third management theory I researched was John Adair’s “Three Circle Theory” or Action Centred Leadership (ACL) theory. After looking into this theory, I realised this is the closest management theory to the way I am managing the business. I believe that John Adair’s ACL Model is the simplest and most appropriate to my leadership style. 
This model was developed by Adair based on what he observed whilst at Sandhurst Royal Military Academy. He observed that effective leadership comes from a combination of behavioural and management theories. He developed a theory where three fundamental needs must be addressed. These needs are (1) task needs (2) team needs (3) individual needs. According to Adair, for a manager to be successful, they must fulfil all three needs. Ignoring or not fulfilling any one area of need can have a direct effect on the other needs which will affect the achievement of the objective (Adair, 2007).
[image: ]The three management needs are: 
· Task circle represents the need to achieve the organisational goal, Clear and precise instructions with reasons as to why they are doing something must be given so every member will understand what and why they are doing a certain task. Also, employees need to know what is expected and what their responsibilities are. This way, they have a sense of responsibility because the time was taken to explain organisational goals or the bigger picture. The manager or leader needs to possess certain skills e.g. communication, planning, acquiring resources and monitoring skills.Figure 4 shows Adair’s ACL model represented by the 3 circles. (Girling, N. 2015). 

· Team circle represents team formation where members are picked and appointed to roles that suits their individual skills so they can work well together; this is crucial and will promote cohesiveness and efficiency as well as camaraderie. Team dynamics are established regarding behaviour, performance and ethics.  Management skills required to satisfy these needs could include problem solving, team working and coordinating skills.
· Individual circle represents the needs of the individual to be recognized and satisfied. The basic and psychological needs (i.e. salary and recognition) should be fulfilled where possible as this will motivate the individual. Employees need to be motivated as they will have a sense of belonging which enables them to work efficiently leading to objectives being met. Individual responsibilities and objectives will have to be agreed upon. Skills needed to do this are: setting standards, training and coaching individuals, and providing feedback and rewarding individuals. Figure 4 shows Adair's ACL model represented by the 'three circles' diagram above



According to Adair, all three circles need to overlap each other as they are all connected, and each need must be fulfilled (Managers.org, 2019).  By overlapping certain needs, the following can be achieved: 
· Completion of the task builds team unity and gives individuals self-satisfaction.
· If team needs are not met, the performance is affected which leads to individual dissatisfaction.
· If Individual needs are not met (motivation and pay etc), the individual will be dissatisfied leading to disunity, affecting efficiency which in turn will affect the completion of the task.
As well as the “three circle theory” John Adair incorporates a “50/50 rule” which he applies to some of his theories ((Adair, 1987). I believe that this 50/50 rule applies perfectly to the way I manage the employees at my workplace. John Adair says that 50% of motivation is intrinsic and should come from the individual and 50% is extrinsic and comes from outside influences, like managers and leaders. Adair also states that 50% of team accomplishments comes from the team and 50% comes from the manager.
Analysis of John Adair’s ACL Theory.
The ACL model shows that to be an effective leader we must make effective use of the three needs. This does not mean giving equal time to each need but in fact we can prioritise what need is more important at any given time or situation and fulfil that need when and where required. Due to this simplicity I believe that this is perfect for me as I can manage the different needs when required. According to Adair a manager/leader must have or learn certain skills, qualities and characteristics to efficiently lead or manage individuals or groups of people (Adair, Thomas and Adair, 2008).
· A manager must be able to plan, arrange information, resources in a way everybody will understand. 
· An effective manager must have the ability to influence.
· A leader should be able stay calm and control difficult situations, be assertive and decisive.
· A manager must be able to evaluate ideas and performance and be able to give feedback, appraisal’s and rewards.
· A manager/leader should have man management skills to be able to support individuals and encourage team spirit.
[bookmark: _Toc25065067]3.1 How is it relevant in the workplace?
· The simplicity of the theory makes it appealing to small businesses as this theory makes it easy for myself and my colleagues to understand what the objectives are.
· This theory can be implemented in any situation and at any time. The ACL theory does not need preparation nor any equipment; I can use this theory whenever and wherever it is required. 
· Another strength of this concept is that it can help me to focus on getting a specific aim achieved, by focusing on the three primary needs and prioritising which need requires attention the most. 
· With 3 different ethnic groups working with me, I need to keep things simple. This theory allows me to focus on which need requires my attention the most, whilst also monitoring the other needs.
a. [bookmark: _Toc25065068]Criticism and weaknesses.
· ACL has been criticized for being ‘authoritarian’. Critics say it is not suitable within the modern workplace where employee development is emphasised (Chartered Management Institute, 2003). Although employees’ needs must be considered, I believe that organisations still need to have an authoritative structure where everybody is held accountable for their actions. 
· Another weakness is that the system is too simple for larger organisations as it can be applied to small groups easier than large groups. I believe that because of its simplicity, this is the reason why it can be applied to today’s workplace. In contrast, some may view the theory as just a common-sense approach.





[bookmark: _Toc25065069]3.3 Assumptions made in John Adair’s Three Circle Theory.
In ACL there are some assumptions made regarding management and employees, below I will evaluate some of the assumptions:
· Assumes all organisations will have a hierarchy structure. 
At the time this theory was conceived I believe the business model of many large organisations was to have a hierarchical management system; this is where there are many layers of management e.g. the military. Everyone reports to somebody up to the main leader who sits on top of the structure. Nowadays, organisations are preferring to operate with a flatter or flat structure e.g. restaurants. Modern businesses now operate with less layers of management and prefer to give more responsibilities to employees so they can self-manage and work from their own initiative. 
· Assumes people cannot work in groups effectively without a leader and employees will be confused or unclear about tasks without a manager to guide them.
I believe that in certain environments like my workplace, people do need supervision to keep the standard of the products high. Many people will work efficiently without supervision, but they must be responsible and be able to motivate themselves. This can be done during the recruitment process by hiring people who are capable of self-motivation, but this cannot always be the case because it all depends on the applicant. 
· Assumes that without a manager, individual employees will not be motivated and will take longer in accomplishing tasks. Employees will only just do the minimum required and cannot work under pressure without a manager.
Many individuals work better under pressure and thrive given the opportunity. People can excel given the chance to work independently, whilst others can struggle to self-organise and prioritise the work. 
· Assumes conflicts will arise unless a manager sets clear boundaries.
Nowadays people are much more professional in the workplace however conflicts will always arise because people will always have different opinions. Having clear codes of conduct minimises the risk. I believe this concept is very much valid and is vitally important in the modern workplace because if conflicts occur, managers are the first ones to try and resolve any issues.
3.4 [bookmark: _Toc25065070] Summary 
[bookmark: _Hlk24461797]Having looked at the relevance and weaknesses of John Adair’s ACL theory and evaluating the assumptions made in his theory, I believe that the theory is very relevant in the modern workplace because of the flexibility and simplicity. Although Adair conceived the theory observing a strict hierarchical military environment, I believe this theory can be applied in any business and used by anyone who has basic management skills. This is also a theory where someone can acquire the skills to become an effective manager unlike the “Great Man Theories” (which state leaders are born and not made). By utilising this theory, managers can focus on the need that requires the most attention. Some critics say the theory is rigid and authoritative, but I would argue, that this is a valuable attribute for any manager to incorporate in their management style because I believe all organisations need authority to run effectively. Being authoritative does not always mean being a strict manager but it can also mean just having someone in charge with authority to keep everything running smoothly. A manager should be able to manage according to his/her subordinates, sometimes the carrot and stick approach is applicable to motivate people. Other times employees can be left alone to do their job independently. 











4 Why a Managers beliefs and values affects the Management Theories they adopt in the Workplace.
According to Dent and Bozeman (2014), the primary job of a manager is to implement techniques to fulfil organisation aims. This can be done by adopting a management theory that aligns with personal beliefs and values so you can work more efficiently, freely and comfortably. If you value authority and are authoritative by nature, you are likely to follow your natural inclinations and lead in an authoritative way. 
“If values are aligned with a management theory innovation, teamwork, motivation of employees is increased”. (Dietrich, 2019).
This can be seen in the way Apple Inc. was run when Steve Jobs was CEO. As the founder of Apple Inc., he was passionate about communicating his vision to all stakeholders. Jobs favoured an authoritarian management style because of the earlier setbacks he went through trying to get Apple Inc. up and running. He wanted full control due to Apple’s failure in its early years. He would hold weekly meetings, where he would personally scrutinise every product that was in development and have the final say on all products and policies. The decision-making process was quick, leading to products being released earlier making Apple Inc. one of the world’s most successful organisations, also excelling in product design and innovation. (McInerney, 2019). 
After Steve Jobs stepped down, Tim Cook was named as the new CEO. Having first-hand experience of the autocratic management style of Steve Jobs and seeing how successful Apple Inc. had become under Jobs leadership, Cook could have continued in the same manner but due to his beliefs and values he was not able to manage the same way as Jobs. Cook was a popular figure amongst the employees, so he decided to adopt a more democratic style of management. He relied on consultation and the opinions of employees when it came to decision making. Although this encourages team building and delegation of responsibilities, it was completely the opposite of the authoritarian management style of Jobs. Cook has improved goodwill amongst the employee and encouraged shared responsibilities in the workplace. Due to the change in management style the role of the CEO in major decisions has declined and the whole process has become more democratic and participative. 


If trust is a value you hold highly, you may want to adopt a more participative theory as you would feel more confident in giving responsibilities to your staff. Workplace and work life will be much more enjoyable resulting in less stress. Which will lead to being more engaged in their work (Thompson, 2018).
However, if the manager chooses a theory that is not in line with their values this will increase stress eventually leading to disengagement, as you will not be able to work freely or naturally (CO2 Partners, 2019). 
If a manager chooses a theory that is not in alignment with organisational values this will send the wrong message about the organisation and increase the chance of conflicts. For example, if I hold personal achievement and development highly, I may favour people who are assertive over people who are unassertive. If the organisation values teamwork and diversity, my values go against the values of the organisation resulting in myself not being a good fit.
As mentioned above some theories are more authoritative than others. For example, some managers are strict and want to micromanage and control employees. They might choose a theory that aligns with their values. However, if the values of the organisation are giving employees responsibility and giving them the initiative, the values of the manager will directly oppose the values of the organisation.  This can cause disunity and conflict which will lead to high turnover of staff. People want to work in organisations where their values are in line with the organisation’s value (Sears, 2007). 
[bookmark: _Toc25065071]4.1 Conclusion
In conclusion a manager’s belief and values directly affect the management style the choose otherwise he/she cannot work comfortably and stress free. Having alignment of personal values with a management theory is beneficial to both the manager and organisation. If a manager can align his/her values with a management theory, work life will be much less stressful and enjoyable leading to commitment resulting in becoming a more effective manager. This will result in a positive work environment leading to improved productivity which will be beneficial to the organisation. 
However, having considered the counter arguments, to successfully achieve the objectives of the organisation the values of the manager, choice of management theory and the values of the organisation need to be aligned. 
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