2

[bookmark: _GoBack]

CRITICAL ANALYSIS OF MANAGEMENT THEORIES RELEVANT TO THE WORKPLACE


By: Saniya Karim (1704776)



Lecturer: Shehla Khan
Course: BA Leadership and Management Skills
Institution: UWTSD
Date: 11th  January 2019









Introduction
Executing change in an organisation can be challenging and time-consuming for any management. However, aligning the values, beliefs, and attitudes of the organisation and those of the employees can facilitate relatively rapid change. Sullivan, Sullivan, and Bufton (2001) claim that companies can tap into the values of its workers and align them with the company’s when embarking on a change programme. Thinking of employees as a unit rather than individuals may prevent the administration from creating a win-win outcome for the individual and organisation. Every employee has their special unique needs and understanding their values, beliefs, and attitudes helps the organisation in engaging them and using the attributes to delegate and define tasks.  Sullivan, Sullivan, and Bufton (2001) claim that value-oriented firms reap several benefits from the strategy. Studies by Dearlove and Coomber (1999) demonstrate that value-led organisations performed better than others in growing revenue, the creation of jobs seven times higher, and 750 per cent higher profit performance (Sullivan et al. 2001). Companies that demonstrate specific values attract individuals who hold those values, therefore, making it easier for the recruitment of people who will be committed comfortably. 
Task 1. Critical Analysis of the Impacts of Individual and Organisational Values, Beliefs, and Attitudes in the Workplace
Values facilitate all forms of behaviour. Therefore, organisations seeking specific values will most likely hire people that exhibit the same values. Collins and Poras (1993) as cited by Sullivan et al. (2001) define a company’s core values as the necessary and durable tenets that constitute a minute set of general directing principles that should not be mistaken with particular cultural or functioning practices. Additionally, the authors posit that values cannot be diminished for financial advantage or short-term convenience. Thomas (2013) describes values as fundamental convictions that a particular form of conduct or end-state of reality is preferable by the society or a person to an opposite or contrary manner of behaviour and or end-state of existence.
Moreover, Thomas (2013) states that values carry a judgemental component in that they contain the person's ideas concerning what is right, appealing, and moral. The judgemental element includes both content and intensity such that the content aspect identifies a mode of conduct or end-state of reality.
Conversely, the intensity aspect demonstrates the significance of the value. Cirnu and Kuralt (2013) define personal values as guides and factors of ideas, social attitudes, and behaviour as a whole. Organisations should understand that every individual has their unique values, attitudes, beliefs, and preferences and learn how to harmonise them with theirs.
Galloway (2013) describes beliefs as a concept related to things which an individual has faith and may not necessarily be based on fact. Spiritual, political, social, economic, intellectual, and moral beliefs consist of some of the standard personal opinions that are highly contested in the workplace according to Mousa (2016). Understanding the particular views of the employees would promote effective management and engagement of the staff, in addition to reducing chances of conflict and tension between co-workers. Galloway (2013) argues that persons sharing the same beliefs are more likely to cooperate and have better relationships compared to people with different beliefs. Different personal beliefs can cause conflicts and breed negative attitudes between colleagues at the workplace, particularly concerning different spiritual, political, and social backgrounds that exhibit significant contradictions. For instance, religion and political discussions between members of different faith and parties may cause misunderstandings which may then trigger negative attitudes towards the other resulting in unproductive relationships at the workplace. Therefore, it would be important for organisations to regulate how people express some of their conflicting beliefs as well as come up with ways through which employees can be trained about different beliefs to promote their appreciation among their workers.
Attitudes can be used to predict the behavioural outcomes of an individual.  Lang (2015) defines attitudes as the evaluative sentiment that can be either negative or positive concerning individuals, events, or objects. Additionally, the author states the specific attitudes possess the potential of predicting specific behaviours while general attitudes respond in the same manner. Conversely, Galloway (2013) describes attitudes as the perspectives of a person that may be identified through their behaviour. Fang et al. (2017) offer another definition of attitudes as the positive and negative cognitive assessments, emotional encounters, or behavioural inclinations that individuals perpetually hold for specific circumstances or mindset. Cinu and Kuralt (2013) support the argument by claiming that organisations should be careful with employee attitudes because they impact job behaviour. Negative attitudes at the workplace can also be caused by co-workers, as well as, clients. Personal values affect the individual attitudes towards an object, event, or person. Galloway (2013) recognises four important attitudes that impact the performance of the organisation namely: job involvement, job satisfaction, organisational commitment, and staff engagement. Hence, it can be deduced that core values and beliefs of an individual influence their attitudes towards the attitude object.
Impact of Personal and Organisational Values, Beliefs, and Attitudes to the Organisation and the Individual at the Workplace
Both personal and organisational values play different roles in the workplace. It is critical for organisations to ensure that they harmonise their value systems with those of their employees to ensure productive relationships and maximum effectiveness at the workplace. Sullivan et al. (2001) explored the impact of aligning individual and company values in when seeking change in the workplace and established that both values play two roles namely driving motivation and providing a standard for gauging actions. For instance, Google’s core values include focusing on the user, speed, freedom of work area, acting well, innovation, embracing failure, active involvement, customer loyalty and user loyalty (Google 2018). Harmonisation of organisational values with personal values is important to Google as indicated by their scrupulous hiring process which involves approximately eight stages. The eight stages vary in intensity and difficulty to ensure that the right candidates qualify for the available tasks which in turn allows the company to grow and achieve its set goals. 
A look at Google's success over the years shows that most of the employees share the same values with the company creating a conducive workplace. For instance, Google allows their employees to make mistakes while at work, unlike many corporations that are quick to criticise and punish workers that make mistakes at the workplace. According to the organisation, mistakes can lead to discoveries and, therefore, should be embraced to help in breaking boundaries. Additionally, Google encourages its employees to work on personal ideas that align with the given tasks. These values encourage innovation as people do not fear making mistakes which allow them to come up with outstanding solutions for various challenges.
On the other hand, employees that value innovation and are experimental will be relatively comfortable and motivated to work in the organisation thereby serving the motivation role mentioned by Sullivan et al. (2001). Moreover, the two values can inspire employees that are used to following instructions only when handling tasks to derive other means to solve given tasks, especially those that are hired from other companies. The benefit of the values can be illustrated by Google's consistent release of new innovative products over the company's lifetime including the Google Glass and self-driving cars among others (Watson 2016).
Some organisational values breed different attitudes in the workers. For example, the value of embracing mistakes may trigger positive attitudes in employees when they are offered challenging tasks resulting in successful attempts at working out the tasks. Positive attitudes are critical when handling tasks as it determines the willingness and effort an employee puts on the task (Thomas 2013). Contrary, organisations that do not embrace mistakes discourage workers to handle difficult tasks due to fear of punishment or criticism, thereby, eliciting negative attitudes in employees whenever they are given such tasks. As a result, while the employees may manage the task, the value restricts them from finding new ways to complete the tasks which cause only a few workers to accept the challenging jobs and less development.
Additionally, Google values collaboration among employees and openness between management and employees. These organisational values allow employees at Google to create functioning relationships with the colleagues as well as the management. Healthy relationships at the workplace breed positive attitudes among workers as they acknowledge that they can get adequate help on their tasks. Additionally, positive attitudes at the workplace result in employee commitment in the workplace which can be indicated by Google’s growth over the period and its wide range of products available in the market. 
Individual beliefs mostly impact the attitudes of employees towards their organisation as well as the different tasks that they undertake. It is crucial for organisations to respect the beliefs of each employee while ascertaining that they do not conflict with the company's values and progress. Mousa (2016) cites Rego and Cunha (2013) who argue that workplace spirituality is a real issue that active managers gladly consider when hiring and dealing with employees. Cirnu and Kuralt (2013) admit that the declining function of families, neighbourhoods, and other primary players in the society has facilitated the need for workplace spirituality to foster individual growth and freedom of personal beliefs. According to a study by MIT Sloan Management Review, spirituality at the workplace breeds interconnectedness, a sense of purpose and importance, concentration on the greater good, and faith in optimism (Watson 2016). Google has integrated spirituality at the workplace through practices such as generosity, compassion, mindfulness meditation, and gratitude. Therefore, Google’s appreciation of individual spirituality helps in to identify the values of contribution, inclusion, individual development, and creativity.
Additionally, the freedom of spirituality gives the workers a sense of belongingness to the firm and also helps in maintaining positive values and attitude among workers. Contrary, allowing beliefs such as spirituality at the workplace may trigger conflicts between people of different denominations and lead to a lack of collaboration and negative attitudes towards the other individual. However, there are no known cases of conflicts arising from varying beliefs at Google implying that the organisation has developed adequate measures to control their adverse effects.
Corporate values serve as a guideline for employee behaviour in the workplace including managers and subordinates. Trust and employee happiness include other core values of Google. The values encourage employees to be trustworthy to the customer in addition to intensifying employee commitment at the workplace. Additionally, the company expects the subordinate employees to gain trust in the company’s administration allowing them to express their issues without fear of criticism and disbelief. As a result, female workers are encouraged to speak about issues of sexual harassment as illustrated by Weaver et al. (2018).
Conversely, the failure of some employees to align their values with those of the company can be an expensive affair for the company. For example, Google faced backlash when reports of gender inequality and sexual harassment surfaced thereby, denting its image as a respectable and diverse brand (Weaver et al. 2018). However, the firm was quick to show its support of the values by dismissing the accused employees after collecting adequate evidence of their breach of organisational values. As a result, the employees’ trust in the firm increased and probably triggered positive attitudes since the organisation stood by its values and most importantly, supported the employees in promoting the values of the organisation. Contrary, the global walkout from Google offices due to the breach of trust by some employees is an indication that going against the company values can trigger negative attitudes towards work by the majority of employees. Moreover, the global walkout also shows the value of collaboration among the employees in pursuing a common goal which should not be different from how they function in achieving organisational goals.











Task 2. Critical Analysis of Management Theories Relevant to the Leadership Role and their Impact on Individual Values, Attitudes, and Beliefs
Managers play a critical role in the organisation. According to Nadrifar, Bandani, and Sharyari (2013), management is the most significant component of any company, and proper management is a prerequisite for achieving organisational goals. The workplace has experienced numerous changes over the years, requiring different strategies to cope with upcoming challenges.
Nevertheless, traditional management theories are still used to inform on modern management practice and also provide a basis for the contemporary theories (Nadrifar et al. 2013). Different managers use different strategies based on some factors including the size of the organisation, the number of activities, the values, beliefs, and attitudes of the individual, and job type among others (Li 2015). Conversely, many individuals confuse management with leadership, but while the terms may be overlapping, there are slight differences between the two concepts. Algahtani (2014) poses that management implies to activities of planning, organising, controlling, staffing, coordinating, and directing in the organisation. In support of the argument, Nanjundeswaraswamy and Swamy (2013) state managers hold official positions in the company and are not necessarily proper leaders, whereas leaders do not hold official positions and are responsible for motivating and inspiring others. This section seeks to critically review management theories and business models and demonstrate how they can impact individual values, beliefs, and attitudes of employs.
Management Theories and Argument Model
The administrative management theory is a classical management approach that focuses on the running of the organisation through the distinct essential management functions. Henry Fayol developed the method in 1916 based on his individual experience (Kwok 2014). According to Nadrifar et al. (2013), Fayol grouped the six primary functions of the manager that are still popular among the large organisations as well as the army. The managerial functions include forecasting, planning, organising, coordinating, and monitoring (McNamara 2009 and Kwok 2014). The management approach for Admiral Group is seen to agree with Fayol’s management theory as illustrated by its management structures. The approach works well with the organisation because of its capacity which can be deemed a large corporation following its operation around the world and a large number of employees at approximately 8,000 (Admiral Group 2018).
Additionally, Admiral Group's management structure shows that the organisation employs Global Functional Groups which echo the administrative management approach to achieve its goals throughout the globe. According to the organisation's website, the primary functions of the management and the governing board includes organising and directing its affairs with the aim of benefiting the members of the company including the employees, customers, and stakeholders (Admiral Group 2018). Moreover, the administration is responsible for planning and setting the company’s goals and objectives and monitoring their implementation and achievement (Admiral Group 2018). These activities support the organisation’s adoption of the administrative theory at the workplace.
The actions mentioned above are essential in ensuring that the Admiral Group's leadership manages to promote the values and beliefs of the company to align them with those of the subordinate employees. Fayol introduced fourteen principles that were supposed to guide management practice and the application of the actions for the effectiveness of his theory. The principles touch on the division of labour; authority; discipline; unity of command and direction, remuneration; order; hierarchy; centralisation; stability of employee’s tenure; and personnel (Dumez 2018). According to Kwok (2014), Fayol’s principle of division of labour requires that work be specialised and divided among individual employees and groups to guarantee the focus of attention and groups. For instance, the division of labour is evident in the organisation's management structure following the different departments created to handle different tasks that are essential to its success. Departments seen in the group’s UK management structure according to their website include those of finance; marketing; partnership and innovation; customer value; renewals; claims; communications; compliance; loans; information security; information technology; risk; new general insurance products and telematics; people services; and insurance departments. Therefore, the leadership manages to instil the required values and beliefs in each department to promote the positive attitude needed to achieve its goals. Additionally, the division of labour in Admiral Group intensifies the employees’ motivation, commitment, and innovation as illustrated by its growth, success, and the numerous innovative products.
Another of Fayol’s principle exhibited by the Admiral Group is authority. Fayol argues that authority comes with responsibilities including being accountable (Mbalamula, Suru, & Seni 2017). For instance, the leadership is held responsible for ensuring that employees acquire a wide range of communicating tools to help them understand the goals and objectives of the group. According to the organisation’s annual report of 2012, the management is accessible to the employees through online chats for various issues that are important to them. Additional communication tools availed by the management include internal newsletters, team briefings, staff forums, yearly Staff General Meeting, and suggestion schemes. The management delegates various responsibilities to the employees accordingly through the available communication tools and the staff is expected to show respect and discuss any difficulties they may experience with the management. Despite the presence of the principle of authority, the company values equality and openness thereby, desisting from establishing executive dining rooms, dress codes, and company cars that may create differences between the management and the employees. 
Remuneration includes another principle suggested by Fayol that is synonymous with the workplace management of Admiral Group. According to Nadrifar et al. (2016), Fayol suggested that employees' salaries should be based on various variables including the supply of qualified personnel, cost of living, general business conditions, and business success rather than their productivity alone. Employees at Admiral Group are awarded company shares upon the environment as stated in its annual report of 2012 where seven year old employees had accumulated 2,496 shares with 1,821 of them matured. This approach aligns with Fayol's remuneration principle which recommends the consideration of the business position in paying the employees and not only their performances. The remuneration is aimed to motivate employees, ease recruitment, and decrease attrition in the workplace (Admiral Group 2012). A staff survey conducted in 2012 shows that approximately 79% of the staff are more likely to choose to stay with the organisation because of the share schemes as a mode of remuneration (Admiral Group 2012). The administrative management theory allows the management to promote the values of the company and align those of the employees through techniques such as proper remuneration. 
Fayol’s principles of unity of direction and organisational interests are also evident in Admiral Group’s management structure. Nadrifar et al. (2016) states that Fayol management theory emphasised on the entire organisation moving towards a common goal in a common direction. Additionally, the organisation prioritises its general interests as well as profits in contrast with the employees’ interests and those of the public. As seen above, the management strives to communicate the company’s goals and objectives to ensure that the employees understand them (Admiral Group 2012). Therefore, they are expected to use the company resources in achieving its goals and seek guidance from the necessary authorities. The management is responsible for ensuring that the employees’ values and beliefs align with those of the company to ensure that they flow in the same direction and aim to achieve the same objectives. It is also evident that neither the interests of the employees or the public override those of the company as they are the ones that are required to align their interests with those of Admiral Group.   
Equally, the administrative approach does not always work as some employees often disagree with the managers, mainly when the instructions go against their values and beliefs. As a result, the administrative theory facilitates negative attitude among the affected employees leading to poor individual and organisational performance. The 2012 annual staff survey shows that 87% of the employees thought the morale was right in their department which can be attributed to the administrative management approach provided that the leadership is responsible for the staff's motivation. Onday (2016) proposes humanistic management theories that emphasise on the significance of complicated human motivations, group dynamics, and the manager’s style of leadership to improve firm performance in the place of classical theories including Fayol’s authoritarian theory. Elton Mayo is among the celebrated behavioural theorists who made a ground-breaking discovery following a study he conducted with Fritz Roethlisberger and William Dickson (Bagire & Namada 2015). Mayo’s theory can be used in improving the shortfalls of the administrative theory in the management of the Admiral Group’s workplace.
According to Mayo, workers think and act as a group rather than individuals and should sacrifice their self-interest when the group is under pressure (Onday, 2016). This implies that despite the values of the employees in addition to their beliefs, they are required to have positive attitudes towards the goals of the group when it is faced with pressure. The support and sense of belongingness in the specific groups can make it conducive for employees to hold positive attitudes for the success of the group even when they share different beliefs (Terera & Ngirande 2014).  Moreover, Mayo established that money is not the sole motivator and managers should find alternative methods of encouraging employees (Kwok 2014). The staff survey in the 2012 annual report shows that 9% of the employees were not happy at the organisation and 9% of the employees felt that the company did not put enough effort to understand their thoughts and opinions (Admiral Group 2012). Therefore, the management of Admiral Group should establish various strategies other than the share scheme including training and development, performance appraisals and management, and employee engagement. Mayol’s humanistic approach may help in facilitating the employees’ morale, satisfaction, commitment, and performance within their organisation’s standards. 
Management theories recognise the various skills that are vital to the managerial function. Critical thinking, organising skills, evaluative skills, active change agents, and innovation skills include some of the basic skills managers need to have. Chatrand, Ishikawa, and Flander (2011) cite a survey that revealed human resource managers considered critical thinking as the most vital employee skill within the next five years following rapid changes in work settings and transformation into new roles. Furthermore, Tosey, Mathison, and Michelli (2005) claim that the above skills are crucial for sound decision making and the output of the manager.  Therefore, theorists came up with models that would assist managers in implementing critical thinking skills, transformative learning, and evaluative strategies during their management period. Some of the standard models used by management to achieve different skills and outcomes include the RED Model, Toulmin’s Model, Robert Dilt’s Model, and CRAAP test (Coleman 2011; Furlong 2011; Lyons 2011).
Toulmin’s model of argument includes evidence, claims, and warrants as critical parts of the model. Reed & Rowe (2005) identify the other three crucial parts of the Toulmin’s model as qualifiers, rebuttals, and backing. Warrants correspond to the general hypothetical logical statements relating the claims and the evidence whereas; qualifiers include statements that limit the weight of the argument. Conversely, rebuttals include counter-arguments that diminish the accuracy of the general debate and backing as the statements that function as corroborators of the warrants. The Admiral Group would benefit from using this model compared to other argument approaches. A sample of Toulmin’s model of argument is shown below:
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Conclusion
Employee values and organisational values influence the overall performance of a company. Aligning individual values with those of the organisation would be very useful when implementing change as well as seeking to improve employee commitment, job satisfaction, and job retention. Every employee has their unique needs, as well as, core values which may influence the beliefs and attitude of the employee towards the workplace. Organisations that illustrate specific values attract employees with similar or complementary values making the recruitment process easier and time is taken to adjust to the workplace. The discussion illustrates that employees are most likely to satisfy their values when they find no definitive values at the workplace leading to standardisation challenges. Conversely, employees that relate with the organisational values will use apply them first before making final decisions based on their beliefs and attitudes. The management is responsible for developing organisational values and aligning employee values to ensure positive beliefs and attitudes towards the goals of the organisation.
Management theories have transformed with changes in the workplace. The classical management theories were first developed during the industrialisation period and included the administrative theory by Henry Fayol, bureaucratic management approach by Weber, and scientific management theory developed by Taylor. The focus of the theories on the job and productivity and little attention led to the development of humanistic management theories which emphasised on the significance of relationships at the workplace and the need for developing employee motivation strategies. Mayo's development illustrated that employees work as a group rather than individuals and recommends them to surrender their values when the group is in pressure. Covey's leadership theory argues that managers should be effective leaders that illustrate seven specific habits namely prioritising issues, strive for win/win outcomes, being proactive, synergise, facilitate constant improvement, considering the end at the beginning of an issue, and strive to understand first before being apprehended. Finally, the Toulmin, RED, and Robert Dilt’s models include useful tools for training managers various skills concerning critical thinking, driving neutral arguments, and transformative learning at the workplace.
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