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[bookmark: _Toc99137819]Introduction 
The aim of this assignment is to evaluate the effect of values, attitudes, and beliefs on workplace behaviour. In the first half, I will define the difference between values, attitudes, and beliefs, as well as critically assess how my own personal values, attitudes, and beliefs influence my behaviour in the workplace. In the second phase, I will examine a management theory relevant to my role, and scrutinise its impact on my values, attitudes, and beliefs.
[bookmark: _Toc99137820]Part 1.

[bookmark: _Toc99137821]Values

Personal values are part of the moral code that guides our actions and defines who we are. They are what we consider important, the things that matter to our well-being and happiness.
 (Marinoff, 2022).

[bookmark: _Toc99137822]Personal Values
It is impossible to be a great leader without showing compassion (Kauffman, 2020). Leading with compassion improves resilience, develops a sense of belonging, increases engagement, and reduces staff turnover. It also breaks down barriers, instils confidence in place of fear, and fosters a work climate in which employees are more committed to their employer (Inspiring Leadership Now, 2021). A compassionate and empathetic leader can improve employee well-being and encourage a more positive work culture.
During the pandemic, my workplace placed a huge amount of emphasis on compassion and well-being. It made me feel supported and genuinely had a positive effect on my mental health. The result of this was my sense of purpose during a time of great upheaval came from my work. It was what kept me sane. If it were not for the compassion of my manager, my team, and the organisation as a whole, I do not believe this would have been the case. I also believe my compassion towards my co-workers increased as I recognised the benefit of experiencing it personally (Appendix 1).

[bookmark: _Toc99137823]Daniel Goleman and Elton Mayo
Goleman (1995) claims that emotional intelligence is the most important quality required to be a great leader. In his theory, he claims the key components of emotional intelligence are:

· Self-awareness – Knowing one’s strengths, weaknesses, values and the impact of own behaviour on others.
· Self-regulation – Controlling or redirecting disruptive emotions and impulses. 
· Internal motivation – Relishing achievement.
· Empathy – Compassion and understanding towards a person’s emotions.
· Social skills – The ability to connect, influence and inspire others and resolve conflict. 

When we consider that the qualities needed to be a compassionate leader are self-awareness and self-compassion, the ability to empathise with others, understanding that people have different strengths and weaknesses, and encouraging employee development (Niewerth, 2020), it is easy to see the parallels with Goleman’s theory. 
Furthermore, an empirical study on Goleman’s theory (Drzewiecka, et al, 2018) found a direct link between positive employee mental health and the leader’s ability to understand their stress, and also found that through their behaviours, leaders can either remove or amplify hurdles that prevent people from achieving their goals. This is in alignment with my own observations. Compassion from my manager during difficult times made me feel supported and understood which positively impacted my motivation.
Additionally, studies by Mayo (1933) found that workers were highly responsive to the feeling that managers cared about, and were sympathetic, i.e. compassionate, towards them. Mayo hypothesised that having a compassionate supervisor was one of the variables that contributed towards an increase in productivity. Moreover, another study (Lilius, et al, 2003) found that a compassionate leader reduced workplace stress, increased commitment and lowered staff turnover. Whilst caution should be used when assessing a study with such a small number of respondents, its findings are consistent with Mayo’s, and in line with my personal experience throughout the pandemic. 

[bookmark: _Toc99137824]Frederick Taylor
Of course not everyone sees value in a compassionate manager. If we look at scientific management theory, specifically Taylor (1911), there is no importance placed on compassion or indeed any kind of sentiment that a manager should possess to be effective. In his 1911 monograph, The Principles of Scientific Management, he argued that a manager’s role was to increase productivity. This should be done by identifying ‘one best way’ to get a job done, that workers should be assigned work based on their strengths, they should be closely monitored and instructed, and that work should be divided between managers and workers. Managers should plan and train, and workers get the work done. Taylor is quoted as saying:

In our scheme, we do not ask the initiative of our men. We do not want any initiative. All we want of them is to obey the orders we give them, do what we say, and do it quick. 
            (Taylor, 1911)

Although Taylorism is often criticised for treating workers like robots, versions of scientific management are still in use today, and predominantly utilised by fast food chains, factories with production lines and mass production companies (icsid.org, 2021). The system is proven to reduce waste, facilitate training and improve production quality. For companies primarily concerned with maximising profit, and workers motivated by nothing more than financial reward, Taylorism may be the better choice.    

[bookmark: _Toc99137825]Summary
To conclude, there is strong evidence to support the theory that leaders should be compassionate, particularly in the current climate. In my own workplace there is a high value placed on compassion which has had a beneficial impact on my job satisfaction and the loyalty I feel towards my organisation. That being said, compassion on its own is not enough. Whilst an important part of a manager’s role is to consider the well-being of their staff, this should not come at the expense of productivity and performance. Whilst my personal experience found these were positively impacted by having a compassionate leader, the empirical evidence available is not strong enough to conclusively claim that this effect will be seen on a wider basis. Further research is needed to explore this in more detail. 

[bookmark: _Toc99137826]Attitudes
An attitude can be defined as “a psychological tendency that is expressed by evaluating a particular entity with some degree of favour or disfavour” (Eagly & Chaiken, 1993, p. 1).

[bookmark: _Toc99137827]Personal Attitude
Socialising amongst colleagues should be actively encouraged by all organisations. Positive workplace relationships are essential to workplace satisfaction (Greedy, 2020), and happy employees are productive employees. A positive attitude amongst workers will lead to a positive workplace culture, and therefore, positive results. 
I have an extremely positive relationship with my team members, and this is a huge part of the reason I enjoy my work. We are consistently told by senior managers that we are the strongest team in our department, and I firmly believe our strength lies in the relationship we have with each other. Our ability to have fun ensures we have a positive attitude towards our work. We respect and trust each other, we learn from one another, want the best for each other, and during the tough periods it is our friendship that keeps us going (Appendix 2). 

[bookmark: _Toc99137828]Elton Mayo and Frederick Hertzberg
Mayo (1933) asserted that relationships are highly influential in determining productivity, even more so than financial reward. His motivational theory states that it is groups with high norms and high cohesiveness that have the most significant impact on production. Additionally, a study by Song (2006), found a notable link between friendships at work and increased positive workplace attitudes. These findings align with my own experience. 
Hertzberg (1959) stated that positive interpersonal relationships in the workplace are essential for job satisfaction and motivation. A survey conducted by the Institution of Leadership and Management found this to be true, with a huge 77% of respondents declaring good relationships with colleagues crucial to job satisfaction (Greedy, 2020). Furthermore, significant correlations between positive practises, social climate, work engagement, and task performance were discovered in a quantitative research study of positivity in a team-based context (Geue, 2018).  

[bookmark: _Toc99137829]Fred Fiedler
The main problem with this concept, however, is that not every employee will want to socialise or form friendships with colleagues. Personality type plays a part here. If this kind of team bonding were to be forced on employees that were reluctant, or had a more introverted personality, then any value would be lost, and there could be a detrimental effect on attitude rather than a positive one. It may be useful to look at contingency management theory in this case, the concept that there is no ‘one best way’ to lead a company or manage staff. The best course of action is dependent on the situation (Flinsch-Rodriguez, 2010). Fiedler (1964) claimed that leadership effectiveness is determined by the ability to adapt, and the capacity to determine how well the leadership style would fit the situation. In this example, it could be suggested that employee participation in social events should not be essential and personal choice must be respected. It is being given the option to not participate that would cultivate a positive attitude in this instance. 

[bookmark: _Toc99137830]Summary
To summarise, there is convincing evidence to support the theory that positive workplace relationships are beneficial for the majority of people, and that a positive attitude has a positive impact on results. Nevertheless, the definition of what a positive relationship might look like is subjective. Whilst I am a firm advocate of socialising and building friendships with colleagues, others may prefer not to. The desired outcome is to create a positive workplace culture and a positive attitude amongst employees, both of which could be achieved in a number of alternative ways. Surveys could be carried out amongst employees to present new ideas and approaches they feel would have a similar effect. Consequently, I propose that a contingency methodology, adapting a different approach depending on the individual or circumstance, to be optimal in this situation. 

[bookmark: _Toc99137831]Beliefs
A belief is a feeling of being certain that something is the case, and is considered to be true (Schwitzgebel, 2021). 

[bookmark: _Toc99137832]Personal Beliefs
Every person deserves respect and trust from their superiors and leading by example is the most effective way to achieve this. Leading by example is a transformational leadership style that focuses on increasing meaningfulness in work (Lonczak, 2022). A positive role-model can have a powerful effect on employee motivation which leads to higher productivity and greater job satisfaction. When a leader shows belief in a worker, they will feel a sense of respect and trust which will increase their own self-belief and positively impact the standard of their work. 
In my own workplace, there is a high emphasis placed on teamwork and creativity, so it is the perfect environment for transformational leadership to succeed. My own manager leads by example. I consider her to be a great role model and someone to aspire to. My confidence has grown enormously under her influence, and I am a happier, more productive and capable employee as a result. I do not feel I would have experienced as much growth under a more autocratic leader, and I certainly would not have as much job satisfaction. It is her trust in me, and the freedom to make my own decisions, that has helped me flourish.

[bookmark: _Toc99137833]Elton Mayo and Bernard Bass
Mayo (1933) indicated that workplace relationships effected human productivity and that managers and supervisors play a role in employee motivation. Workers were highly responsive to feeling valued and respected by their leaders. His studies suggested that “many workers behaviours, attitudes, and emotions have their genesis in their supervisor’s actions” (Mayo, 1933). This certainly parallels my own experience. 
Bass (1985) claimed that when employees have admiration, trust and respect for their leader, not only will they stay loyal, but their self-confidence will increase, and they will be inspired to work harder than they thought possible. As a component of his theory, Bass introduced the four ‘I’s:

•	Inspirational motivation. Provide a clear vision and instil team spirit so that the vision       becomes shared. Having faith and trust in the team motivates and gives purpose. 
•	Individualised attention. Tends to individual needs. Listens, supports and empathises. Recognises unique strengths and talents.
•	Intellectual stimulation. Encourages creativity and collaboration. Supportive and not afraid to take risks. 
•	Idealised influence. Be a role model and set an example by having high standards and being effective. This gains trust, respect and admiration.

             										   (Towler, 2019).
Bass claims that transformational leaders make employees more proficient, more creative, more flexible and more resistant to stress (Bass and Riggio, 2005). A 2012 experiment demonstrated a clear increase in contribution when using this leadership style (Gachter, et al, 2012, Appendix 3), so this, along with my own experience, suggest that he is correct. Having a leader that makes me feel valued and trusted helps me gain satisfaction and enjoyment from my work and take great pride in my achievements. This has a positive impact on the quality of my work and improves team results.
Transformational leadership can result in fulfilling the higher range of needs in Maslow’s (1943) hierarchy (Appendix 4). Psychological needs are met by the sense of belonging within the team and the increased confidence the leader inspires. As leading by example encourages growth, self-actualisation, i.e. reaching one’s full potential, can be achieved.

[bookmark: _Toc99137834]Douglas McGregor
The main weakness with the transformational leadership theory, however, is that it assumes all workers are similarly motivated. There is also the fear that when too much focus is put on employee needs, the needs of the organisation may suffer as a result (Burkus, 2010). McGregor (1960) argued that workers typically fall in to two categories. Transformational leadership would likely be ineffective for Theory X workers as they are not motivated by anything other than reward and gain no satisfaction from their work. 

[bookmark: _Toc99137835]Summary
Consequently, although there is evidence that outlines clear benefits to leading by example and transformational leadership, additional factors may need to be considered for this approach to be effective. Workers need to be motivated by social factors for this to be successful. The value that can be gained comes from having a sense of purpose, the enjoyment of collaboration, feeling appreciated and gaining confidence. If a worker is motivated only by financial reward, they will not see merit in those benefits and will be unlikely to respond positively.
Nevertheless, it is important to note that McGregor’s theory was specifically based on manager’s assumptions. Research demonstrates that the positive behaviours displayed by a transformational leader can lead to a positive response from workers. Therefore, it could be hypothesised that if a manager were to change their assumption and view their employees in a more positive light, the employee’s actions may mimic the effect. There is a possibility that Theory X workers could transform into Theory Y under a leadership that showed them respect, trust and appreciation. Further research could explore this concept in more detail. 

[bookmark: _Toc99137836]Part 2.

Culture is the deeper level of basic assumptions and beliefs that are shared by members of an organization, that operate unconsciously and define in a basic 'taken for granted' fashion an organization's view of itself and its environment.
(Schein, 1985)
		
[bookmark: _Toc99137837]Edgar Schein
Schein’s model of organisational culture examines how a company’s values, attitudes and beliefs shape its culture, and how these go on to shape practices and behaviour (Schein, 1983). For this reason I believe the most effective way for me to assess the impact that my organisation, Driver Vehicle Standards Agency (DVSA), has on my own values, attitudes, and beliefs, is to analyse its culture. It should be noted that values, attitudes and beliefs are usually formed through similar influences and experiences, and are therefore intertwined (Jemmer, 2006).   

[bookmark: _Toc99137838]Behavioural Management Theory
I identify closely with behavioural management theories, and it is my belief that the way people are treated at work, and the relationship they have with their colleagues, are pivotal factors in determining job satisfaction levels. Although I acknowledge that job satisfaction is not a motivating factor for every person, for me, it is what leads to high productivity, increased creativity and delivering high quality results. Therefore if I am to thrive, I need to work in an organisation with a culture that is focused on positivity and values it’s employees. 

[bookmark: _Toc99137839]Schein’s Model of Organisational Culture
Schein’s (1983) original model is made up of three layers. Artifacts, espoused values and basic underlying assumptions (Appendix 5).

[bookmark: _Toc99137840]Artifacts 
Artifacts are the most visible, and often most shallow, signs of culture. Examples would be dress codes, interior design, the type of language used by employees. Artifacts are easily noticed. I can identify DVSA’s artifacts by reflecting on my first weeks there and remembering my initial impressions. The building is modern, and although there is no ‘rule’ regarding a dress code, my colleagues were all dressed smartly and business-like. It felt like a formal and professional workplace, and I felt a sense of pride in my new position. 
Contrarily, I found the language used quite intimidating initially. A lot of acronyms were used in everyday conversation, and it was almost as though the organisation had its own language. This made me feel a little out of my depth during my first weeks. 
However I was also made to feel welcome, and I immediately liked my colleagues. The atmosphere was friendly, it perfectly aligned with my attitude surrounding the importance of positive workplace relationships, and it was this that made me certain that I was going to enjoy working there. 

[bookmark: _Toc99137841]Espoused Values
Espoused values relate to the organisation’s declared values and what they communicate about themselves. Information available on their website for example. These values do not necessarily reflect the reality of working for the organisation, however. 
DVSA is part of the Civil Service and is therefore government funded. Consequently, the public perception of the agency is extremely important. They must be seen to act with integrity, be transparent, and provide value. As a civil servant, I am expected to conduct myself within the values set out by the civil service code. These are:

· Integrity. Putting public service before my personal interests. 
· Honesty. Being truthful and open. 
· Objectivity. Basing advice and decisions based on analysis of evidence. 
· Impartiality. Acting according to the merits of the case and serving governments of different political persuasions equally well.
(Civil Service, 2016)

I believe that these values align with my own. I take pride in my work and helping people gives me great job satisfaction. I am always honest; I own up to mistakes and aim to learn from them. And although my personal beliefs are not necessarily objective or impartial, these do not affect my work in any way. In a professional capacity my goal is to ensure my colleagues are paid accurately and on time, assist them with any queries and solve any issues. My political beliefs have no bearing on this. The finance department also has its own ‘purpose and values’ that we are encouraged to operate within. These are:

· Courage. Embracing change, doing what is right not what is easy, supporting each other when we make mistakes and learning from them.
· Understanding. Listening, exploring and asking questions. No judgement and blame. 
· Imagination. Trying new things and encouraging new ideas.
· Generosity. Helping each other, making time for one another and respecting boundaries.
(Appendix 6)

I consider these values to be even more compatible with my own. They encourage respectful relationships, a blameless culture, and place importance on kindness and compassion, qualities which Mayo (1933) posited as positively impacting productivity. Imagination tallies with my belief that people should be trusted and respected by their peers and also supports creativity, traits that are highlighted in Bass’ (1995) transformational leadership theory. Generosity and understanding emphasise the importance of positive relationships amongst colleagues, an attitude that I share. I believe these attributes are essential for a positive culture and the kind of environment that brings out the best in people, and Hertzberg’s (1959) research into workplace motivation draws parallels with this idea.   

[bookmark: _Toc99137842]Basic Underlying Assumptions
Basic underlying assumptions are more difficult to define and are usually invisible. They are the foundations on which culture is based and are the strongest indicator of what a company is actually like on the inside. An example could be the way in which an organisation makes its decisions. Whether they are made individually or collectively. Whichever way it is will be considered the norm for that organisation and not tend to be questioned. “It’s just the way things are done” (TWOWP, 2019). 
At DVSA, I believe the espoused values positively align with the basic underlying assumptions for the most part. Going back to my first impressions when discussing artifacts, it is that welcoming friendly feeling that I picked up on that would come under this category. It wasn’t anything formal or forced, it was just the way people treated one another which gave the organisation a positive atmosphere. I also feel that all employees are valued and encouraged to share their opinions and ideas, and that is apparent at all levels. 
There is an employee survey carried out annually, and all staff are urged to answer honestly. The results of this are used to identify areas where improvements can be made. The directors also hold monthly webinars to ensure employees are kept informed and to give people the opportunity to ask questions and share their thoughts. Both of these factors really give a sense that we are being listened to, that our opinions matter and that we can make a difference. Diversity is encouraged and respected at DVSA, and we are encouraged to be our authentic selves. 
The only area that I feel an improvement could be made is ‘courage’. Whilst I agree with the sentiment that we should be courageous and push ourselves out of our comfort zones, it is not always done in practice. I think leaders could show more courage by not being afraid to have difficult conversations, and I feel that is sometimes lacking in reality. Not so much within my own team, but certainly within the finance department as a whole. I think the problem stems from the fact that all of the senior managers within the department are hired predominantly because of their accountancy experience and qualifications. Being a good accountant and a good leader are two very different skills. In fact, a study has found that accountancy qualification programmes exclusively teach the technical skills needed to become an accountant while ignoring more general competencies that are attractive to employers, such as interpersonal skills, communication and leadership capability (Jackling and De Lange, 2009). Whilst the study was small, I believe it highlights the need for employers to take formal leadership training more seriously. 

[bookmark: _Toc99137843]Leadership
Schein considers culture and leadership to be intertwined. He is quoted as saying:
The only thing of real importance that leaders do is to create and manage culture. If you do not manage culture, it manages you, and you may not even be aware of the extent to which this is happening.
(Schein, 1983)
This implies that all companies have a culture whether they are aware of it or not, and that a manager’s behaviour plays a big part in what that culture looks like. Based on my own experience, if a company’s leaders have no clear values, fail to show their employees respect and are uninterested in listening to their opinions, there will be a negative impact on the culture as a whole, which will manifest into unhappy and unproductive staff. 
However when leaders possess integrity, honesty, and show respect and value towards their employees, the employees will mirror those behaviours and the culture will be positive. This is why I believe Bass’ (2005) transactional leadership model to be so important. It highlights my belief that having a positive role model positively impacts the attitude of the workforce, which encourages them to produce higher quality work.

[bookmark: _Toc99137844]Problem Solving and Change
Schein believes that positive problem-solving is what helps develop and solidify culture. Problem-solving processes are the means in which an organisation manages and solves problems, how they learn from new difficulties that arise, and the way in which they adapt. Each problem brings opportunity for the culture to shift. A good example of this within DVSA is the pandemic. All administrative staff were forced in to working remotely, which was a huge change. It would have been unrealistic to expect a flawless adjustment to such a significant and sudden upheaval, but we made it work by coming together as a team. There was a noticeable shift in the culture during this time, with a much bigger emphasis placed on compassion and well-being. This came from all levels of the organisation and demonstrated a trickle-down management style, the theory that the way a leader behaves has a direct impact on the behaviour of everyone else in the organisation (Zenger and Folkman, 2016). A perfect example of leading by example.
Managers were more empathetic, and I felt completely supported every step of the way. There was a real sense of ‘we’re all in this together’. Over time, we reflected and evolved our processes (Gibbs, 1988. Appendix 7) and learned to communicate effectively in new ways. I believe it also emphasised the importance of regular communication, something which was taken for granted previously. We set up regular video calls to ensure we spoke frequently and set up a group chat on Teams which is used throughout the day. The group chat is not exclusively used to discuss work, it has replaced the everyday conversations that would take place at the office. The one thing people said they missed most about the office while working remotely, was the social aspect. I believe this has resulted in people appreciating each other more and recognising the value in having positive relationships with colleagues. This aligns with my attitude that it is this factor that has the biggest impact on a positive workplace culture and high job satisfaction.   
This sense of togetherness spawned by the pandemic and the changes to the way we work and care for one another that it brought, perfectly align with my own values, attitudes and beliefs. I feel a greater sense of belonging within my organisation, I feel a greater appreciation for my colleagues, and believe there has been a positive effect on the culture as a whole. 
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From the values you selected it is clear that you seek to uncover more of your authentic self by looking to
develop and grow. You are starting to overcome your anxieties and fears.

Your values show:

Kindness, empathy and consideration are shown in your interactions with others.

Living with a passionate and an upbeat, fun-loving approach are important to you.

Having a sense of capability and expertise is significant for you.

Seeking new opportunities to develop and grow keeps you consistently challenged.

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

You appreciate the freedom of autonomy and not being reliant on others.

You are dependable and you want others to know that they can count on you.

You enjoy working with others and like to cooperate and share experiences.

The type of values you selected indicates that your individual capabilities and the connections you build with
others are both important to you.

Understanding our values helps us better understand ourselves and why we may act or react in the way that
we do. For example, if someone undermines one of your values it can result in feelings of hurt; you would be
likely to feel upset if your value of "teamwork" was not being honoured by someone else. Similarly, if you make
a decision which goes against one of your values this may lead you to feel uneasy or unsettled about the
decision, because you are not being true to yourself.
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For you to flourish at work, you need a positive working environment. The quality
of the relationships you have with colleagues can significantly affect how much
you put in, and your mood. Your primary need is to be loved and accepted by
others. As such, situations involving conflict quickly deplete your reserves of
happiness at work.

WHAT IT MEANS: Above all, your need for security seems to motivate you, so
cultivating a sense of belonging helps you thrive in a group. You have all the
requisite skills needed to get the support of your team. Conversely, if you feel
isolated at work, that causes you real stress.

ACHIEVING BALANCE: Be careful that your emotional attachments don’'t work
against you when opportunities for promotion arise. If personal relationships are
the most important thing about your working life, it can be difficult to reconcile
this with the demands of a job, and the evolution of a career. Don't lose sight of
the fact that fulfilment at work should be primarily focused on your professional
skills. This is an important key to moving forward to the next level of career

success.
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