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[bookmark: _Toc98846601]Introduction
In this report the author will identify what management theory is being used in their current job role and the then will critically assess the impact of their beliefs, attitudes, and values on workplace behaviour. The author will then critically assess how the management theory impacts on the authors own beliefs, attitudes, and values.


[bookmark: _Toc98846602]Critical Thinking
Critical thinking is making sure you have good reasons for your conclusions by analysing the different perspectives of any given issue by logically evaluating opposing arguments. (Maund, 2018)
It is vital to use critical thinking in any self-assessment as people nearly always suffer from confirmation bias, especially when analysis has involved oneself. Sub consciously the natural tendency when analysing is to find evidence that supports the outcome that is desired.
Rather than start with a premise, develop sound arguments, and then draw a conclusion, people who don’t identify their confirmation bias tend to start with a conclusion and then gravitate towards arguments that support that conclusion, or interpret data in a way that supports the conclusion they are seeking. Basically, they rationalise instead of reason. (Chartfield, 2018)
In order to avoid this common pitfall, the author will use Pearson’s RED critical thinking model. (Chartrand, Ishikawa and Flander, 2013). By recognising assumptions and evaluating arguments it should help to minimise any bias when drawing conclusions. 


[bookmark: _Toc98846603]Job Role
The author works for a large energy company in the sales department with these sales being completed with customers over the phone. The company has a few different management styles working at the same time. The report will look at different management theories that fit with the company by analysing the way it operates and how it interacts with its staff.






[bookmark: _Toc98846604]Analysing Management Theories
The classic theories were born out of the Industrial Revolution which took place between the late 1700s to late 1800s. People were moving from farms to factories and from small shops to larger companies.
The main spark was power. Machinery running on power now sped up production, this coupled with innovation and better transport meant the way people worked was transformed almost overnight. 
This though brought a lot of emerging issues like large groups of people working together, people working alongside machinery and the increasing pace of industry meant that companies looking for answers.
Questions were arising that did not require addressing before like, how are we going to organise all of this, how are we going to maximise productivity and how are we going to manage all these people? Three Primary theories answered these developing issues fairly comprehensively.
One of these management theories was developed by Max Weber, and his theory can be summarised as “bureaucracy” which meant organisations should reflect the government and legal systems. He insisted the right approach was a “legal-rational” approach as apposed to the traditional family-based or charisma-based leadership which were used prior to the industrial revolution.
The model believes that authority is tied to an official position rather than a person, so if you leave the position you leave the authority that you had with that position. This helps to balance power in an organisation.
Also there needs to be clear rules that govern performance with a standard guideline for hiring and firing. Smaller family run business did not really have these tenants in place which meant power was often centralised and performance standards, hiring and firing were often arbitrary and often produced favouritism or as Weber would call it “particularism”.
Weber generally thought that the best people should be hired in an organisation and organise them in a logical way. He looked at the big picture which he described as bureaucracy.
This management theory describes the authors employers on a broad scale. A large bureaucratic organisation with guidelines on firing and hiring and centralised performance standards etc. Authority is tied to official positions rather than persons like Weber proposed and if has the legal rational approach also.
Although Weber’s theory best describes the organisation from a broader perspective, there is another more modern theory that describes the day to day running of the roles within the company which is McGregor’s management theory.
Douglas McGregor had a different approach to management theory. McGregor’s theory is that the way any company is run is dictated by the way its managers view human nature. Every manager has an assumption of human nature which will inform the way workers are managed.



McGregor proposed that there are two main assumptions on human nature:
1. Theory X: People are fundamentally lazy and will avoid working if they can.
2. Theory Y: People view work, rest, and play as natural parts of life.
The angle of McGregor’s theory is unique in that the management style is adaptive and not a set of rules to be followed. It is more of a descriptive theory rather than prescriptive like other theories. This is important as it assumes that a self-reflective approach to management rather than a set of principles that needed to be followed in order to get success.
By analysing the managers assumptions, you can predict that a management style would focus on human tendencies, either by using measure to prevent negative tendencies to come to the fore or drawing out positive tendencies by providing the right environment.
The author believes that this theory best describes the management’s operation style within organisation even if Weber’s is a good description of the organisation as a whole. The report will focus on McGregor’s rather than Weber’s in terms of critical analysis as it directly relates to the role undertaken by the author.
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The way the systems are positioned and used point to a management style that pre-supposes that employees will avoid work if they can. Some examples of this are: 
· Special agents are assigned to watch log in times and contact employees if they have stopped taking calls for a certain amount of time.
· The dialler that employees are logged into gives an automated warning after 2 minutes after a call has ended.
· Team Leaders are given an automated warning when staff log out becoming a third failsafe.
· Statistics used to pay employee include log in targets and time between call targets.
In affect there are four measures in place to make sure people are not being “lazy or avoiding work” as McGregor put it. This is identified as the assumption of the author.
Of course, to critically analyse this assumption, there could be other reasons why the organisation has gone to great lengths for this employee monitor overkill. 
What were the employer’s reasons for this high level of monitoring?
Firstly, from the employer’s perspective they are paying staff to make sales, so they want them to take as many sales calls as possible. This seems a valid argument but does have holes in it. Sales agents get more commission the more sales they make so they want to make as many sales as possible too. Again, this is an assumption on the part of the author, but one based in 17 years of sales experience within the organisation. Salespeople who don’t want to make as much money as possible are rare.
Also taking agents off the phone to watch other agents may not be the best use of resources if the aim is to make as many sales as possible. It could be argued that the incentive of making more money the more sales you make keeps most sales agents honest, and therefore you would make more sales by having the maximum number of agents taking calls.
 Secondly, the employer advised they have these measures in place to support agents who are stuck and therefore not able to take a call, so this gives them visibility on who is not currently taking calls.

Although this seems helpful and mindful of their employees, and this argument was given for justification of the special agents who were monitoring the calls, this argument again has holes as employees who were actually stuck and needed help could not get help from the special agents as they were not actually trained to help out at all and did not have the skills or tools to do so.
Also, employees who seek help over teams often don’t get it, which suggest this emphasis on helping employees is false or at least badly thought out and implemented.
Thirdly, the employer claimed that these additional measures were needed to monitor employee logins due to the change of working from home where there is no physical visibility on employee behaviour. This is all but an admission that the management have adopted McGregor’s Theory X for their employee’s and are managing accordingly.
This bares out McGregor’s analysis that employers focus on human tendencies and put measures in place to prevent negative tendencies from impact the business.

The author therefore believes that McGregor’s management theory best fits the management style for the roles undertaken by sales agents for the reasons stated above and now the report will look at the author’s own beliefs, attitudes, and behaviours.
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What are beliefs values and attitudes?
A belief is something that is held to be true without necessarily being able to prove it. 
For example, a lot of people believe that all humans have innate value. Nobody can actually prove this although there is strong emotional evidence that this is true when tragic things happen to people.
A value is something considered to be important and is supported by a belief. 
For example, because all humans have innate value, the value that we should not have a racist attitude to people who look different to us is held by a lot of people.
An attitude is the thought process behind a particular behaviour based on beliefs and values.
For example, disgust may be displayed to a racial act based on the attitude of a person who believes all humans have value.
Needless to say, all people have beliefs, attitudes, and values that they use to navigate through life. This also includes work life where people of different backgrounds come together to achieve joint company goals. Managing all these beliefs and values is vital to the success of a business. Promoting the “right” beliefs and values and thereby cultivating the right attitudes in a workplace though is challenging.


[bookmark: _Toc98846607]How beliefs, values and attitudes affect work behaviour
A person’s beliefs values and attitudes affect their behaviour, and this is also true in the work sphere. (Sesync Annapolis, 2016)
On a personal note, this study will critically evaluate the authors own personal beliefs, values and attitudes and their impact on my own workplace behaviour. 
Coming from a Judeo-Christian belief system the author’s core beliefs are founded on biblical principles. Although western society was originally based on this belief system its recent secularisation has brought its own set of beliefs to bare on the demographic.
There are many values that are derived from the Judeo-Christian belief system however there are a few that relate directly to the workplace.
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Firstly, there is a high value given to family, so providing and protecting for the family is of high importance. The family comes first in this belief system as a stable society is built on the preservation of the nuclear family, and therefore it takes priority.
In some research the prioritising of the family causes problems in the workplace. Work-family research shows there is often a conflict between the work domain and the family domain. (Perrewe & Hochwarter, 2001)
However, other studies suggest that valuing family seems to have a direct correlation to commitment to work. (Hyde & Weatherington, 2006) 
This could be because valuing the family requires you to provide which drives the commitment to work. This would be the straightforward reading of the data, but it could also be because the individual values both. In this sense, the work-family conflict could actually come about by trying to juggle the two rather than one being pitched against the other. (Burke et al., 2005; Perrewe & Hochwarter)
Another interpretation of the data could be that people who value family highly already have a developed morality that bares responsibility towards others, and this is merely transferred from family members to work colleagues. These individuals clearly commit to taking responsibility already, especially women tend to have a stronger connection between family obligations and work obligations compared to men. (Hyde & Weatherington, 2006) 
People who hold a religious belief or value family highly bring a positive attitude to others in work and tend to be more energetic and enthusiastic towards work. (Thorsen et al., 2003)
There is a slight gender difference to this finding with religious belief predicting a positive attitude towards work more in men and high family values predicting a positive attitude towards work more in women. (Watson et al., 1988)
Religious employees are also less likely to bring negative attitudes to the workplace as it these attitudes are frowned upon in circles such as Christianity which espouse that its followers should not express things like anger, fear, stress towards others. It is also means that employers can predict that employing religious workers would reduce the risk of these negative attitudes being displayed by these employee’s. (Thorsen et al., 2003; Watson et al., 1988)
These findings reflect my attitude toward work and this value impacts the way I am committed to work. This is not to say that you need to be religious to have a good work ethic, far from it. Meyer et al., (1998) points out that if someone has a personal value of high commitment then this would naturally manifest itself in workplace commitment as well. 
According to Allen & Meyer (1990), there are 3 different types (or drivers) of commitment: (a) affective commitment (which means emotional attachment), (b) continuance commitment (which means cost based commitment), (c) normative commitment (which is obligation or moral based commitment). 
A person with a high value of commitment can possess one or two of these, however it is more likely that a religious person or a person who values family highly would have all three. Obviously the more of these you have, the more committed you are likely to be.
A person with religious values/high family values would have affective commitment because they are emotionally attached to their family, and because they hold their family in high regard, they naturally develop a strong emotional attachment to them. Likewise, the continuance commitment would be found in these persons as they have a strong desire to support their family. According to Jesus, this also dovetails into affective commitment. In Matthew 6:21 Jesus claims “where your treasure is, there your heart will be also”. The context of this verse is money, so Jesus is saying wherever you put your money, your affection will follow it, therefore when you work to provide for your family, you naturally have an affection for them.
Finally, the normative commitment is usually demonstrated by religious/family orientated workers because not only do they feel obligated to support the family, but they also feel obligation to set a good example for the family. In religious circles, working hard is regarded as important and “Godly” as Jesus said, “My farther is always working”, John 5:17.
Also, there should be a high moral based commitment in religious workers due to the moral demands they undertake religiously should overflow into the work sphere. 
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Honesty in work is important for a business to thrive long term. Honesty in this sense though is basically focusing on how truthful an individual is at work. (Murphy, 1993)
Looking at the study again done by Hyde & Weatherington, (2006), honesty was highest in people who valued work and religion highly. Individuals who value work highly would possibly value honesty as they want to work in a good environment and dishonesty creates bad feeling. Also, if they want good business deals then they would regard honesty important because builds better trust between individuals both inside and outside the organisation.
The religious value of honesty is integral to Christians for example, so this would naturally correlate to honesty in the workplace for these individuals. Ephesians 4:25 clearly states “Therefore each of you must put off falsehood and speak truthfully to your neighbour” 
In this regards religious workers and Christians in particular must have honesty overspill into the work sphere. Religion sets out the standards for its followers to uphold and as such should result in higher integrity and honesty in the workplace.

[bookmark: _Toc98846610]Valuing Conscientiousness
Conscientiousness is a strong predictor of success and is therefore a valuable trait for employers to seek out in their employees. (Hurtz & Donovan 2000). These individuals tend to be more dependable, more responsible, and more organised. (Barrick & Mount; Dunn et al., 1995; Pinder).
These people tend to value both religion and family simultaneously and are more likely to have positive intentions and carry them out. (Hyde & Weatherington, 2006) 
One main reason for this is that family and Religion are two area’s that require an individual to be selfless. This promotes an attitude of paying attention to things outside themselves and acting this way when no one is watching them. This is also a religious requirement for Christians to follow Colossians 3:22 explains “always obey your earthly masters, not only trying to please them when they are watching but all the time; obey them because of your love for the Lord”. 
This verse also highlights that religious people are drawing on something greater than themselves for their conscientiousness and their other values too. This normative or moral based commitment to conscientiousness is therefore less likely to diminish as its motivation is “always present”.

[bookmark: _Toc98846611]Beliefs and values summary
The author upholds and endeavours to adhere to the beliefs and values mentioned in this section. The belief in the Judeo-Christian worldview informs their values in the way they are described in the previous sections. The research bares out that this approach benefits the surrounding employees and the attitude that manifests from these beliefs and values helps the author work hard and produce high results in day-to-day work.
Though the author accepts there could be some confirmation bias on their part, it seems that the beliefs and value enhance employment, not only with the way they interact with colleagues but also in the results in the workplace. The findings discussed previously seem to support that these beliefs and values provide a good foundation for productive working even though it is not an exhaustive analysis and as such other studies may not agree with the findings that this report suggests.
The author believes that they demonstrate all three types of commitment (affective, continuance, normative) and always tries to be conscientious and honest. The impact of these on workplace behaviours is to produce a consistent high level of productivity in the main.
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Although the authors beliefs and values generally give a positive impact in the working environment, that does not mean it is all rosy though, especially when it comes to areas like honesty. This can sometimes cause contention in work where the truth is not as valuable as it should be, especially when it clashes with the management theory of the employer. 
As previously highlighted the management theory of the employer assumes that the workers are lazy. Not only was this reflected in the monitoring of workers but also in the targets set for the sales teams.
To earn commission an entry target was set meaning agents would not get paid any commission until they hit a certain number of sales each month. The assumption is that this would drive (otherwise lazy) agents to produce more sales from a fear of not earning any commission at all.
Although the author’s biblical beliefs agree that people generally act out of self-interest, which laziness is a part of, this target focuses on the wrong self-interest. The overriding self-interest of a salesperson is to make as much money as possible, focusing on their fear of not making money can often be counterproductive.
 This clashed with the authors values as one of the main values of Christianity is that people produce good works once they know they are accepted. This target is the exact opposite, it says you are not accepted unless you produce good works (ironically the view of every other religion).
The impact is that this management style actually demotivates the author and being truthful felt they had to raise this clash between this management style and their personal values. This caused conflict and bad feeling that affected the authors attitude towards for a while. 
Critically assessing the situation however, the author does recognise their bias and that although they are personally demotivated by the target due to their beliefs, it is possible that this target does motivate other agents and may cause some lazier agents to try harder.
However, as soon as quiet selling period arrived and more agents were at risk from not getting any commission at all, the management removed. Either the management felt they had made a mistake and took this opportunity to rectify it, or they felt it wasn’t wise to have a lot agents at risk of losing commission rather than just the few lazy ones, either way they obviously agreed that for whatever reason having the target in place was now counterproductive.

[bookmark: _Toc98846613]Conclusion
The impact of the management theory on the authors beliefs and values is that it can at times cause conflict. Where the management theory focusses on the prevention of negative tendencies and attempts to enforce this through monitoring and targets, it infringes on the values of employees causing a negative response. The clash in the example given obviously affected many agents due to the reconsideration taken by the management. 
This demonstrates that management theories and beliefs/values can cause conflict when they don’t align. 
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From the values you selected it clear that having close relationships and connections with others is
important to you. You need to feel a sense of love and belonging. If these needs are threatened or not
‘met you will experience anxiety about not being accepted or not being loved enough.

Your values show:

You ke to feel appreciated and ledged for your and strive to show to
others.
Youtake ownership of your actions and like others to do the same.
You like to ensure information is clearly understood and expressed.
Close relationships are of the utmost importance to you and they are central in the decisions that you
make.
Physical and mental welkbeing is important to you and you make efforts to keep in as good a condition
as possible.
Modesty and unpretentiousness are apparent in your interactions with others.
You remain calm in times of frustration and are willing to wait for things to come to fruition.
You mativate yourself to achieve and are not reliant on others.
Experience has provided you with insight and understanding, enabling you to think clearly and to guide
others.
The type of values you selected indicates that your individual capabilities are most 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 “family” 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.





