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[bookmark: _Toc1324056972]1. Introduction
In service or treatment-driven industries such as the beauty sector, employee behaviour plays an important role in shaping customer experiences and company reputation. Clients interact directly with staff during treatments, meaning employee professionalism, communication and attitude directly affect customer satisfaction and loyalty. As a result, senior employees and owners must oversee operational processes and understand how psychological and behavioural factors influence staff performance.
This report focuses on an established beauty salon, where the owner independently runs the business while managing a team of four beauticians. The salon offers a wide range of treatments, including higher-end services, meaning maintaining strong client relationships and high professional standards is essential for continued growth. Employees range in age from nineteen to forty-five, creating a multi-generational workforce. As a result, employees may have different beliefs, attitudes and expectations about their roles, communication and professional responsibilities.
The aim of this report is to examine how beliefs, attitudes and values affect workplace behaviour and managerial decision-making. It explores the salon owner’s leadership style and how individual beliefs and values influence problem-solving and employee interactions. It also examines how employee attitudes and values shape organisational culture.









[bookmark: _Toc466958685]2. Conceptual Framework: Beliefs, Attitudes and Values
[bookmark: _Toc152057748]2.1 Defining Beliefs
Beliefs are what individuals believe to be accurate about certain situations, behaviours and religious teachings. Personal experiences, cultural influences, a person's work environment all contribute to how these beliefs are formed. Within a company setting, beliefs can influence how workers understand what's expected of them and how they react to decisions made by managers. Bardi et al. (2021) state that beliefs play a part in how employees act because they affect how people understand the rules and expectations of companies.
 For example, employees who believe customer service is the most important aspect of their role may prioritise building strong relationships with clients during treatments. In contrast, an employee who believes efficiency and productivity are more important may focus primarily on completing tasks quickly. 
[bookmark: _Toc1276611438]2.2 Employee Attitudes and Emotional Experiences
Employee attitudes can be influenced by individual workplace experiences, changes in emotions and interpersonal interactions. In customer facing salon environments, these factors can affect service quality and team dynamics. The Affective Events Theory states that things that happen at work can cause emotional responses that change how employees behave and think over time (Weiss & Cropanzano, 1996). This also aligns with Mayo’s Human Relations Theory, that highlights staff wellbeing and social relationships improve performance and motivation (Mayo, 1933).
 A recent situation in the salon showed how an attitude changed due to repeated emotional experiences. One therapist became withdrawn after several last-minute appointment changes, which caused frustration and reduced engagement with both colleagues and clients. Understanding that these negative changes were affecting the therapist’s emotional state, the salon owner arranged a supportive conversation. Utilising Social Exchange Theory, which stresses that employers and employees should support each other (Blau, 1964), the owner addressed workload pressures and improved scheduling predictability helping the therapist’s motivation and improved communication. 
 A constant in salons is unexpected cancellations and schedule changes are unavoidable. To limit this, managers can introduce clearer booking policies or digital scheduling systems to reduce disruptions.
[bookmark: _Toc677369423]2.3 The Role of Values in Professional Behaviour
Values often effect how a person acts professionally by influencing how they approach tasks and talk to others. Shared values can help businesses keep up professional standards and consistently high service. Schwartz's Theory of Basic Human Values shows how people's behaviours are impacted by their core values (Schwartz, 1992). 
 Most recently a new therapist frequently arrived late and rushed appointments, affecting the salon’s standards of professionalism and client care. The owner could see that this behaviour reflected a definite disjoint between the therapist’s personal values and the salon’s expectations. To address this quickly, the owner held a team discussion explaining how punctuality affects client trust and team workflow, this allowed the therapist to explain that flexible start times were common in her previous workplace, which she assumed was standard within the industry. This meeting reinforced the importance of punctuality while reinforcing organisational values help improve behaviour, value misalignment can be a common challenge when employees join new companies. 
This can be reduced by structured induction programmes, clear workplace policies and mentoring systems.

[bookmark: _Toc864353141]2.4 Interrelationship Between Beliefs, Attitudes and Values
Beliefs, attitudes, and values are interconnected factors that influence workplace behaviour. Beliefs shape how individuals interpret experiences, attitudes reflect emotional responses to those beliefs, and values guide long term behavioural priorities. Bandura (1986) claims that social environments teach us how to behave by helping us learn, observe, and think about what we see.  
 In one situation, a junior therapist developed the belief that certain clients were difficult after some challenging appointments. This belief influenced her attitude and lead a change in attitude when those clients book treatments and a less welcoming approach to the level of service. The salon owner having witnessed this then organised a reflective discussion where the therapist explained how these beliefs had formed. The conversation also covered Cognitive Dissonance, as the therapist’s negative attitude did not align with her value of providing high quality customer service (Festinger, 1957). By introducing new communication techniques and professional responses to challenging clients, the Owner was able to support the therapist develop greater confidence. 
Because of the emotional work that comes with service roles, negative assumptions can form quickly. This can be resolved by managers using reflective supervision, training in customer service, and peer learning to help employees form more positive ideas about how to interact with clients.

[bookmark: _Toc1505105283]2.5 Generational Influences in the Workplace
Modern workplaces often include employees from multiple generations, each with different communication preferences, expectations, and experiences. These differences can influence workplace collaboration and communication styles. Research suggests that recognising generational perspectives can help managers develop more effective communication strategies (Costanza & Finkelstein, 2023). 
In the salon a disagreement took place when a Generation Z therapist preferred digital messaging for rotas and communications, while a Generation X coworker preferred personal communication. This created confusion and disruption as not all information was reaching the employees leading to a tense atmosphere and one worker feeling segregated. To address this problem the salon owner identified that the issue was differing communication preferences rather than interpersonal conflict. Research highlights that generational differences can impact the styles of communication and what is expected within the workplace (Monte & Ligacion, 2025). To remedy the situation a dual communication approach was introduced where updates were shared verbally during team meetings as well as digitally. The Social Conflict Theory also suggests tensions arise from differing resource availability, Values and interests between peers (Marx, 1867/1976). Generational differences in communication preferences can show differences in expectations and dynamics.
Finding a balance between efficiency and open communication in workplaces with people of different generations can be hard. To solve this, managers can encourage conversations on peoples preferred communication, clear rules, and ensuring staff have access to multiple communication channels.



















[bookmark: _Toc807144395]3. Critical Self‑Reflection on Workplace Behaviour
[bookmark: _Toc1049636387]3.1 Personal Beliefs and Leadership Approach
To assist the critical evaluation of my own leadership I used the Gibbs’ Reflective Cycle Gibbs (1988), this model supports reflection through six stages - description, feelings, evaluation, analysis, conclusion and action planning. I believe this model the most effective for service and result driven environments as it encouraged me to look at emotional responses, interpersonal dynamics and the practical outcomes. In my salon, where client expectations, emotional labour and team coordination lead daily operations Gibbs’ model provided me a framework for understanding how my beliefs, values and assumptions influence the behaviour of my team and our workplace culture. It also supports the development of real-life resolutions essential for improving my continued development.
My leadership approach is influenced by professionalism and customer retention; these add to the ongoing success and financial stability of my business. These beliefs maintain high standards within the salon, but reflection has shown me they also create unrealistic expectations for employees who do not share the same level of personal investment in the business. Transformational Leadership Theory argues that setting a good example for employees can inspire them (Northouse, 2022), Others state that transformational leaders might force their own values on their employees without meaning to, which leads to stress or pressure (Eva et al., 2021). This raises questions about whether my expectations are fair or whether they reflect my own identity as a business owner rather than the realities of employee roles.
An alternative way of approaching this is Servant Leadership, which places employee wellbeing and development at its core (Hoch et al., 2022). This model recommends that Managers support staff growth rather than expecting them to mirror the leader’s standards. Using Gibbs’ model, I can recognise the need to balance high expectations with empathy.  I plan to incorporate elements of servant leadership by offering more personalised support, encouraging open conversations and supporting individual needs alongside my business goals.
[bookmark: _Toc36986839]3.2 Reflecting on Managerial Assumptions
A situation involving an employee who repeatedly arrived late highlighted how assumptions can influence managerial behaviour. Initially I interpreted the lateness as a lack of professionalism, which led to frustration because punctuality is essential for maintaining smooth appointment flow. However, after discussing the issue, I learned that the lateness was due to transport difficulties rather than lack of respect or motivation. This experience demonstrated how easily assumptions can distort interpretation of employee behaviour. Employee behaviour may also be affected by income, transport, and social conditions (Piketty, 2014). This underlines the need to consider structural factors rather than individual responsibility for behaviour.
Attribution Theory offers that managers often place blame on the person rather than considering possible alternatives (Kelley, 2021). On the counter side some sources argue that external attributions are also overused with the potential of overlooking poor performance (Martinko et al., 2022). This debate shows how important it is to interpret things in a balanced way. Using Root Cause Analysis to find fundamental issues, implementing shared problem solving, or offering flexible scheduling, which has been shown to boost attendance and participation (Allen et al., 2023) are some other options for consideration. 
[bookmark: _Toc1123356846]3.3 Managing Generational Differences
Managing a team aged 19 to 45 taught me how generational differences affect how people engage and give feedback. Younger employees often need to receive regular reassurance, while more experienced employees prefer to work unattended. At first, adjusting the way in which I address people because of these differences was challenging however having had the time to reflect I feel that being flexible has enabled the team work more effectively and reduce the number of misunderstandings.  
 Albeit that generational differences are supported by research (Costanza & Finkelstein, 2023), Others say these differences aren't as big as they seem and that personality traits may be more important than generational identity (Rudolph et al., 2021). This goes against the idea that leadership should always change based on age. Possible alternatives are using personalised leadership, team-based communication or peer mentoring, which is shown to assist people of different generations understand each other (Monte & Ligacion, 2021). Through reflection I now understand the importance of tailoring my leadership style while considering individual differences beyond generational labels to avoid stereotyping.
[bookmark: _Toc977604455]3.4 Values and Ethical Leadership
Repeated disagreements about scheduling appointments and assigning work to individuals made me realise how important leading my team in a fair and honest way is. Even though I believed myself to be leading this way my staff saw it very differently. Introducing a clear booking system helped resolve the problem and was in line with Ethical Leadership Theory, which campaigns fairness, clarity and consistency (Kalshoven & Boon, 2022). Others argue that over focusing on fairness delays the speed in which decisions are made and can make managers look weak and lacking authority (Hassan et al., 2021). This brings me to believe that leaders must find a balance between transparency and efficiency.
 
 Further to introducing this system, alternative solutions could include team decision making or adopting digital scheduling tools that automatically balance therapist's workload. Gibbs’ model has strengthened my belief of balancing fairness with efficiency.












[bookmark: _Toc1800481805]4. Management Theory Analysis and Application to Workplace Practice
[bookmark: _Toc499970985]4.1 Theory X and Theory Y
McGregor's Theory X and Theory Y are different ideas about what motivates workers and how to run a business (McGregor, 1960). Theory X says that staff need supervision and leadership while Theory Y says that employees can take charge and be motivated by responsibility, development and meaningful work. 
In salons these preconceptions can influence managements behaviour. A junior therapist performing a new treatment may need closer supervision to ensure safety standards are met which shows elements of Theory X where the manager provides direction and monitoring. Where on the other hand an experienced therapist may manage client relationships and recommend advanced treatments and prebook appointments that leans towards Theory Y principles. 
 Osemeke and Adegboyega (2023) say that set assumptions about employees don't always affect how they act at work and that it is down to the organisational culture, leadership style, and working conditions. In the real-world salon employees can demonstrate both behaviours depending on the situation. For instance, even experienced beauticians who work independently could still need guidance when learning a new treatment technology or managing escalated complaints. This suggests effective leadership may require some flexibility rather than a single theoretical approach.
[bookmark: _Toc179545516]4.2 Situational Leadership and Adaptive Management
As stated by situational leadership, effective management involves adjusting a leader's approach to match the skill and experience of their team members (Thompson and Glasø, 2022).
 In salons when managing staff with varying experience newly qualified therapists can need clear instruction and one on one supervision to carry out treatments correctly. As their skills increase managers can start to step back allowing more independence while still supporting professional development as well as maintaining service quality and client safety. This method is largely supported as it acknowledges that employees' skills develop over time and require different levels of guidance. Research indicates that in service environments, adaptive leadership can improve job performance and employee engagement (Northouse, 2021). Situational leadership can be difficult to implement consistently as it requires ongoing assessment of employee competence and continuous changes of leadership behaviour which can be demanding in small businesses where managers also handle operational duties. Consequently, businesses can adopt parallel strategies such as structured training programmes or mentoring systems, where experienced therapists guide newer staff through demonstrations and feedback, distributing leadership responsibilities within the team.
[bookmark: _Toc1287649543]4.3 Self-Determination Theory and Employee Motivation
Three primary psychological needs autonomy, competence, and relatedness are used by Self-Determination Theory to explain employee motivation (Ryan & Deci, 2020). When staff feel comfortable in their role and trusted to make decisions, they are more driven and content. 
In Salon these needs are especially relevant, as therapists work independently with customers while contributing to the team. Allowing therapists to recommend treatments or aftercare to individual client needs can strengthen autonomy and professional competence. However, giving autonomy too soon could worry less experienced staff. Newly qualified therapists may feel overwhelmed performing advanced treatments or client concerns unsupervised, requiring supervision or mentoring to support development and maintain service quality. According to research, leadership behaviours that promote development and autonomy enhance wellbeing and engagement.  However, some disagree operational constraints can limit SDT’s application. Research implies that leadership behaviours that promote autonomy and development increase engagement and well-being (Slemp et al., 2021).
[bookmark: _Toc1934519881]4.4 Critical Comparison of the Theories
Situational leadership and Self-Determination Theory both promote employee growth, but differently. Situational leadership adapts to employee competence and experience, while Self-Determination Theory emphasises psychological motivation. Salons benefit from situational leadership for managing experience levels. New therapists need supervision, but experienced therapists can manage client relationships independently. Alternatively, Self-Determination Theory supports autonomy, confidence, and positive relationships. Encouraging therapists to suggest ways to improve treatments or customer service to boost their engagement. 
 However, both methods have drawbacks as Situational leadership may overlook organisational culture and motivation, while Self-Determination Theory could overlook workload and scheduling. Therefore, organisations often combine both to boost development and efficiency.












[bookmark: _Toc369254120]5. Personal Development and Critical Thinking
[bookmark: _Toc749339505]5.1 Applying the RED Model
I believe I make better managerial decisions using the RED model. When my employee seemed disengaged during a busy workday, the RED model helped me question my assumptions and get more information before jumping to conclusions. Bloom's Taxonomy breaks down skills from basic knowledge to higher-level assessment and supports critical thinking (Bloom et al., 1956). This framework helps managers go past finding problems to deeper investigation and better decision-making.
[bookmark: _Toc1497973516]5.2 Using the Five Whys Technique
Using the Five Whys within the salon has encouraged me to analyse problems thoroughly by focusing on root causes rather than surface-level issues. It has also prompted me to seek feedback from my employees when evaluating workplace practices. For example, discussing new procedures or treatment processes with staff provides additional perspectives that may highlight improvements or identify potential challenges. This team approach helps promote structured problem-solving and employee ownership which improves workplace learning and performance (Cui, 2025). 
Furthermore, developing my critical thinking skills supports my long-term professional development and success. As the beauty industry quickly evolves with new treatments, technologies and customer expectations, I must continually gauge how my management practices adapt to industry changes. Reflective learning and root-cause analysis keep my leadership efficient and flexible (Romero, 2024; Kiarie, 2025). 
Ultimately, improving my critical thinking skills contributes to more informed decision-making and stronger leadership practices. I can regularly analyse workplace challenges, improve my thinking, and find practical solutions that improve organisational performance and employee wellbeing by using structured methods like the Five Whys technique (Drosos et al., 2025).


[bookmark: _Toc1001217147]6. Conclusion
This report examined how beliefs, attitudes and values influence workplace behaviour within a service-based organisation. The analysis highlighted that leadership practices and organisational culture are strongly influenced by the personal values and assumptions of managers.
Managing a multi-generational team emphasised the importance of recognising different perspectives and adapting leadership approaches accordingly.
Reflective leadership practices and critical thinking tools such as the RED model and the Five Whys technique can support improved decision-making and organisational learning.
Overall, developing greater awareness of how beliefs, attitudes and values influence managerial behaviour enables leaders to create more supportive workplace environments and maintain long-term organisational success.
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