


	Student Name: 
	Javit Yahsi 

	Student Number: 
	1712742 

	Module No: 
	BMSK5001

	Module Title: 
	Developing Workplace Critical Thinking 

	Submission Tittle 
	[bookmark: _GoBack]Developing Workplace Critical Thinking at Emel Shipping Ltd.

	Lecturer Name: 
	Dr. Kenny Tang

	Counted word: 
	4872


 





















Table of Contents
Introduction	3
Background of Emel Shipping Ltd	3
Beliefs, Values and Attitudes	4
Beliefs	4
Values	5
Attitudes	6
Management theories and their application at Emel Shipping Ltd	8
Bureaucracy	8
Systems management	11
Scientific management	12
Conclusion	15
References	16


















[bookmark: _Toc17660905]Introduction

The aim of this report will be to research and analyse the differences between beliefs, values and attitudes. The report will seek to critically analyse how beliefs, values and attitudes have affected my personal behaviour at work and the impacts they have had on organisational management. The report will focus on my employment at an organisation named Emel Shipping Ltd, a freight forwarding, vessel chartering company that has been in operation since 1982. I joined the company in 2009 during a turbulent period of decline, after helping to change the fortunes of the company, I was promoted to manage the London office, a job I hold until the present day. The report will discuss the methods used to remedy the problems Emel Shipping Ltd was facing, what measures were taken, and how my experience in other sectors provided a fresh perspective, combined with simple, yet effective solutions to the problems faced by the company. 


This report will also analyse relevant models of academic management theories, such as bureaucratic, systems management and Taylorism, to determine their relevance to my role in the company, and benefits for the organisation I work for. Freight forwarding and shipping companies operate in a highly bureaucratic environment where rules and regulations must be followed to the letter. The constant bureaucratic nature of shipping could have a blinkering effect on managers and staff in the industry, resulting in failure to adapt, innovate and keep up with changing customer demands. 
[bookmark: _Toc17660906]Background of Emel Shipping Ltd

Emel Shipping Ltd is a chartering, freight forwarding company that has been in operation for the past 36 years. The company specialises in freight forwarding and chartering vessels from the UK to Northern Cyprus. The company has a good reputation in the industry with private customers and business to business customers alike. Emel Shipping Ltd was at its peak in the late nineteen eighties until the turn of the new millennium, with offices in London, Nicosia and Hong Kong. The company fell into a great decline and was operating at a loss when I joined in 2009, it had closed the Hong Kong office and staff numbers were diminishing due to financial hardship, and employees seeking alternative employment.
A series of unfortunate events resulted in the decline of the company, the director’s brother who was operations manager had set up his own company and taken a large portion of the company’s business to business customers when he left. Other new freight forwarding companies with smaller overheads had set up and were providing a much cheaper service to trade routes covered by Emel Shipping Ltd. The resulting decline in trade was exasperated by the fact that the company had failed to adapt to a changing market, and failing to adequately meet customer needs or keep up with modern industry practices in a rapidly changing global economy. 
Today Emel Shipping Ltd has offices in London, Nicosia, and Famagusta, the organisation has 20 employees and is a profitable, growing company that specialises in chartering vessels, and container shipping. The changes in management and working practices that were implemented after my arrival helped put the company back on track and paved the way for sustained growth over the past ten years.

[bookmark: _Toc17660907]Beliefs, Values and Attitudes

[image: A diagram that shows 3 circles each one inside the other. The inner circle defines the word value: A personâ��s own set of principles which they consider of great importance. The middle circle defines the word belief: An idea that is accepted as true without any facts. The outer circle defines the word attitude: A way of thinking or feeling with regards to  someone or something.]
Figure 3: (Future Learn, 2019).

[bookmark: _Toc17660908]Beliefs

Beliefs are unverified or unproven ideas that an individual perceives to be true. beliefs can be formed through perceptions, conclusions, interactions or communications between groups or individuals. (science daily, 2019). A belief could hold great importance to an individual such as a religious belief, the belief that God exists, or could be more trivial such as Americans are loud, the French are rude. In reality the existence of God cannot be proven and I can confidently say that during my trips to America and France, Americans were not load and French were not rude. 

Emel Shipping Limited’s beliefs
Despite the dire situation of the business when I arrived in 2009, the director of Emel Shipping Ltd believed that the only way to run his business was as it had always operated. Bureaucratic approach was implemented in all aspects of decision making, Internal procedures, customer interactions and business partners were all dealt with in a bureaucratic nature. Bureaucracy may have been unavoidable in regard to formal tasks; however, it was a hindrance to building relationships, loyalty, and a strong bond with customers and business partners. The belief that there is a specific way in which business matters should be handled, and tasks performed was very problematic for staff, who could not implement improved work practices, innovate or provide any form of input. As a result, staff were generally apathetic and demotivated. Relationships between the director and business to business customers could also become stained due to the director’s professional beliefs. Having spent his entire career in banking and shipping, the director took it as a personal insult when work practices were questioned, or usual business dealings were modified.
Personal beliefs
My beliefs were vastly opposed to the directors which led to a certain amount of friction upon my arrival. Having grown up in the rag trade I had witnessed first-hand that the nature of business, and customer demands were rapidly changing, therefore organisations had to be flexible to adapt. New machinery, foreign markets, free trade and economic pressures resulted in excessive pressures on the UK rag trade, resulting in the garment production industry becoming almost extinct in the UK. I believe the lessons learnt from our past experiences were one of the main factors that led to the difference in our professional beliefs. I had worked in industries where strong bonds, relationships, loyalty, flexibility and being able to quickly adapt was the only way to survive. The director on the other hand had only ever worked in organisations that were very rigid and had to follow rules to the letter.

[bookmark: _Toc17660909]Values

Values are made up of abstract ideals such as human rights, equality, truthfulness and democracy, values are important to individuals, values determine our behaviour, guide us morally and influence our decisions. Values determine how individual perceive the world around them, a person may feel that freedom of speech is vitally important and that every person has the right to their opinion, however, in reality a person that insights hate or acts of violence toward others may be punished or censored. Democracy may be valued by individuals in western countries, individuals in western countries may value democracy highly and perceive this as the only way to live, however, the reality of value and democracy does not exist or may not be shared in many parts of the world. There are numerous populations that may not agree with the concept of democracy, they may prefer religious, autocratic or monarchical rule. What is perceived as a universal, important value to an individual or group will not necessarily be universally shared in reality (Maio, 2006).
Emel Shipping Limited’s values
Freight forwarding is not known for being the most honest industry, hidden costs, inaccurate shipping dates and arrival times, are all ways to secure work and maximise profits, part and parcel of the job. Despite a turbulent start and numerous differences, I was very impressed with the values of Emel Shipping Ltd. Customer service was always a priority, good were loaded and shipped as promised, dates were always accurate, and prices transparent. I felt that I was part of an organisation that was honest and shared my values, this resulted in my standing by a failing company when others were leaving. 
I had never worked in a company that stood by its values the way Emel Shipping Ltd did, this provided me with a sense of loyalty, pride and ensured I remained a part of the organisation where previously I would have left. On reflection, the reasons for resigning from most of my previous employers were lack of shared values. From my first job repairing parts as a computer engineer, to the job I had before joining Emel Shipping Ltd as an accident management adviser, the main causes of my dissatisfaction were lack of shared values. As a computer engineer, I could not stomach charging customers extortionate rates for simple repairs, or raising invoices for work that had not been done. While working as an accident claims manager the dishonest nature of claims, the unfair treatment of workers and unethical practices of the company were the reason I resigned within a month of commencing my employment. 

[bookmark: _Toc17660910]Attitudes

Attitudes are mental constructs that involve feeling, bias, and opinions toward persons, places, things or objects, attitudes can be either positive or negative. Attitudes are the combination of values, beliefs, motivations, and personality that are held by people irrelative of their intellect or social standing (iedunote, 2017). Despite our common workplace values the director and I held very different attitudes toward customers, business partners and methods of resolving serious problems the company faced. I had argued on several occasions that if the company was to avoid going under, we would have to change the whole structure and approach of the organisation. I explained that we were fortunate to have a strong reputation, trust and a successful history in our favour, however, this advantage over our competitors was not translating into profits.
Emel Shipping Limited’s attitudes
Although the company was very honest toward customers, the director’s loyalty toward the network of companies we worked with was causing unnecessary expense. I understood that the director feared offending or upsetting his partners and service providers by renegotiating prices, contracts and methods of doing business. The director was easily offended when customers or partners pushed for better deals, or made requests that were not normal practice. He took it as an insult to his knowledge and integrity, often complaining that customers wanted to bleed him dry, or that they knew nothing about shipping and should therefore allow him to do what he knew best. His belief that there was a single correct way of doing things, combined with his values of standing by your word, saying what you do, and do what you say, although commendable, and had advantages, were not always resulting in an attitude that was best for dealing with customers and business partners.
The director’s attitude toward customers, work colleagues and partners were shaped not only by his values and beliefs but also past life and work experiences. Despite our shared values I came from a very different business and life environment, I was new to shipping and did not have the burden of the companies past success, or ingrained culture to weigh me down. The director and employees had a very blinkered attitude as a result of the bureaucratic nature of the organisation, director’s stubbornness and aversion to change. Innovation or flexibility could not be expected in a climate where even the simplest of changes were avoided or frowned upon. Avoiding responsibility, fear of change, and tackling every problem in the same manner resulted in neither the director, or employees implementing the changes needed to give the company a fighting chance of survival.
Personal attitudes
Due to my values and beliefs I have always had an attitude of speaking my mind, standing up for what I believe in regardless of the consequences, and changing something that does not work. I decided to take the initiative and implement the changes necessary, with or without the directors blessing. I convinced my director to give me autonomy in negotiating new contracts, tariffs and agreements with other companies we worked with. The results were very successful, as a result of streamlining, cost cutting and being able to offer more competitive rates, Emel Shipping Ltd had once again began operating at a profit. 
I believe my attitudes were formed from a very young age, although many of my attitudes have changed over time, especially in regard to prejudices toward certain cultures and sexual orientations. As a result of my life experiences and interactions with a diverse range of individuals, I now feel that I view all people as equal, and judge them by their merits. My attitudes toward types of food, work and politics have also changed. Conditioning from a young age such as social factors, norms and conditioning may have shaped my attitudes, however, experience, interactions and conflict of beliefs have resulted in changes of certain attitudes. Personal and professional friendships with individuals from different cultures and sexual orientations have forced me to challenge, and change my beliefs. Likewise, travelling to different destinations and trying new cuisines have broken down my stereotypes and biases (Verywellmind, 2019). Attitudes that were formed through my beliefs have changed drastically, however, many of my attitudes connected to my values have remained constant throughout my life. Debating, arguing, defending someone I perceive to be week or victimised and always speaking my mind has been a part of who I am for as long as I can remember.

[bookmark: _Toc17660911]Management Theories and Their Application at Emel Shipping Ltd

[bookmark: _Toc17660912]Bureaucracy 

Theory of bureaucratic management was defined by Max Weber who is considered the father of bureaucracy. Bureaucracy is the formulation of strictly adhered to rules, practices and procedures that are formulated to lessen the complexity of managing the functions of an organisation (Businessjargon, 2019). Weber argued that bureaucratic organisations were technically superior to other types of organisations. Weber compared the superiority of bureaucracy to that of machines over non mechanical production. According to Weber bureaucratic organisations were faster, more efficient, precise and cost effective when compared to honorific organisations. Weber also believed that bureaucratic management allowed for the specialisation of tasks resulting in individuals performing better and becoming experts through practice (Weber, 1947).
Weber believed the six components of bureaucracy were
Division of labour
Staff are responsible for tasks that are divided into categories and performed according to an individual’s competency. Borders and boundaries are set between tasks that each person or department can perform, allowing for specialisation which will benefit the company. Every member is clearly aware of their tasks and are not permitted to stray from their responsibilities.
Hierarchical structure
One of the key components of bureaucracy is hierarchy, there are several layers of managers, each responsible for their own departments. The higher up an individual is in the hierarchy the more power they yield over those below. The lower levels in the hierarchy are constantly supervised and delegated to.
Formal selection
Employees are selected based on their skills which have been gained through education, training and experience. Pay structure is determined by the level, and position of the employee in the organisation.
Rules
Employees must follow formal rules in order to ensure uniformity, strict rules and procedures must be followed to ensure work is coordinated, and uniform. Directors and managers are responsible for determining and changing the rules.
Impersonal
Strict rules and regulations result in distant, impersonal relationships which aim to prevent outside interference, nepotism and politics. Rational factors are the sole determining factor in the decision-making process, views are free from feelings and emotions. 
Career orientation
[bookmark: _Hlk16882609]Employees are hired and promoted based on their knowledge and expertise, managers cannot be arbitrarily released, lifetime job is guaranteed (Lumencandela, 2019).

The following table contains a list of bureaucratic components that will be rated according to their implementation by Emel Shipping Ltd. Each component will be rated from one to ten, with one being the lowest, and ten being the highest rating. The ratings are based on the level of bureaucracy that was present at the company upon my arrival in 2009.

	Hierarchy
	9/10
	No autonomy was granted by the director. All tasks were delegated and expected to be performed as expected.

	Formal selection
	8/10
	Each employee had strict roles such as, accounts, shipping clerks, bookings and loaders. Employees would have a specific set of tasks they would perform according to their experience and talent. 

	Rules
	9/10
	Strict rules had to be followed, processes were delegated by management with no flexibility or interpretation of the rules allowed. Bookings, quotes, documentation and bookkeeping all had to be structured and performed according to set rules

	Impersonal
	7/10
	Although staff had good working relationships, work was carried out in a business-like manner.  Interactions between management and staff were generally business related

	Formal selection
	7/10
	Managers were mostly promoted from within the company, employees would leave the firm of their own accord, with very few dismissals



	Total bureaucratic score
	40/50
	The table indicates that Emel Shipping ltd was a highly bureaucratic organisation with an 80% bureaucratic rating



Table: 1. (Authors own observation).

Shipping, freight forwarding is a highly bureaucratic industry which involves the collaboration of a vast number of organisations and sectors such as, Customers, International carriers, haulage companies, freight forwarders, loading depots, agents, ports, and government agencies. If any one of these links fail to perform their tasks adequately, or on time, it will have a knock-on effect that will cause delays in customers receiving their goods, fines being incurred and the perishing of certain types of goods, resulting in huge financial damages. All regulations need to be followed to the letter with very little room for discretion or interpretation. Max Weber’s bureaucratic theory is an extremely suitable model for Emel Shipping Ltd. 
I was employed as a shipping clerk at Emel Shipping Ltd, I Initially found it difficult to adapt to the bureaucratic nature of work, as I had never worked in such a bureaucratic organisation before. Although bureaucratic management was beneficial and necessary, it was a hindrance to the changes the company needed to implement. I was surprised that the management and staff were failing to identify and tackle simple problems that were causing unnecessary waste and expense. Bureaucracy was so ingrained in the culture of the company that change seemed incomprehensible. Every time I made a suggestion that could have improved profits, cut costs or make the organisation more efficient it was met with resistance. The mindset was that all work was implemented properly, and all practices were correct, any problems that the organisation faced was blamed on customers or other organisations. 
Examples of how the company was suffering from strictly bureaucratic methods were numerous. Firstly, our loading depot had always received instructions on what to load into containers, this made absolutely no sense to me as they were the experts. I suggested that the depot could be instructed on what was to be shipped each week, however, they should decide in what order, and into which containers the goods would be loaded, allowing them to maximise the space available. I discussed new loading methods with the depot manager and agreed to implement new methods of loading, the increased autonomy granted to our depot resulted in over thirty percent increase in load capacity. 
Secondly, bill of ladings and customs clearance were issued and submitted separately for each container, this was laborious, costly and inefficient. When I asked why all containers sailing on the same vessel could not be block booked, issued on one bill of lading, and customs cleared on one declaration, I received a blank stare, they could see it made sense, however, after a pause the response was this is how it is done. I called the carrier and informed them that we wanted all containers to be block booked, issued on one bill, and cleared as a block booking. This is an example of the detrimental effect’s bureaucracy can have on a business, a few simple changes resulted in the company increasing revenue and saving thousands of pounds per year. The company had begun to run at a profit for the first time since my arrival. I was subsequently promoted to manager of Emel Shipping Ltd London office within a year of my arrival.

Criticisms of bureaucratic management are, delays in decision making due to rules and formalities, communication may be hindered due to rules and regulations, too much paperwork resulting in waste of time and money, bureaucracy can be inefficient, is better suited to governmental organisations and disregards individuals by prioritising the system over all else. I found that Emel Shipping Ltd gained both the benefits of bureaucratic management and suffered the drawbacks. The organisation could have mixed its approach by performing the necessary tasks bureaucratically, while allowing certain departments a degree of autonomy to innovate, and implement changes that could reduce waste and increase efficiency (iedunote, 2019).

[bookmark: _Toc17660913]Systems management

Systems theory is a complex intertwined system of parts working in synergy, in a successfully functioning system, it is believed that the whole will be greater than the sum of its parts. Systems theory in organisations refers to independent departments or divisions that work together as a whole to achieve the aims and goals of an organisation, turning its vision into reality. As is the case with the human body, each part of the human body has a function that it performs, however, it is not until all organs and limbs work as a whole in perfect synergy that a human being can reach his or her full potential. Organisations operate and are also part of external systems such as departments, sectors, industries and society (Cornell, C. Jude, N. 2015). 
Organisations receive inputs that are transformed into outputs as described in the input-output model below
[image: image]
Figure 1 (Lumen, 2019).
1) External inputs from the environment could include skills, people, capital, assets, Commodities, stakeholders and government.
2) Inputs are transformed into outputs via production, marketing, commerce however external environmental factors can influence the transformation process as an organisation has to adapt to its environment.
3) Outputs vary depending on the nature of the organisation and could include services or goods, dividends.
4) Re-energising the system, some outputs return as inputs such as increased skills, experience, capital investment, infrastructure or equipment.

Emel Shipping Ltd and the shipping industry in general is a good example of how systems theory management can benefit an organisation. There are numerous tasks, departments and organisations involved in freight forwarding and chartering. The typical procedure for a booking would consist of a customer calling with an enquiry, quote is then provided, the booking is processed, transportation is arranged, goods are delivered to depot, containers are booked, loads are organised, containers are loaded and delivered to port, ports load containers onto vessel, bill of ladings are issued, goods are cleared, and any official documents required are applied for and processed. All stages of a shipment are performed by different departments within an organisation, and external organisations that have to work in perfect synergy, any failure will have a knock-on effect that will cause problems throughout the chain. Although consciously unaware of the systems theory, each part of the shipping network behaves in what Ludwig Von Bertalanffy described as systems theory, or a science of wholeness.
According to Bertalanffy, (1969) all systems suffered from entropy, a measure of randomness or uncertainty. He argued that contemporary science was shifting from classical methods of reductionism, where observable phenomena was reduced into units and investigated independently, to a wholeness approach of explanation. Bertalanffy argued that problems of organisations could not be resolved locally, since the dynamics of systems could not be understood by observing parts in isolation. He argued that systems, inanimate, living or social followed isomorphic laws. Bertalanffy believed that systems theory was a science of wholeness that applied to the most diverse fields from thermodynamics, genetics to life insurance statistics (Bertalanffy, 1968). 

[bookmark: _Toc17660914]Scientific management

Scientific Management was advocated by Frederick Winslow Taylor in the early twentieth century, according to Taylor the prime objective of management should be optimum prosperity for employers and employees alike. Taylor stated that prosperity did not equate solely to financial returns, prosperity also entailed the developing of every department of the organisation to the highest form of excellence, allowing for continued success. Maximum employee prosperity also entailed individuals reaching maximum efficiency in order to perform the highest level of work, to the best of their natural abilities. Taylor argued that both workers and managers were choosing conflict over collaboration, and that the majority did not believe that their interests were mutual (Taylor, 1919).
Taylor believed that through the use of scientific management an organisation could pay higher wages and turn a greater profit than a similarly sized competitor. Taylor believed that under normal management structures worker had a vested interest to work as slow as possible, he referred to this as soldiering, any worker that did not participate in soldiering was liable to be abused by his fellow workers. According to Taylor, the three main reasons for soldiering were firstly, workers believed that by optimising output through man or machine, would result in fellow workers losing their jobs, secondly, ineffective management systems caused workers to soldier, believing it to be in their best interests, thirdly, working by rule-of-thumb wasted much of workers energy and effort (Taylor, 1919). 
[bookmark: _Hlk16883145]Taylor argued that having a large number of men performing similar tasks, with similar pay, resulted in the best workers slowing down to match their weakest colleagues. Taylor argued that scientific management could enable every man to perform at his best by doing away with rule-of-thumb, which would be replaced with set standards and uniformity. He also believed that work should be equally divided between managers and workers, managers should work with workers to set a good example of working practices. Rewards for maximum output could be in the form of promotions, bonuses or a wage rise (Taylor, 1919).

The four basic principles of Taylorism
1, Traditional rule of thumb practises should be replaced by scientific, precise methods of performing tasks
2, Select workers to be scientifically trained rather than leaving them to learn on the job
3, Work in cooperation with employees to ensure scientifically developed practices are being implemented
4, Work should be equally divided between managers and workers to ensure that scientifically developed methods are applied to planning work, and that workers are applying the methods (NetMBA, 2010).
[image: ]
Figure, 2. (Salame, 2018).
Scientific management may have benefits for jobs that require division of labour, piece work or are involved in production related industries, however, I do not believe scientific management is well suited to the shipping industry. The constant variables would be problematic for a scientific model, although bookings may be processed in the same manner, the logistics, loading methods and load durations are all variable, therefore much of the work may also be reactive to circumstances that may arise. The huge network of departments and organisations that are reliant on one another also means that tasks are performed in order of completion, for example, a booking is processed according to the readiness of the goods and available loading slots at depots, bills and documents cannot be processed until loads are completed, Cargo cannot be loaded onto vessels until declarations are submitted. The amount of effort and time spent on each booking varies according to numerous factors, this is true for all aspects of the shipping process; therefore, it would not be possible, or beneficial for the scientific management model to be implemented in the case of Emel Shipping Ltd. 
Criticisms of scientific management are that, contrary to Taylors argument of mutual prosperity, scientific management led to the exploitation of workers in many cases, putting emphasis on production above all else. This led to mistrust between workers and employers which gave birth to the trade union movement. People were also vied as robots or machines that could speed up production of work at will. Individuals were at the heart of scientific management, the benefits of team work and collaboration were not adequately considered (Wisestep, 2019).

[bookmark: _Toc17660915]Conclusion

As highlighted in this report, Values, beliefs and attitudes can shape culture of an organisation with positive or negative results. Managers and workers alike should consider their values, beliefs and attitudes to ensure they are compatible with their organisations. Organisations should also strive to employ managers and workers that share their values, beliefs and vision to ensure employees are motivated, loyal and strive to achieve common goals. It must be remembered that values and beliefs are often unsubstantiated constructs of the mind that may not reflect reality; therefore, individuals, or organisations must be careful not to impose their values and beliefs onto others. Increasingly customers are seeking out organisations that share their values and ethics, by promoting a culture that is ethically, socially and environmentally aware, and aligning their values with that of customers, organisations can improve sustainability and gain an important advantage over competitors. 
Applying the correct management style that suits the culture, industry, and environment an organisation operates in is vital for success. In a globalised, technology driven world, where politics, laws, customer demands and economic environments can change instantly, every organisation needs to be efficient, flexible and adaptable. Abiding by one single management style, no matter how suited to the organisation, is no longer an option in the modern corporate world. A mixture of management styles, not necessarily in equal measure, should be implemented to suit the needs of departments, personnel, and the industry that the organisation operates in. Even the largest, oldest, and historically successful organisations are having to change, adapt or risk going under. Historic Institutions such as banks, retail stores and universities are having to constantly change and adapt their business and management models in order to survive, and meet customer demands in an ever-changing economic environment. 
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