


Developing Workplace Critical Thinking in a Post - COVID World
Tsvetelina Viktoria Tsvetanova
SN1907859




Developing Workplace Critical Thinking
BMSW5101
Winifred Soribe



University of Wales Trinity Saint David 
London


21/12/2020
















Table of Contents



Executive Summary                                                                                                     3
Introduction                                                                                                                  4
Case Study Organization                                                                                             6
Management Theories                                                                                                  7
Systems Theory                                                                                                             8
Taylor’s Theory/ Classical Management Theory                                                      9
Contingency Theory                                                                                                     10
Critical Evaluation                                                                                                       12
Recommendations                                                                                                        13
Conclusion                                                                                                                    14
References                                                                                                                     15


















Executive Summary

This report provides an analysis of a case study organization and an evaluation of its beliefs, values and attitudes. Moreover, the purpose of the report is to focus on how the organization can change its mindset and become more resilient in the future due to COVID. Different management theories and styles are analysed in the report with the goal of finding which management styles fit the case study organization better. The evaluation of the theories suggests that there are more than one types of management that fit the case study organization and through the analysis, different recommendations are suggested in order to change the organization’s values and become stronger for the post-COVID world. 
























Introduction

The purpose of this assessment is to focus on how we can develop workplace critical thinking in order to overcome problems caused during the COVID pandemic. Moreover, the paper will focus on how the company’s beliefs, values and attitudes can affect behaviour in the workplace and how these can adapt to the changes after the COVID and overcome the challenges and problems created to the organization by the virus. First, I will provide a few information about the virus and how it has affected the planet. Then I will present the organization that I will discuss in the paper, and I will describe briefly its history and how the company worked before the pandemic and how it has changed during the pandemic. 
For this paper I will address these questions by using an organization I have worked for in the past and I believe fits the situation perfectly because it has been seriously affected by COVID since it is an organization in the hospitality sector. Hotels etc., have faced many problems during the last year because people are not able to travel anymore either for business or pleasure, and even those who travelled were very few to support the entire business. So, I will use the specific organization because it is a great example and case study to apply theories and discuss them.
Finally, I will present the theories that I will use in the paper and how they can be implemented in the workplace in order to tackle the new challenges that COVID has created. These theories will be only presented in the introduction but will be discussed later. By the end of this assessment, I will also provide a critical evaluation of the theories mentioned before and I will also make recommendations that will focus on how certain values and beliefs can help the organization become stronger.
The organization I will use in this paper as a case study, is Marriott International which is a hotel company that was created in 1927. The Marriott brand was created by J. Willard Marriot and Alice Marriott, his wife. The company begun as a root beer stand and hot food selling stand initially but turned into a hotel company in 1957 when they opened their first hotel in Arlington, Virginia, in the US. The first hotel was managed by their son Bill Marriott who was a CEO of the franchise for many years and greatly influenced the hospitality industry over the decades (Our Story of Innovation, 2020). Today, Marriott International has more than 7.500 hotels in 132 countries and 30 brands including BVLGARI hotels and their Luxury Collection hotels. Also, more that 145 million people are members to their loyalty club (Our Story of Innovation, 2018). 
A brief look into the history and the properties of Marriott International, show us that Marriott as an organization is a very successful and highly influential brand. It has spread to so many countries and has employed millions of people over the years. However, Marriott too is an organization that has been affected significantly by the Covid pandemic. 
Coronavirus (Covid-19) is a virus that affects the respiratory system, causing continuous coughing, fever and loss of smell and/or taste (NHS UK, 2020). The first Covid-19 case was first discovered in East Asia in December 2019, and since then spread to the entire planet, turning to a pandemic that is still ongoing. The symptoms of the disease, although they might be similar to a common cold, can be deadly to people with underlying conditions and the elderly. 
Many people have lost their lives because they were infected with Covid and that is why most nations had and some still have, strict lockdown measures and urge the public to follow social distancing rules in order to protect those who are in danger and also themselves until cases are lower or a vaccine is ready to be administered to the public and those who need it more. 
Because of this situation and how serious it is for public health, traveling, both domestically and internationally, has been in many countries completely prohibited for the public and the only flights available are related to transportation of goods. This reason itself is enough to understand why organizations like Marriott have faced significant problems. 
Since lockdown measures started, hotels do not operate anymore because there are no tourists and also no one is travelling for business either. From my personal experience at Marriott hotels as a hostess, the hotel I was working for was mostly for businesspeople both international and domestic, and since most are working from home now, the hotel reached a point where there were no customers at all with occupancy being lower than 15%. That is why the hotel and many other Marriott hotels in the US, UK and Europe also closed temporarily. This cost more than 1 billion dollars to the brand and the shares dropped by 40.3% (CNBC, 2020).
Even the hotels that still have a few guests have decreased their staff significantly. Many employees were forced to quit their jobs at the hotel because they were not officially fired in case the hotel opened again, and therefore needed another job, and many employees were officially fired because there was no need for their position in the organization. In our hotel, those who had full time contracts for example, took the place of part-time employees in different positions, so someone who worked as a full-time waiter for the restaurant could now be working as a full-time housekeeper. Most of the other employees that stayed in the hotel were either employees who worked from home in managerial positions or those related to the hotel maintenance. 
Also, there were many changes in the hygiene of the hotel. Employees have to wear gloves and masks at all times and those who work for the restaurant have to be extra careful with the cleaning of surfaces so as not to spread germs. While the restaurant is not working normally anymore meaning guests cannot sit at the tables, room service is still working, and guests can only order food in their rooms. The waiter is not allowed to have contact with the guest so when they deliver the tray with the food they leave it outside the room. Also, most payments are now conducted only by using cards and tips have also decreased because tips were mostly given in cash.
That is why I chose this company as a case study for this assignment, because hospitality has been influenced by Covid more than other industries, many people were forced to switch positions and others were forced to leave their job entirely. Also, the hotel lost a lot of money because of this situation and many people are now unemployed. Therefore, the government had to pay all these employees who lost their jobs and that cost a lot financially. I also chose this organization because Marriott is a company with strong values, beliefs and attitudes since it started, and it is relatively easy to identify which theories apply best to a company like this.
 In this paper I will discuss management theories such as the contingency management theory, the systems theory (scientific theory), human relations management theory and the management theory of Frederick Taylor. I will describe each theory and if and how each theory applies to my case study, in this case a hotel. 

Case study organization values, beliefs and attitudes

Generally speaking, the main values of hotels and related businesses are to be hospitable and welcoming to their customers. Marriott hotel specifically has identified five core values related to care and excellence. These five values are putting people first, pursuing excellence, embracing change, acting with integrity and serving our world. 
Care is a very important value in a hotel, no matter the department. For example, the housekeeper should always treat the room with care so the guests can have the best experience during their stay and feel welcome, as if they were at home. However, care is not only related to guests and customers. 
Managers and supervisors should always be thoughtful of their team and should lead in an effective style. The team works better, and this is also evident to the customers, so trust and resilience become stronger. The belief that people come first has helped Marriott reach the level it has and be one of the top companies worldwide from its start.  
In my case study organization, some other value besides care is the value of integrity, which relates to listening to the guests’ requests and any concerns they might have and acting with honesty and building trust. Trust is an important value when building relationships because team members work better and more efficiently with each other and also customers are more satisfied when the staff is trustworthy and therefore will promote the organization to other potential customers (Horak, 2017).
Finally, one of the main five values is related to serving the world, which is creating sustainable business worldwide and being thoughtful towards the problems that the planet is facing (Sustainable Goals, 2019).
The Marriott organization views hosting as a form of art, and they are very proud of their hosting quality over the years. The organization’s values, beliefs and attitudes are based on creating very memorable experiences to the guests. Hosts are trained to be thoughtful, dynamic and inventive in order to make hosting an art that the guests will not forget. One example on thoughtfulness is the process of responding to cues. 
During my training as a restaurant hostess, I had to be trained in understanding cues from guests and tam members and responding to them as fast as possible. What it meant when a guest performed certain gestures and to always be aware of my surroundings in order to respond quickly. These attitudes lead to excellence and Marriott is very proud to have achieved that excellence from the start. 
Another important value of Marriott is diversity and inclusion. Marriott International has won many awards that relate to inclusion and employability of people with disabilities and has been name as the best place to work for those who are disabled or come from different cultural backgrounds (Recognition, 2020). The company is always seeking to achieve a more diverse workforce but also form diverse partnerships with suppliers and guests because on of its beliefs is that employees should have equal opportunities at work. 

Management Theories

Based on the values, beliefs and attitudes that are mentioned above, we can see that Marriott as an organization is very human centred. However, different theories will be presented and discussed in order to see which one fits better in this case and how it can strengthen the organization in a post Covid world. 
Systems Theory
One of the management theories is systems theory which is a scientific theory. According to Mele, Pels & Polese, (2009) systems theory applies both to management and marketing and it focuses on the whole, making it a holistic theory. In management, systems theory examines the relationships and interactions between the parts of the whole in order to understand better the entire organization and how it works. Systems theory supports the idea that an element has a different behaviour when it interacts with other elements. Moreover, managers should view their team as a system and understand how important it is for the entire team to adjust to changes and always try and help the entire system survive and not its parts. 
Systems have adaptation, complexity and relationships. The system’s parts are also inter-related and inter-dependent and that is why they must be studied together and not independently (Gordon, 2020). In addition, relationships are important because they are linked to the communication of the system, the flow of information and ideas and the creation of effective communication channels. When relationships are organized in a good way, there is harmony inside the system but also with external systems and it works more efficiently (Mele et al., 2009). Adaptation is when a system has viability and is able to overcome and adapt to various situations while complexity refers to the structure of systems because they have many different networks inside them. 
The systems theory is suitable for describing my case study because in my organization as well, managers and supervisors view the team as an entity and not as parts. In Marriott it is very important to work as a team that adapts to changes and faces challenges with guests for example, in order to have an overall good image for the entire hotel and the stuff. We are establishing communication channels with our supervisors because we need to have constant communication for problems that might come up either in the restaurant for example or the kitchen, so smaller teams within the system work together to overcome these problems and provide the best possible service to the guests because one of our core values is that the people come first. Therefore, by having an effective system that comes first and is heard of, the system itself, in this case the employees of the hotel, will try to put people first and serve them as best as they can. 
One of the negative things about systems theory and its application in the workplace could be that some employees who work harder than others, are not being recognized for their hard work and they share their credit with others who might not work as efficiently. This can create feelings of injustice between the members of the system and those who do not work as hard might realise that they do not have to be as efficient as others since the entire system is going to be equally rewarded.

Taylor’s Motivation Theory/ Classical Management Theory
Another scientific theory that I will analyse in this paper is Frederick Taylor’s management theory. This theory is also called classical management theory and its focus is on efficiency of the employees and achieving the best results. In order to achieve higher efficiency, Taylor believes that employees should not be judged for small mistakes they make but on the other hand, should be praised for when they are being productive and work efficiently. He believes that when workers are rewarded for their good work, they are more effective than when they are reprimanded for their mistakes (Caramela, 2018). 
The goal is to achieve the maximum prosperity of the managers and employees and by maximum prosperity Taylor means the highest level of excellence of the organization. In my case study organization, excellence is a very important concept because of the type of the organization and its high standards. Marriott has achieved excellence and it is a very important value to the managers. That is why my organization works by following mostly Frederick Taylor’s theory. Because excellence is important for Marriott, managers have created ways to reward employees for their good and hard work. For example, when customers of the restaurant or guests of the hotel leave good reviews online while mentioning the employee’s name, the managers give us various gift cards to use in online shops or coupons to eat or drink for free or at a lower price in the hotel’s restaurant with a friend or family. 
These small rewards might make employees more motivated to work more efficiently, because many would like to eat at the restaurant of the hotel for example, but it might be too expensive, so by doing a good job many get rewards like this. Taylor’s theory has four basic principles related to management of the organization. These principles are breaking down assignments to smaller tasks, training workers and giving them the right responsibilities, monitoring performance and giving the right amount of work to employees and managers (Caramela, 2018). 
These four principles are mostly followed in my organization too. An employee of the restaurant for example would never receive one big task on their own and supervisors would break it down to more tasks and assign them to more people. Also, because of Marriott’s excellence value, employees are trained to be perfect at what they do, for example waiters need to know which wine to suggest to the customer and know about the meat and how the customer wants it cooked.
Also, our supervisors always monitor our performance either by looking directly at what we do, talking to guests and asking about how good our service is, and as mentioned before, looking at online comments and reviews by guests. Finally, no employee has more or less things to do because managers always allocate the right amount of work to us. For example, I, as a hostess would never do the work of a waiter because that could mean my responsibilities would be left behind and therefore my performance on my tasks could be lower. The manager always assigns tasks and responsibilities to the employee and the employee is responsible to carry out only these tasks and nothing else unless they are asked to do so. 
This theory also has its negative side because many of the tasks that might be assigned to the employees might feel as if they are unimportant or too small and the worker feels like they are not being very productive or an effective member to the team. However, managers prefer this type of managing because performance is better by the employees. Also, many employees are usually given the same task and their job becomes repetitive and boring leading to dissatisfaction and strikes (Riley, 2018). 

Contingency Theory
Another theory I will describe is contingency theory. Contingency theory suggests that there is no best way to manage an organization. Moreover, the managers or leaders are responsible to find different ways in managing the organization by using different methods and not sticking only to one managerial style. Another component of the contingency theory is using a least preferred co-worker (LCP) scale in order to see if a manager is mostly valuing relationships or tasks and objectives (Flinsch-Rodriguez, 2010). The theory suggests that when a certain situation and problems appear, a leader will manage the organization based on the specific problems and not on a pre-determined model of managing.
One disadvantage about the contingency theory is that it might not be appropriate for every type of organization. In the hotel for example, it would not be good to have managers applying different types of management because the entire hotel has the same goal, to achieve excellence and put people first. 
If for example a manager in housekeeping applied an autocratic management style (Brown, 2019) and a manager in the restaurant proposed a democratic management style (Chi, 2018), the outcomes from the two departments could be different and therefore the employees might feel injustice because of the different treatment. 
A democratic management style allows employees to participate in ideas and propose changes to the managers and in general, managers accept the proposals suggested by employees (Chi, 2018). 
In an autocratic managerial style, the manager is not accepting advice or input from their employees. The manager is responsible for all the changes to be made and has full control over the entire team (Brown, 2019). 
If an organization applies contingency theory and managers adopt these two different types of management, employees could feel unsatisfied and that the management is not fair, so the values of the organization could not be promoted because there would not be equal effort from all of the teams. Contingency theory could work better in smaller organizations with less teams or teams that share similar objectives. 
Finally, I will analyse the human relations theory of management and how it works. Much like other theories discussed before in this paper, human relations theory focuses on the needs of the employees and the relationships between them and the management in order to have more productive work and better results for the company. This theory supports that workers themselves want to be members of efficient teams and that if they are heard and made feel important, then their performance will be better because they feel like their work is important to the company and the clients (Peek, 2020). 
Human relations theory has five different components which are skills that managers should possess. These skills are related to communication between the leader and the team, conflict resolution, multitasking, negotiation and organization (Peek, 2020). Many organizations today follow this model because it is very effective when managers are able to manage many things at a time (multitask) and help diverse teams overcome the conflicts that might arise (conflict resolution). 

Critical Evaluation

The main question of this assignment is to answer how organizational beliefs, values and attitudes affect workplace behaviour. One of the ways that this question should be answered is based on the management theories discussed before. After analysing four different management theories, it is evident that based on how managers lead their teams, the outcome could be different. If an organizations attitudes are indifferent towards the management of the employees, then this can have disastrous results for the company and employees. 
First of all, a wrong management style might light to poor performance, worse quality of work, less profits for the company and might also increase the motivation in employees to leave the company (Purcell, 2019). That is why a company’s attitudes should have as a goal the increased productivity of employees but also their well-being and good treatment. If a manager chooses the right management style based on the organization’s instructions, then workplace behaviour will be shaped accordingly. 
In my case study, the best theory that would describe my organization is Frederick Taylor’s theory, or classical management theory. That is because my organization has core beliefs and values that are people centred and believe that employee productivity can have as a result better guest treatment and achieve easily goals of excellence, integrity and trustworthiness between the hotel, the employees and the clients. 
Many employees also appreciate rewards of any kind and disprove of strict attitudes when they make mistakes. Frederick Taylor’s theory is an autocratic theory based on rewarding the employee and making them feel as if they have achieved something special so in my case study, this principle is applied all the time to motivate employees to be better and more productive. For a hotel like Marriott, it is important to uphold its fame and standards very high and that is why they have implemented the rewards in their management style. Receiving good reviews online is not only good for the employee because they will be rewarded, it is also good for the name of the hotel because profits will be increased with more guests and permanent clients. 
In a post Covid world, an organization like this who is following the classical management style, could become even more resilient by increasing its rewards and its standards. In addition, many positions have been empty since Covid started. Therefore, when the hotel reopens, managers should try and apply the same management style and even more strictly.
Furthermore, Taylor’s theory suggest that training is important. Therefore, a post-Covid organization like this one could become even more resilient by providing more training to the new employees in order to adapt to the new situation. More training with regards to sanitizing both public areas of the hotel and the rooms in order to keep the hotel a safe place to stay where people do not have the danger of contracting the virus. 
Also, monitoring performance even more after Covid, will be important in order to see if employees are being serious about hygiene and public health and if they are trying to promote the values of care and integrity of the hotel. 
People with different beliefs, values and attitudes might not agree with the approach and theory of my organization. For example, managers whose values are based on different managerial styles based on the situation as in contingency theory, might not agree with the implementation of more training because it could be viewed as wasting time from the employees and they would rather hire more experienced employees. 
In the case where someone has a strict autocratic mindset, they might believe that employees are supposed to be punished for their mistakes and not be rewarded for anything they do. Therefore, others who have as a top value productivity and not putting people first, might view the classical management theory as inefficient even though it is autocratic. Also, someone who has a background on a different scientific theory like the systems theory and values systems and teamwork more than individuals might see personal rewards for example as unfair and might try to implement rewards for the entire system and not only for one person. 


Recommendations

In a post Covid world where things will be significantly different, organizations like the organization in my case study will have to find ways to be more careful and informative with their employees. Not only they will have to switch their beliefs, but they will also have to change their values and attitudes.  While a hotel cannot do much to accept more guests during a pandemic, they can do a lot to change previous attitudes in order to keep their guests and win over even more clients. Since Covid is a serious virus, a luxury hotel like Marriott should not only try to strive for excellence anymore but should also focus on values like safety and communication.
In order for the organization to gain more clients in the future, they should be able to demonstrate that luxury and excellence are not their only concerns and that they put people first even more by caring about their safety. Their primary focus should be on providing more training to employees with regards to cleaning and sanitising the place. Have better, cleaner facilities, keeping necessary distance between tables for example, having sanitisers available throughout the entire hotel and provide free face masks for guests of the hotel and visitors of the restaurant of for the conference rooms. 
An organization like Marriott international who already cares about serving the world and has it as one of its core values, should try to make more of an impact on society by proving through their attitude that they are responsible and that they care for the community, its members and their health and well-being. 
However, the organization will also have to focus on its employees and their health and not only their clients. That is because as mentioned before when discussing the different theories, workers perform better and feel more important when their managers and organization in general makes them feel important. One change that should definitely occur in my organisation is related to mental health services or guidance in the workplace.
 Covid has significantly influenced people who are staying inside for moths and also people who lost their jobs or were forced to change jobs altogether and seek something completely different. The management should consider that workers will be productive if they are mentally stable so they should find ways for those who suffer from anxiety, depression etc., and help guide them towards health organizations or even hire personnel that specializes in mental health and have regular meetings with employees in order to discuss issues bothering them with regards to work.

Conclusion

In this report I introduced my case study organization and discussed its values, beliefs and attitudes and how some of these need to change due to the Covid situation. I analysed four different management theories and discussed their negative aspects. I concluded that the theory that better fits my case study organization is the classical management theory or Frederick Taylor’s theory. I analysed why this theory fits better the management style at Marriott hotels and what needs to change in the future in order to make the entire company more resilient due to Covid. However, not only my organisation has to take measures in order to adapt and survive. Most companies and businesses will have to change their attitudes and rethink their values altogether if they wish to develop further in the new situation. 
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