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1.Introduction

In the workplace there is continuous change with everything becoming more complex, effective decision-making is essential for organizational success and critical thinking ensures that decisions are logical and effective. Companies need employees who can look at information carefully, think in new ways, and solve problems using logic. Critical thinking is a process that helps analyse and evaluate information when making decisions, It also encourages new ideas, improves work efficiency, and reduces mistakes. (Young, 2023)
Biases and assumptions can significantly affect the process of critical thinking by influencing how we interpret information, make decisions, and solve problems, by using strategies to overcome these biases, workplaces can create an environment that encourages careful thinking, creative solutions, and fair treatment for everyone. Critical frameworks such as SWOT analysis, Bloom’s, Krathwohl’s and RED model are ways that help achieve these goals and also encourage employees to explore issues from various perspectives instead of settling for first thought.

This report explores the impact of critical thinking on workplace decision-making and strategies organizations that can be used to improve employees' critical thinking skills. It explores how critical thinking frameworks can help solve real problems at work, using a structured approach makes it easier to find solutions, avoid biases, and make better decisions. By using a real-life example the author will show why it is important to question assumptions and look at different viewpoints to achieve success in the workplace.





2. The Role of Critical Thinking in Workplace Decision-Making

 Critical thinking is important at work because it helps people understand problems that may arise. Critical thinking involves questioning, thinking about different opinions, and using logic to find the best solution. When people use critical thinking they make better decisions and solve problems more effectively which helps work run more smoothly. In a fast-changing workplace critical thinking helps people adjust, plan well, and support the success of the company.
According to Ralph Moody critical thinking involves several key steps, firstly by questioning assumptions can uncover hidden biases and judgments that leads to accurate and fair decisions.
Another aspect is recognising different perspectives and listening to diverse view points so all team members feel valued. (Moody, 2024)

2.1 Definition of critical thinking 
                
Critical thinking is the ability to analyse information, evaluate different perspectives, and make logical, well-reasoned decisions. It involves questioning assumptions, identifying biases, and using evidence to form conclusions. Critical thinking helps individuals solve problems, think independently, and make informed choices in situations. (Islam, 2024)


Author Jonathan Haber emphasizes how different definitions were developed at different times focusing on different priorities. Harber presents the different definitions widely used in the education sector:

John Dewey defined reflective thinking in his 1910 book How we think, He described it as 
“Active, persistent, and careful consideration of any belief or supposed form of knowledge in the light of the grounds that support it and the further conclusions to which it tends.” (Dewey, 1910)

Edward Glaser’s 1941 work, “An Experiment in the Development of Critical Thinking’ presents a comprehensive definition of critical thinking described as:
1. An attitude of being disposed to consider in a thoughtful way the problems and subjects that come within the range of ones experiences;
2. Knowledge of the methods of logical inquiry and reasoning;
3. Some skill in applying those methods. (Glaser's, 1941)
This definition stresses the importance of being thoughtful, knowing how to reason logically and being able to use these skills well. 

In 1990, Dr. Peter Facione led a research study to define critical thinking. He worked with 46 experts from the U.S. and Canada—half from philosophy and half from science and social science fields. They used a structured decision-making process called the Delphi method to agree on a definition. Their final report, called the “Delphi Report,” described what critical thinking is and the skills needed to be a good critical thinker. He described this as:
“purposeful, self- regulatory judgment which results in interpretation, analysis, evaluation, and inference, as well as explanation of the evidential, conceptual, methodological, criteriological, or contextual.”
(Haber, 2020)

Although these definitions differ, and some focus more on certain aspects than others, they are not so different that people can't agree on what critical thinking means.

2.2 Importance of critical thinking in decision-making

Critical thinking is important for making good decisions because it helps in understanding information, considering different options. It prevents poor choices and improves problem-solving. (The importance of critical thinking in decision-making, 2024)

Critical Thinking in Decision-Making enhances problem-solving by evaluating multiple perspectives, it Broadens the understanding looking at a problem from multiple angles rather than a single viewpoint. This can be achieved by considering different perspectives, gathering diverse information and avoiding assumptions. 
Critical thinking helps reduce biases and assumptions and improve decision-making by thinking more logically and fairly. It does this by recognizing biases, such as always favouring information that supports what we already believe. It focuses on facts, instead of relying on our emotions which can lead to judgment and impulsive decisions.
Critical thinking promotes innovation and creative solutions in decision-making by encouraging open-mindedness, it encourages questioning which leads to new ideas, identifies root problems, encourages adaptability and breaks mental barriers and enables smarter decision-making by challenging traditional thinking and continuously improving problem-solving approaches.
In decision-making, minimizing errors is essential, applying informed and rational choices help reduce mistakes and improve outcomes, utilizing appropriate tools can effectively minimize errors and mistakes leading to more successful outcomes. (Walls, 2025)
Walls presents statistics on the importance of critical thinking in decision making resulting in:
70% seeing an increase in accuracy in decisions, 80% see reductions in errors and mistakes, 90% see improvement in problem-solving skills. These statistics prove that applying critical thinking in decision-making can lead to significant benefits. (Walls, 2025)
 


3.Challenges in applying critical thinking in the workplace

Critical thinking is a vital skill necessary for success in life and work. Unfortunately, internal and external barriers to critical thinking can hinder a person’s ability leading to poor decision making. Biases and assumptions affect critical thinking by changing how we see things, they act as shortcuts in our thinking that can stop us from looking at situations logically and considering different viewpoints.

3.1 Internal barriers

Cognitive bias
Cognitive biases are systematic errors in thinking that arise from distorted beliefs and habitual patterns of deviation. Each individual constructs their own subjective reality based on personal perceptions, which in turn influences their behaviour in society. These biases can result in flawed judgments, misinterpretations, and irrational actions. However, in certain situations, cognitive biases can also have beneficial effects. (BrainApps, 2024)
Biases that can impact the process are:
Confirmation biases: The tendency to favour information that aligns with existing beliefs.
Anchoring bias: When people rely too heavily on the first piece of information they receive, even if it is irrelevant.
Overconfidence bias: The tendency to overestimate one’s abilities, knowledge or prediction.
Attribution bias: A tendency to explain events based on personal beliefs rather than external factors.
Hindsight Bias: Tendency to believe that an event was predictable after it has happened.
Availability Heuristic: Judging the probability of frequency of an event based on how easy examples come to mind.
Bandwagon effect: Tendency to adopt certain behaviours, beliefs and opinions because others are doing so.
Berthet reviewed research on the impact of cognitive biases on professionals’ decision-making in four occupational areas (management, finance, medicine, and law), When reviewed it shows that a dozen of cognitive biases has an impact on professionals’ decisions in these four areas, overconfidence being the most recurrent bias. (Berthet, 2022)

Emotion
Emotions plays an important role in how people think and make decisions. Positive emotions, like confidence and excitement can help with problem solving and creative thinking, Whereas negative emotions can lead to rushed decisions and mistakes. Emotions can also cause biases, such as only playing attention to information that supports what someone already believes.  Fear can make people to cautious while excitement can lead to too many risks, However emotional intelligence helps people make better choices.

Fixed mindset
A fixed mindset can hinder critical thinking in decision making by reducing adaptability and limiting openness to new information. Those with a fixed mindset believe that intelligence and skills are static, which make them resistant to feedback, hesitant to face challenges and unwilling to consider different ways. As a result they might make decisions based on rigid, outdated thinking rather than objective analysis.

Personal Beliefs
Moral and ethical filters shape how people make decisions by influencing their sense of right and wrong based on personal values, cultural beliefs, and ethical rules. Some people follow strict moral principles no matter the outcome, while others focus on what brings the best results, and some base decisions on the kind of person they want to be. Ethical dilemmas happen when these ideas clash, Different cultures also affect decisions, with some prioritizing community needs and others focusing on individual success. 
It has been found that those who think critically are far less religious than those who think intuitively.
Research has concluded that those who demonstrate high level of belief have poor critical thinking skills, another study found high levels of religious orientation can predict poor critical thinking performance. (Kirby, 2008)
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3.2 External barriers 

Workplace culture 
Workplace culture has a big impact on how employees think and make decisions. A culture that encourages open communication allows people to share ideas and question decisions, leading to better choices. If employees are afraid to speak up they might not point out mistakes or suggest better solutions. Workplaces that welcome different opinions help teams see problems from many angles, while those that discourage new ideas can lead to poor decisions. Leaders that support problem-solving and creativity make employees feel comfortable thinking critically. 

Time and workload
Time pressure and heavy workloads can have a big impact on how people think and make decisions. When employees are rushed, they may not have enough time to fully analyse a situation, leading them to rely on quick judgments instead of careful thinking.
In high-pressure environments, people often use shortcuts, such as relying on past experiences or making assumptions rather than considering all possibilities. While this can sometimes lead to fast decisions it can also cause errors or missed opportunities.

Misinformation and limited access
Misinformation and limited access to information make it harder for people to think critically and make good decisions, when exposed to false or incomplete information they may develop incorrect beliefs and rely on bias, without access to reliable sources individuals may have trouble verifying information, exploring different perspectives or consider better solutions. 

Lack of training 
Lack of training weakens critical thinking by making individuals more prone to biases, misinformation and poor reasoning, without proper training people may struggle to analyse information correctly, this may lead to manipulation and groupthink, limiting dependant thought.

Poor communication
Poor communication makes it harder to think clearly and make good decisions. When information is unclear or incomplete, people may misunderstand things and make wrong choices.  Miscommunication can also cause frustration and emotional reactions, making it difficult to think logically. When people don’t communicate well, teamwork suffers and they miss out on different opinions that could help solve problems. It also leads to confusion and delays because people spend time fixing mistakes instead of making smart decisions. Good communication is important for clear thinking and good choices.
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4. Strategies to promote critical thinking in a workplace
Using different strategies helps employees think more clearly and make better decisions at work. These strategies provide a step-by-step way to analyse problems, consider different perspectives, and find the best solutions. They also help reduce mistakes by encouraging employees to ask questions, challenge assumptions, and rely on facts instead of emotions. When teams use structured methods, they communicate better, solve problems faster, and work more efficiently. 

4.1 Implementing Structured Decision-Making Frameworks
There are a number of frameworks for critical thinking, each offering structured ways to analyse, evaluate and solve problems, by using frameworks it helps boost creativity, helping employees come up with new ideas and adapt to change. Here are ones that are widely used:

SWOT analysis is a framework that is used to evaluate a company’s competitive position and to develop strategic planning. SWOT analysis is a planning tool that helps businesses assess their situation by identifying strengths, weaknesses, opportunities, and threats. It gathers information from both internal factors, like a company’s strengths and weaknesses, and external factors, such as opportunities and threats that may be beyond its control. This method works best when different perspectives within the organization contribute honest and realistic insights. The results of a SWOT analysis are usually used to guide a specific decision or strategy.

Strengths- Describe what an organization excels at and what separates it from the competition.
Weaknesses- Weaknesses stop an organization from performing at its optimum level, they are areas where the business needs to improve to remain competitive.
Opportunities- Opportunities refer to favourable external factors that could give an organization a competitive advantage.
Threats- Threats refer to factors that have the potential to harm an organization.

A SWOT analysis can be broken into several steps with actionable items before and after analysing the four components, the steps involve determining the objective, gathering resources, compelling ideas, refining the findings and lastly developing the strategy. (Kenton, 2024)

Bloom’s Taxonomy is a widely recognized hierarchical framework used by educators to classify and structure educational objectives according to their complexity and specificity.
It has three main areas:
· Cognitive (thinking and understanding)
· Affective (feelings and attitudes)
· Psychomotor (physical skills)
This system helps teachers set clear learning goals, plan lessons, and create tests. The first version, made in 1956, focused only on thinking skills. Later, in 1964, a model for emotions and attitudes was added, and in the 1970s, one for physical skills. Some people criticize Bloom’s Taxonomy for making learning seem too simple and too structured. Today, many educators use it in a more flexible way, understanding that learning doesn’t always follow a strict step-by-step order.

Original cognitive remain (1956)
The cognitive domain includes thinking skills, ranging from remembering information to understanding, applying, analysing, creating, and evaluating ideas. It explains how we learn and use knowledge, from basic recall to solving complex problems.

Knowledge: Recalling information and basic facts.
Comprehension: Understanding concepts and interpreting meaning.
Application: Utilizing learned information in practical contexts 
Analysis: Breaking down information into parts to examine relationships.
Synthesis: Combining knowledge to form new ideas or solutions.
Evaluation: Judging information based on criteria and standards.


The reversed cognitive Taxonomy (2001)
In 2001, Krathwohl and Anderson updated Bloom’s cognitive categories, changing them from passive nouns to active verbs to highlight active learning and participation. This revision promotes a more flexible and dynamic approach to education, rather than forcing learning goals into rigid categories.

Remembering: recalling facts and basic concepts

Understanding: Explaining ideas and concepts

Applying: Using information practically in new situations.

Analysing: Breaking information into components to explore relationships.

Evaluating: Judging the value of information and new ideas.

Creating: Develop a new approach.
(Ruhl, 2025)


The RED model is a recommended approach to build critical thinking skills and to enhance the quality of critical thinking in your business. It is broken down into three phases:

Recognising assumptions
Recognizing assumptions means training your mind to collect information in a fair and unbiased way without jumping to conclusions, it’s important not to assume anything too quickly. The first step in recognizing assumptions means collecting information from multiple reliable sources without any changes or misinterpretations. The goal is to ensure the information is accurate and unbiased. Once information is gathered, it needs to be combined and analysed. It’s important to be objective and aware of any unconscious biases that could affect learning. 
Evaluating 
In this phase of critical thinking, the goal is to analyse and assess arguments fairly and without bias. This helps keep the thinking process clear and effective. Sense making focuses on understanding the information and arguments in objective way. It’s important to identify any unconscious biases to avoid inaccurate judgments.
In critical thinking, it’s important to analyse first and gather all necessary information before making decisions. This leads to better, more thoughtful, and practical solutions for individuals and businesses.

Drawing conclusion 
The final phase of the RED model is about making decisions based on the information collected and analysed in the previous steps. At this stage, the goal is simple to make a fair and unbiased decision. It’s important to stay objective and also check your judgment with someone you trust.
Next it focuses on Strategic thinking which means looking at the bigger picture, going beyond the details, and planning long-term. Since this skill takes time to develop, ongoing practice can help improve decision-making and business success. (Pearson TalentLens, 2021)
4.2 Providing training
Providing training in the workplace helps employees think critically by improving problem-solving, analytical skills, and adaptability. It teaches them to assess information carefully, consider different viewpoints, and make better decisions. Training also encourages open-mindedness, self-awareness, and clear communication, which leads to better teamwork and fewer mistakes. By exposing employees to real-world scenarios, new technologies, and structured discussions, training helps them become more confident and efficient in handling challenges.

4.3 Encouraging open communication
Encouraging open communication helps improve decision-making by allowing people to feel comfortable sharing ideas, concerns, and different viewpoints. This helps identify risks, explore better solutions, and avoid mistakes. When teams communicate openly, they work together more effectively and understand problems from different angles. It also builds trust, making it easier to adjust decisions when needed. In the end, open communication leads to smarter and more confident decision-making.
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5. Application of Critical Thinking Frameworks in a Workplace Scenario

5.1 Scenario

After being the only coffee shop in the area for a long period, Costa Coffee and Greggs bakery have recently opened nearby within the past twelve months. Although the coffee shop has retained its regular customers, they have noticed a significant decline in customer flow. Their sales have dropped by 30%, prompting the company to take immediate action.

5.2 Framework for improvement 


	Strengths 

-Fresh local produce with meals made to order
-Established business with 20 years’ experience
-Trained baristas with high quality equipment 
-Relaxed seating environment
-Close to city centre and amenities
-Popular items on menu  
-Strong customer relations
- Local independent business 
	Weaknesses

- Same menu with no innovation 
- Dated exterior
- Only two employees on shift at all times meaning slower service
-Higher prices due to independent business
- Closed on Sundays due to religion
-No social media advertising 

	Opportunity

- As the business is independent change can be implemented easily. 
(Menu, décor, Prices)
-Managers have a high level of knowledge in the business.
-A member of stuff is good with technology/social media 

	Threats

- Owners have fixed mindset due to older generation
- Large institutions have higher popularity 
- Management are over confident in their belief that customers will return
- Other businesses open 7 days a week


Applying Bloom’s Taxonomy:

Remembering
Gregs is appealing to customers as they have a fast turn over with their food and they can keep prices low as there are a large company. The costa near by has good brand recognition which means they can draw customers in. They are both open 7 days a week.
Customers who come to the coffee shop like that their an independent company and enjoy the relaxed atmosphere. They serve freshly prepared meals to order, and have popular choices partially the baguettes.
There has been no previous promotions or deals in the coffee shop which has been previously asked for on numerous occasions and the menu has remained the same since opening.

Understanding
Customers enjoy going to Costa and Greg’s due to their rewards and loyalty programs.
After speaking to regular customers they can not see a reason why people would prefer the other shops, however they did express concerns that the larger businesses offer deals and rewards.
From feedback customers felt the coffee shop had a more relaxed, personal and friendly atmosphere where as the larger chains acted as a fast food without creating a good customer relationship.

Applying
Research possible loyalty programs and promotional offers. Ask customers to complete surveys on what they would change about the coffee shop or like to see on the menu. Try new ingredients to reduce costs for customers.

Analysing
As the coffee shop produce all meals fresh to order serving times are slower than the other establishments that have food ready made to go. As they are a small business they have a much smaller online presence and are limited to what promotions they can offer. Although costa has a seating area, Gregs is a takeaway establishment that does not provide anywhere for the customer to relax.
Coffee shop is not open 7 days a week as the other shops are.

Evaluating
One employee is a talented influencer and good with technology they would be the perfect employee to create an application for the business, social media profile and loyalty/ promotion deals. As the bosses are older they don’t believe social media to be a important factor which has hindered company performance. Updating the menu to include new items and what was suggested by the customer survey.

Creating
Moving forward a plan could be created to source cheaper ingredients to lower costs for customers and hire more staff for quicker service. Slowly implement loyalty offers and promotions. Take tasters into the city centre of new menu items promoting new menu. Highlight the importance of social media and loyalty programs to the employer.


Applying RED framework model:
               
Recognise
Customer decline- Sales have dropped by 30% in the last 12 months
New competitor impact- Costa coffee and Gregs are open 7 days a week, they offer loyalty cards and promotion deals and have a quicker turn over with food.
Customer feedback-  Customers expressed dissatisfaction with the lack of variety in the food and drinks menu, hoping for more diverse options. They also mentioned frustration with long wait times, and prices on certain items.

Evaluate
Coffee shops strengths 
 -Fresh local produce with meals made to order
 -Relaxed seating environment
-Popular items on menu  
-Strong customer relations

Coffee shops weaknesses 
- Menu never updated or changed 
- Short staffed
-Higher prices due to independent business
- Closed on Sundays 
-No social media advertising

Coffee shops opportunities
-Introduce a new menu 
-Use loyalty program to supress competitors 
-Improve marketing through social media
- Introduce loyalty programs and promotions 



Coffee shops threats
- Competitors have bigger budget for staff and promotions
-Competitors draw in rushed customers as they act as a fast food establishment.
-People enjoy socialising on a Sunday and make it a new regular.

Decide
Strategies to win back customers:

-Introduce a new loyalty programme( for every five coffees, you get one free)
-Expand/renew the menu
- Source cheaper ingredients to lower costs for customers and hire more staff for quicker service
-Create a social media page to advertise business and promotions

These frameworks have revealed how assumptions and biases can hinder critical thinking. In this case, the owner being from an older generation has a fixed mindset and is resistant to change. They are not familiar with current technologies and fail to recognize the value and popularity of social media for advertising. Additionally, due to religious beliefs the coffee shop remains closed on Sundays, causing regular customers to seek alternatives. The manager who is overly confident believe sales will return to normal and are in denial about the need for change.

To see results, the coffee shop should refresh its menu with new offerings to keep customers engaged and excited. Additionally, optimizing food preparation and service speed through staffing adjustments can enhance efficiency. Introducing a new loyalty program can provide a competitive edge, while maximising social media to promote new menu items and special offers can boost popularity. By actively responding to customer feedback, the coffee shop can enhance satisfaction, maintain customer loyalty, and attract new visitors.


5.3 Implementation and outcome
By implementing these changes, the coffee shop is likely to achieve the following results:
-Increased customer loyalty: Regulars will return for new menu offerings and a faster service experience.
-Improved customer satisfaction: Faster service and greater variety will enhance the overall dining experience.
-Higher sales and revenue: A refreshed menu and an effective loyalty program will encourage repeat purchases.
-Stronger competitive advantage: The coffee shop will differentiate itself from competitors, attracting both old and new customers.
-Enhanced brand image: A more engaging and customer-focused approach will build a stronger community presence.

The result should lead to the coffee shop increasing its sales at least 30% or more.

6. conclusion

Critical thinking is key to making effective decisions at work. It helps businesses solve problems, seize opportunities and improve performance. By working together and setting aside personal beliefs, attitudes, and values that may cloud judgment, while using strategies to enhance thinking, companies can make better decisions and build a stronger more adaptable team. Applying clear critical thinking tools in real-life situations like the workplace scenario, demonstrates their value in problem-solving and making informed choices.
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