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As a child, I was always fascinated by sewing machines and my mum had the old singer treadle sewing machine. I liked the way legs and wheel worked in motion with the needle up and down whilst moving the fabric. I wanted to know how it works so one afternoon, when no one was looking I put my finger underneath the needle and rolled the wheel. In the absence of a fabric, the needle went through my finger and pinned it down. I was very frightened at this point and pulled it away forcefully causing the needle to break in my finger. This resulted into a trip to the hospital to have the broken piece of needle removed. Thinking of it, that was very silly of me as in the process of questioning the way the sewing machine worked, I put myself in danger and ended up in the hospital due to being dangerously curious. 

Critical thinking is not like that, it has to be done in a reasonable way as finding facts and evidence or reasons things exist and not just accepting it face value. I feel critical thinking is questioning our surrounding or the norm and trying to have an in-depth understanding about the world around us (Chatfield 2018).  As humans we naturally curious beings, although it can be easy to take the obvious route and just accept things without question.  As individuals ‘when, how, what, why ‘should be our motto so we have more understanding of the world around us i.e. the recent group called extinction rebellion protesting over climate change and more people joining trying to increase their in-depth understanding of the world around them and how it is changing not minding the chaos it is causing.

Critical thinking is defined as deliberately trying to actively understand a process by utilising reasoning, analysing evidence and thinking sensibly about the act of being rational itself (Chatfield 2018).  When we walk into a shop for example to buy a tin of beans or a packed apple fruit, it is easy to just walk away without actually understanding how much effort it took to have that product on the shelve, do we have to? After all we have the finished products so who cares. It is sometimes important to understand the stages it took before that product arrived in the shops in order to appreciate the essence of it. 

Another definition of critical thinking according to a psychologist named Robert Sternberg can also be explained as the intellectual manners, tactics as well as representation persons make use of to resolve complications, make judgments and acquire new models (Shaw 2014).

[bookmark: _GoBack]This essay will examine a brief scenario. I will apply critical thinking and evaluate the organisation in the context of beliefs, attitude, value systems and management models. From a student perspective and using my experience, I will attempt to analyse how the proposed change of approach within the organisation might affect the productivity of staff in the company and outline how it might be managed and applying relevant theories to support my evaluation.

Case study.

An independent fostering agency that specialist in recruiting, assessing and managing foster carers who care for children looked after. The medium sized organisation has about 250 foster carers and 500 children that are looked after. For the sake of this essay, I would refer to them as P organisation. P organisation have children looked after that have put in their care by surrounding boroughs as well as further ones. The organisation has been divided into various sectors recruiting, assessing and managing foster carers. This means that social workers have their roles defined as they are able to focus on their job description. Due to changes and trying to maximise profit, it has been decided that social workers will have to complete the assessment and management of foster carers and merge this sector, thus increasing workload. It was also decided that despite the growing organisation, no new staff will be recruited for a period of time and office will be downsizing so staff will have to work from home managing their work and reporting to the line manager appropriately. 

As a student volunteer working as a support worker within this, I have been asked to explain why and what I feel the effect of this might have on the organisation as a whole.

System thinking enables critiquing and analysing how an organisation works or a product is process from the lowest to the top of the hierarchy (Metcalfe 2006). When used in a positive way, it allows one understands constituents and associations hence finding ways to either increase or decrease productivity or quality (Metcalfe 2006). This will be used in the perspective of the above scenario.

 A growing independent fostering organisation has 250 foster carers and 500 children/young people and is situated in north east London. This organisation is a privately -owned by a group of share-holders. It has affiliations to surrounding boroughs who places children/ young people who are vulnerable and have diverse needs in the care of ratified foster carers within the agency.  P organisation was founded in the year 2010 so fairly new amongst its other competitors as an organisation that was about recruiting and supporting foster carers in caring for looked after children placed in their care. As a student, I was placed there volunteering as a support worker so had an opportunity to work closely with the social workers and staff having a brief insight into how the organisation operates. As a support worker, I was responsible for taking some young people out and engaging them as well as carrying out task centred work.

Organisations are founded on values, belief which then informs their attitude and how they operate, what type of staff they employ and so on.  If one looks at a company website, most of them have a mission statement bold to see which is really what an organisation is founded on and how it chooses to operate so any one working or transacting with them will expect to be treated according to these values. 


Values are important concepts that are shared by an organisation or its members and has a major influence on how they operate (Rao 2016). As an agency, they are focused on delivering and enhancing the lives of children placed in their care. P’s organisation values are focused on improving outcomes, being accountable and taking responsibility. This can be contrasting bearing in mind that it is also a profit-making organisation so its existence is based on making enough money to operate.  As an independent organisation, it thrives on the fact that local authorities place looked after children in their care, the higher the number of placements, the more profitable they are. I had an opportunity to work with the duty team responsible for receiving phone calls and calling foster carers to inform them about referrals. 

It was almost like a sales pitch in order to persuade the carers to say a yes sometimes making wrong placements in the process leading to breakdown and move for the child involved. In fairness, the foster carers were focused on providing better outcomes for the children/young people coming from troubled backgrounds and this was evident as some of the children had moved on to university, returned home, independence as so on. As an organisation that death with vulnerable children, being accountable was a crucial thing as every paper trail had to be followed and records had to be kept. Social worker/support worker were responsible for ensuring that their records was up to date however this was a challenge due to hours on the road and not having enough time for administrative work. 

As a support worker, I realised that I was always travelling to the next visit and sometime s the amount of paper work required meant that I was not able to focus on individual interaction so felt that took away the value of the work. In my opinion, time constrains and paper work was taking away the value that it stood for, however am sure that various organisations deal with this regularly. Many often than not, values can be conflicted due to different reasons i.e. budget, economic situation, organisational politics and so on Values can also clash in a work place environment i.e.  team work. If a member of the teams’ value is not aligned, this will affect the end goal. Another member of the team who cares about climbing the career ladder and is ruthless and overly- ambitious will clash with the rest of the team as it means that his core career values come first and can lead to the break-down of a team thereby affecting productivity (Rao 2016). 


Attitude or organisational behaviour can be defined as how individual act or perform within their work place environment (Rao 2016). For example, when I go into a toy store, one would expect the staff to be cheerful, playful and ready to help. Children are enticed and parents are persuaded to buy a toy therefore work place attitude has an effect on performance. Thinking of my case study, P organisation’s work place attitude I found was slightly high-pressured due to the need to make placements and day to day managing of children/young people.  The attitude of staff however was very positive and welcoming especially interpersonal skills as relating with people on a day to day basis was key. 

Studies have shown that behaviours have an effect of productivity in the work place. A journal by Stieger et al that carried out a study of the association between just world beliefs and perceptions of counter productive workplace behaviour showed that attitudes like lack of seriousness, theft, physically attacking someone, violence was described as counterproductive behaviours (Stieger et al 2011). It also highlighted that social interaction was also a factor i.e.  bad jokes, falsely accusing someone else, insults and so on were all counter behaviours. For example, if 40% of the workers in a grocery/household shop were rude and unhelpful, and I ask someone for a product that can’t be identified on the shop floor, if the assistant answers me rudely or doesn’t help at all. I will have a bad review about that particular store. If it happens over a period of time, I will rather go somewhere else which means that they are losing profit. If this happens to just myself, then maybe not too bad however if people ask me for my opinion and I relay the bad attitude, they might be discouraged to go there.

However, I believe that conditions in a work place or how staff are treated to also has a huge effect on workplace behaviour, if an organisation creates a positive environment for their staff, it means that they will be productive and committed. Some work places have very strict rules and regiment but are still productive because they hire people that are desperate for work and money so exploit this part of them which leads to fear of losing one’s job and inability to speak out if maltreated. In P organisation, I noticed that the staff displayed good behaviour and were very helpful. Any email sent was replied promptly and quite polite. This could be due to the profession and the fact that we are expected to maintain high level of professionality and interpersonal skills. I am basing this on a small number of staff that I met. This cannot be generalised as due to the sample of data being quite small.

 
Beliefs according to the oxford dictionary is defined as a solid sense that someone exists or that something is true: self-assurance that someone is good or right (Rao 2016). In the workplace context, beliefs can be defined as knowing what is right and abiding by it. As individuals, we all have us own beliefs that because that are instilled in us from either background or our experiences i.e. religion. A Christian/Muslim believes in the existence of their God and follow the doctrines. Beliefs in a work ensure that as a staff, you are aware of one’s own moral conduct i.e. if another member of staff asks another to commit fraud or not logging accurate amount of money, that’s fraud. 

There are anti-discriminatory laws that are in place that prevent discrimination regardless of diverse beliefs however no one is allowed to influence another member of staff with their beliefs. The Employment Equality Regulations 2003 also protects staff in a work place from discrimination based on their beliefs (Dyer et al 2014).


In every organisation, there is a leader to direct, plan and co-ordinate the team.  For any team to function appropriately, there has to be a team head. Theories are based on research and evidence that supports every day practice and thus supporting managers to decide how to enhance productivity (Scandura 2016). i.e. particular products that sell seasonally will have an understanding prediction of marketers who have taken time to study why consumers love it. However, this can fail as there are other products waiting to take over. Management entails planning, controlling, organising and directing of team for the effective running of an organisation. In P organisation, the team often have meetings monthly with members of the team to plan and address issues.


Organisation behaviour is the study of people and the way they behave in a work place environment (Scandura 2016). Organisational behaviour is grounded in the study of how leaders or managers impact people in a work place environment (Scandura 2016). This ties with applied social psychology and as way of focusing on ways to improve productivity in a work place (Scandura 2016).

Scientific management is the study of how a work place environment could be intended to make production more efficient (Scandura 2016) i.e. how can I make product lines work more efficiently and effectively. The Hawthorne research conducted between 1927 and 1932 that led into emphasis on the responsibility of human behaviour in organisations (Scandura 2016). The first research focused on how to upsurge productivity by using the effects of plants lightings on productivity of worker. Although the result showed that productivity increased for the time being, however this was only for the duration of time that the researchers were present, afterwards it declined (Scandura 2016). The study concluded that this was because of the focus and attention on the workers during that period that improved productivity (Scandura 2016). This concedes with what a staff said to me after when inspector came to ‘P’ organisation and everyone worked really hard and were on their best form during this period. She explained that there was a certain air of intensity and people even came into the office to work weekends just to make sure that the records were up to date. This yielded positive results for the organisation.

Another study by Hawthorne focused on the effect of incentive programmes in a work place environment (Scandura 2016). The result of the experiment showed that it had a negative effect due to pressure among worker. I can relate to this in that sometimes, I am unable to work well under pressure on the other hand, I sometimes need it as a motivational tool. This is similar to when P organisation’s management team set unrealistic target of placements for the team i.e. setting 30 placement forecasts when in essence they are only 15 carers which make the drive for recruitment of foster carers high. This also make recruitment of the low-quality foster carers more likely leading to wrong placement all of which has a ripple effect on the business due to pressure of incentive. P organisation offered existing foster carers £1000 if someone introduced in approved and a child placed. This increased the influx of applicants which sometimes made it difficult to address quality rather than quantity.

The aim of this research concluded that the human element in an organisation was crucial to its effective as workers want management to focus on them and needs as well as recognising them as a crucial part of the work force and not just numbers (Scandura 2016).

As a manager or management within the organisation need to understand and value the work force. I recall my previous organisation where everyone gets a day off on their birthday. This was a huge thing for everyone as to me I felt valued and proud working for an organisation that wanted to make their staff happy on a day that was important to them. Within this current organisation P, most staff didn’t feel valued due to announcement as they felt recruitment was increasing and work load but there was no incentive however continued their day to day work however morale was getting low. The issue of worker sharing the burden of both recruitment and supervising was shared with the manager.


Human relations within an organisation looks at group dynamics, team work, social systems and so on. The way individual relate with each in a work place environment makes a huge impact of productivity. The accomplishment of a group of people is reliant on how they communicate and a thoughtful understanding of the group diminuendos is valid. In a management scenario, my manager calls a get-together of social workers and support workers and explains that there would be an inspector will be coming in a couple of days so everyone should ensure that their task is done well. The manager assigns a list of obligations to each member of the team. Looking at group dynamics, an assuming or new member of the team who is getting to grips with the IT systems as well as just getting to know the foster carers; he or she will struggle.  For this member of the team, carrying out the task at hand will be difficult. Failure of the manager to understand this means that she has failed the team by not been aware of her staff needs and conscious of short-falls.  


This entails that a manager has to be aware of the strength of every member of her team and reasons why the task at hand might be difficult hence offer support so the team cannot collectively succeed. This reinforces the idea made by Robinson et al 1982 that explains that to communicate well, one must understand that numerous elements may result to the message not being passed as anticipated, so it is crucial to check that every member of the team comprehends the message. (Quintanilla et al 2017).



System and consulting approach to management problem solving is a standard utilised to deliberate solution. This model looks at the systems in an organisation and how it works scientifically (Ziegenfuss 2001). Secondly, it looks at how management addresses and enhance productivity through the process of addressing problems within. (Ziegenfuss 2001). 

Looking at the agreed scenario, it is important to recognise that an independent fostering organisation is a commercial organisation. Promoting the outcomes of children/young people in their care is the main aim but the profit it makes keeps the wheels running and pay all the staff., it needs money to function.  This means that staff within organisation understand =d this and works in a way that boosts the profit whilst guaranteeing that children are at the heart of their work. Therefore, within this scenario, the announcement of increasing the work load of social workers to recruit and manage foster carers at the same time was beginning to lead to staff leaving and moving which meant recruiting new staff which cost money. Staff moving began to threaten the stability of these relationships that had been formed with surrounding boroughs which was bad for business and referrals.

Consultants are professionals who recognise how particular organisations work and certify that the structures are used to their peak capability. Critically thinking, it is not every time that this works as sometimes that consultants may not understand how the nitty gritty of the establishment and use ‘definitive’ knowledge rather than finding out from the ground-staff i.e. recruiting a manager with background in business rather than children and families.  This may not be necessary if the issues are resolved within the team (Ziegenfuss 2001), it is imperative to have an outward input of consultant to guide the organisation as the staff may be too absorbed in the to fully realise the gauge of the problem i.e. make changes to methods and structures. In 1999, Sull explained that breakdown in systems/ productivity often starts from not wanting to do things differently (Ziegenfuss 2001).

In order for this type of management to have an impact, it is important for to have a conversation in order improve as an organisation and accomplish higher productivity (Ziegenfuss 2001). Looking at the scenario, it was clear that staff  leaving was an issue. Social workers form a crucial relationship with the foster carer and leaving meant that that relationship was broken and foster carers were not happy. Thinking of local authorities or organisations that employ locum staff regularly that would often leave in comparison to permanent contract, this was often associated with lack of consistency, low quality of work done as the new staff often would pick of the slack of the previous and so on.


The majority of people felt that lack of stability of staff was not good for steadiness of the children/young people that were being cared for as well as the development of the organisation so the new policy intended needed to be reviewed. The consultant with the support of the members of staff were able to identify what the growing concerns and issues were with the intended change

a) Absence of adequate financial package been introduced for staff taking on the extra responsibility
b) Lack of consultation within the work force on ground before this new policy was introduced including impact on already high workload
c) Introduction of working from home without official laptops, printer, phones and incentives as resources within the home will be used
d) Lack of realistic timescales/targets as well as over- the top drive for recruitment numbers rather than quality

However, the working from home was met with positivity as it meant that staff could manage their work-home balance more efficiently. This was the only positive. However, using the system theory to understand how different schemes affect some recommendations were made.


As recommendations, it was then decided and after consulting with the team, this was suggested to senior management as a way of enhancing productivity within the organisation

a) An adequate financial package for staff that would take on the extra responsibility of assessing prospective foster carers and managing their own case load. However, it was not compulsory as social workers that wanted to just manage and supervise foster carers could just continue as they were.
b) Decisions to be made in future will be sent out in a consultation to all staff by HR for opinions. In addition, team representatives within the team will be selected for a forum so that staff can share their views via them. In addition, the chairman will send out a quarterly bulletin informing staff of new developments within the organisation
c) As part of the working from home being introduced, laptops, phones, printer and all necessary equipment’s needed to work effectively at home. In addition, there will be a designated small office where staff can come into if needed as well as have team meeting and dialogues within themselves. There will a small monthly token incentive for home broadband use.
d) Focus on quality recruitment rather than quantity and emphasis of training staff to promote quality recruitment


These changes were shared among the team and met with great relief. The generic aim of the process was to decrease staff leaving, improve stability, improve team morale and enhance productivity within the organisation. The team discovered that turn-over of staff reduced and consistency continued, this also made foster carers happy. It is crucial to note that the changes were not instance due to implementation over a period of time but it was worth it. It was clear that changes that introduction worked towards the growth of the organisation and staff productivity.

As a student volunteering a support worker, although I only worked there for a short period. I was able to identify some best practices which included shared communication across the professionals which made resolving issues more achievable. I recall a situation where by a foster carer was not happy with another professional from the local authority and this was leading to a break down in relationship. A meeting was held with myself and I was asked to support this foster carer over a short period as it was identified that she was overwhelmed. This continuously highlights the importance of communication within and outside a work place environment.



In conclusion, as an individual or a manager it is important to critical think about our actions and decisions we make on a daily basis and how it affects our work force/productivity. Critical thinking implores us to look for the best justification of the way things actually are however we must be very aware of conscious and unconscious bias that may distort this (Chatfield 2018)
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