                                                                Developing Workplace Critical Thinking





Executive Summary
This Assignment is a report, which analyses and investigates Workplace Critical thinking and how theories, such as Human Relations Theory, Contingency Theory, De Bono’s 6 thinking hats and RED Model affects workplace belief and value system and employee behaviour before and during COVID19. 

Table of Contents

Introduction of Organisation                                                                                                               2
Analysis of Sainsbury’s Workplace beliefs and values before and during COVID19                 2/3/4
Critical assessment of Sainsbury’s impact on behaviour during COVID19                                       4
Management Theories used in Sainsbury’s                                                                                         5
        Human Relation Theory                                                                                                               5
      Contingency Theory                                                                                                                 5/ 6
Evaluation of Management Theories used in Sainsbury’s Before and During COVID19                 7
          Advantages of The Human Relation Theory                                                                           7
          Disadvantages of The Human Relations Theory                                                                     8
          Advantages of The Contingency Theory                                                                              8/9
           Disadvantages of The Contingency Theory                                                                            9
Critical thinking Models used in Sainsbury’s                                                                                   10
           De Bono’s 6 Thinking Hats                                                                                                   10
           RED Model                                                                                                                            10
Critical Thinking Models used in Sainsbury’s Before and During COVID19                             10/11
            De Bono’s 6 Thinking Hats                                                                                               11/12
            RED Model                                                                                                                            12
Recommendations for changes post COVID19                                                                                 13
Conclusion                                                                                                                                         13
References                                                                                                                                          14
Appendix                                                                                                                                            15



Introduction of Organisation
This assignment is based on a report about Developing Workplace Critical Thinking. Management theories and critical thinking models will be discussed in detail of an organisation’s belief, attitude and value systems. The report will then investigate how these beliefs, attitudes and value systems have been impacted due to the current situation of COVID19 and how the behaviour has had an impact on developing workplace critical thinking. The theories and critical thinking models which will be discussed in the report are Human Relation Theory, The Contingency Theory, De Bono’s 6 thinking hats and the RED model. These theories will then help in evaluating how the mindset in the workplace may thrive to build a robust future for the organization post COVID19.
Critical Thinking is when a judgement is formed on what to do after having rational reflection and belief on certain subjects, this is when the cognitive process is used (Bailin and Seigel, 2002). The chosen organisation for this report is Sainsbury’s. Sainsbury’s Supermarket came into the market more than 150 years ago and stands as one of the top supermarkets in the food industry today. The initial grocery store made a niche in selling cheese and butter in the market but with the rapid growth of revenue and sales, the organization has transformed into a supermarket and now sells a variety of products ranging from health/beauty, TU clothing, toys and much more. The organization has created more than 150,000 jobs and has now built the empire bigger by merging with companies such as Argos and Habitat. Sainsbury’s annual growth for 2019 was 2.1% + year on year compared to 2018 giving a total of more than £32million sales (Annual Report and Financial Statements, 2019).
During COVID19 the organization became more intense into supporting the vulnerable, elderly and ensuring the safety of their colleagues, as well as customers was priority. The values and beliefs of the organization was still intact. It was even more important to implement their vision during this pandemic and helping those in real need within the community.   

Analysis of Sainsbury’s workplace beliefs and values before and during COVID19
Sainsbury’s value is to be ‘the most trusted retailer, where people love to shop and work’. Their belief is that the values are what makes the organization different and strive positive change around the UK and overseas (Sainsburys Strategic Report, 2019).
The difference between the value systems/ belief and attitude/ behaviour in Sainsbury’s is ensuring that to succeed in their vision, the company is implementing their values in the correct way, this can be seen through Sainsbury’s investing its time, labour and capital to widen its horizon and build a future for the coming generation. They have 5 values which they believe will gain the trust of customers and colleagues and ensure success for the future. These values are the following:

1. Sourcing with Integrity
2. Respect for the Environment
3. Living Healthier Lives
4. Making a Positive difference within our community
5. Great Place to work
Sourcing with integrity, will create a sustainable future. Sainsburys has won the Greengrocer awards in 2008 for its contribution in Sustainability and going green in the environment and fair trade (Spence and Rinaldi, 2010). They believe in ‘living well for less’ which means that they source products that are of great quality and do not compromise on customers wellbeing (Sainsburys Strategic Report, 2019). As the UK retail market is growing rapidly, Organisations are continuously developing and enhancing their offers and structures within store levels (Bevan and Murphy, 2001). Colleagues are always showing their can-do attitude to customers when they need assistance and have always gone the extra mile to achieve great customer service.  
The table below illustrates the workplace value systems, beliefs and attitudes before the pandemic and during the pandemic in detail.
	Sainsbury’s Workplace Belief and Values before COVID19
	Sainsbury’s Workplace Belief and Values during COVID19

	· Living well for less: 
· Constantly choosing healthier options through launching new products. i.e: slimming meals which has contributed in 9m+ sales and 78% of own brands are a green option.  
· Sourcing with Integrity:
· Sustainable sourcing is used to maintain growth of flexible supply chain. Companies own brand products are processed after trialing of certain materials and standards. 

· Respecting the environment:
· Cutting down on carbon emission allows Sainsburys to tackle climate change through heating, lighting and other colleague implementation programs in line with Argos to remain the greenest grocer as always.


· Making a positive difference in the community: 
· 94% of the stores worked along with their chosen charities and raised more than 2million to make a change to their communities.
· Great place where people love to work
· Colleagues feel motivated and are always rewarded for their hard work, this is done through an online portal which has been recently launched (Strategic report., 2019).
	· Feeding the Nation
· Restricting number of products customers can buy at a time. 
· Reducing how many customers are allowed at a time in stores. 
· Fresh food counters closed to ensure colleagues can put out essential products for customers on shelves.

· Keeping Customers and Colleagues Safe
· 10% pay raise for colleagues and management for the month of March 2020 to say Thank you.
· Providing pay for vulnerable colleagues for up to 12 weeks and full pay for colleagues for 14 days who are isolating.
· Supporting the Community

· Working closely with comic relief, and other charities to be able to donate to those who need most support.



Fig 1: created by author
Critical assessment of Sainsbury’s impact on behaviour during COVID19
During this pandemic, all businesses have had to take a step forward and implement strategic plans where some have had a negative impact, causing businesses to either close permanently i.e Debenhams or had to cut down on costs dramatically i.e TKMaxx. Sainsbury’s has had to recruit more than thousand colleagues temporarily to cater for the needs of the customers and business and to keep up with all essential requirements for the people in the community. This has caused an increase on sales rapidly starting the financial year with positive impact for sales and other fields in its KPI (Key Performance Indicator).
In terms of behavior and the company value systems, there has been a major turn in the behaviour of colleagues and customers, as there have been customers being sent away for not having correct PPE, this leads to customers being angry and upset. Staff are working double shifts, as they are frontline key workers, which results in mental stress and causes aggressiveness in colleague behaviour. Due to the daily rush during COVID19 colleagues may forget certain jobs to complete and may not give 100% on certain tasks, their priority is ensuring customers are having a safe trip to stores, therefore they are constantly having to clean and sanitize areas effectively. This may cause dissatisfaction to some colleagues for doing the same job every day and always working under pressure however on the other hand it may boost some colleagues motivation to ensure they are cleaning and helping the community during this rough time. 
Sainsbury’s value system and belief has been implemented most during this crucial time in the pandemic. The organization has gone out of their way and contributed to donating to the less fortunate people in the community and having partnered with other charity organisations such as comic relief  to contribute more to help the nation. The company has increased delivery availability for customers to ensure they are receiving their essential products accordingly and most importantly on time. Overall Sainsburys is working round the clock to ensure they are playing their part in helping the nation, helping the community and most importantly ensuring colleague and customer safety is always in place in stores across the business.

Management Theories used in Sainsbury’s
Supermarkets are required to have a theory in place to ensure all their targets, deadlines and KPIs (Key Performance Indicator) are achieved within the specified time. Management theories work well with in retail industry, as they depict what stages and routes organisations can take to be successful in their business. The theories which will be investigated in detail are the Human Relation Theory and the Contingency Theory. These 2 theories will portray how Sainsbury’s is using the theories to develop critical thinking in the workplace.
 Human Relation Theory:
Human Relations Theory focuses on organizational structures and has 3 main divisions that deals with the Satisfaction of the workers, Informal Workplace Association and How colleague productivity can be influenced (Cooley, 2016).  
1. The satisfaction of the workers within an organisation: This first component deals with the importance of an individual and how these individuals are attentive within their surroundings.  
2. Informal workplace associations: The second is about ensuring what makes these individuals satisfied outside of their working parameter, these could be colleagues associating with other workers from different organisations.
3. How they can influence colleague productivity: Lastly the Human Relationship Theory deals with the productivity of these individuals, this could be dealt with taking their characteristics into account and utilizing their productivity through this (Cooley, 2016).
At Sainsbury’s, the Human Relations Theory is managed thoroughly in terms of how the colleagues are given priority before any plans are constructed. They are given so much importance through which the staff feel motivated and welcomed. 
Contingency Theory:
Contingency Theory is the concept where there are no effective ways to lead an organization. Leading the organization would depend on what works best for the organization instead of an actual methodology, these would be the internal and external factors within the organization; such as size of the company, management leadership style etc. (Harney, 2016). 
There are 4 theories which help leadership make judgments, these are the following:
1. Fiedler’s Contingency Theory: Group contingency is dependent on leadership style and what works best for the management, there are 2 types of management styles: task-oriented leadership style and relationship-oriented leadership style. The styles are used accordingly when they are required in different situations, where one style might work better than the other (da Cruz, Nunes and Pinheiro, 2011).  
2. The Situational Leadership Theory: Formerly called Hersey-Blanchard Situational Leadership Theory (1969), this theory focuses on the management style and the individuals who are being led. There are 4 behaviour types in this leadership theory, which are directive behaviour and supportive behaviour: telling (high directive, low supportive) selling (High directive, high supporting), participating (low directive, high supportive) and delegating (low directive, low supportive). The idea is that the individuals will adapt to the style of preference meaning the person with the most willingness will adapt to all 4 behaviours well with high maturity, whereas the less willingness individual will not adapt with much maturity as the individual with more willingness (Hersey and Blanchard, 1969). 
3. The Path-Goal Theory: This theory originally developed by Martin Evans (1970) later expanded by Robert House (1971). The theory consists of leaders embedding particular behaviours to encourage the follower satisfaction and motivate them towards completing tasks. There are 4 behaviours identified in this theory, which are: Supportive (Relations oriented), Directive (Task oriented), Achievement oriented, Participative leader behaviour. These behaviours are measured along with follower characteristics and task characteristics within the leadership style (House, 1996).
4. The Decision- Making Theory: This theory consists of the leadership style of what works best is the way to work, as there are no best identified ways to organize and make decisions in terms of selling. Leaders suggest there are 6 contemporary decision-making models, these will help conclude which model to use to make the right decision. The models are the following:  
1. Identify the problem (Verify the inconsistencies between outcomes).
2. Diagnose the problem (Develop and research the information that details the nature of the problem).
3. Define the alternatives (Utilize all the options, which could be potential solutions).
4. Examine the consequences (Belief of the possible effects of each option).
5. Make the Decision (Assess and decide on the best option, the one that increases the goals and objectives).
6. Do it (Execute the solution). 
This is the classic strategy used to gain clear goals however leadership style goals are not followed in any religious way, as certain styles will suit certain leaders. These components are just a guideline for leaders to follow as and when they are required to (Tarter and Hoy, 1998).


Evaluation of Management Theories used in Sainsbury’s before and during COVID19 
Sainsbury’s ways of working differ from the leadership style used in the office to how it is used in store operations. As both environments work in different pace and have different agendas, same style of working will not work for them. In relation to both theories mentioned in the previous segment Sainsbury’s strongly believe in the Human Relations Theory and this theory is used both within the office and the stores however stores also follow the Contingency theory. It believes in having these different types of behaviour within the leadership to encourage future leadership to have the same rapport, belief, value and attitude towards leading a team to form the same success as stores are achieving in current times. 
How these theories have been used in Sainsbury’s before and during this crucial time of COVID19 is evaluated below.

Advantages of The Human Relation Theory  
	Before COVID19
	During COVID19

	· The satisfaction of the workers within an organization: 
Colleagues are given so much importance through which staff morale is high, this increases the productivity of the colleagues i.e achieving 100% mystery Customer Measures and having 100% correct inventory during audits means colleagues are determined to complete their tasks accordingly, as they get recognition and receive their end of year bonus. 
· Informal workplace associations: 
Sainsbury’s 4th Value ‘Making a positive difference in the community’ elaborates on the company giving its colleagues and people outside of the workplace so much affection and working with other charities to do better for the community i.e colleagues going out of work and help charities to help those organisations in need in the community like St Joseph’s hospice, in return this has a positive impact on the colleague and customer behaviour and attitude.   
· How they can influence colleague productivity
Colleagues have a performance review every 6 months and this review details what their targets are in the next 6 months to help them go onto the next level in the role. These targets influence colleague behaviour and belief in being more productive and improving on certain areas to achieve their target going forward.  
	· The satisfaction of the workers within an organization: 
Sainsbury’s is ensuring colleagues are getting pay rise and being paid for the 14 days they are having to isolate. They are keeping their colleagues and customers safe.

· Informal workplace associations: 
Sainsbury’s and its Colleagues are going out of their way to help the vulnerable and elderly, as some customers are not able to leave the house due to shielding, colleagues are going to drop essential products to these individuals outside of workplace and work hours and helping these people informally.

· How they can influence colleague productivity
Colleagues in the office are working round the clock to ensure essential supplies are provided in stores on time and stores are ensuring all products are put out on shelf to avoid gaps during trading hours so that customers can purchase essential products accordingly. Colleagues are required to be productive during these hours of trading and constantly working to ensure all essential products are topped up on time.  
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Disadvantages of The Human Relations Theory
Where most management and colleagues believe strongly with the Human Relation Theory there are many who believe in other theories and feel that the Human relations theory does not work well for them. The disadvantages of the Human relations theory are the following:
· Certain colleagues are happy to do the same job every day and are not willing to change anything in their role. They will not be as productive, as someone who is willing to work harder and try different jobs each day, therefore it will not be possible to influence everyone’s productivity.
· Colleagues may not be able to take part in partnering with other organisations and charities to help the community, as they have other commitments outside of work and are not able to take on any other activities outside of work, they will lack in informal workplace associations.
· Some colleagues may feel they are not being given equal roles compared to their colleagues as they may have showed interest in the same jobs however others may be given priority, this could be in regard to many other factors such as efficiency, speed and confidence.
· Colleagues may not feel satisfied during COVID19, as they do not want to work extra hours or do the same role every day, this may demotivate them and they may no longer be satisfied in the workplace.   

Advantages of The Contingency Theory
	Before COVID19
	During COVID19

	1. Fiedler’s Contingency Theory:
A team is given the task of completing 5 customer journeys throughout the day for a whole month to increase customer footfall in store. The task will be given to a team leader who will plan the journeys out at times when store is most busy eg lunch trade, breakfast trade and evening trade this will then be forwarded to the rest of the team to complete accordingly.

2. The Situational Leadership Theory:
All stores work in their own style to achieve their goals e.g 24 stores may have a green scorecard, which means they are achieving their bonuses for the year  however there are still 10 stores who are yet to achieve the green scorecard, these stores will conduct different action plans all having actions based on their store performances, therefore they have different contingency theories and depend on the style that works for them and their team, this relates to the Situational leadership theory.
3. The Path-Goal Theory:
In relation to Sainsbury’s various leaders amongst the stores use their own leadership styles, as it helps build rapport and engage the team to achieve store KPIs and company vision this follows the Path-Goal theory.
4. The Decision- Making Theory:
The Contingency Theory works well within the retail environment, as organizations consists of many leadership roles. Managers can take on any style that suits their ways in terms of the Decision-Making theory, i.e leaders decide on what the store will do during Christmas season for colleague entertainment and are able to spend money on their team from their own pocket on top of the £5 per head the company gives for colleagues.

	1. Fiedler’s Contingency Theory:
Sainsbury’s leaders have decided to take part and return the taxpayer bonus they have received during this time of COVID19 they have given back a total of £440million back to the government. This is the money that has come through from all the hard work colleagues have put in during this crucial time (Wood and Kollewe, 2020).

2. The Situational Leadership Theory:
2-hour shopping slot only for the elderly and vulnerable from 9am-11am daily (Sainsbury’s., 2020).
3. The Path-Goal Theory:
Colleagues have gone out of their way to feed the nation in terms of getting together essential packs and helping distribute to vulnerable people, community centers and other places where people could come and take the packs instead of queuing up outside the stores and causing congestion. This gesture of generous ness influences another colleague to follow and do the same.
4. The Decision- Making Theory:
12,000 seasonal roles have been put through to help with Christmas 2020 and ensure customer needs are fulfilled this year. This will boost online delivery as well as store services even more (Sainsburys, 2020).
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Disadvantages of the Contingency Theory
· Due to leaders working in the style which suits them, it means that a lot of colleagues may not feel that their way of working is efficient and may feel demotivated.
· Some colleagues may feel that by helping local community, there are vulnerable people in other areas that are not receiving the same amount of care and essentials as them, therefore the Path – goal theory is not as efficient. 
· Sainsburys deciding to employ 12,000 employees may have an impact on the behaviour of other colleagues in the team and the new starters may feel under pressure during this hard time.
· Giving 2-hour slots to elderly and vulnerable people may not work well at all times, as people with bigger families may not find all essentials in stock during their time of shopping which might lead to more chaos of people queuing up again.

Critical thinking Models used in Sainsbury’s
There are many Critical Thinking Models, which companies use for their business. The 2 Critical Thinking Models which will be used for Sainsbury’s are the RED Model and De Bono’s 6 Thinking Hats. It will be interesting to see how these models relate to Sainsbury’s colleagues and Management. The models are detailed below:
De Bono’s 6 Thinking Hats:
Edward De Bono (1986) came up with this critical thinking method to allow people to plan and make effective judgement on the methods they will follow for certain jobs. This makes taking decisions a lot easier if the method is followed efficiently and ensures there is trust amongst colleagues, there is a happier team and a rise in productivity of the team (De Bono, 2017). 
The 6 thinking hats are the following:
	Hat Colour
	Hat role
	Description

	White
	Facts
	Is used for data collecting and information gathering. Of what is currently available and what may be needed later.

	Red
	Feelings
	Is used for expressing feelings and emotions.

	Yellow
	Benefits
	Is used for positive thinking and looking for benefits in everything that is done.

	Black
	Cautious
	Is used for critical thinking and allows you to make judgements upon your thoughts.

	Green
	Creativity
	Is used for innovation and creative thinking.

	Blue
	Process
	Is used for making decisions and what method to use and thinking deep about the structure of the subject i.e beginning, conclusion, summary etc.
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RED Model                                                                                                                   
Critical Thinking skills require a person to have strong attributes, to determine a decision through finding enough evidence and doing thorough investigation on an issue rather than just believing what someone has said. The RED model critical thinking method enables individuals to gather fair results and significant evidence if followed efficiently. The model has 3 competencies which help establish better critical thinking skills. These competencies are the following: 
1. Recognize assumptions: Acknowledging the thought process behind the statement made, understanding the validity of the statement and whether there is any evidence to back it up.  
2. Evaluate arguments: Efficient analysis of the statements made, evidence and arguments provided and working through relevant information. 
3. Draw a conclusion: Gather all the information acquired and form a solution from all the evidence provided. Strong candidates with critical thinking skills will be able to form constructive conclusion. 
If these factors are used in a situation, the critical thinking results gained will be effective and will have fair judgement (Boa et al, 2018).
Both models will now be taken forward and put through to see how Sainsburys uses these models in the organisations and how they are impacting colleague behaviour and belief.
Critical Thinking Models used in Sainsbury’s Before and During COVID19
 De Bono’s 6 Thinking Hats                                                                                           
	Before COVID19
	During COVID19

	White Hat:  Colleague Performance reviews (CPR) are conducted twice a year. Management send CPR forms to team members in their cluster group to complete in relation to their behaviour and attitude in their role. Once the forms are completed and sent back to senior managers the data is collected and information.
Red Hat:  Colleagues can express their feelings through Talkback, it is the platform used to monitor the management performance through how the colleagues feel about working under their management. This form is completed once a year.
Yellow Hat: Talent Hunt is used to recognize colleagues who are ready for the next step, other team members nominate an individual and give positive feedback on their attitude, which allows senior managers to make the right decision going forward; and put them through for the assessment.
Black Hat: Any colleague who is not performing well on their role is taken for a one-to-one meeting with management, which may lead to putting forward an action plan for a required timescale.

Green Hat: During Comic relief stores are required to take part in various activities and the store that collects the most money for charity and comes up with innovative ideas win the competition. i.e: stores having pyjarama day, red clothing day etc.
Blue Hat:  Stores have a strategic plan in place for when they have an audit, to have a successful visit all colleagues are made aware of what role they play to trade legally and the correct attitude that is required when visits are made from 3rd parties in stores or the office. 

	White Hat: All colleague data is retrieved to outline those who are vulnerable and who may need time off to shield. In this case paid time off is given for a limited period.
Red Hat: Help is available from HR for any colleague who may behave differently to normal or anyone who may have mental strain due to the current situation.
Yellow Hat: Colleagues are helping each other boost their spirit to carry on working with all positive energy during this difficult time.
Black Hat: Colleagues are looking out for customers that need help ensuring they are all working together to fulfill those customer enquiries and are always maintaining relevant distance from each other. 
Green Hat: Sainsbury’s has done 3 different adverts for Christmas this year to acknowledge the stories of families and their memories, claiming they are the most inclusive supermarket where diversity is shown through their actions (Sainsbury’s, 2020).
Blue Hat: Sainsburys has a clear plan of the protocol to follow in regards to COVID19 colleagues are hand sanitizing constantly and ensuring cleaning is done frequently to avoid any danger.
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RED Model                                                                                                                   
Model used Before COVID19:
· Recognise Assumptions: Colleague is recognized to go onto Management Training, through Talent Hunt scheme. This is based on colleague behaviour with team, colleague following the value system of Sainsbury’s and having the belief they are capable for the role.
· Evaluate Arguments: Once the assessment is completed all documents and information gathered from assessors will be discussed, any evidence provided and information obtained from the interview will be marked to see if candidate has passed.
· Draw Conclusion: Final step will be to put forward the critical thinking skill and get to a solution of whether the individual has got enough points to pass the assessment or not. 
Model used During COVID19:
· Recognise Assumptions:  Colleague is feeling uneasy and behaving strange, complaining with headache and sore throat. Colleague has been sent home to rest.
· Evaluate Arguments:  After getting home, colleague has come down with a temperature and is not too bad however they are not able to get to work following day due to COVID19 and must stay home. Colleague informs management and is sick for the following day.
· Draw Conclusion: Colleague has been advised to isolate for 14 days and complete the COVID test during this time and only to return once the test has come negative. During this time colleague will be paid for their time off. Anyone who has been in contact with the colleague will also have to go for isolation and return after the required period. 
The processes of the models have demonstrated how critical thinking is required in a situation and how it is used in that situation to get to a reliable judgement. 


Recommendations for changes post COVID19
Changes will have to be put in place before the Pandemic comes to an end to ensure a smooth transition of going back to normality after the rush. In Sainsbury’s, the following changes may have a positive impact on colleague behaviour, which may help them prosper to the future with hope and commitment in fulfilling their role to the best of their ability. Following the 3 P’s will give the business a structure and development plan to succeed. 
Purpose: Organisation having a motive to keep the value system intact and for colleagues to fulfill them by contributing to the mission, this could be done through introducing new fields to focus on the values, introduce new behavioural management scheme, which may help many leaders to lead by an example. 
Potential: What can be achieved by the colleagues going forward and how they can achieve them. Managers will have to sit with colleagues and discuss all the changes going forward. i.e cleaning schedules put in place for colleagues to follow in stores and office.
Perspective: to ensure COVID rules are still intact going forward to always keep colleagues and customers safe i.e hand sanitizing station should be available at the entrance of every store going forward. 
Conclusion
In conclusion to Developing Critical Thinking in the workplace, in Sainsbury’s it is evident that in terms of De Bonos 6 Thinking Hat similarly to the Contingency Theory, colleagues are able to follow any points that suit them when required however in relation to the RED Model and Human Relations theory a constructive process is followed, where you are able to judge what conclusion will be reached and it could be determined through your critical thinking skills and the colleague attitude and belief of the value systems that are in place. 
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