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Executive Summary
The purpose of this report is to analyse the effects of critical thinking for managers in the workplace. Theorists and different management models will be analysed, and examples will be used to display how these theories will work for organisations in the 21st century. The following theories will be assessed and incorporated within an organisation. Toulmin’s management theory, Pearson’s RED model and theorists who believe employees are very important to organisations will be discussed. This report will provide an overview on how organisations in the 21st century can adapt their management styles by using past theories and possibly using those to adapt and make better for use in the modern day.
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Introduction

This report was created to look at the impact beliefs, attitudes and values employees and employers have on workplace behaviour. Management theories created by Toulmin and Pearson will be analysed and how some organisations can implement these theories to have a better management system. A critical analysis will be undertaken on the impact of beliefs, attitudes and values on employees and how these can impact the success of an organisation. Theorists such as Elton Mayo, Frederick Herzberg and Henri Fayol will be discussed and analysed, how their theories may affect the organisation and employees in the workplace.


Main Findings

Critical Thinking
What is critical thinking? 
“Critical thinking is the ability to think clearly and rationally, understanding the logical connection between ideas.” (SkillsYouNeed, 2019).
Critical thinking has become a skill which is highly required within in a manager as they will require this skill to make important decisions. In order to critically think, one should ask six questions. These are who, what, where, when, why and how? (Teach Thought, 2019).
By asking these questions one will be able to determine the best decision to make either if you are solving a problem or taking an important decision. The reason why it is important to ask these questions is that you can evaluate the situation by looking at the situation in many different angles so the decision can be made successfully. For example, Apple have decided to price their new iPhones at a very premium price reported on CNBC by Salinas (2018). Who element of the questions is Apple, what is the premium price, where is price change globally, when is the new release of their iPhones, why? Because they believe their iPhones are created with premium quality materials and offer a premium experience therefore, charging the premium price. How are Apple able to do this? Apple have branded their brand as a premium electronics maker offering quality products at a premium price therefore, they are able to charge these extortionate prices and the customers are willing to pay the price as long as they receive a premium product. 
As you can see from the example, the 6-question method is effective however, in Apple’s case, they could have conducted more research to find out if this price increase will be affordable by majority of customers and then maybe have taken a decision. (Mitchell, 2015).
There is concern when departments in organisations or managers critically think as this may be time consuming, causing unrest in the workplace as employees awaiting the decision and also the wrong outcome being decided. (Jones, 2010). Critically thinking allows one to argue the situation to differentiate the truth from the fake. It allows one to look at all the options before taking a decision. 
Another way of critically assessing the situation would be using the CRAAP test. CRAAP is an acronym of Currency, Relevance, Authority, Accuracy and Purpose. (Gahan, 2018). This test is an effective way of critically assessing situations. First you will look at how current the situation is. Going back to Apple example, their price increase has taken place 2 years ago. How relevant is it? Research must have been undertaken in order justify the price increase. Was the research undertaken by Apple employees or was it an independent company who worked on behalf of Apple. Was the research undertaken by little amount of people or conducted by millions of people. The reason the research was undertaken was to determine whether people can afford and would want to buy such a premium phone. 
From the CRAAP test, organisations can determine whether their new products, ideas or services would be as successful as they have predicted. (Brockriede and Ehninger, 1960). This tool is an easy and effective way for organisations to use when deciding upon decisions and can be very beneficial for the organisation as you can see from Apple’s case.

Management Theories

Toulmin Model
1958 saw the creation of a model which argues a process to determine the right outcome. The model was created by Stephen Edelston Toulmin and the model is known as Toulmin’s theory. Toulmin’s model addresses 6 areas. (Karbach, 1987). See appendix 1. 
For example, it has been argued that Google is one of the best companies to work for as they offer many benefits to their employees (claim). In 2014, Google won an award for employee satisfaction and best company to work for by the Great Place to Work Institute and Fortune Magazine reported by Martin, (2014) (grounds). The claim being “Google one of the best companies to work for” connects to the grounds as they were awarded for their excellent employee satisfaction (warrant). To support the warrant, many ex-employees have expressed their opinions via the internet on a review website where they share the pros and cons of working for Google (backing). The claim has a lot of strength as there are many excellent reviews of working for Google as well as the awards Google has received for their excellent employee satisfaction (qualifiers). Lastly, the exception to the claim is that the award was received in 2014 and 5 years later they may have been topped by another organisation (rebuttal). 
As you can see the Toulmin model is an effective model to use when critically assessing situations in the workplace. 

Pearson’s RED Model
Another management theory widely regarded is Pearson’s RED model. (Davis, 2013) The RED model theory is a simpler way of assessing situations. The model looks at recognising the assumption to evaluating the assumption with drawing up conclusions to solve the issue or taking the right decision. 
For example, going back to Google and its employees, they have been recognised as one of the best companies to work for therefore, the assumption can be that Google is one of the best companies to work for. Now for evaluating, you can argue that Google is not the number one company but one of the best companies to work for. You can research Google and find that their employees are really happy to work there as they have a lot of benefits such as access to a gym for free, free breakfast, lunch, dinner as well as flexibility with work. Despite Google having a good reputation such as this, there have been some revelation about Google contracting employees to work 7 days a week. Lastly, a conclusion will be drawn up with credible sources to argue whether Google are a good company to work for. 
Pearson’s model is a simple way of critically assessing situations and is used by many organisations due to the simplicity of its model however, despite the model being simple it may not be as effective as other models such as the Toulmin model. 

Theories vs Employees’ Beliefs, Attitudes and Values
The impact these theories may have on employees’ beliefs, attitudes and values can be catastrophic. The theories look at how employees are managed in different situations whether they are right or wrong. (Atchison, 2017)
Employees may regard trust as one of their values therefore, using a theory like Toulmin’s model to solve a situation may cause conflict as the employee will feel his trust is being questioned. This will have a negative impact in the workplace and can cause other employees to question the organisation. This will lead to less productivity and poor engagement with work. Effectively this will affect the organisation as service or products are not being maximised ultimately having a negative impact on the customer. 
If the theories are implemented in organisations, they can also lead to the wrong decision being made therefore, employees would be given the wrong information once again causing unrest within the workplace. 
Some employees decide on their employment by aligning their beliefs and values with the organisation. If this relationship gets affected by a decision taken by the employer, this will cause employees to retaliate against the decision, demotivate the employee, cause unrest within the workplace such as harassment/ bullying, lack of performance and low productivity. This will essentially have an effect on the total revenue of the organisation. 
Despite the implications the theories can have on an employees’ beliefs, attitudes and values, there are a few positives that can be addressed. For example, the theory will help an employer to ensure the right decision is being made therefore, if the employer involves the employee in the decision being made, they will feel a part of the organisation and valued. This will make the employee engaged with the work, better performance and feel wanted at the organisation. 

Theories vs Organisation’s Beliefs, Attitudes and Values
How does the RED model affect the success of an organisation like Apple?
Apple is an organisation that strives, believes in quality and innovation. Apple offers quality products from smartphones to smartwatches and powerful computers. They believe that innovation is an attribute their employees need to possess as they are known for bringing new technology to the hands of the public. One of the most recent technology implemented in their smartphones was the introduction of Face ID which is a facial recognition technology that unlocks the smartphone without the need of inputting a passcode or reading a fingerprint. 
The decision to take this step must have taken a lot of research and time as Apple also believe that they will not implement any new technology to their products without undertaking vigorous research to ensure the technology does not fail soon after release.
In order for Apple to ensure their products are highly innovative, they can use Pearson’s RED model to assist with their decision making. 
To do this, Apple will need to identify what their customers would like in the new product by conducting thorough research as well as looking at what competitors like Samsung, Huawei and Google are offering. This will allow Apple to create a better product than their competitors and be more innovative as they can offer different technologies to their competitors. Once Apple have identified what product they will bring to the market, Apple will need to consider whether the new technology is affordable for them and their customers as well as whether the technology is viable to produce for the mass market without failing. After evaluating, Apple would need to come to a conclusion as to whether they can produce the new product for the mass market and if the product will be successful.
From applying the RED model to Apple, it is argued that by taking these steps, will the theory align with Apple’s beliefs, values and attitudes. After applying the theory to Apple producing a new product, you can see that regardless the way the theory is used, it will align with Apple’s beliefs, values and attitude as they have considered their beliefs throughout the process.  
Pearson’s RED model can make an organisation like Apple very successful as they can implement the model to ensure the right decision is being made and also, offers an insight into different avenues where Apple can exploit and profit from.

Elton Mayo
Elton Mayo is a theorist who studied how employees are affected by workplace conditions known as Human Relations. Mayo and his assistant Fritz Roethlisberger conducted research on employees working at the Hawthorne plant in Chicago in the early 1920’s, to find out how employees can better their productivity.
Mayo and his assistant experimented on how employees are affected by the amount of light they are exposed to, the number of breaks between shifts are the total number of hours each employee was working.
Mayo came to the conclusion that, if the employees were offered to work in bright well-lit areas, it would have a positive effect on performance. He also noticed that employee’s productivity increased due to the less hours they were assigned to and receiving more breaks to rejuvenate themselves.
Due to Mayo’s research, in the 1950’s many organisations decided to take a different approach towards management and placed employee behaviour/ engagement centrally within their organisation and the Human Relations had a strong emphasis on the decision reported by Mulder (2017).

Henri Fayol
Henri Fayol is a theorist who believes there are 5 roles to successful management. First role is to plan or forecast as to what needs to be done. Organise the staff, raw materials in order to do the job. Command/ delegate the jobs clearly therefore, employees have a clear understanding of what needs to be done. Coordinating the jobs accordingly will help motivate employees to complete the job. Lastly controlling will determine whether the plans set out at the beginning are on track to be achieved. (Vliet, 2011).
Fayol’s theory is an effective theory to use in modern day management as there is a clear structure in place where managers can use and adapt according to the jobs required to do. On the other hand, Fayol looks at how to manage employees and the tasks required to do but Mayo believes employee require motivation in order to produce better productivity and performance.
This can be argued whether employees engage better in work by clarity or having less pressure during work by working less hours and taking more breaks.




Conclusion
To conclude the report, Google and Apple were critically analysed to compare how these big tech companies can apply different theories such as Toulmin, RED, CRAAP test to their organisation and the possible outcomes of using such theories. 
From the research undertaken, Google have a very distinctive way of creating an enjoyable workplace environment for their employees. It has been bought to our attention that Google believe if they look after their employees then their employees will look after the customers effectively benefiting Google.
On the other hand, Apple believes innovation as one of the key skills required within their organisation. When applying the RED model, Apple can benefit massively, using the model will help Apple to critically think which decision to make. This will enable Apple to offer highly innovative products and stay ahead of competition. Apple can offer different opportunities to their employees if they show they are an asset to Apple.
Critically thinking can benefit organisations to make vital decisions from creating new products to employees in the workplace. Taking the right decision will lead to employee satisfaction and customer satisfaction having a positive impact on the organisation’s brand and reputation.  
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Appendix

Stephen Toulmin Model (1958)
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Appendix 1 - Toulmin Model (1958)

Pearson’s RED model
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Appendix 2 - Pearson's RED Model
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