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Critical Thinking in the Workplace: The Use of Critical Thinking for Workplace Decision-Making
1.0 Introduction
Critical thinking is defined on Wikipedia as; “Critical thinking is the process of analysing available facts, evidence, observations, and arguments to make sound conclusions or informed choices. It involves recognizing underlying assumptions, providing justifications for ideas and actions, evaluating these justifications through comparisons with varying perspectives, and assessing their rationality and potential consequences.” (Paul & Elder, 2019)
In the workplace critical thinking is the process by which the individuals within the organisation make rational, objective and better-informed decisions. Critical thinking also extends to teams and groups as well as these individuals.
The component of and the descriptions of these components include:
Analysis
Breaking down tasks and/or problems into smaller more manageable parts and to understand and express things/concepts clearly and accurately (much like a Barrister does in court) and to work out any relationships between the information or patterns of interchange between them.
Evaluation
Ensuring information is correct and relevant by being able to identify any faulty internal processes such as cognitive bias and distortions which can affect interpretation of data.
Weighing up lots of option through brainstorming etc so to have a number of alternative choices through the decision-making process. (Facione, 2011)
Inference
Coming up with rational and impartial conclusions based on the information (evidence) gathered.  The ability to make better predictions and hypothesis is increased with better quality and more accurate facts.
Explanation
Good communication of ideas and decision.  Putting across well-structured arguemnets to present views and outcomes and support conclusions.(Ennis, 2018)
Self-regulation
Questioning your own as well as others opinions ideas and processes.  Also being open to others perspectives and opinions.
The benefits in the workplace include:
· Improved problem solving. (Halpern, 2014)
· Better decision making. (Facione, 2011)
· Enhanced creativity.
· Increased efficiency.	 
The key objectives of this report include:
1. Evaluation of critical thinking in workplace decision making.
2. Biases, Assumptions and how they affect decision making.
3. Application of Critical thinking tools to a workplace situation.
4. Development of Critical thinking skills.
5. Supporting the reports content with evidence from a variety of sources (references).
The frameworks which will be looked at include:
1. Bloom’s Taxonomy, which is made up of the following parts:

1. Remembering – Recall facts and concepts.
2. Understanding – to be able to process and understand these facts and concepts.
3. Applying – Use this knowledge in new situations.
4. Analysing – Being able to break down this information into smaller parts and understand the relationships and dynamics between them.
5. Evaluating – Assesing and understanding the Analysing stage.
6. Creating – Generate new ideas and remedies to problems etc

[bookmark: _Hlk191705180]2. RED Model (Recognize, Evaluate, Draw Conclusions) which is made up of:

· Steps:
1. Recognize Assumptions – Identify any biases.
2. Evaluate Arguments – Analyse strengths and weaknesses.
3. Draw Conclusions – Make sound, informed and therefore logical decisions.
[bookmark: _Hlk191705257]

3. Paul-Elder Model of Critical Thinking:

1. Knowledge – Define the purpose.
2. Comprehension – Research and understand everything related to 1.
3. Application – See and understand what needs to be identified and analysed.
4. Analysis – Come up with solutions from the information, concepts and new understandings of the flows/relationships between these factors.
5. Synthesis – Produce an action plan from the analysis.
6. Evaluate – Test the outcome of the results of the action plan in a routinely and systematic way.



4.Krathwohl’s Taxonomy (This supplements Bloom’s Taxonomy, focusing on attitudes and values and beliefs):

Krathwohl’s Taxonomy consists of:
1. Receiving (awareness)
2. Responding (reaction)
3. Valuing (attaching worth)
4. Organizing (prioritizing)
5. Characterizing (internalizing values)
[image: A pyramid of values

AI-generated content may be incorrect.]
(Affective Domain - Krathwohl's Taxonomy - Educare ~ We Educate, We Care.)

Further to the previous sections which has covered the importance, significance and the main frameworks for critical thinking in the workplace (which has been the nature of the topic), the following list of the key themes covered in this report can also be regarded as its ‘scope’ as it identifies every and all associated/related factors. Its ‘impact’ however will be covered throughout the content of the remainder of it.
Key themes (remaining):
Impact of bias, attitudes and beliefs on critical thinking.
· Cognitive bias
· Attitude and beliefs in decision making
· Mitigating bias 
Applying frameworks to a recurring problem within my self-storage and removal company.
· Analysis 
· Evaluation


Improvement strategies.
· Developing others in workplace to think critically.
· Tools and techniques for improvement.
· Encouragement of participation, diversity and perspectives.
Summary of conclusion of outcomes.
Recommendations.
· Ideas and plans to improve critical thinking.















2.0 The Role of Critical Thinking in Workplace Decision-Making and Problem-Solving
Critical thinking enables fairer and more effective decision making. It makes it more rational as it relies on logic, facts/accuracy of data and evaluation.
A thorough collection of all the information required needs to be undertaken and an equal amount of effort needs to be put in to assessing the relevance and also the quality of information collected. Information from a variety of sources should be searched for and identified to avoid any wrong information (which is more likely with just one proponent of it). (Paul & Elder, 2019)
As well as these external factors there are also internal factors which could hinder the decision making and problem-solving processes, these include biases and assumptions which can distort perceptions and beliefs.
Critical thinking improves decision making by making you question yourself (beliefs and opinions), also by looking from different viewpoints through perspective taking. (Kahnemhan, 1974)
Objective and true facts provide a foundation for a quality process and ultimately an effective outcome, they also provide support in the form of evidence to back up and justify conclusions at every point of the process.
Critical thinking helps identify the actual cause of an issue and not just the options to manage the consequences of it going forward. It also helps in breaking down the problem in to smaller parts so the remedy can also be broken down in to smaller solutions for each ‘sub problem’.
The impact of solutions (both short and long term) needs to be considered before being chosen and also before then being implemented. (Johnson, Scholes & Whittington, 2011)




Critical thinking is vital in areas of business such as managing risks, strategic planning and conflict resolution.  It helps to not only solve but to also (to a degree) predict problems and challenges.
In risk management:
Risk management entails identifying, assessing/evaluating and limiting/eliminating potential weaknesses and threats. Therefore good quality and objective decision making is key to the success of the risk assessment process.
Critical thinking helps to:
· Better and more correctly identify weaknesses and threats.
· Evaluate the impact of the identified risks (through frameworks such as SWOT analysis etc..)
· Develop strategies from consideration of  a thorough and broad look at all of the related and relevant factors.

Strategic planning:
This is the process by which an organisation sets its long-term goals and therefore establish the direction it is headed.
Critical thinking contributes positively to strategic planning by ensuring that goals are relevant and realistic and also that the strategies are in line with these goals. It helps with predictions through ‘What if?’ analysis for both challenges and opportunities.
It also enables better and more efficient use of resources, as in to see where funds are better used.

Conflict resolution:
Conflict can cause an organisation a lot of problems, these include:
· Reduced productivity.
· Reduced positivity amongst members.
· Reduced team morale.
· Negative on company culture.
· Negative on brand image.

Critical thinking improves conflict resolution by:
· Awareness of internal biases and assumptions and those of others.
· Impartiality and objectivity of the analytical process.
· Promotes inclusivity and openness of members and groups.
· Helps us to find a solution, often by compromise where parties ‘meet in the middle’.


Critical thinking helps keep order, focus and discipline through what would otherwise likely be a hostile and unproductive process.

Following are two examples of critical thinking to solve complex problems, the first in relation to problem solving and the second in relation to strategic planning.
1. Problem solving example:
The rescue of the Chilean miners in 2010…


2. Strategic decision example:
Netflix strategic change to streaming from hiring out physical DVDs early 2000s.


3.0 Influence of Biases and Assumptions in Critical Thinking
Within the critical thinking process there needs a be a proactive and conscious (mindful) awareness of bias, assumptions and cognitive distortions (although some of these processes can also work unconsciously).
They all are major barriers to objective and fair observation and interpretation of events which would then have a direct effect on the evaluation stage and also the outcome of the process. 
Bias can be a conscious or unconscious process and is a major barrier to objective and fair observation and interpretation of events which would then have a direct effect on the evaluation stage and also the outcome of the process.

Bias originate from personal experiences, culture and general society (nurture).  3 x biases within the critical thinking context include:
· Confirmation bias – Opting for information which confirms existing beliefs. (Tversky & Kahneman, 1974)

· Anchoring bias – Relying too much on the information first received. (Kahneman, 2011) 

· Availability heuristic – Leaning towards outcomes which have been experienced in similar situations. (Kahneman, 2011) 
Assumptions are something which is believed to be true without anything to ‘back them up’. They can be based on both or either wrong or not enough evidence to justify it as true. 

Cognitive distortions: these are ways in which the brain can distort information and interpretational processes.
There are a number of cognitive distortions and I have previously learnt about these quite in depth on an offending behaviour program many years ago as part of my rehabilitation process through the prison service.  The course I undertook was the last CALM (Controlling Anger and Learning to Manage it).
	DISTORTION:
	DESCRIPTION:

	Black and white thinking
	Thinking things are all one way or all another.

	Overgeneralisation 
	This is like stereotyping.

	Selective abstraction 
	Focusing on negative aspects whilst disregarding positives of a situation.

	Discounting the positive
	Dismissing positive factors.

	Jumping to conclusions
	This is bias, where conclusions are come to with little or incorrect evidence. (Beck, 1976)

	Magnification
	I think this was called something like doom thinking or something like that where it seems like the ‘end of the world’ if something goes wrong.

	Emotional reasoning
	Listening to emotions for answers.

	Should statements
	This being to clear and unrealistic about personal rules and barriers.

	Labelling and mislabelling
	Making a general and more permanent assessment of someone or yourself based on just one or a small amount of incidence where this judgement could be made. 

	Personalisation and blame
	Taking blame or giving blame to others unjustifiably.


*Some of these were named differently on the CALM course but they are the same and have the same description I had to refer to the internet for ‘refresh’.

Values, attitudes and beliefs:
Values, attitudes and beliefs play a big role in how you perceive things and also then how you judge and feel about them. (Greenwald, Banaji & Nosek, 1998)

Values are what a person or organisation considers important. Values have an effect on long term decision making by ordering in order of priority.
Values impact decision making by:
· Prioritisung goals.
· Ethical standards.
· Cultural differences.

Attitudes are predetermined beliefs based on experiences which can affect opinions and views in the future.
Attitudes impact decision making by:
· For instance someone with an optimistic attitude would take more of a risk and not mind change so much as someone with a negative one.
· Positive and proactive employess will listen and adapt more to change than negative ones.
(These are just a couple of examples.)

Beliefs are details that people and/or organisations believe to be true, this can be because of factors factors such as; past experiences, cultural conditions and social factors.
They are more specific than values and can sometimes be incorrect.  Beliefs impact decision making by:
· Bias & stereotyping – a manager looking for a specific skill may overlook someone who doesn’t meet their expectations of someone who would posses that particular skill.
· Risk perception – a manager ‘set in their ways’ may overlook a product or service if they are not used or familiar with it.
· Resistance to change – a good example is an employee who believes AI will eventually replace their job role making them resistant to change in the direction of automation.

Three examples of biases which could lead to flawed decisions in the workplace are:
	BIAS:
	FLAWED DECISION:

	Confirmation Bias
	Ignoring or playing down complaints/bad reviews about staff or particular services as it is believed they are isolated incidence or down to problematic customers rather than actually being true.

	Status Quo Bias
	Being reluctant to try new kit such as Dollys etc due to preferring to continue doing the job the ‘old school’ way.

	Stereotyping
	Assuming there may be problems with payments with people of particular ethnic backgrounds so then being more cautious with members from the same group as historically it has happened with a large number of customers from the same group.  




4.0 Application of Critical Thinking Frameworks to a Workplace Scenario
I had touched on the main frameworks associated with Critical Thinking earlier in the Introductin section of this report.
I will now choose an important scenario from my workplace and apply these frameworks to it…
A Last-Minute vehicle booking for one of our main customers whom we are contractually obliged to.
One of our main customers who we undertake contracted daily deliveries for calls us at 16.45 on a Thursday to put a van on for the following day (full day) at 8am.
All our other vehicles are booked out as are our entire crew who are a mix of experience, attitudes and capabilities

Applying Critical Thinking Frameworks:
1. Paul-Elder Critical Thinking Model
	KNOWLEDGE
	· The client is a key contract customer requiring a van for a full-day job starting at 8 AM.
· All vehicles and crew are currently booked in for other jobs.
· The request was made last-minute (16:45 on Thursday for an 8 AM Friday start).
· The company has a contractual obligation to not let  this client down, meaning refusal could damage the business relationship going forward.
· Limited time to find an alternative solution.

	COMPREHENSION
	· Understanding the urgency: The client requires deliveries to go out urgently, otherwise they would not have requested last-minute.
· Contractual obligations mean being unable to fulfil our duties might have far reaching consequences.
· The team’s current volume of work and resource availability (vans and crew members) needs to be assessed regularly..

	APPLICATION
	· Review of similar past situations and how they were handled needs to be undertaken.
· Determine if subcontracting or juggling work schedule is feasible.
· Assess all potential implications of accepting or rejecting the request.

	ANALYSIS
	· Clarity: The client requires a vehicle and crew for a full-day… are they flexible on timing or partial service spread over a couple of days?
· Accuracy: Check actual resource availability, including potential staff who can be called in for overtime or part-time workers.
· Relevance: Consider how fulfilling this request compares to A-teams business priorities… customer satisfaction or operational capacity?
· Logic: If a solution is found, will it be sustainable without overextending resources and jeapordising quality of service?
· Fairness: Does fulfilling the request effect existing commitments to other customers?

	SYNTHESIS
	Brainstorm possible solutions: 
0. Subcontract to another company (if available).
0. Reallocate an existing job (if not affecting others).
0. Hire a temporary driver/vehicle (cost analysis required and potential of consequences with inexperienced staff).
0. Negotiate with the client for flexibility in timing.

	EVALUATE
	· Weigh the pros and cons of each possible action.
· Consider long-term consequences on reputation, reliability, and the contractual obligations involved.
· Make a final decision based on the most workable and least disruptive option. (Paul & Elder, 2019)




2. RED Model (Recognize, Evaluate, Draw Conclusions)
	RECOGNISE ASSUMPTIONS
	· Assuming that it is impossible to fulfil the request without checking all options.
· Assuming all staff and vehicles are completely unavailable without making sure.
· Assuming the client needs the service exactly as requested, without flexibility.

	EVALUATE ARGUEMENTS
	For accepting the request: 
· Maintains good customer relations with an important client.
· Could lead to additional business opportunities.
· A problem-solving reputation enhances credibility.
Against accepting the request: 
· Risk of staff burn out leading to errors or inefficiencies.
· Overcommitting could negatively impact existing bookings.
· Additional costs might outweigh financial benefits.

	DRAW CONCLUSIONS
	If alternative solutions (e.g., subcontracting, rescheduling, or back up staffing) are possible, proceed with undertaking the request.(Pearson TalentLens, 2013)
· If no possible solution exists without consequences, negotiate an alternative with the client (e.g., later start time, different service level).
· If the request is impossible to meet responsibly, decline and explain fully while offering alternative recommendations.



3. Bloom’s Taxonomy for Decision Making
	REMEMBER
	· Recall previous occasions where last-minute vehicle requests were fulfilled.
· Refer to contractual obligations.

	UNDERSTAND
	· Identify why the client is making the request and whether compromise (e.g., flexible timing) can be made.
· Understand the full scope of the impact on the business.

	APPLY
	· Use past experiences to assist and strengthen the decision-making process.
· Apply knowledge of logistics and staffing flexibility.

	ANALYSE
	· Compare the gain against risk.
· Consider alternatives like outsourcing, rejuggling existing schedules, or compromising with the client.

	EVALUATE
	· Determine the most effective solution. (Anderson & Krathwohl, 2001)













5.0 Recommendations for Enhancing Critical Thinking in the Workplace
Strategies for reducing bias and improving objectivity, which, as already mentioned are a foundation of effective critical thinking include:

1.Increasing self-awareness of potential biases, opening own mind to notice any biases which may be more difficult to recognise without a thorough ‘introspection’ exercise.
Undertake a bias test such as the ‘Havard Implicit Associations Test’ which will reveal any unconscious biases. (Greenwald, Banaji & Nosek, 1998)
Proactively self-reflect and question self on different decisions and thoughts.
2.Use the frameworks already explored earlier in this report, check and test potential decisions through the established critical thinking framework processes. (Paul & Elder, 2019)
3.Actively seek different perspectives and also evidence going against rather than supporting your instinctive or intuitive opinion/view. ((Ennis 2018)
4.Rely on data and concrete evidence to formulate and support your decisions making them based on facts rather than biased opinion or feelings. (Kaplan & Norton, 1996)
5.Check numerous sources of information to find ‘middle ground’ or a common fact which would then have a higher probability of being true.  Use key performance indicators (KPI), blind evaluations  (making assessments without the name, demographic information or other characteristics of the person to eliminate bias (Bohnet, 2016)
6.Slow down response times so not to make impulsive decisions which would be more likely to be based on emotion than facts the quicker the decision is made.  




Methods for developing critical thinking skills include Socratic questioning which is all about questioning yourself and others more deeply, looking for evidence,, alternative perspectives and to question any potential assumptions.
Practice reflection… hindsight isn’t a wonderful thing unless you learn from the experience and are able to come to a better conclusion in the future.  Review decisions and outcomes from the past and identify any positives and negative results from the experience.
Involve self in analysing processes such as SWOT analysis, CT thinking frameworks etc… Encourage openness and challenge limitations ie. Bias and assumptions.  Make good use of problem solving skills and break down tasks or problems in to more manageable parts (root cause analysis and 5 Whys etc…).
Manage the emotional part of yourself and the decision process by trying to take emotions out of the process apart from empathetic emotion which has an important role in perspective taking.
Use data and evidence and also proper analytical techniques to achieve and maintain as much objectivity as possible.










6.0 Conclusion
This report has looked at the role and importance of that role that Critical Thinking has in workplace decision making.
By using the CT framework such as Blooms Taxonomy, RED and Paul-Elder models individuals, groups/teams and organisations as a whole can enhance and better manage problem solving, strategic planning and conflict resolution and at the same time reduce/eliminate biases and assumptions.(Halpern, 2014)
Critical Thinking enables decisions be based on logic, facts and arrived at from a wide spectrum of evidence and options, ensuring more efficient practices and better outcomes. (Drucker, 2006)
As demonstrated with the example from my business; structured analysis enables problems and challenges to be dealt with an effective and systematic way whilst remaining morale and ethical.
Organisations who actively use Critical Thinking find it becomes p[art of their culture and as a result benefit from a more versatile and thorough workforce. Decisions are reached more efficiently and the outcomes of these more likely to be effective.
Critical Thinking is vital for efficiency and it follows that the organisation becomes more competitive. (Johnson, Scholes & Whittington, 2011)
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