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[bookmark: _Toc17070794]Executive Summary
This report summarises all the things I learned during the semester on critical thinking and in particular on applying to things that occur in the workplace. 
In the report I lay out the theories we learned about concepts such as beliefs and attitudes, go into regarding a few different management theories and lastly analyse my personal experiences from work in light of the things I learned in class this past semester. 
To summarise my concluding remarks on this report are that although I had applied a few if not many of the general critical thinking skills at work, I never had through of critical thinking a systematic approach but rather just applied it “on the go” without much though. I expect this new insight will help me analyse situations better in the future. 
And a brief summary of my conclusion is that an organisation needs to take into consideration how its management style will blend with the employees personal characteristics, or it could lead to problems in the medium to long run. 


[bookmark: _Toc17070795]Introduction 
In our classes we have focused primarily on applying critical thinking to the workplace, as that is the ultimate goal, to apply this knowledge in a work place once we graduate. However, before we delved into application we had to know the basics of the theory behind critical thinking, how a persons beliefs and attitudes can influence their thinking pattern and workplace performance and we also covered a few management theories. 
The first part of this report will therefore, be a summary of the literature that I reviewed in preparation for this module, as mentioned in the previous paragraph. This will be largely a descriptive chapter with perhaps some analysis of the matters.
For the second part of the report I will focus on my personal experiences from the different places I’ve worked in. In this section I will analyse my critical thinking skills in light of the new information I learned during this semester and determine whether I could have done things better and what lessons I can take for the future. 
And for the third part of my report I will attempt to analyse the same situation as in part two, however as seen from a different perspective to demonstrate that thinking critically can lead to different results even when the initial information is the same. 
[bookmark: _Toc17070796]Background theory and literature 
We came across many management theories during the course of the semester. There are many published management theories some of the more corroborates ones that I will touch on in this report are: , the bureaucratic management theory (often cited when describing management structure of large corporations), the scientific management theory (a standard example of Fords Model T and assembly lines), personal relations theory  (gaining traction recently as work-life balance becomes more prevalent) and systems management theory (sometimes used to describe multi-disciplinary workplaces).   
[bookmark: _Toc17070797]Bureaucratic management theory
Lets begin with the bureaucratic management theory. It was originally proposed by scholar named Max Webber close to two centuries ago. This theory states that tasks that need to be performed by the employee lower down should be provided to them as well defined and assigned tasks. In this management model it also necessary that there be a clear and well structured hierarchy of who answers to whom. This can be though of as layers of management, where the CEO or the share holders sit at the top and the recent graduate sits at the bottom. Tasks are sent from the top to bottom and deliverables go from bottom to top. (Andrew Sturdy, 2015)
This management approach shifts the responsibility of planning further away from the employees and in the hand of management. In this sense, managing a business a complete bureaucracy will make things much more complicated for the higher ups. (Cole, 1981)
For the employees, being told exactly what to do and being implied that they should not do anything outside of the scope of their assignment, reduces the level of responsibility they then are required to take on. (Lowery, 1985)
For example, if something needs to be done, it would be decided at the higher up level and then be handed down to the workers as a well defined objective, with a set of deliverables, deadlines, persons responsible. Once the work was done, than the deliverable would go up the workplace hierarchy until it reached the person who asked for it to be done. 
The main benefit of a bureaucratic model is that it allows to track the progress of work (or the lack of it) very effectively. A manager three steps up would not manage the newly joined employee but instead would work through a line of managers who answer to him. This becomes particularly helpful when working in very large organisations, for example a big bank or the government, organisations where if something goes wrong there is a chance that someone might prosecute the organisation and, in this admittedly negative example, the bureaucracy would allow the point of failure to be detected much more effectively. (GeorgeYarrow, 1999)
Just as this management strategy can provide structure, hierarchy and the resulting monitoring and accountability. If its overdone, as in a task that does not require three layers of management to be involved is ran through five layers of management, it can lead to substantial slow down in progress and make communication across the multiple layers of management very difficult. 
Similarly to the scientific management theory, a bureaucratic system also favours the training of specialized employees who undertake only a certain type of work. 
Due to the monitoring ability and accountability, this system also makes deciding who to promote easier than other management models where there isn’t such a strong structure. 
Another inherent attribute of the bureaucratic system is that it tends to feel impersonal. Given the rigid hierarchy, even if the upper layers of management are friendly and the organisation promotes social events, it has been my experience that it is difficult to socialize with people who are explicitly tasked with bossing you and to assess you. (Nhema, 2010)
[bookmark: _Toc17070798]Scientific management theory 
This theory is a bit more recent than the bureaucratic theory, but it still takes back nearly a century. It was first proposed by Frederic Taylor in the past century and it is based on the principle of being able to simplify any job to point where any person would be able to perform it. This simplification was meant to achieved by breaking down complex tasks into simple bite size chunks that would require little to no training for a newly joined employee to perform. (Michael Reich, 1973)
This type of management, as similarly with the bureaucratic system, puts a lot of responsibility on the top management as they are expected to produce for and provide to the employees the exact details of their jobs and the exact motions that the employees are expected to go through to achieve their assigned tasks. The employees on their part are generally only responsible for following through with the instructions given to them. This kind of management has its benefits and drawbacks, lets look at some of them now.
Benefits:
1- It can allow for rapid training and retraining of the new employee in fields with high turnover, industries such as retail, fast food or call centres can be given as some common examples. In these cases the managers would, themselves write, or hire a consultancy agency to write down the policies and protocols and give those to employees.
2- It has been shown to be provide great efficiencies in certain workplaces such as in manufacturing, this was specially the situation before automation became prevalent. See my following example for details on this. (Merkle, 1992)
3- For some employees, having a rigid and well defined steps to follow can reduce the stress from having to do less creative work. This is a strange benefit, but in my experience in the restaurant business, I have seen many people who prefer doing a simple task instead of planning complicated actions. 
Drawbacks:
1- The organisation becomes very top heavy as there usually isn’t much possibility for employees to make practical improvements without going through the whole management system. 
2- Some people enjoy not having to have to many responsibilities, however many others do enjoy being able to do things their way. For people with a more independent mindset working an organisation that has a management structure that is heavily scientific, can be an issue. 
3- The main drawback in my opinion for this management theory is the times we live in. There aren’t that many simple repetitive jobs around, and the few remaining are being automated. Most jobs now days require creative thinking skills more than procedures and protocols and this by in large makes the scientific management theory a bad one to use in 2019. (Charlotte K. Shelton, 2015)
As an example: the scientific management theory was heavily used during the industrial revolution where repetitive work in assembly lines was the norm. However, now days most manufacturing jobs are automated. Instead car companies are ever increasingly hiring engineers to make their automated robots work better and their jobs can not be broken down into simple tasks. (Jay B. Barney, 2009)
[bookmark: _Toc17070799]Systems Management Theory
Systems management theory is a bit of departure from the schools of though we have seen so far. In both bureaucratic and scientific management theories, the organisations actions are largely dictated by the senior management and the staff lower down are often seen as tools to execute their orders. However, in systems theory it is argued that an efficient and functional organisation takes into consideration all the different departments and levels of the organisation when planning and assigning tasks. 
The principal proponent of this theory is Ludwig Bertakanfy, and his argument follows the thinking that a business organisation is like any other system in nature where it takes an input (usually from the client) and produces and output (usually a product, a report, a service, etc). To go from input to output efficiently the organisation needs to have a good handle on the interactions amongst the employees to make sure that they are aware of what each other are doing. (Rice, 2013)
The main difference that I believe exists between the management systems mentioned previously and the systems theory is that places a great importance on the opinion of the lower down employees instead of basing all decisions on the higher managers. 
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This management theory is perhaps the most liberal one that I’ve come across in my studies. The personal relations theory was proposed by Elton Mayo and it supports the idea that an organisation is most successful when the staff are treated well. (Paul H. Hersey, 2010)
In the past, as for the examples given in the industrial revolution era or even now days in large corporations, employees have been treated largely as replaceable. Mayo argued that when employees were instead treated and respected as people and their were paid more attention, praised for good work, the overall productivity of the organisation went up and he based his arguments on tests done workers during his time. Tests which showed that happy people were productive people. 
A small added benefit to developing personal relations between the employees of an organisation is that it has been shown to reduce turnover as people are less likely to stop working where they have a good social circle. 
[bookmark: _Toc17070801]Personal Characteristics 
With the background theory on how organisations are often managed we can now start to look at how these can affect an employees behaviour.
I will cover personal characteristics such as beliefs, attitudes and values in this chapter.
[bookmark: _Toc17070802]Beliefs 
These are emotions and actions that people hold in their mind as true despite often not having any concrete evidence. The most commons example of this would be religion. However, for this report we will look at beliefs applied in other ways, more relevant to a workplace environment. 
In the workplace an employee may develop beliefs based on past actions taken by the management and use that as basis for his beliefs of what will happen if certain things happen. (Personal Values, 2001)
For example, in an organisation that is focused in heavily bureaucratic system, employees could commons start believing that following the system to the letter is the best way to get ahead. 
Or perhaps, in an organisation heavily influenced by the scientific management theory, employees over the course time and after seeing it happen many times might start to believe that their ideas for improvements might not be seen favourably by the managers and as such trying to make improvements could be seen as waste of time or worse, bring about disciplinary action on them. (Winter, 1975)
As mentioned the most common example of a belief is something similar to religion, however when looking at beliefs in the environment of a workspace the beliefs can get confused with experience. So going forward, I will differentiate workplace beliefs as thought held on to by employees.
[bookmark: _Toc17070803]Attitudes 
The beliefs mentioned in the last section, then go on to help formulate the employees attitudes towards their managers and the organisation and this is the point where things start to have real impact. 
Going back to the example of the highly bureaucratic system, lets use for example a government agency with a very rigid hierarchy. And employee working in a lower level, could through his everyday experience at the job find better ways to do his job. He could try to communicate these findings to someone higher up, however due to the hierarchy system his first hand accounts of his work would not have as much impact as the second hand accounts from someone higher up. As given in the previous example, the employee could then see his attempts at doing things differently as a waste of his time and instead focus on following the existing methods to the letter. This way, the employee has developed an attitude of not trying to innovate. Over time this would lead to the organisation becoming stuck with the existing procedures and not progressing accordingly with time. (Harding, 2005)
Assessing an employees beliefs can be difficult as people often don’t explicitly show them, however the attitudes someone has towards work can be observed much more easily 
[bookmark: _Toc17070804]Values
Lastly, values can also be difficult to figure out about someone. Attitudes show themselves in everyday situations when someone if presented with a difficult task, how they go about shows their attitude. Values on the other hand, are more intangible, they are large tied to a persons beliefs, and beliefs are in turn tied to values. It’s somewhat a feedback loop between the two.  As a general note, values could be said to be what someone calls good or bad without thinking about it too much. (Mitra, 2014)
As mentioned in the previous sections, a person’s beliefs and attitudes in the workplace can be influenced by the environment they are in and these in turn can over time change the values someone hold on to. As an example, someone who comes to the workplace with values that motivate him to try to make things better when possible but then due to the management system in place his attempts at making things better go unheard, as with his beliefs and attitudes, over time his values will also change. 
[bookmark: _Toc17070805]My work experience as restaurant staff 
For most of the time since moving to London I have worked as restaurant staff. Having studied management theories in class I can now better classify how my workplace is managed by my boss. It is a strange mixture of a personal relations model and scientific management model. 
We have very clear step by step procedures on how to prepare, and mostly importantly how to maintain hygiene during the whole preparation process. I was given the handbook on this matter given to me to read when I started working and I found some of the procedures to be written in too much fine detail. For example, how to tie the garbage bags so foxes don’t get into them. However, looking back the handbook now it makes sense. We did have a relatively high turnover rate as many of the employees were often students looking for a part time job and otherwise it would have taken too much time to get them ready for work. 
On the other hand we also operate as a small company where everyone gets direct face to face interaction with everyone else, so this makes the feedback and positive reinforcement from each other very much a given as there isn’t enough people to form a highly rigid hierarchy.
And this bring me onto the main realisation that I came to after studying this module. Despite there being many methods of management, it is unlikely that an organisation big or small would rely completely on a single one. It just wouldn’t be feasible, for example if the managers set a completely bureaucratic and rigid system for the employees who would provide feedback about the managers themselves? A successful organisation needs to find ways to make all their available resources work in conjunction. 
In our small restaurant with close to about ten staff members, if we were treated badly and this would generate a high turn over, and not limited to only the part time students but the experienced staff also. The restaurant owner could do well enough with new waiters but if the people in charge getting produce, cooking, accounting, shift management, if those employees were treated badly and left, the business would struggle to replace them quickly. 
And from what I know from friends and family who work in other industries, although the higher managers might impose a very strict procedure at some point eventually they will have treat employees with respect and listen to their feedback. Or as the Bertakanfy explains in his management theory, if the members of a system are not in communication and understanding each other its unlikely the organisation will be successful. 
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For a training exercise in my abilities to think critically, I tried think of the situation on management in the restaurant from the possible viewpoint of my boss, what might he think of it.
I have been told in passing conversations with the restaurant owner that there was a time back when he started the business that he used to do things very differently, this is he would indeed try to follow a very rigid system after reading a management book on the scientific management system. That at that time he had personally written the first draft of the restaurant handbook and that it was actually much more pedantic at the time. However, after a few years of him managing the restaurant he realised that his employees were the better judges of the small details that they encountered on their work shifts. Not asking them for, or otherwise giving them a way to give their feedback was making many employees unhappy because they were having to do tasks that were inefficient and actually ending up having to do more work than necessary. Ultimately causing people to complain and leave the organisation. 
That’s when he started to slowly allow the more permanent staff members to give their feedback and eventually letting them be in charge of writing the handbook (with his supervision). As this went he realised that actually treating the staff, even the part time students with a bit more care and giving time to listen to them and this seemed to help keep everyone happier and reduce turnover a little bit. 
So his ultimate conclusion was that there needs to a rigid system or the health inspection organisation would shut down the restaurant, but that it needed to take into consideration people attitudes and how the employees believed how they should be treated. 
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After having done my research into the topic of how management theories are applied in the work place, how individual people beliefs, attitudes and values are then affected by the management styles and how a mismatch between the personal characterises of an employee and the management style can lead to problems for the organisation, I have come to the conclusion that I believed would be the most likely. 
That in todays workplace, it is not viable to have a single mentality on how to manage employees you need to balance the attention that is given to the work it self and the attention given to the employee, otherwise the beliefs, values and attitudes of employees might not line up well the organisations aims and over time cause people to leave or not work at their best. 
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