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[bookmark: _Toc92470439]1. Introduction
[bookmark: _Int_UjYPis8K]The following report considers the role of critical thinking in the workplace, why we make decisions and how we can utilise tools to aide critical thinking and asses influencing factors which lead to us making a decision. 

[bookmark: _Toc1810296324]2. Defining Critical Thinking
 “Critical thinking is the art of making clear, reasoned judgements based on interpreting, understanding, applying and synthesising evidence gathered from observation, reading and experimentation” (Burns & Sinfield, 2022) 
Critical thinking goes back to Socrates approximately 2,500 years ago. Using probing questions, he discovered people could not always  justify their claims to knowledge. His questioning was later named “Socratic Questioning” (Paul et al., 2019)
Examples are taken from the book The Thinker’s Guide to the Art of Socratic Questioning by Richard Paul & Linda Elder (2016) (Paul & Elder, 2016) 
Clarification Questions-
·  "What do you mean by that?", 
· "Could you explain further?",
·  "Can you give me an example?"
Probing Assumptions
· "What are you assuming here?"
· "What could we assume instead?"
· "How did you choose those assumptions?"
Probing Reasons and Evidence
· "What evidence supports this idea?"
· "How do you know this is true?"
· "Are there any reasons to doubt this evidence?"
Exploring Alternative Views
· "What other viewpoints are there?"
· "How would someone who disagrees respond?"
· "What’s the counterargument?”
Questioning Implications and Consequences
· "What are the consequences if we take this action?"
· "What might happen if we don’t follow this logic?"
· "How does this affect other areas?"
Some famous critical thinkers have changed the world with their ability to think differently and challenge theories. Some of the most famous are Albert Einstein, Charles Darwin and Galileo Galilei (Team, 2019) 
Now in modern times it is often used in the workplace to think reasonably, consider and remove your own personal bias and to avoid emotional responses and opinions (PMC Training, 2023). Employers often will look for critical thinkers and use it as part of recruitment processes as it enhances decision making and boost workplace efficiency. (Curci, 2024)
Example of step-by-step critical thinking in the workplace (Psychology, 2023)
· Spot the problem- identifying something which needs improving that isn't producing the desired results. 
· Collect clues- gather information throughout a range of sources- research, books, examples, people's perspective etc. 
· Break it down- assess all the clues and consider different angles and how they link together
· Check the clues- check sources are credible, consider bias and fact check 
· Make a guess- think of answers and solution based on what you have gathered so far.
· Explain your work- show your work to others and explain how you came to your conclusion
· Check your work- repeat steps, allow for others to challenge your results and consider anything which may have influences your results. 
· Define critical thinking using scholarly sources, showing evolution of the concept and its relevance to the workplace.)
In summary critical thinking goes beyond the surface and asks questions such as ‘How?’ or ‘Why?’. Noncritical thinking looks at information at face value. (Believe in mind, 2023)

[bookmark: _Toc1016700541]3. The Role of Critical Thinking in Workplace Decision-Making
Critical thinking in the workplace is essential for making decisions and problem solving. It involves exploring more than the surface level of information and is about analysing and assessing information, evaluating arguments and considering different perspectives to create a well-informed conclusion. (Team Zorgle, 2025)
Below is an example of a side-by-side comparison of Critical Vs Noncritical thinking based on information from ‘Critical thinking’  (Paul & Elder, 2015) 
	Critical Thinking
	Non-Critical Thinking

	Checking information and facts from different sources 
	Accepting the first piece of information you find.

	Looking at several possibilities and comparing the pros and cons.
	Choosing the easiest or most common option without exploring other options.

	Considering if personal biases might have an influence in the decision.
	Not considering biases and acting on preferences 

	Reflecting on the outcome
	Not reflecting on the outcome and just moving forward

	Seeking feedback 
	Not seeking feedback 



Some examples of scenarios where critical thinking should be applied. (Hong, 2019)

· Problem solving- where as some would go straight to finding a solution- critical thinkers assess the whole picture asking a series of questions and checking several sources. Without fully understanding the problem- it's difficult to come to the right solution. 
· Risk assessment- this includes health and safety, legislation, rules and regulations and policies. When applying critical thinking these are factors to consider. Ensuring they are followed protects the company and its employees. 
· Data analysis- whereas computers and AI can be used to collect data- it is a human skill to analyse it. Part of this is checking the data for inaccuracies, finding solutions, or identifying trends. 
· Talent hiring- objectively considering Cvs and applications and being aware of any biases you may have when considering candidates. In addition to the company benefit from a wide range of employees- if a bias is proven it can have a negative effect on the company's reputation and legal repercussions. 
Research shows critical thinking is widely desired by employers; however, a counter argument should also be considered. Some research shows critical thinking could lead to
· Potential for Overthinking and Indecision: Critical thinking can lead to uncertainty and indecision. When individuals analyse problems from every possible angle, it may become challenging to reach a decision, potentially slowing down decision-making processes. (Pradeepa, 2023)
· Conflict with Organizational Hierarchies: Critical thinkers often question existing processes, which might not always be a priority to some organisations. Critiquing organisations way of working could be an unwelcome challenge or distractions to the job which needs doing. (Recruiter.com, 2024)
· Ambiguity- some organisations see critical thinking as the ability to analyse data which would be desired- however some see it as challenging the status quo of the organisation- which may not be desirable, especially at lower levels 
(Montini, 2014)
In summary- critical thinking is widely desired and the evidence shows it is useful and highly encouraged in the workplace. There is the consideration of overthinking and unclear expectations, however now more than ever, evidence suggests critical thinking to be the way forward for most organisations. 
[bookmark: _Toc1313991224]4. Critical Thinking and Problem-Solving in Workplace Contexts
Research show critical thinking is essential in the modern workplace due to the rapid changing environments most organisations find themselves in. The want for new ideas from employees is high to stay ahead of competitors. (Carey, 2016). It is also commonly used to solve problems in the workplace. A problem can consist of nature, scope and impact
· Nature- what is the nature of the problem?
· Scope- what is affected by it?
· Impact- how are they affected?
Some examples of workplace problems are
· Staff moral
· Low performance
· System issues
· Poor communication
· Resistance to change
· High absence rate
· Low sales
According to Sohail (2024) Having an organisation which encourages its employees to apply critical thinking encourages 
· Better Decision Making: Critical thinkers make more informed and rational decisions.
· Improved Problem Solving: It helps in identifying root causes and developing effective solutions.
· Enhanced Creativity: Critical thinking often leads to innovative ideas and approaches.
· Effective Communication: It allows for clearer and more persuasive communication of ideas.
· Reduced Errors: By thoroughly analysing situations, critical thinkers are less likely to make mistakes.

To summarise the book Critical thinking: tools for taking charge of your professional and personal life. Ft Press.  (Paul & Elder, 2014) describes the below as an example of a workplace problem where critical thinking can be used
Situation- A manager notices that team productivity has been decreasing over the past few months and is unsure of the cause.
Action- They would apply critical thinking practises by assessing the root cause to the problem by reviewing data, meeting with employees and considering external factors. They would then evaluate the information as assess possible solutions and narrow them down to the most effective. 

[bookmark: _Toc589786484]5. The Influence of Biases and Assumptions on Workplace Decision-Making
[bookmark: _Toc1110447666]5.1 Values, Attitudes & Beliefs
Kumar (2023) suggests critical thinking consists of considering if any personal influences are affecting a decision. A key factor in this is a person's values, attitudes and beliefs. Kumar goes on to describe that:
· Attitudes are as constructs that show a person like or dislikes to anything. It ranges from like, neutral and dislike. It consists of three main components- emotion, behaviours and thoughts.  
· Values are the principles that influence people's lives. These are things like honesty, harmony or freedom. 
· Beliefs come in the form of spiritual, economic or political 
The three constructs affect decision making. For example, if someone believes something to be unethical- their attitude towards the situation will be negative. Research also shows that employees can become demotivated if the job or company do not align to their vales. In addition, the importance of a company acting on the values they advertise is important to employees- where lack of this lead's employees feeling mislead. (REED, 2020)
The influence our values have on our decision making goes deeper that surface level. Research by J. Turner (2024) suggests that not only do our values influence decisions at work but also in the everyday such as lifestyle choices and interactions with others. 
The below table from Turner’s research demonstrates examples of values and how they lead to decision making in the workplace
	Value
	Influence on Decision Making

	Integrity
	Promotes honesty and ethical choices, even in challenging situations.

	Compassion
	Drives you to consider the welfare of others, often leading to altruistic or supportive actions.

	Achievement
	Encourages setting high standards and goals, often resulting in ambitious and driven behaviour.



In summary- a person's decision is not only based on the evidence received or the choice to make, but from other influencing factors which play a part when it comes to deciding what is best for them. 
On reflection- my own values and beliefs have played a part in my decision making at work. An environment where honestly, fairness and consistency are the driving force to my decision making when choosing a job. From experience working in an environment which does not align with my values effects my moral and motivation. 
[bookmark: _Toc599197323]Generational differences 
A generation is defined as “people of about the same age within a society or within a particular family” (Cambridge Dictionary, 2024)
The current generations in the workplace according to L. Webb (2023) are
· 7 million Baby Boomers (individuals born between 1946 and 1964)
· 4 million Gen X (those born between 1965 and 1980)
· 2 million Millennials or Gen Y (people born between 1981 and 1996)
· 3 million Gen Z (the youngest cohort, born between 1997 and 2012)

When considering values, attitudes and beliefs, it is suggested that each generation differs.
The below image (Morris, 2021) shows an overview of each generation in the workplace with an emphasis on how technology has played a part in their differences.
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This shows where Baby boomers prefer face to face interactions, millennials and Gen Z are comfortable with using the latest technology. Millennials want to lead and baby boomers want to mentor younger age groups. Their preferences may affect a person decision making process and cause them to lean towards someone with the same preferences as them. This research goes on to show the differences in what attracts each generation when looking for a job. 
· Gen Z- will research the company and expect it to have a good online presence and modern tech. They will want the workplace to offer stability, a culture which embraces change, allows independence and has a collaborative and active workplace. 
· Millennials- are also tech friendly. They want to lead so promotion will be something they will look for. They value purpose, flexible hours and being judged on the quality of their work over the hours they do. 
· Gen X- prefer face to face communication, they want to feel valued and judged on their experiences and longevity. Worklife balance will be important as many Gen X will have caring responsibilities. 
· Boomers- prefer systematic and traditional workplaces and a ‘job for life’. They want to see reward and recognition in the form of ceremonies. They are happy to take on mentor roles even if not linked to promotion. 
A counter argument for this is evidence is an article by T. Brower for Forbes (Brower, 2022). This suggests that ‘Life stage’ is a driving factor for employees not just their generation. For example, one who is single with no children may only consider career advancement with no need for consideration for childcare support or flexibility - however those who have children may see this as a priority. Where age naturally plays a part in this example, it suggests that it isn't only the generation a person is in which affects their values- but also their life stage. 
As a millennial, I can relate to the preferences of working flexible hours and the want for purpose in my job roles. I have also experienced working with the different generations and can see where conflict arise when preferences don't align.
Where it can be argued everyone wants to work flexible hours and get paid well, and it's obvious priorities change depending on where you are in life, research strongly shows that the different values and belief systems each generation has plays a role in how they choose a job and how happy they are in it.
[bookmark: _Toc1887296498]5.2 Examples of Bias in Workplace Scenarios
Bia’s is the preference for certain types of people, groups, idea or concepts that influence judgements or decisions. (Gould, 2023) 
In the workplace this can look like choosing to only work with people of a similar background or only wanting to consider a friend's idea in a team. Gould goes on to explain the different bias’s in the workplace.
Attribution bias
· Consistently blaming others for problems or failures
· Being overly critical of others
· Excusing our own mistakes without reflection
Conformity bias
· Vocally agreeing with others even when you inwardly disagree
· Not sharing your own thoughts and feelings out of fear of being “ousted” or judged in a group setting
· Going along with a group that’s acting irresponsibly or cruelly when you know inwardly the behaviour is wrong
Beauty bias
· You judge others on their appearance
· You make assumptions about a conventionally attractive person’s capability
· You treat others better or worse based on their appearance
Gender bias
· Making assumptions or judgments based on gender
· Using gender-specific language
· Treating individuals differently based on their gender
Ageism
· Judging an individual's ability or intelligence based on age
· Not interacting with someone because they’re a different age
· Being rude or dismissive of others due to their age
The contrast affect
· Comparing one person to another
· Failing to focus on objective criteria when making decisions
· Not considering the context of your evaluations

 According to CPD online, (2025) acting on bias in the workplace not only is unethical by many standards, but it also reduces the talent pool when recruiting and creates a workplace where employees feel undervalued and excluded.  This article focuses on implicit bias- however the result of these specific biases and others has the same outcome 
Research by Glass door.com (2018) backs this up stating ‘Workplace bias takes many forms, but the result is always the same: parts of the workforce are unfairly excluded from experiences and opportunities for which they are qualified.’  
This research goes on to explain some bias fall under the unconscious bias category- where the brain has made a short cut decision based on predigest decision which is familiar. This type of bias is usually the hardest to correct. 
Conscious bias is defined as ‘the attitudes, and behaviour's that people intentionally exhibit towards certain groups based on their identity. This includes their race, gender, religion, ethnicity, or sexual orientation’ (Develop Diverse, 2020) Which is where an individual makes choices based on their own preferences and experiences. 
In summary- when decisions are made ignoring bias’s it stops the individual from critical thinking by not thinking outside what they currently know or feel. 
[bookmark: _Toc1473265795]8. Strategies to Mitigate Bias and Promote Effective Decision-Making
When considering bias in the workplace- educating employees and acting when bias occur is important. Ways to manage bias in the workplace according to L.Callister (2024) are
· Be aware of your unconscious biases
·  Make considered decisions
·  Monitor your and your team's behaviour
· Pay attention to bias linked to protected characteristics
· Widen your social circle
·  Set ground rules for behaviour
· Avoid making assumptions or relying on gut instinct
·  Speak out if you notice bias 
· Apologise if you get it wrong
Where is can be argued that it's not possible to completely irradicate bias (Flynn, 2022) working to reduce and recognise it then acting when or before it occurs make a much happier workplace.
[bookmark: _Toc667526364]6. Application of Critical Thinking Frameworks in Workplace Scenarios
[bookmark: _Toc1353619465]6.1 Bloom’s Taxonomy
‘Bloom’s Taxonomy is a multi-tiered model that classifies thinking and educational learning objectives based on six levels of complexity’ (oneteacher, 2024) Blooms model shows the 6 stages of how we process cognitive information.  the six stages are Knowledge, Comprehension, Application, Analysis, Synthesis, and Evaluation as shown in the diagram below.
[image: ]
This model shows the cognitive progression in levels. Starting from the basic- remembering and understanding- up to evaluating and creating.  This model is encouraged to be used when applying critical thinking. The higher levels encourage individuals to analyse and evaluating encourages decision making decisiding what is fact of fiction. 
Below shows a revised version of the Bloom model using verbs to further describe each layer (communication theory, 2024)
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A workplace example of using this model can be demonstrated by the need to improve a system which is already in place
· Knowledge- learn about the system and how it currently works
· Comprehension - use it, become familiar with it and put it into practise
· Apply- apply what you already know in live scenarios
· Analysis- take the current system apart and look at it from all angles.
· Synthesis- create new ways to improve and trial and error different ways or working. 
· Evaluate- review and critique the new process. Gain feedback and make changes accordingly. 
[bookmark: _Toc1084629832]6.3 The RED Model
Another model to consider is the RED model (Chartrand & Flander, 2018)

[image: ]

This model allows the user to expand their though process even further.  
Recognise assumptions- this part of the model encourages the individual to assess where they are ‘assuming’ information is. This encourages the individual to look at their bias in some scenarios. For example- why do you presume person A will be better than person B?
Evaluate arguments- looking at different opinions, considering why things work and why some don't. In an interview example this could be assessing a candidate profile or interviewing. Why is this person suitable/ not suitable? 
Draw conclusions- this part is when you consider the first two and decide what to do. Hire or not hire?

[bookmark: _Toc1811285766]7. Case Study: Applying Critical Thinking to a Workplace Scenario
A workplaced example to apply critical thinking would be a conflict between staff mambers
Firstly, information would need to be gathered- using the Blooms model. This allows a person to start with the information at hand and move through the sections to fully critique the information presented. 
Considering one's own personal bias would also need to come into consideration.  Such as do you prefer one person to another (contrast effect) do you always take the side of one gender (gender bias)
Cosidering the two individuals' values and beliefs would be part of the investigation – is there is generational or cultural difference which is causing the difference. 
Using questions to further investigate the situation- like Socratic questioning both when gathering information, and when making an informed decision.  
Finaly once all infarmation is reviewed action can then be taken to manage the dispute. The RED model can be used at this final stage to ensure the decision is fair and critical thinking has been applied. 
When deciding what action to take a modle designed by the home office can be used (Home Office, 2021) This model allows further reflection on the decision and why it is being made
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[bookmark: _Toc866141948]9. Conclusion
Research shows that critical thinking makes a stronger and more efficient workplace. To enable critical thinking to be fully effective frame works, evaluation of bias and looking at information more than surface level enables a broader way of thinking. 
Some research argues overthinking causes delays in deadline and a critical workforce- research is stronger in suggesting it is a valued skill in the workplace. 
Using the below model (McLeod, 2024) I have evaluated my critical thinking abilities 
What- critical thinking is not only assessing information it goes deeper to your bias, preferences and subconscious decisions.
So what? To be successful in the workplace the above needs to be considered and critical thinking practises need to be put into practise to achieve the best outcome
What now? I will use the principles of critical thinking in my decision making, understand and explore my own bias and how it impacts my decisions.
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‘What Is Bloom’s Taxonomy All About?
A

Bloom’s Taxonomy is a multi-tiered model that classifies thinking and educational learning
objectives based on six levels of complexity. This model has always been considered like a

stairway where teachers encourage students to get up to the higher levels of the hierarchy.

Through the publication of the book called “Taxonomy of educational objectives”, in the year
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Generations in the Workplace Chart

The Silent
Generation

Born between
1928 and 1945

* Not familiar
with technology
Personal
interactions
Managerial
experience
Pension plans
are a priority

Baby
Boomers

Born between

il

946 and 1964

Traditional
recruiting
process

Face to face
interactions

Do not like
changing jobs
Prefer
mentoring
younger groups

Generation
X

Born between
1965 and 1980

Can adapt to
technologies to
some extent
Usually proud
of their industry
experience

e Financially
responsible
Self-reliant

Millenials

Born between
1981 and 1996

Tech friendly
Want to lead
Value deeper
purpose and
phylosohpy at
workplace
Want to be
judged by the
quality of work
and not the
hours of work

Generation

z

Born between
1997 and 2012

Extremely
comfortable
with the latest
tech

Looking for
stability
Prefer flexible
working hours
Prefer diverse
workplaces
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