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[bookmark: _Toc534578383]EXECUTIVE SUMMARY 

Employees are the most important assets of the organization. The performance and attitude of the employees can affect the organization as a whole. People management is the most important task of the manager in the workplace (Noe et al., 2006). It requires leading, motivation, training, inspiring and encourage. The people management strategies are also referred as human resource management strategies which are focused in this report in the organization Aetna. Aetna is a managed heath care company which is American based. The company sells customer directed health insurances and traditional insurance plans. There are people management strategies that are followed in this complex business environment which includes wellness, safety, employee motivation, diversity, ethics, administration, communication and most importantly training (Bassett-Jones, 2005). In this report, the focused areas that are human resource based includes the ethical decision making process and diversity policies in which a thorough research has been conducted by reviewing the articles and different published research papers as well as text books for literature evidence. Literature evidence and review is required to justify and support the relevant knowledge regarding diversity policies and the ethical decision making process details in the organization. 
By the findings of the research that are observed, it is highly recommended that the awareness regarding both the diversity policies as well as ethical and moral principles and philosophies is required to be known by each individual of the organization so there are no problems occurred due to this reason. However, it is also recommended to provide proper training to each of the individual to acknowledge how much each of the employee knows regarding the company policies. Thus, in this report I have focused upon the theories, frameworks, principles and conducted research regarding the people management issues of diversity and ethical decision making. The research that I have collected is relevant and recommendations are appropriately justified. 
[bookmark: _Toc534578384]INTRODUCTION

The main elements that tend to effect the growth and development of the company are the working bodies of the organizations often called as the essential financial assets. According to Bilgundi (2013) the most challenging and complex aspect which draws a thin line between success and failure for the company is people management. However, according to Shields et al., (2013) in the complex working environment, the management is highly challenging for the managerial bodies. In order to acquire sustainability, the company has to go through challenging complexities regarding people’s management to achieve their objectives. In this report I aim to identify contemporary issues within the people management field. Furthermore, I have used frameworks, principles, tools and techniques in order to envision the issues of organization in a thorough manner. The organization that is focused in this report is Aetna: healthcare financial services. This report contains literature evidence and the conclusions are derived from the findings of the research. By proper consideration of the findings, recommendations are made which are detailed and presented along with the implementation plan for executing recommended changes. Although, a complex business environment is being addressed in the report which has main HR issues but only two contemporary issues are focused in this report. Also, the existing potential advantages of “The Aetna Way” are also discussed in this report.  
According to the research by Rohlfer et al., (2016) the effect of people management policies and practices is quite extensive upon the performance of an organization as well as its success rate. However, it is argued by Noe et al., (2006) that the desired goals and objectives of the company cannot be achieved without proper implementation and measuring of people management policies and practices in a complex work environment. The two contemporary issues that are focused in this report are the diversity policies of the organization and organizational ethics or ethical decision making that are followed in the work environment. Diversity is said to be a phenomenon that was considered to be an employee related issues in terms of  gender and race. By a diverse workplace it is meant that the employees in the environment differ in regards of race, ethnicity, political beliefs, education, gender, socio economic background, geographical location and sexual orientation. The company Aetna is observed to have the diversity issues from the beginning of the company (Aetna, 2009). Whereas, ethics in the workplace can be defined as  those moral principles that drive the behavior of an individual in the workplace. 
By ethical decision making process it is meant that the process evaluates and chooses from alternatives in such a manner which is consistent with the ethical principles. When ethical decisions are made, it is important that the unethical options are eliminated and best ethical decisions or alternative is selected. Firstly, I have identified theories, frameworks and related principles according to the issues that are being addressed. However, the issues I have identified are subjected to the primary research conducted in a qualitative manner. The findings that are conducted from and recommendations are made from these findings. Furthermore, I have given recommendations concerning the issues along with the justification and alternatives to the problems being addressed. Finally, conclusions are drawn in which I have pointed out all the achieved objectives of the report and expected outcomes that the implemented recommendations can have.  
[bookmark: _Toc534578385]AIMS AND OBJECTIVES

The aims and objectives that are required to be achieved in this report are presented as follows:
1. My first aim in this report is to identify the HR issues or people management issues in the complex work environment and critically analyze two issues from them.

2. The issues I have selected, that are required to be addressed are diversity policies and ethical decision making in Aetna. The aim is to analyze these issues in a critical manner and find out relevant literature, models, theories, techniques and frameworks so that solutions and alternatives can be discovered.

3. Furthermore, the findings are conducted from the focus group in a qualitative manner

4. Using and analyzing the findings that I have conducted, I have given recommendations for the betterment of the organization and solutions to the addressed issues. 

5. The final aim is to draw conclusions in which each objective is addressed.


[bookmark: _Toc534578386]LITERATURE REVIEW

[bookmark: _Toc534578387]MANAGING DIVERSITY AT AETNA

[bookmark: _Toc534578388]ECONOMIC CHALLENGES 2007-08

During the 2008 global crises, the economy of the US was weakened. This weakening caused turmoil in the financial markets across the globe. But, the business performance of the company remained solid. It was stated by the chairman of Aetna that, Aetna continues to win in the marketplace which is achieved by offering a wide range of products as well as providing excellent customer services (Nambiar et al., 2013). At the time of crises, the strategy used by the company included the awareness of healthcare. The company remained proactive at state levels and national levels in terms of promoting the issues such as increased affordability and accessibility of healthcare as well as improve quality for the individuals. 
[bookmark: _Toc534578389]2009–2011 HUMAN RESOURCES STRATEGY 

In the period of 2009-2011, the human resource strategies or people management strategies followed by Aetna included:
1. The enterprise strategy statement of the organization was: “In order to meet the requirements of the target customers, Aetna will provide cost-effective and high quality health as well as related solutions that can leverage the information” (Aetna, 2009)

2. The 2009-2011 human resource management strategy statement was: “In order to sustain industry leadership human resources will be held accountable for the modification and advancement of a high performing and diverse workforce. 

Aetna’s diversity strategy is somehow very closely related to the human resource strategy described above. 
[bookmark: _Toc534578390]MEANING AND PURPOSE

Diversity management in an organization refers to the actions of the organization that are taken to promote the greater involvement or inclusion of the employees from diverse or different backgrounds into the structure of the organization by the help of specific policies and programs (Bassett-Jones, 2005). Those organizations that are adopting diversity management strategies are bound to hire diverse employees due to the increasing diversity across the globe (Prieto et al., 2009). Organizations often design different types of strategies in order to manage the diversity in the workplace and gain diversity reputation. However, the employees who are from different cultural backgrounds are subjected to policies such as promotional policies, retention and inclusion policies (Noe et al., 2006). Diversity celebration is considered at Aetna to be valuing and appreciating the differences of the individuals. Managing diversity is said to be developing a heterogenous workforce that can help in creating such an environment where individuals that are diverse have no advantage or disadvantage. Managing diversity aims to maximizing creativity, productivity and commitment of the workforce as well as meeting the requirements of the diverse customer groups too (Prieto et al., 2009). Diversity does not only restrict to age, gender, ethnicity, but also upon the diversity of background, training, generational identity and functional experience (Armstrong and Taylor, 2014). 
In the case study, there are two key drivers that are mentioned in the Aetna’s corporate strategy which aims to pursue diversity:	
1. Growth opportunities to be followed in non-traditional and targeted growth markets
2. Need of such an organization that tends to understand and reflect the consumer base that it serves (Hresko and Haga, 2012)
[bookmark: _Toc534578391]FRAMEWORKS

In this report, I have presented two frameworks which represents different variables that have an effect on the diversity management and these models also show that how to manage the diversity in the organization in a step by step procedure.
[bookmark: _Toc534578392]A PROCESS MODEL OF DIVERSITY 

The process model of diversity proposes that the dimensions of diversity has a negative effect upon the total interactive operations i.e. it is a reason of generation of conflicts between the groups. However, at the same period of time, it is by Atyah (2016) suggested that the dimensions of diversity may also have some affect upon the decision making processes in a positive manner. This leads to performing of tasks in team working, which can have a positive reflection on the organizational results and leads to high satisfaction to the work as well as increases in the productivity in the organization (Atyah, 2016).
Dimensions of diversity:
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Figure 1: By Atyah (2016), workplace diversity in organizations conceptual framework
The figure represented above shows that there are several factors that have the affect upon diversity management. Diversity management can be controlled by controlling the factors that are affecting. However, the organizational outcomes such as work performance, work attitudes and work behaviors are also affected by the dimensions of diversity (Sparrow, 2012).

[bookmark: _Toc534578393]CONCEPTUAL FRAMEWORK OF DIVERSITY

This conceptual framework of diversity that is presented below shows the relationship of organizational performance and diversity management. This shows that how diversity management level can affect the performance of the organization. This framework also supports the interactional model of the influence of diversity management upon individual career outcomes as well as organizational effectiveness. According to Prieto and Phipps (2009) This framework proposes the idea that an analysis must be conducted before reaching to any conclusions i.e. need analysis tends to assess the diversity dilemma or climate before making any kind of attempts regarding the training or diversity initiatives. This framework has a potential benefit for Aetna to follow as it allows the companies to design the diversity initiatives which are based upon the needs assessment.
Designing and implementation of diversity initiative or training based on needs assessment 
Needs assessment
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Figure 2: Showing the conceptual framework of diversity management linking to organizational performance
The main requirement for diversity management to be successful is that there needs to be a needs assessment that utilizes different instruments in order to examine the diversity climate of the organization (Sparrow, 2012). There are different strategies and techniques that can be designed by the companies to assess the climate of diversity before taking any kind of initiative. Hence, the first step is the identification of the climate of diversity issue (Prieto and Phipps, 2009). After the assessment of the climate, the second step is the most important. When the report is made, the managers can, if required, can make a plan, develop, implement and test a properly designed need based training program in order to improve the diversity management practices of the institution. 
According to Prieto and Phipps (2009) It is proposed by the framework that for effective training program designing, there is potential need for the conducting the analysis by the need based assessment. Any kind of diversity issues related to age, ethnicity, gender, race or cast and even the ethical consideration can be assessed by the help of needs assessment. It can be seen in the figure 2 that when the organizations have less supportive diversity climate, they must design a diversity initiative or training based on the analysis by needs assessment. It is also anticipated by the conceptual framework of diversity that, organizations that have a supportive diversity climate and utilize the heterogenous teams or diverse kind of teams for carrying out day to day operations in the workplace would be less creative or innovative (Caldwell et al., 2005). It is suggested by the framework that the minorities or diverse people must be on the management teams to gain a diversity reputation. Finally, it is compared and proposed in the framework that those organizations that have the diversity climate supportive in the workplace are suspected to result higher organizational performance rather than the organizations that have a less supportive diversity climate in the workplace (Gilbert et al., 2005). 
Team work and assigning challenges in management positions to the employees in the organization are capable of reducing the diversity issues in the organization. Furthermore, phenomenon like employee engagement is also capable of reducing the diversity issues in the organization (Human, 2005). However, practicing both the employee engagement and working in teams have high effect upon the overall organizational performance. 
[bookmark: _Toc534578394]ETHICS AND ETHICAL DECISION MAKING AT AETNA
[bookmark: _Toc534578395]MEANING AND PURPOSE 

Ethics is said to be a set of values that demonstrates what is right or wrong. The ethical decision making process requires consciousness, to act consistently  and competency i.e. developing alternatives or evaluating information and commitment, desiring to do the righteous thing regardless of the cost (Tyson, 2014). The ethical decision making process in the organization refers to such a process in which choosing and evaluating of alternatives in such a manner which is consistent with ethical principles. When making such ethical decisions, it is highly necessary to eliminate and perceive unethical options and choose the best possible ethical alternative. The good decisions that are made are both ethical as well as effective for the organization. The ethical decisions demonstrate respect, generate and sustain trust, fairness, responsibility and caring and provide a basement for making better decisions.
[bookmark: _Toc534578396]ETHICAL DECISION MAKING AT AETNA: THE CODE OF CONDUCT

One of the main ethical challenge that is faced by Aetna is that the ethics of the company does not meet personal ethics of employees or stakeholders. However, it is highly significant that the personal values must meet the stakeholder or societal values. If not, this case is capable of creating complex challenges in the work environment. Aetna has always been focused on perfecting its code of conduct and managing the ethical considerations in an effective manner (Hresko and Haga, 2012). But, not all the employees responsibly follow “The Aetna Way” for which the organization is striving to train employees such a way that each of them must follow the designed ethical policies. It is stated by Aetna that in their organization the decision making process is ethical and doctors, nurses and other medical professionals work in a collaborative manner to make a decision (Gelles, 2015). However, due to cases of neglecting patients care by Aetna and not paying attention to the details shows that the employees are not following the ethical rules of the organization which lowers the image of Aetna. 
The Code of ethics by Aetna is quite thoroughly designed but is not properly followed. In the company policies of Aetna, there is a code of conduct which is titled as “Excellence in integrity” which includes the working definitions of ethics under title of “Our ethical decision making framework” (Gelles, 2015). This section shows “The Aetna Way” by which all employees are required to be guided. This “way” includes:
1. All employees are open, clear and honest
2. All employees keep their promises
3. All employees are fair in dealing with others
4. All employees aim in upholding the legal requirements that are mandatory by the organization  (Nambiar et al., 2013)
Aetna is in need for better ethical decision making framework. This can be achieved by providing proper training programs to the employees and individual supervision of each employee so that the code of conduct is not broken. Aetna tends to follow ethical decision making more and is more likely to avoid making any unethical patterns and decisions (Gelles, 2015). The framework that is followed by the organization is based on four steps, recognition of issue, making judgement, establishing moral intent and engagement in behavior. The dimensions of the moral intensity are considered by the organization at every step that is taken in the process of ethical decision making. Decision makers are required to spread awareness regarding the changing or modified ethical or moral policies of the organization  (Nambiar et al., 2013).  
[bookmark: _Toc534578397]ETHICAL DECISION MAKING FRAMEWORK

There are four main ethical levels in the organizations.
1. Societal issues
2. Stakeholder issues
3. Internal policy issues
4. Personal issues
The first level to be concerned is the societal issues. These issues concern the global level issues which are not addressed by all the companies. However, global issues may also include the concern for the environment which can fulfil the first narrow level of the pyramid. This level may require social awareness by the company or empathy (Brown, 2010). The second level of organizational ethics is the stakeholder’s issues. Stakeholders are those people that are affected by the actions of the company. In this level, the organizations are required to deal with the policies and practices that can affect employees, customers, suppliers as well as the people in the community. The third level of ethics is internal policy issue. The main concern at this level is the quality of relationship between the company and employees and the ethical values being practiced between them. Fairness in employee participation, payment and management are considered to be all ethically practiced internal policy issues (Tyson, 2014). In order to attain best results in the organization, the organization is required to create such policies which are beneficial for both the company as well as the people working in it. 
The last level of the ethical levels of organizations is the personal issues. These issues deal with how the customers are treated in the organization or other people that are attached to the organization. Such as not completing the responsibility and increasing work of other employee is unethical personal issue. Practicing ethics in the organization can increase the trust and team work in the workplace. This level is the most controlled in the organization. To increase positivity, the organizations are required to be more aware regarding this level.


Figure 3: showing the organizational ethical levels
By considering these four levels of ethics in the organization, Aetna can easily manage its ethical aspect of the organization. By being acknowledged about the ethical structure of the organization by this framework, Aetna can renew its ethical policies and code of conduct accordingly. However, by evaluating each and every level and its importance, the ethics can be followed in an appropriate manner by all the working bodies of the organization and “The Aetna Way” can be modified as well (Gelles, 2015). 
[bookmark: _Toc534578398]THE CONTINGENCY FRAMEWORK OF ETHICAL DECISION MAKING

The framework was presented by Thomas Jones in 1991. The contingency framework that is proposed is basically multidimensional, contingent in nature and process oriented. The variables of this framework can be divided into two variables i.e. organizational and individual contingencies (Ferrell and Greshman, 1985). The individual variables consists of socialization characteristics and personal background which may also include the business experiences or educational experiences. The contingency framework  of ethical decision making shows that there are many factors that can effect the ethical decision making process in the organization that are taken by the individual decision makers. Such factors mainly include the individual factors which comprises of knowledge, attitudes, values and intentions. Whereas, the organizational factors includes opportunity factors and significant others such as differential association, corporate policies, professional codes and punishments of rewards. Individual factors are mainly posited when they are interacted with the organizational factors to influence individuals that are involved in the ethical or unethical process of decision making. 

SOCIAL AND CULTURAL ENVIRONMENT

ETHICAL ISSUE OR DILEMMA

INDIVIDUAL DECISION MAKING

INDIVIDUAL FACTORS (KNOWLEDGE, VALUES, ATTITUDES, INTENTIONS)

OPPORTUNITY (REWARDS/PUNISHMENT)
  
EVALUATION OF BEHAVIOUR (ETHICAL OR UNETHICAL)

BEHAVIOR








Figure 4: showing the contingency framework of ethical decision making in organizations
The contingency framework for the investigation of behavioral results of ethical or unethical decisions across different situations and factors is shown in the figure above. The basic elements of the contingency framework includes 
1. The cognitive structure of an individual which comprises of values, beliefs, intentions, attitudes and knowledge (Ferrell and Greshman, 1985)
2. The significant others is the setting of an organization
3. Opportunity for action
The framework above specifies that there is a relationship between the behavioral outcome of the ethical issue with the interaction between associated characters and the nature of the ethical situation. With the organizational environment and individual. It is proposed by the framework that the more people have awareness regarding the moral and ethical policies of the organization, the more they are focused towards the implementation of these values in the organization which can increase the ethical following in the workplace (Ferrell and Greshman, 1985). When these moral and ethical policies are well explained and known then ethical decision making process is enhanced. However, these ethical and moral philosophies can be learned by the help of socialization which includes social groups or formal education. It is also proposed that the ethical or unethical decisions or behaviors of employees are affected by the cultural backgrounds. Considering and concerning the organizational factors it is proposed by the framework that the ethical behavior of the administrative or managerial bodies is affected by the role sets or ambiguity of responsibilities with the people at same level. It is suggested by the contingency framework that unethical behavior is likely to be increased when unethical patterns are followed to make contacts with the ethical patterns (Caldwell et al., 2005). 
[bookmark: _Toc534578399]RECOMMENDATIONS 

The code of ethics, code of conduct must be modified by Aetna. It is required by the company to consider the ethical frameworks and renew the ethical policies in the workplace in order to attain sustainability in the organization. 
[bookmark: _Toc534578400]INCREASE IN AWARENESS OF MORAL AND ETHICAL PHILOSOPHIES
people are required to be more aware of the moral philosophies in order to make ethical decisions as knowledge about the philosophies increases its implementation in the workplace. These moral philosophies can be learned by the help of training provided by the organization. It has potential benefit in contributing highly towards the ethical decision making process of the organization.
[bookmark: _Toc534578401]TRAINING AND DEVELOPMENT PROGRAM REGARDING DIVERSITY AND ETHICS

As is acknowledged by the research that I have conducted above that diversity and ethics has low awareness and practice by the employees in the complex business environment. The employees often tend to ignore the code of conduct which is sometimes left unsupervised. However, this factor can be changed effectively by the help of training and development program initiated by Aetna (Hresko and Haga, 2012). Training has a potential benefit of making the employees be aware of the policies and modified code of conduct of the organization which can be practiced during training so that it can also be implemented in the real scenario. Furthermore, it is important that in the training and development session, each employee must be assessed about the knowledge they have regarding the ethics and diversity policies of the organization. 
[bookmark: _Toc534578402]EMPLOYEE MOTIVATION

Employees are required to be motivated in order to move the organization towards success. The two factors that I have considered in this report are ethics and diversity which are the critical aspects of the Human Resource area. Employees are needed to be motivated by the managers for following the rules and regulations of the workplace that are designed (Tyson, 2014). Furthermore, the employees are required to be assessed if their ethics level meet the organizations ethical levels or not. However, in order to assess something like that the employees are required to be told the objectives of organization which should match objectives of employees. The potential advantage of implementing different frameworks for the employee motivation can lead the organization towards success as well as sustainability. 
[bookmark: _Toc534578403]FOLLOWING ETHICAL DECISION MAKING FRAMEWORKS

Ethical frameworks has a specific set of procedure which is quite easy to be followed by the organization. If the ethical decisions are made by utilizing the step by step procedures, then the chances of unethical decisions would be reduced. Following one step at a time can increase the ethical consideration in the environment which is quite beneficial for the workplace. The advantage of following the ethical framework and focusing critically upon the ethics of the organization can help in gaining reputable image in the marketplace and in the eyes of customers. 
[bookmark: _Toc534578404]UPDATING THE AETNA WAY

The Aetna way which is supposedly followed by each of the employee at Aetna is recommended to be modified as it is observed by the research that I have conducted that not all employees follow the code of conduct made by Aetna as well as the ethical consideration points. Taking into account the number of lawsuits which are filed against the company due to ethical as well as diversity issues, it is important for the company to maintain its image and update the Aetna way which must be strictly followed by each and every individual in the workplace. Or, if the traditional way is desired to be followed by Aetna then it is recommended that the four core values of the Aetna Way are followed strictly which includes integrity, excellence, employee engagement and accountability.
[bookmark: _Toc534578405]EMPLOYEE ENGAGEMENT MANAGINING DIVERSITY

Managing diversity is quite a challenging aspect in the complex business environment. As Aetna play by its rules and has a properly designed Aetna Way in which employee engagement is one of the four core values of the Aetna Way. However, diversity management can be effectively enhanced by the help of employee engagement (Redman and Wilkinson, 2009). It is observed in the research that I have conducted that employee engagement in Aetna decreases the chances of diversity issues in the workplace. Whereas, in my opinion and recommendation, employee engagement can be used as a tool to manage diversity in order to increase value diversity, build confidence and lead people to success.

[bookmark: _Toc534578406]MANAGING DIVERSITY BY ENHANCING SENSE OF BELONGINGNESS

Sense of belongingness in the environment is the basic factor of that is required by each of the individual. In the complex business environments, the diversity is main issue (Burke, 2016). This issue is recommended to be solved by the help of increasing the sense of belongingness in organization. According to the research I have conducted above, diversity is observed to be managed when an employee is considered to be important by the organization. If there is less sense of belongingness, then diversity is not managed and diversity issues are more likely to arise. However, when there is high sense of belongingness the potential benefits includes that diversity is managed and there are no conflicts in the workplace. 
[bookmark: _Toc534578407]CONCLUSION

In conclusion, diversity and ethical decision making are two broad issues of the human resource and people management strategies which are required to be addressed in a proper manner. The report can be concluded here by stating that it is recommendations must be followed by Aetna to improve the Aetna way to avoid any kind of future conflicts in the organization. However, not only that but also the managers of Aetna must be facilitated to supervise each and every issue concerning the people management especially the diversity issues as these are the top most priority when it comes to complex business environments. Furthermore, conceptual framework of diversity shows that how diversity affects the organizational performance. It shows that how much important it is to manage the diversity in the organization. 
The diversity reputation can be gained by facilitation of employee engagement, increasing sense of belongingness and assessing the climate of the diversity dilemmas and issues in the organization. Every issue is required to be addressed in a strict manner by the managers at Aetna in order to maintain their diversity reputation. Along with following the Aetna way, the company is required to follow the other modified ways by which it can move forward. As the financial crises were survived by the company, further upcoming crises can also be survived if the people management strategies are strong. Finally, the research can be concluded by stating that employees are the main financial assets of the organization, the successful plan and advanced strategies for effective people management can lead the organization to success. As mentioned above, each of the point that is claimed in the research and recommendations can be achieved by properly designed training and development programs which can be done by proper assessment of the situation at first. It is quite challenging in the complex business environment but it leads to high success.
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