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1. [bookmark: _Toc54136031]PESTLE analysis – Case study of Apple

Griffin (2020) stated that as an organisation sits in within the environment, its internal labour market and HR functions such as movement of talent or recruitment process would be affected by the factors from the external labour market. As a result, this evidence is aimed to evaluate the factors based on the PESTLE framework to reveal the possible effects of those factors on Apple’s ability to attract talent.  

Overview
While the exact way to define ‘talent’ in talent management might be still ambiguous, Armstrong & Stephen (2014) pointed out that the process of attracting and managing talent is to ensure that an organisation would have the right talent based on its need to achieve the desire goals. Nevertheless, Apple – world’s most valuable technology brand specializing in technological products and services (brand value of 352.21 billion US dollars (updated figure in August 2020 – see Figure 01 (Statista, 2020) for the further comparison with its competitors) with 137,000 employees (updated figure in May 2020)) and operating business globally (Forbes, 2020; Statista, 2020) – therefore, would not be the outsider of the ‘war for talent’ (originally formulated by Steven Hankin of McKinsey in 1997) (Keller & Meaney, 2017). 
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(Figure 01 – Values of the top 20 technology brand globally in 2020 – Statista, 2020)





PESTLE analysis 
	No.
	Factor
	Signal
	Impacts

	1
	Political
	Political nationalism: Fear of globalisation have led to the concern of job security for the local workers (Horak et al., 2019)
	· It results in the isolationistic or nationalistic policies regulated by the political leaders (Horak et al., 2019)
· Difficulties in attracting international talent/ workers for the multinational tech companies like Apple.
+ Ex: Donald Trumps’ ban on issuing H1B & the other foreign work visa announced recently raised the concern from the leading tech companies in the US such as: Apple, Google or Amazon regarding the shortage of elite talent, especially in the time of post-crisis because of the pandemic Covid-19 (Reuters, 2020)

	2
	Economical
	Globalisation (which is dedicated as ‘the increased movement of capital and labour, of finance, goods and services between countries’ (Edward & Rees, 2016, p4)): Intensified competition for talent between companies (Deloitte CFO, 2014)
	· An organisation would have to compete their local employment brands to solve the math of attracting talent in the countries which it is not based in (CFO Deloitte, 2014)
+ Ex: China market & huge Chinese competitors: Huawei, Alibaba, Baidu & Tencent (McKinsey & Company, 2019 - p63-65)

	3
	Social
	The changes/ the patterns regarding customers’ beliefs, behaviours and mindsets (McKinsey & Company, 2020) 
	· Company has to pay attention to what their customers care about in order to align with their tones and messages regarding how an organisation operates (McKinsey & Company, 2020)
+ Ex: The crisis of the global pandemic Covid-19 raised the concern of customer regarding how employers treat their employees providing the uncertainty caused, so it would be a company’s competitive advantage to be able to catch the customers’ thoughts to enhance their HR game which in this case is not about recruiting talent but to protect talent (McKinsey & Company, 2020).

	4
	Technological
	The dramatic growth of technology in AI, automation (Frey & Osborne, 2013).
	The threat of losing jobs to the low and unskilled workers because of automation and AI might lead to the displacement from people to machines at workplace, especially with the roles that do not require cognitive skills (Frey & Osborne, 2013).

	5
	Legal
	To mitigate the impacts of recruitment bias and enhance the diversity and inclusion in workforce, non-discrimination policies with the disclosure of personal data such as: disability, sexual orientation, and gender identity has been encouraged to be followed by the employers (CIPD, 2019).
	· However, besides the fact that it would help minimise the recruitment bias:
+ There is a fear of the employees that the disclosure of such kind of information might be the obstacles for their career path or the hiring process (CIPD, 2019).
+ Speaking of the employers, there is also the concern of the consent of those sensitive and significant information of their employees and the candidates (How to store and protect it safely) (CIPD, 2019). 

	6
	Environmental
	Corporate social responsibilities practices might have impacts on an organisation’s employer brand (Murray, 2018).
	· To understand how the importance of the features formulated the good employer brand would help the organisation in attracting more talent than the competitors in the field (Armstrong & Stephen, 2014). 


(Table 01 – Factors from PESTLE and its possible impacts on the ability of Apple attract talent – Le, 2020)

Horak et al. (2019) mentioned the so-called issue as ‘Political nationalism’ which illustrates the fear of globalisation as it has led to the concern of job security for the local workers. As a results, it requires the isolationistic or nationalistic policies regulated by the political leaders (Horak et al., 2019) to impose the restriction on immigration in order to ensure the security of job for the local citizens which on the one hand would secure the job opportunities for the locals, however, on the other hand would lead to the difficulties in attracting/ recruiting international talent/ workers for the multinational tech companies like Apple. 

For instance, Donald Trumps’ recent ban on issuing H1B (visa type for exceptional foreign workers in the US) & the other foreign work visa raised the concern from the leading tech companies in the US such as: Apple, Google or Amazon regarding the shortage of elite talent, especially in the time of post-crisis because of the pandemic Covid-19 when there would be a significant demand for talent for not only their business but the whole US economy to recover (Reuters, 2020). 

Regarding economical factor, globalisation (which was defined as ‘the increased movement of capital and labour, of finance, goods and services between countries’ (Edward & Rees, 2016, p4)) might pave the way to the intensified competition for talent between companies (CFO Deloitte, 2014). An organisation would have to compete their local employment brands to solve the math of attracting talent in the countries which it is not based in (CFO Deloitte, 2014). Take China & the huge competitors from this country: Huawei, Alibaba, Baidu & Tencent as an example as this country is not only the biggest customer of technology globally (in 2017, it accounted for 40% the global sales in mobile phones) but also has shown the prevalent growth on the way catching up with the world leader in the industry (McKinsey & Company, 2019, p63-65).
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(Figure 02 – China’s market share regarding technology section of Chinese producers compared with Non-Chinese producers in China and globally – From ‘China and the world. Inside the dynamics of a changing relationship.’ – McKinsey & Company, 2020 - p65)

It could be seen from Figure 02 (McKinsey & Company, 2020, p65) that in the sector of for example, smart-phones, in China market itself, Chinese producers aced the Non-Chinese producers out with 85% out of total 100% market share, while this global figure is 25% out of 100% global market share (latest number in 2018). With such evidences reported, it could be argued that the dramatic growth both domestic and internationally would official get China’s tech companies such as Huawei to enter the global ‘war for talent’ (Daye, 2018) which nevertheless would cause the significant threat to Apple or any other technology firms.

Furthermore, although the other factors as: social, technological, social and environmental might not be brought into in-depth analysis due to the limitation of research capacity, detailed clarification and relevant example could be found in Table 1 above (Le, 2020).  

To summary, when it comes to the math of talent and human resource, understanding that the organisation’s ability to attract talent would be affected a great deal by a number of factors stemming from the external environment that the organisation is situated in is necessary for the leaders or HR experts in order to define & address both the threats and opportunities to not only enhance their HR work but to tackle with the problems of the ‘war for talent’. 










2. [bookmark: _Toc54136032]Impacts of labour market trends on Delaware North
In the first blog, the ability of Delaware North to attract talent was already revealed to be impacted by a number of factors from the external market that it is situated in through PESTLE analysis. However, in this blog, Delaware North will be put in another frame of reference, evaluating how it might be impacted by the primary trends and signals from labour market which in this case is UK labour market.

Firstly, the trend of globalisation stemming from the increased movement in capital, human resources and trade through the borders (Edwards & Rees, 2016) could be seen through a number of relevant signals. Nevertheless, the internationalization of production, distribution and exchange has caused the prevalence growth of labour mobility or global workforce shift such as the issue of outsourcing illustrated by the movement of unskilled manufacturing job to developed countries as Asia, Africa or Latin America and the high-skilled workers would primarily work in the head-quarters in developing countries (Ibid., p7 & 8). Back to the context of Delaware North, as it has the operation in retail & hospitality industry which requires a lot of temporary workers or gig-economy workers with low skill (CIPD, 2013; CIPD, 2019), there is a concern that Brexit deal which would cause a fluctuation in immigration policy towards workers from EU might be a threat for the companies like Delaware North regarding the shortage of workers (FDSC 2019).

Secondly, as we are living in the Fourth industrial revolution with the rocketed development in technological products and services from the invention of artificial intelligent (AI), robotics, automation, ‘the Internet of Things’, nano/bio technology according to Schwab (2016), on the one hand, there are the unarguable advantages as it could facilitate a number of HR functions of Delaware North (see Figure 01).
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(Figure 01 – Ranking of the reasons for tech investment – From: ‘Future of HR 2020: Which path are you taking?’ – Spears from KPMG, 2019 – Figure 10, p24)
However, it also comes with the price that would cost us a great deal as the growth in technology might lead to the inequality in the labour market, creating the gap between workers in high-skill and low-skill segment (Schwab 2016) as according to Frey & Osborne (2013), there has been a prevalence innovation/ growth of computerisation/automation which even goes beyond the routine manufacturing tasks. For instance, we all could see Google has successfully developed autonomous driverless car which leads to the possible future of manual tasks in transport and logistic could soon be seen automated (Ibid. p3, 2013). Nevertheless, it would lead to the fear of job loss because automation and AI development might replace the presence of human in workplace.
[image: ]
(Figure 02 – Percentage of respondents regarding jobs at risk of automation by country – From ‘Workforce of the future: The competing forces shaping 2030.’ – Pwc, 2018 – Figure 2, p30)
Figure 02 above from the report: ‘Workforce of the future: The competing forces shaping 2030.’ of Pwc (2018) shows that out of more than 10,000 participants in the survey from 5 countries, 30% of UK workers expressed their concern over the possibility of losing job because of automation development. Besides that, from this same report, 56% of the total workers asked, gave the thought that there should be an intervention from the government in order to save jobs from automation (Ibid., p33).
Furthermore, there is also the significant link between the very 2 crucial trends as technology and new patterns of behaviour as: Development and innovation in technology might change the way people eat and shop (Consultancy UK 2019). Take Amazon Go of Amazon as an example, this app has just been launched aiming to create a transformation in retail industry which allows customer shopping without check-out step (Butler 2020. The customers just literally need to scan their app at the store entrance to pick up any of their desire products on the shelves, put them into their basket then leave the store with the automated payment process (Ibid., 2020).
Finally, a trend as labour market mobility should not be overlooked, especially in this current time of the Covid-19 pandemic, it is exhibited by a number of signals such as: a new normal of workplace with 40% of employers indicating their expectation of more than 50% of their employees working from home post pandemic, compared with only 15% before the event of pandemic (Gifford & Green 2020); or concern over security of jobs of the furloughed workers (see Figure 03 – the forecast of unemployment rate in the UK till 2021). In addition, the increase in the status of key workers, and the uncertainty in doing business which requires Delaware North and any the businessmen thinking about their resilient and agile skills to probe, sense and responds effectively and efficiently to the rapid changes/ uncertainty (Ibid., 2020).
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(Figure 03 – Unemployment rate forecast – From: ‘Hope on the horizon. UK economic outlook. September 2020.’ – KPMG, 2020 – Chart 5, p6)








3. [bookmark: _Toc54136033]A 6-minute TED talk: Audio recording in YouTube
Link: https://www.youtube.com/watch?v=-HGHdVU0uoA




















4. [bookmark: _Toc54136034]An executive summary: tailoring HRM policy to operate in Liberal economy compared to a Co-ordinated economy – in a context of  Delaware North

In the context of Delaware North (based in US) with their diverse types of business in hospitality and entertainment industry, represented by resorts, restaurants, casinos operated in 4 continents and served approximately half a billion customers every year (Delaware North, 2020), it is suggested that their HRM policy, provided Delaware North was based in Co-ordinated economy, should be tailored to be operated in liberal economy utilizing the geocentric HR approach – aiming to high quality of service/ production in the local destinations where the HR practices would be transferred to (Parry et al., 2008).

Liberal economy and coordinated economy
According to Farndale et al. (2008), the primary difference between liberal market economies and co-ordinated market economies regarding HRM practices is that coordinated market economy has higher level of regulation and institutionalization, and liberal market economies, on the contrary has lower level of regulation, it therefore leads to the fact that HRM policy and the approaches to the needs of HRM might vary within different contexts.

To what extent, Kluike (2015) stated that UK could be the example of liberal market economies that has the feature as the freedom of companies to formulate their own HRM policies and limited coordination between employers and employees; while the countries like Germany or Switzerland are typically known for their elements of coordinated market economy as: vocational education and training system and flexible employment protection legislation.

4 primary HR approaches
Nevertheless, considering the differences between co-ordinated and liberal economy, it requires the parent company as Delaware North to have the distinctive HR approach in order to transfer its home country’s HR practices to the host country (Edwards & Rees, 2016). The process of internationalizing the knowledge, expertise and HRM policy of the parent company to fit with another market/ foreign country in a new economy could be classified in 4 significant HR approaches as: polycentric, ethnocentric, regiocentric and geocentric (Ibid., p89-93)

	No.
	HR approach
	Key features
	Advantages/Challenges

	1
	Polycentric
	There is a pressure of the dominance of local differentiation (HR practices & policies based on local context) (Edwards & Rees, 2016).
	Challenge: Although there is a movement of HR practices and policies between 2 countries, not too many things else could be spread across borders as decisions are likely to be left for local managers  
(Edwards & Rees, 2016).

	2
	Ethnocentric
	The HR policies in the host country are likely to be based on the parent company (as a cultural extension) (Edwards & Rees, 2016). 
	Challenge: the dominance of home country’s values
(Edwards & Rees, 2016) 

	3
	Regiocentric 
	+ A combination of polycentric and ethnocentric approach.
+ Less centralized than ethnocentric approach but much more centralized than polycentric approach.
+ The transferable process can be from both countries and the local managers are the primary points of contact in between.
(Edwards & Rees, 2016)
	Challenge: concern over the diffusion of technology, innovation and practices across borders (Edwards & Rees, 2016).

	4
	Geocentric (transnational)
	Focus on formulating the integrated network with distinctive role specializing in particular parts of production process (Edwards & Rees, 2016) -> finding the best fit for each role.


	Advantage: Allows a firm to be able to respond to all of the challenges that the 3 other approaches cannot (locally responsive, efficient achievement through global scale and the spread of innovation across borders) ((Edwards & Rees, 2016, p92).


(Table 01 – 4 significant HR approaches - Le, 2020)
[bookmark: _Toc53986003][bookmark: _Toc54129789][bookmark: _Toc54136035]As being illustrated in table 01 (Le 2020) summarised the primary elements, advantages and challenges of the 4 global HR approaches from the book ‘International human resource management: globalization, national systems and multinational companies’ of Edwards & Rees (2016), it could be seen that when considering ethnocentric and polycentric approach, each might lead to the HR policies leaning on either local context (in host country) or parent company (in home country) – as in this case, they are either liberal or coordinated economy. As a result, it would not support answering the question of how to tailor Delaware North’s HRM policies from co-ordinated economy to liberal economy. 
While it can be argued that the third approach as regiocentric might also sound efficient as it could be seen as the combination of the first 2 approaches (Edwards & Rees, 2016), however, to compare it with the last approach as geocentric, the idea of the integrated network with the best fit in each role in a company would likely to outweighed the three other approaches, as it not only facilitates the transfer process of HRM policies (to be both responsive enough to local factors and ensuring organisation’s goal), but also allows a more dynamic movement human resources, knowledge, technology and innovation between the sites/ the countries in the network (Ibid., p92 & 93) (see Figure 01; 02 below for further clarification). 
[image: Diagram

Description automatically generated]
[image: Diagram

Description automatically generated]
(Figure 01 & Figure 02 – An illustration of the network of the international firm (regiocentric HR approach) & the transnational firm (geocentric HR approach) – From: ‘Chapter 4: International structure and strategy in ‘International human resource management: globalization, national systems and multinational companies.’ – Edward & Rees, 2016 – Figure 4.3, 4.4 - p91, 92)

In conclusion, despite the tension between co-ordinated economy and liberal economy, it is suggested for Delaware North that the best solution to tailor its HRM policies to operate in liberal economy should be based on geocentric HR approach as it would facilitate the transfer & penetrating process into the new market by focusing on finding the best fit for the special roles in the country that it is situated in, while still following the local factors/ differentiation and also solving the issues of global talent war, to attract the best talent at a best price.

















5. [bookmark: _Toc54136036]A 20-minute presentation – ‘Gig economy’ and its impact on HR practice of Delaware North (Slideshow)
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6. [bookmark: _Toc54136037]A critical analysis of Atkinson’s Flexible Firm Model
Open economy
To begin with, open economy could be defined as the increasing opened movement of trade, market, and all kind of exchange between the countries in the world - creating promising benefits and opportunities to workers, consumers and firms globally (OECD, 2020) and paves the way to the open talent economy with the open and global workforce (Deloitte, 2013; Samy, 2015). Nevertheless, globalisation is one of the main drivers leading the world to the era of open economy alongside with the causes of development of technology and mobility (Deloitte, 2013). 

However, besides all sorts of advantages, Dicken (2011) addressed the concern that the increasing and broad trends of global shifts with the complicated interconnectedness between all the units in the global network map (while each of the unit – each country has different capacity for trade and current account surpluses) would therefore result in the dramatic instability, volatility, and structural imbalances in the global economy (p18-24). Therefore, Atkinson’s flexible firm model formulated in 1984 might be one of the ideal solutions for any organisation to establish the ideal human resources strategic plan aiming at flexibility. 







Critical analysis of Atkinson’s flexible firm model and the link between open economy and Atkinson’s flexible firm model

[image: Chart, diagram
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(Figure 01 – Atkinson, 1984)


In an attempt to cope with all the problems stemming from the era of open economy mentioned above, Atkinson’s flexible firm model aims to a vital implementation of flexible workforce based on the classification of the workers working for organisation in 2 primary groups as presented in Figure 01as: Core group and peripheral group and the identification of the 3 different types of flexibility as: functional flexibility, numerical flexibility and financial flexibility (Atkinson, 1984). 

To what extent, kinds of workers classified in each group would be illustrated in Table 01 below with detailed clarification.

	No. 
	Types of group
	Types of worker involved in each group
	Specific features of the types of worker

	1
	Core group
	Workers classified in the core group are those who work at the firm full time and permanent with high level of knowledge, skills & experience (Atkinson, 1984).
	+ These workers tend to hold the significant roles in organisation with high functional flexibility expectation and purpose in responsibility & ability.

+ Their employment security can also be considered as at none or minimum of risk.
 
(Atkinson, 1984)

	2
	Peripheral group
	First peripheral group: the workers can also be full-time employees, but frequently they are part-time workers with less important roles which do not require too high sets of cognitive skills such as: Supervisor or clerk (Atkinson, 1984).
	+ Workers in this second group normally hold less level of skills, experience

+ Generally, they also have less level of job security in return

(Atkinson, 1984)

	
	
	Second peripheral group: they are part-time workers, can be contract/agency, workers of workers on job sharing term (sub-contractors) or freelancers (Atkinson, 1984).
	


(Table 01 – 2 groups of workers indicated in Atkinson’s flexible firm model – Le, 2020 – Source: Atkinson, 1984)

Considering the types of workers in each group above, the link to the 3 types of flexibility could then be revealed as the core group with the key workers for important roles can ensure the functional flexibility of a firm because since they possess a great deal of valuable skills and experiences, the employers and the firm could be favoured the displacement of role when there is a need for specific business’s goal (Atkinson, 1984). To an extent, as from this model indicating 2 dimensions of flexibility as in employment and in work, the displacement in labour could be considered as it is part of the flexibility in work because it promotes the acquisition and deployment of new skills and innovation which can contribute the learning and development progress of a firm (Ibid., 1984). 

Meanwhile, the peripheral group of worker - for instance, ‘gig-economy’ workers or zero-hour contract workers does not require lots of skills combined with the simple job description itself  means that specialized training is not necessary (CIPD, 2017; CIPD; 2019), it leads to the fact that the recruitment for these types of workers is rather easy through both direct or intermediate channels (Burke & Cowling, 2020). Therefore, since the level of labour turnover can be considered high, and considering the fact that the development of technology nowadays facilitates the recruitment process (Deloitte, 2011) with less investment in training & development than for the core group of workers, it is safe to say that this group of workers could allow any firms to be favoured from numerical and financial flexibility (Atkinson, 1984) (for instance: to slash or strengthen the workforce due to the impacts of Covid-19 – Figure 02 ).
Mark & Spencer (British retailer): announced in August 2020 about the plan to axe approximately 7,000 workers in store management, property and some office workers because of the dramatic plummet in sales due to the horrendous impacts of Covid-19 (Partridge & Butler, 2020)
Amazon: In March (2020) as reported by Lee & Gray from Financial Times, Amazon hired 100,000 of workers in the times of less than a month to satisfy the demand from the customers because Covid-19 with lockdown has forced people to stay at home more and resulted in the increase in online shopping trips.







(Figure 02 – Example of the link between the movement of workforce (peripheral group) and numerical & financial flexibility - Le, 2020)

To summary, this model could help the leaders/managers to reach the flexibility of workforce in both planning and implementing stage in specialized cases based on the knowledge of the workforce itself and understanding about how the movement of workforce links with different types of flexibility at workplace. However, this model was also questioned regarding the concern whether a flexible firm and workforce are completely healthy approach or not (see Figure 03).  
  
(Figure 03 – Criticism of Atkinson’s flexible firm model - Le, 2020)







7. [bookmark: _Toc54136038]A model identifies HR factors influencing organisational resilience (and the links between engagement, commitment and performance)

Organisational resilience: how is it like as resiliently agile?
According to Snowden & Boone (2007), to deal with complexity is to tackle with complex adaptive system where there are non-linear interacting elements, the dynamic network with the complex nodes themselves (for instance: human) and the emerging patterns toward an unpredictable future. Holbeche (2018, p9-12) defined organisational agility as the ability to develop its capabilities towards adaptability and changes management in the ‘quickly, decisively and effectively’ moves to not only mitigate the threats but also seize/ leverage the opportunities stemming from the sudden shifts/ emergence in the market such as: new competitors, technological development or the needs for new range of product. Nevertheless, if the company is not fast enough and fails to response to the call of the market and customers or stakeholders’ needs, it would be out of business and the race. 

To an extent, Holbeche (2018, p22) stated that, organisational resilience is the leveraged characteristic or partnership of agility as it masters the way the company could respond to the rapid and ambiguous changes in the unpredictable complex through the two fundamental components as: anticipation and ability to bounce back. Why is it so? Because resilience allows company to create diverse types of strategic agility through the transformative actions driven from the specific situation itself (Ibid., p22) so that it would be prompt, creative and flexible responsive toward the rapid changes in complex environment


2

The link between Organisational resilience & performance outcome, employee engagement and commitment.

	No
	The link
	Clarification & Related issues

	1
	Organisational resilience & performance outcome




















	According to Aghina et al. (2016) being fast and flexible is not enough, there is also a need that organization should make sure that their quick, adaptive, and responsive act would align with the stable state which means that it is resilient, reliable and efficient as well. By enhancing that capability, as can be seen in Figure 01 (Exhibit 2 – p22 – in this same research) that 70% of companies included in the survey with both strong speed and stability index ranked in the top for organisational health which means that they would likely to have strong financial performance. [image: Graphical user interface, application
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(Figure 01 – How agility links with organisational health - From: “McKinsey on organisation. Agility and organisation design” – Aghina et al., 2016, Exhibit 2 – p22).

Furthermore, as being illustrated in Figure 2 (Exhibit 3 – p23 – also in this same research of McKinsey and company about agility and organization design) which identified the primary differences between the most agile and least agile companies from the pool of sample, you could see what differentiated those companies lied behind the significant factors such as: Motivation, Innovation and learning, and accountability & coordination and control. [image: Table
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(Figure 02 – Ten management practices differentiated the most from the least agile company - From: “McKinsey on organisation. Agility and organisation design” – Aghina et al., 2016, Exhibit 3 – p22).

Nevertheless, the practices on the left-hand side columns speak themselves as it means that   organisational resilience and agility would affect performance outcomes and the work with human resources would be the core mission here to achieve these two goals at the highest level.

	2
	HRM and resilience

	It is likely that workforce planning strategy towards resilience would not follow the ‘hard way’ which cares only about the number but leans more on the ‘soft way’ which emphasizes on a number of issues that might have impacts on the supply of and demand for employee towards the constant changes and the issues such as: talent management, smart and flexible working (Armstrong & Taylor, 2014 - p216).

As a result, it requires the HR experts or people professionals to challenge their thinking to go beyond the bottom line, when considering organization health and performance and the links to HR & HRM, they should think about how to create the very workplace where people are treated fair, transparent and inclusive (CIPD, 2019). If you look at the HR wheels formulated by McLagan (Weeks, 2020) you could see all the areas that needed to work on once you know that HRM has the influences on organisational resilience and that is the goal that HR experts needs to aim for. Then that’s why, it’s the time that we need to consider a deal with human behaviour & employee behaviour in HRM practices and policies.

	3
	The deal with human behaviour & employee behaviour (employee engagement and commitment)

	As a matter of fact, because HR is all about the tasks relating to the special type of capital of organisation as human (Armstrong & Taylor, 2014), it requires the leaders and HR experts to pay a significant attention to the 3 primary factors that places unarguable impacts on human and employee behaviours as: motivation, commitment and employee engagement (Ibid., p167). To what extent, Purcell et al. (2003) explored the ‘black box’ issue regarding HRM and performance link and demonstrated the impacts of AMO (Ability, Motivation and Opportunities) components and why the practices of AMO policies should be adopted and applied by the organisation to encourage their employee behaviours toward enhancing and improving job performance as illustrated in this figure below 
[image: Diagram

Description automatically generated](Figure 03 – The people and performance model - From: “Understanding the people and performance link: Unblocking the black box.” – Purcell et al., 2003, Figure 1 - p7).

And when it comes to the considering job of the basic needs of human-being as employees that HR experts should be familiar with to create motivation, commitment and engagement, self-determination theory with CAR components of Deci & Ryan (2000) should not be overlooked as to fulfil these needs provide each individual their own authenticity – to both enhance the diversity in workplace but allow each person to be valued and thrive based on their different perspectives, beliefs and norms (CIPD 2019) (see figure 04): Key aspects of individual inclusion – Table 1 – page 9 – CIPD 2019) 
[image: Table

Description automatically generated](Figure 04 – Key aspects of individual inclusion - From: “Building inclusive workplace. Assessing the evidence.” – CIPD, 2019, Table 1 – p9)



To build a resilient portfolio
Based on the findings above, to build a resilient advanced portfolio, the organisation should follow these steps (Deloitte 2019, p6) 

[image: ]
(Figure 05 – Three characteristic of an Advantaged organisational portfolio - From: “Braving the wind of change. Resilient portfolio strategy.” – Deloitte, 2019, Figure 2 – p6).
HR Model (with the combination of Soft way of thinking – SSM (Checkland, 2000))
[image: Diagram
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(Figure 06 - A model identifies how HR factors have influences on organisational resilience with the link between engagement, commitment and performance – Le, 2020)

As a result, based on the findings above, with the 3-stage strategic plan to build a resilient and competent portfolio for any organisations, I would like to adopt soft way of system thinking and Soft system methodology (Checkland, 2000) as the primary component to formulate the model that could identifies how Human Resource factors influencing organisational resilience and that also accounts for the links between such things as engagement, commitment and performance (see Figure 06)

By being flexible enough to be situated both inside and outside of the system, the HR expert as a practitioner could be able to have the most thorough insights into his organisation, enhance and leverage his understanding about all the interacting elements in within the system especially human-being nodes through the CATWOE analysis in the third step of SSM process. If only that work is considered being done, then how human resources factors might have what kind of impacts on organisational resilience could be revealed. 

After that, as also mentioned previously, beside the need of anticipation to probe and sense the situation, there’s a need for an agile leader to be able to bounce back which means that he needs to be able to take advantages from the feedback and learning loops to learn and make sense from the experiences so that he could solve the problems that HR factors might have on organisational resilience through some feasible and efficient solutions on employee engagement, commitment and performance.

Application of the model in the context of Delaware North (CATWOE analysis) and how it will respond with difficulties caused by the pandemic Covid-19
	Factors
	Description - Explanation

	C: Customer
	Organizational resilience: performance outcome, diverse stakeholders

	A: Actor
	Employees, employers, HR experts/people professionals, HR factors/ policies

	T: Transformation
	Understanding how HR factors influence organizational resilience (commitment, engagement and performance)  => Mitigate the constraints, take advantage of the opportunities

	W: Worldview
	The external stakeholders
The direct, indirect competitors
The intermediary partners (HR platforms)

	O: Owners
	Board of director; HR department/ executives/ experts/ fellows; line managers; leaders

	E: Environmental constraints
	Macro factors analysing by PESTLE (Mindtools 2020):
Political; Economy, Technology; Social, Legacy, and Environment


(Figure 07 – CATWOE analysis for Delaware North – Le, 2020).

With the crucial findings of Delaware North through CATWOE analysis in order to help the company leverage its agile and resilient ability, considering the changes in in the way customers behave because of the pandemic Covid-19, it therefore requires business to be able to act quick to sense the problems, then respond even quicker to mitigate the constraints and create possible opportunities due to the pandemic. Figure 07 representing the possible solutions to tackle with the difficulties from Covid-19 from the organizations across goods and retail industry that Delaware North is suggested to learn from. 
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(Figure 08 – The possible solutions to tackle with the difficulties from Covid-19 from the organizations across goods and retail industry - From: “Covid-19: Implications for business. Briefing note No.22, September 10, 2020.” – McKinsey & Company, 2020)

In conclusion, this blog creates a model in which how HR factors have influences on organisational resilience with the link between engagement, commitment and performance is identified thoroughly based on a number of elements, theories and framework utilised.
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There are too many types of workers grouped in narrow categorise - would it be all efficient to evaluate a number of issues in detailed by that general groupping method (Pollert, 2016)


Were all the aspects regarding 'financial flexibility' compeletely touched (for example: 'profit-related pay' for the workers)? (Pollert, 2016 - p284)
Case of Amazon: Although this company had recruited 100,000 workers in less than a month time (in March 2020), however, they had to adjust an increase by 2 U.S dollars per hour for the workers globally which led to the increase in the cost of 500 million U.S dollars compare with the exptected number of 350 million US dollars (Lee & Gray 2020) -> Can it be considered as financial flexibility?



In term of 'gig economy' worker and temporary worker in the peripheral group, would the high labour turnover lead to the detrimental impacts on employee's engagement, commitment and loyalty? (Di Cintio & Grassi, 2017)


image3.png
Ranking of top 3 reasons for tech investments

Replace legacy technologies

Migrate data to the cloud

Integrate with firm-wide ERP systems

Enhance digital services for employees

Enhance analytics capabilities

Secure privacy of employee data

Undertaken as part of alarger HR
transformation effort

Better support the employee experience through
enterprise service management technology

B Pathfinding HR M Counterparts




image4.png
Figure 2: Jobs at risk of automation by country®

Germany Japan
{/ % 9% % 21%





image5.png
Chart 5: Unemployment rate forecast
10%
9%

8%

7%
6%
5%
4%
3%
2%
1%

0

Q1 Q2 Q3 Q4 Q1 Q2 03 Q4

2020 2020 2020 2020 2021 2021 2021 2021

Unemployment rate, %




image6.png
Financial and knowledge
flows

e

HQ

/

Medium operational controls

|

(strategic decisions guided by centre)

e
Pl

Figure 4.3 The international firm: a co-ordinated federation





image7.png
Large flows of people,
resources and knowledge
across interdependent

units /\
=T
.
Sy "l

Co-ordination through
shared decision-making

Figure 4.4 The transnational firm: an integrated network




image8.jpeg
GIG ECONOMY & HRM - SO WHAT?

(In context of Delaware North and Covid-19) GAYA & HANG
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Learning outcome

1/ Understand ‘gig economy’ and the related concepts/ issues: atypical workers, zero-hours
contract workers, agency workers and self-employed contractors,

2/ Understanding the impacts of gig-economy in the context of Delaware North (Hospitality &
Food & Beverage industry) & Covid-19 pandemic.

3/ Being able to answer the 'so what' question: How gig economy and the need of Delaware
North for temporary workforce (hypothetically) could be linked with its situation within the
market (through PESTLE analysis).

4/ Explore the solutions to tackle with gig economy problems by discovering the links to OD, OD,
OE, PM, EE, CSRM, HRM & HRD.

5/ Interactive session for question/discussion to allow the learner the freedom to explore the
topic by themselves and share their thoughts with their peers.
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3 Debates: Gig economy  the ‘ugly truth'? a 9-12
4 Exploring the nature of labor market & the possible impacts of 6 13-15
the need for temporary workforce
5  The links to OD, OB & OF & Defining the problems 5 1618
6 Why understanding HR functions important here and the links 6 19-22
between HRM with PM, EE & CSR
7 Solution - Recommendation (model & framework) 3 23-24
8  Gig economy, sense making and complexity a 2

9 Summary 1 2%
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What is ‘Gig Economy'?

* “Away of working that is based on people having temporary jobs or doing separate pieces of work,
each paid separately, rather than working for an employer.” (CIPD 2017, Page 4)

* “The gig economy involves exchange of labour for money between individuals or companies via
digital platforms that actively facilitate matching between providers and customers, on a short-term
and payment by task basis.” (Department for business, Energy and Industrial Strategy 2018, Page 13)
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People involved in non-standard employment
arrangements with a single employer in a long time
period (CIPD 2019)

+ They might be: zero-hours contract workers, agency
workers, self-employed contractors, and people

employed on short-term contracts (CIPD 2019)

+ Roles of zero-hours contract workers: cleaners,
care/social workers, administrative workers and call
centre or customer service roles (CIPD 2013)

Who are atypical workers?
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Debates: Criticism

+ For employers: A shift toward less secure and exploitative employment (CIPD 2017) -
requires strategic workforce plan because of the irregular features of this types of worker
(out of control for employer)

+ For employees: From CIPD (2019) “Atypical working. A guide to successfully
implementing atypical work in your organisation.”

* Uncertainty in working hours -> uncertainty & unpredictability in income & financial
security

* Uncertainty in working arrangements -> insecurity in  reluctance of workers regarding
basic employment rights

* Uncertainty in the awareness of the working rights

*The downward side of flexibility - when the role is subjected to short-term changes ->
unpredictability in working patterns
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The “ugly truth™?

67% of the total people said gig economy work is not

their main job
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80% out of 417 gig economy workers said that 60% of the respondents admitted not
they do not get enough work in gig economy comfortably by ‘gig economy’ jobs

(Page 10; 1

1PD (2017) “To gig or not to gig. Stories from the modern economy”)
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The "Ugly truth? Uncertainty in learning and training
opportunities -> career development (CIPD 2017)

(Page 30 - CIPD (2017) “To gig or not to gig. Stories

from the modern economy.”)
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Debates: Advantages of ‘gig economy’?

+For employers: Flexible working environment and labour market (CIPD 2017) -> meet the demand in
employment quickly and flexibly.

+ For employees: more better opportunities to enter labour market, the flexibility allows better work-
life balance level (CIPD 2019)
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PESTLE analysis
1 Polical factors:

+ Covi

19 guidance on opening casinos and dining venues safely (UK Government 2020)

+ Brexit impact on EU labour immigration (Marketline Advantage 2018, Page 29)
2/ Economic factors

+Eat out to help out scheme ( UK Government, 2020)

+VAT reductions on UK hospitality sector (UK Government, 2020)

18/ Social factors

+Public interest trends such as local experience, healthy eating and personalisation growing in
media platforms and digital platforms (Cheng 2019)

+Societal perception of work in hospitality-A job before a real job (Economic Insight 2019, Page 52)
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PESTLE analysis

[l Technological actors]
+The threat o utanomtion o th owskled ol whichdoes ot recui cogitive s ey & Osborne 203).

+The availabilty of contactiess payment and cashiess payments as rocorded as 54% usod I restaurants and 25% in
lunchicoffeeisnacks (UK Hospitality Group Think Tank Report, 2018, page 11)

[5/ Legal factors]

UK immigration policy fluctuated due to the impacts of Brexit deal (The Food and Drink Sector Council (FDSC) 2019) + Combined with
the effects of Covid-13 (quaraniine rules for peoplo coming from specific counties) => The availabilty of seasonall tomporary workers
from the othr countries coming to UK and the immigration regulations attached.

[ls/ Environmental factors)

+ Cycle in food and beverage industry: farming, processing, transportation, storage, cooking, consumption, disposal - Agricultural
production accounts for 92% of global water source, 18-29% of Global Greenhouso Gas Emissions (GHGE) (Graham et al. 2019)

> Causes dotrimental onvironmental impacts threatering lfe on Earth: air pollution, over-use of non-renewable resources and
destruction of ocosystem (Dicken 2011)

+To what extent, environmental issues aligning with the goal of sustainable development requires companies in food & beverage
industry to leverage their environmental engagemont with diffrent types of stakeholders (suppliers, customors, omployoes) toward
the competent environmental position i the Industry (Graham & Potter 2015)
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So what?!

If organisations focus on a temporary workforce to meet their

knowledge/project needs, then what might the impacts be on
the wider labour market?

1% Improve the flexibility in the labour market (more options for both employers and employees)

21 Require the fundamental changes in regulation and legislation to ensure right of atypical workers

Ex: Acts from UK Government: legislating to:
+Introduce regulation to ensure more predictable work patterns for ‘gig-economy’ workers (CIPD 2019)

+Introduce regulation to ensure workers would have reasonable notice regarding schedules and
‘compensation once their working shifts are subjected to cancelled without reasonable notice (CIPD 2019)

+Improve the issues regarding the responsibility of employers to provide a written statement of employment
AND to provide temporary/agency workers a ey Fact Page’ to increase the workers' awareness of the job so
that they could made a right decision (since Apr 2020) (CIPD 2019)
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So what are the Links to 0D, OB and OE?
(literature review)

y links Description
Petrigh » Economic volatiity and tech
[ Wrzesniewski, A., (2019) geonomy
Cultivating personal identity that is not bound to the organisation, but
attached with constant dealing with free market

ruption allow more to work in

Changing emotions like loneliness defining work identity.
Howeroft, D, Bergvall- 1. Value extraction

Kareborn, B., (2019) 2. Profit maximisation

3. Immiseration of the workforce
Conflict Conflict of opportunity to develop own careers due to the less
1. (2019) involvement with an organisation.

Point of discussion to move away from employee centric HR at a
organisations to more self-organised and network based HR practice,
50 all could benefit from carser development

[T B Framework Eco e.g. Performance management-rating system

SYstem page 8 gnowledge exchange and HR functions development
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And why is it
important?
Impacts of Covid-
190n 0D, 0B

1- Organisations (especially in hospitalty/iood industry) have to apply
socal distancing practice -» impacts on how businesses will be
operating (¢hange of behaviour) > Impacts on availability of

2 Covid18 results n the difiultie of organisations to maintain their
workforce -> But UK Government supports businesses by
Coronavirus Job Retention Scheme which covers for covers 80% of
their usual monthly wage costs, up to £2,500 a month for furloughed
employees (Freeman 2020)

3. Gig workers are quitting thei jobs over safety concerns resuiting
o income for the majority and 70% are dissatisfied over the lack of
support from the companios they work for (World Economic Forum
2020)

- Workers feel less secured but have no choice with the loss of work.
Minority of the companies cover the l0ss of income du to Covid-13
and provide physical aid to protect workers when they faco customers
(London School of Economics Blog and Vox EU 2020
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Defining the problems

Delaware North - Hospitalityl F&8 industry,

*'Gig economy”

« Atypical workers

E
Y

«Disadvantages of gig-economy
« Advantages of gig economy

impacts on labour market
PESTLE analysis

v «The links between gig ecanomy and 0D, OB & OE

|
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Human Resource Wheel
(by American Society of Training & Development - ASTD )

S| g
pctiey

How understanding HR =

approaches and I fices)
functions would help i == i
tackling with the = smman o
problems? 3 e

e

McLagan, P. (1989) Models for HRD Practise

RELATED

(Weeks 2020)
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What about
Performance
management and
Employee engagement?

The requirement to motivate
atypical workers > make
them feel that they are valued

> Proposed connection-CIPD
strategic workforce planning
and collaborative HR
functions and processes

Platiorm Eco System by Meijerink
and Keegan (2018) HRM in the

g economy

~=‘Hermes

the parcel people.
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What about the links
between HRM and

CSR?

1- Fair reward based on equality, respect,
autonomy, and distributive justice

2- Health and safety at the workplace
3-Lifelong learning
4 Work-life balance

5- Respect employees’ privacy, autonomy
and freedom, due process treatment
respecting long-term changes, transparency,
and integrity

(Edwards and Rees 2017, page 287)
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CSRM and gig-economy concerns

1- Occupation related vulnerabilities-e.g. traffic accidents, danger of being in unfamiliar
placesiouses for cleaners

2- Precarity-uncertainty of the nature of the work

3- Platform related vulnerabilities-e.g. worker classification, control of pricing and workflow,
social isolation, menial micro-tasks, and work-related stress due to surveillance.

(Bajwa et al 2018)
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Understand the

organisation
and ts
environment

Monitor and
evaluate
actions

Workforce
planning
process

Determine
future workforce
needs.

Need a workforce planning process with 6 stages (Weeks 2020)

Possible solution -
Recommendation

There is a need for the
thorough HRM or SHRM
because it is the approach
allows HR strategies to be
developed, implemented
strategy (Armstrong &
Stephen 2014).

R
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Mastering HRM & HRD in
‘gig-economy’ context

12 “Boundaryless careors” - boundaries & networking -> learning ->
careor development (Parameswaran 2019)

2% The need to address appropriate safety concerns and welfare that
is notably lacking i gig economy as pointed out by (Bajwa et a, 2018)
3¢ Intermadiary platform firms: workforce planning, PM by online
rating system, compensation & benefits, beneficial ob design (career
development) (Meijerink & Keegan 2015)

> Contral to employees of the organisation (solf-determinod, self-
directed work > self determination theory (Ryan & Deci 2000])
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Sense making and complexity

VUCA
> Gig economy as a rapid recruitment and task completion method with less obligations to the
company to the workers rather than hiring employees.

-> [Conflict] they are also human capital and need to be treated fairly

-> [RESBIBAllemployment law, tribunals demanding protection

> [EElworking towards harmony (Working to understand organisational impact)
> [Also] achieving organisational flexibility and agi

= Have awareness of the economy, the labour market trend and the related factors regarding
employment (structuring the unknown)

= The HR professionals could master the strategic workforce plan (recruit, retain & develop)
= Make sense of the environment, adaptability & agility (Davies 2019, Ancona 2012)





image33.jpeg
SUMMARY

ypical workors * Mastering HRM & HRD in '
2ot contracts workers, Independnt contractor, sgency workers 1| context
-+ Disadvantages of gig-sconomy * The need of workforce planning
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Thank you for your attention!
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Exhibit 2 - 70 percent of agile companies rank in the top quartile
of organizational health

Share of companies within each category for OHI scores?, by quartile
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Exhibit 3 - Ten management practices differentiated the most from the least

agile companies

Ranking of 161 companies based on OHI scores

Practice Most agile - Least agile Associated outcome
Role clarity 1 34 35 Accountability
Top-down innovation 2 35 37 Innovation and learning
Capturing external ideas 3 24 27 Innovation and learning
Process-based capabilities 4 15 19 Capabilities
Operationally disciplined 5 28 33 Culture and climate
Internally competitive 6 23 29 Culture and climate
Meaningful values 7 24 31 Motivation

Knowledge sharing 8 13 21 Innovation and learning
Inspirational leaders 9 23 32 Motivation
People-performance review 10 10 20 Coordination and control
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Figure 1 | The People and Performance model
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Table 1: Key aspects of individual inclusion

Feeling valued for uniqueness

The ability to be authentic

Belonging and non-conformity

Theoretical research suggests that teams or organisations
that value uniqueness and difference and allow anyone to feel
‘part’ of a group are truly inclusive. In other words, a sense

of belonging to a team must be coupled with a sense that
different identities are valued.*”

Linked to this ‘uniqueness’, authenticity is thought to be a

key aspect of inclusion.* In other words, individuals must

feel like they can be themselves, regardless of whether they
are different or share many similarities with their colleagues.
Without this, individuals could feel like they need to engage in
‘surface acting’ or cover their identities.

Feeling that one’s unique abilities and difference are valued,
coupled with an ability to be authentic, is thought to create a
sense of belonging, without the need to conform to group norms.
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Fig. 2 - Three characteristics constitute an Advantaged Portfolio

Strategically
Sound Value-
Competitively Positioned creatlng
Balances Innovation Resilient
Creates Synergies Maximizes Intrinsic Value
Addresses Market Value
Finds the Right Owner Survives Scenarios

Builds Optionality
Weighs Feasibility and Risk
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Share of respondents who say their organizations are considering
or implementing given change in response to COVID-19, %' Total across industries
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