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Section 1
Read the attached article.  Answer all three of the following questions, taking care in each case to fully justify the arguments you make.

1.1 In light of the above, critically evaluate the statement ‘culture eats strategy for breakfast’.

Bock, (2016) statement that ‘culture eats strategy for breakfast’ is a critical point of view to take on organisational strategy. Corporate structures and strategies are considered the backbone of organisations, the historical focus of HRM and HRD strategies were to drive the organisation forward. Bock, (2016) argues this view and promotes organisational culture as more valuable to the success of an organisation. With the advances in technology and expectations of the workforce changing, companies need to be proactive with how they foster the culture of the organisation. 
 
Culture of an organisation is impacted by different organisational factors, how these factors affect the dynamic purely depends on the workforce, who they are, and their work moral and ethics. Google is a large online business that notably employs millennials or gen z workers, these stereotypes would openly accept the digital shift as their motivations for work is different from boomers which would not typically work within an organisation like google. Gen Z workers are documented as motivated by career advancement and salary, whereas millennials gravitate towards ethically responsible companies with benefit systems including mental health programs (Marzullo, 2019): Mullins, (2010)). In a world of ‘influencers,’ the younger generation look to role models the same as previous generations, one key difference the influencer is now a vlogger or blogger who comments on trends in the environment rather than the theory. It is key for organisations to understand the value of technology and bringing influential young people into the company understanding their needs and expectations, this is how Netflix and google function. Although, in contrast, resistance from all generations previous to millennials is likely as they prefer the traditional hierarchical, autocratic version of work, a criticism of this is that 30% of the workforce will be from gen z by 2030 (Marzullo, 2019): Zenifits, (2019)) allowing organisations to make an organisational choice based on their future perspective. Similarly, organisational culture can be dependent on managers and leaders of the organisation, attitudes, and leadership styles affect employee's motivation. Faragher, (2019) noted issues such as trust and confidence when approaching their management team, 26% were due to mental health concerns, lack of feedback, leadership, direction, and social grievances were also noted (CIPD, 2020). Linking back to employee expectations there is a critical view that employees expect too much from their employers, although critically thinking from another perspective the type of individual, age, social status, and other factors may play a role in what they believe they are entitled to as an employee. Different generations working together, economic factors and salary are notably more important for some employees than others. Organisational strategy works best when all departments are aligned, HR must be at the forefront of knowledge to best understand the employee relations practices working within the organisation and make sure they are aligned with organisational needs and culture (Watkins, 2013): Mullins, (2010)). The type of manager and their level of emotional intelligence can positively or negatively affect the organisation, understanding the type of manager and how they function is key. Isolating whether they are autocratic, democratic, or Laissez-Faire can give information on the type of team they need supporting them (Zhang, et al., 2018). 
 
The link between culture, leadership, and organisational strategies overall is behaviour. Individual or organisational. From literature analysed it is imperative for organisations in the current economic climate to understand what, how, and whom their culture affects positively and/or negatively. Critically, authors have asked how important culture is to organisations in the context of consumers or clients as well as employees and shareholders. Culture links to anything such as CSR or AI. 

1.2 Critically evaluate the statement “there has been a shift in mindset from ‘push’ to ‘pull’, explain what this means for businesses/organisations now and what this could mean for businesses/organisations in the future.

Bock (2016) asked whether the ‘pull’ from the workforce trend is gaining momentum and the ‘push’ from the top down is as good as dead and buried in the modern business world referring directly to employee engagement and organisational culture. The push from capitalistic views to the pull toward spiritualistic expectations has been documented in recent years. Employee and consumer expectations control the economy as individual mindsets change due to environmental and political implications. Noted in MacLeod’s research (2009) the level of support and creation of organisational goals and values could depend on a company’s success in the market. MacLeod’s (2009) four enablers show the main targets businesses need to understand as a basic understanding of changing expectations, these being Strategic narratives, engaging managers, employee voice, and organisational integrity (Bock, 2016): Chamberlain, (2012)). 
 
For organisations this means the shift towards acting on environmental and other issues that consumers or employees find important to give a strategic advantage to the success of the organisation. Currently, the push for employers to make effective decisions is solely the responsibility of the company in question and how the change in culture benefits them.
Motivational and behavioural studies have been analysed for years, going back to Maslow hierarchy of needs in the 1950s and McGregor’s Theory x and theory y, moving from Taylorism management to different types of modern-day leadership is a shift where businesses leaders have argued its importance (Mullins, 2010): Rees & French, (2016): Torrington & Hall, (1998): IES, (2014)). Whereas the pull comes directly from HR teams and shareholders who see the value in engaging a workforce or possible candidates whilst improving company brand and gaining competitive advantage.   
 
Employee engagement affects organisational culture as employees have different levels of motivation and expectations of how the organisation functions. The pull towards the value of employees has signified a change in organisational dynamics, companies like Google and Netflix are moving towards treating employees in the same respect as all levels of management, acknowledging the value they bring to the organisation daily. Whereas those in smaller SME’s such as Naissance Trading and Amazon still use the hieratical model of a shareholder, director, managers, team leaders, and staff, all receiving different salaries and benefits (MacLeod & Clarke, 2009): Rees & French, (2016): Mullins, (2010)). What this currently means is that there is a level of uncertainty surrounding how organisations function and the best strategic view to hold, (IES, 2014). Looking to the future, for organisations to effectively manage change in what is explained as a VUCA environment (Bennett & Lemoine, 2014) as noted they must understand the value of engaging clients and employees. According to IES, (2014) report the future of engagement is supporting individuals in their mental, emotional, and physical state. Pushing wellbeing and trust to maintain the skillset and knowledge demanded of the workplace.   


1.3 Identify four key areas of HRM that impact substantially on business/organisation culture.  Explain your rationale for choosing those areas and put forward suggestions as to why these areas of HRM often fail to have the desired impact on business/organisation culture.

HRM strategy directly supports business goals and targets with a framework for business success. Focusing on long term strategic issues within the context of the organisation they aim to isolate megatrends or changes in the environment before they happen giving sustainability and a competitive advantage to the organisation (CIPD(b), 2019). The different factors HRM impacts are extensive but in the current economic climate the Coronavirus pandemic has left organisations unprepared for multiple issues including the political, economic, environmental, and technological implications. HRM policies deal with the VUCA economy, the best way to analyse the environment is by creating a PESTEL or STEEPLE for the organisation. Coronavirus also has implications for social, legal, and ethical parts of the organisation, however for this answer the four noted are the more precedent issues (Palmer, 2020): Taylor, (2005): Kew & Stredwick, (2013)). 
Whereas every aspect of the organisation affects organisational culture the political and economic implications affect trust and confidence with the government and how the organisation responds and practice what has been instructed. This lack of trust can cause paralysation of the workforce as the safety of themselves and their families are notably important. Legal requirements and the introduction of acts has improved this relationship, but communication is key. Linking to this the implications for the environment as CSR becomes more important to employee and organisational culture, show that employees are less concerned with how the environment is currently maintained and more interested in how ethical the organisation is acting towards the environment, economy and employees. Whereas in contradiction to this the increased use in technology has implied that the resistance from older generations and businesses to adapt to working from home policies has changed. People everywhere using platforms to communicate with each other and keep individuals in work is building trust with forms of AI. Whether this will continue after the virus is yet to be predicted. 
Inclusion or lack of inclusion of employees is a worrying culture trend that can affect performance, employee attrition, and lead to absences and bad publicity. The reason inclusion can foster a negative culture is due to a lack of communication. By improving L&D and training facilities and fostering feedback or open communication can give employees a sense of ownership and leadership over the role they are tasked with (Young, 2019). 
Organisational purpose and drive affect the overall culture of the business, this is usually due to the reason that employees either do not understand or fail to recognise the purpose of the organisation’s goals. Tanner, (2020) noted that only 57% of employees feel appreciated in their roles whereas 59% feel they can develop. This is usually due to a lack of understanding of what they are expected to achieve on behalf of the organisation. Promoting the purpose and organisational goals can improve employee wellbeing and motivation, studies have shown that if the organisation and individual values are aligned there is a better chance for achieving the organisations goals. 
Retention can be difficult to manage whether working in a tight or loose labour market, understanding how and why individuals are leaving, including factors such as; whether they can be swayed to stay, whether them leaving is better for the organisation, how to refill that role or whether the role is still right for the company, can change the dynamic of a team overnight. It is important to understand how the change will affect productivity and motivation levels. Understanding the bigger picture of recruitment and retention can cut organisational costs and support teams at times where talent is not available organisations are poaching good staff for themselves. The competitive environment drives the need for HR to be proactive, something the pandemic has demonstrated as redundancies take effect for business closures (Tanner, 2020): Rees & French, (2016): CIPD, (2020): CIPD(b), (2019): CIPD(c), (2019)). 
Wellbeing is an issue employer’s have got wrong in the past, employer expectations of what they think employees want with regards to wellbeing often make situations worse. Companies that have strong systems and benefit schemes often misread the individual. Mental health support is different from overall wellbeing schemes, however, still, important employee support comes from management and their level of emotional intelligence, empathy, listening skills, and communication. Understanding the difference minimises the risk of employment tribunals and improves motivation, communication, and retention of employees (Mental Health Organisation, 2020): Mind, (2020): WHO, (2017)). 
From the literature gathered the impression is gained that HRM issues are increasingly linked and the best way to manage change is to act proactively with correct policies in place. To have the impact that each needs to have on the organisation the links should be clear and understood, overall, as noted communication, people management and putting employees first is extremely important in the current economic climate.

1.4  A) Evaluate David MacLeod’s four enablers of employee engagement in delivering sustainable high levels of engagement. What are the strengths of what David MacLeod puts forward and what weaknesses can you identify of his four enablers of employee engagement? 

David MacLeod’s research in 2009 put forward four enablers for employee engagement: strategic narrative, engaging managers, employee voice, and integrity (MacLeod & Clarke, 2009): Bock, (2016)). Engagement is a term that is used flexibly as its importance has only recently been highlighted, MacLeod’s theory is still widely used but it is understood that research into employee and organisational engagement has grown exponentially in recent years. Although somewhat outdated, his four enablers are still used and his research has been backed up by other forms of literature throughout the recent decade, authors such as Deloitte, CIPD, and IES have pushed for engagement to be taken seriously as it can positively affect organisational goals and success. Strategic management is the ‘story’ that employees and clients buy into when dealing with an organisation if the employees understand and feel a part of the ‘big picture’ motivation and productivity levels increase. Engaging managers to take an active role in improving relationships with their employees can overall improve the communication within the business. Specifically, for managers to take an active role in recruiting and training their team giving them a sense of control and accomplishment over targets reached. In return this gives the employees the tools and focus to get the job done whilst being treated and individuals and feeling respecting all while learning on the job. Employee voice is extremely important as briefly explained in enablers one and two, however, another function of voice is feedback, sharing good and bad points of what is created. Transparency at this level gives workplaces a higher sense of teamwork efficiency. All leading to maintaining the integrity of the organisation, the way behaviours of the individuals and managers can cause distrust if values are not respected at all levels. A way for businesses to isolate whether they hold integrity with their staff is by asking themselves how they innovate, usually a company with creativity and drive for excellence have higher levels of engagement. If organisations are going through the motions of running a business but have no plans to innovate they are at risk of losing important skills and employee trust (Chamberlain, 2012): CIPD(b), (2020): IES, (2014): Kew & Stredwick, (2013): MacLeod & Clarke, (2009): Mullins, (2010): Rees & French, (2016)). 
In comparison to other engagement theories such as Ramsey (1996) and Marchington et al (2001) who note attitudes and voice to be key indicators of engaging employees. Although these authors have a detailed and complicated approach to engagement (Gennard & Judge, 2014). More current authors such as the CIPD, Deloitte and McKinsey report engagement as a mix of HRM and HRD strategies which work together to support organisational goals and values, simply listing things businesses should be doing rather than the theory of how and why they should do it. With these views in mind, MacLeod can be perceived as the perfect starting point for an organisation, the benefits of implementing the four enablers can give businesses an important base for employee engagement, motivation and organisational sustainability (CIPD(b), 2019): Gennard & Judge, (2014): Deloitte(b), (2019): McKinsey & Company, (2019)). However, a criticism of the enablers is giving the state of change in the economy and generations entering and leaving the market is that the report dated back in 2009 is now outdated and organisations should be considering up to date resources before implementation. There are further criticisms regarding the businesses who took part in the report, notably larger businesses who have time and resources to implement, SME’s may not have the resources and therefore would be unable to see the benefits of engagement for themselves. Lastly, one further critique is the enablers refer to four areas, but these areas can link to anything employee-related, the model is vague considering how dynamic HR has become in the last two decades.

2.1 a) David Ulrich’s Business Partner model has attracted much debate since its inception in 1997.  Leading organisations such as Netflix appear to be moving away from this model of HRM.  Critically examine whether the Business Partner model is fit for the future, highlighting it is proclaimed benefits and potential shortfalls.  Demonstrate your breadth of knowledge on alternative models of HRM.

Ulrich’s business partner model was implemented to integrate HR professionals into the organisations strategic processes. The approach focuses on the creation and maintenance of the business to deliver value to customers, shareholders, employees, and communities (Ulrich & Brockbank, 2008). The type of business partner is dependent on the organisation and individual's needs and profession, for example whether they are corporate HR; embedded HR; HR specialists; or service centres. As businesses put HR practices into place the business partner model is only recently becoming popular again as organisations move out of the traditional HR roles and into strategic organisational partners (Roper, 2016). Netflix and other organisations have notably moved towards other ways of maintaining business needs through HRM, the business partner model has brought into question whether this model is fit for purpose in the current economy. There are many different models and theories which may be better suited to some organisations. These seen in figure 1.


  Contingency Theory 
  Dependent on an organisation’s environment and circumstances. Relationship between variables of the internal and external environment. HR policies and practices aligned with organisational strategies. 
  
  Human Capital Theory 
  How people contribute to the organisation’s knowledge and skills. People-based. 
  
  Stakeholder Theory 
  The organisation needs to consider the needs of every party internal and external to the organisation who have an invested interest in the company. 
  
  Michigan Framework 
  Proposed that the Matchington Model that HR systems and the organisations structure should align with organisational strategy. This was one of the first models in 1984.  
  
  Harvard HRM Framework 
  Beer et al, (1984) introduced this framework outlining their belief that HRM involves all management decisions and actions and affects the nature of the relationship between employee and employer. 
  
Figure 1- Models and Theories of HRM

The models and theories noted in figure 1 are extensive and for further analysis it would be beneficial for an organisation to research the best theory and enact the correct model for their team. The CIPD(d), (2020) stated the true understanding of business partnering is context, understanding the direction of the organisation, demographics, and organisational culture, whilst developing people and people solutions. Overall, it is perceived that the business partner model is fit for purpose if implemented correctly. Considering other models and frameworks that are notably similar and can be used along with the business partner model for true efficiency (CIPD(d), 2020): (Ulrich & Brockbank, (2008): Taylor, (2005): MacLeod & Clarke, (2009)).  

2.2 b) Crane and Matten (2010) advocate ethical theories act as a prism, throwing light from different angles on the same problem. Describe a recent HRM or HRD challenge from relevant literature that was underpinned by ethical dimensions.  

Considering Crane and Matten (2010) the most recent ethical dilemma for HR is the current coronavirus pandemic. The challenge facing HR teams is to continue to act in the best interest of the organisation at a time when uncertainty is ripe. Coronavirus brings multiple ethical issues to consider, including but not limited to; changing laws and acts, social distancing, working from home, H&S, and managing mental health. Also considering the effect the lockdown has had on the economy with a categorical drop in CO2 emissions. Analysing the possible good the virus has had on the economy and organisation is important as overall it affects company values and demand, however when the situation is rectified although not predicted for a few years yet it is key to isolate the change in CSR and how these changes could affect buying power and competitors by using Porter’s five force model (Lewis, 2020): Kew & Stredwick, (2013)). The benefits of the increased use of technology and online platforms while working from home and office have been spoken by HR professionals and businesses worldwide. They have been noting the flexibility and security it gives them and staff know they can work whilst remain safe, however ethically speaking how will organisations justify the return to analog ways of working. Giving staff support and guidance in an uncertain time has shown working from home is possible and effective. Critically thinking this system can be abused as it is possible to know exactly how productive staff is and how to control this unethical trend. The final criticism of working during COVID is the demand for organisations to remain integral and overall make ethical decisions, with little to no advice off the government and governing bodies struggling to catch up, HR professionals are moving to advise, blogs and HR firms for leadership on how to do this (Jacobs, 2020). As this is an ongoing issue the ethical implications are likely to grow daily, with the expectation that organisations continue to act reasonably using fair and best practice during uncertain times (CIPD(e), 2019): Gennard & Judge, (2014): Jacobs, (2020): Lewis, (2020): Mullins, (2010): Rees & French, (2016)). 
	
2.3 a) Drawing on relevant literature discuss the contrast of traditional command and control leadership models such as ‘position power’ (French and Raven, 1968) and contemporary distributed leadership theories as purported by Bolden (2011).  Provide examples of such leadership theories utilised in practice and put forward your viewpoint on the merits of the same.	

The shift from traditional to contemporary leadership is a move that organisations have been implementing due to the need to lead rather than manage a team. Despite the close relationship between the two traditional models such as ‘position power’ or the 7-S organisational framework. These types of theories are still used in specific organisations as they keep managers in control of what the organisation needs. Leadership theory is extensive and there are different approaches for companies to consider aligning their teams with the best outcome. The trait approach assumes leaders are born and not made, highly criticised view as this states that personality is more important than skills and training. Corporate companies tend to hold these views due to the lack of training which has been noted, the main issue is when employees are promoted to managers without any training and therefore acting on leadership can cause animosity and confusion for both leaders and their teams. Like this approach the functional or group approach has limitations due to assumption leaders can learn on the job and the way they act is not a factor. With the different styles of leadership available all have been criticised and championed it is key for organisations to understand the individual values. From working in a large retailer to an SME it is clear to see the variation in leaders and how they affect the workforce. Large retailers such as Tesco, Home Bargains, and Amazon have an autocratic style meaning power is with the manager and the control they have over policies and procedures is absolute. SME’s tend to have a democratic style, usually seen in the relationship between restaurants and consultant firms the decisions and changes are discussed before implementation. Having personally worked with a few laissez-faire managers in recent years, sceptically the way they function can be perceived as simply lazy with no support or help. Theoretically speaking this is what they are trained to do, to give autonomy to their team and offer support at a distance rather than supervision. Fieldler’s contingency model isolates the relationship between leadership and organisational performance. Giving a point-based system using the LPC scale to understand how leaders are ranked. Whereas Vroom and Yetton based their analysis on two aspects of leadership decisions: quality and acceptance. Lastly, the difference between transactional and transformational leadership links back to organisational bureaucracy vs organisational motivation and commitment from understanding values. The merits of each theory all come down to the same points and from the literature considered it is perceived that current leadership styles have conflicted HR viewpoints and there is no one size fits all with leadership further analysis into organisations should be completed to fully understand management and how their leadership skills can be developed (Mullins, 2010): Hogan, (2012): (Bock, 2016): Zhang, et al., (2018): CIPD(b), (2019): Torrington & Hall, (1998)).   
2.4 a) A recent People Management article ‘Let’s start the human revolution – before AI takes over’ (People Management, 2019) stresses the need for empathy, teamwork and resilience going forward.  Drawing on recent research explain the role of HR as ‘change agent’ in this AI revolution.  Discuss how HR can take a lead role in managing this colossal evolution of the workplace.

AI has been a concern for recent years as it develops quickly and is changing an individual's job role, these can be argued as good or bad depending on the role. HR is changing exponentially with HR professionals predicting that any HR functions underneath that of an officer will become redundant and replaced by AI. Administrators and advisors can be replaced with platforms such as Sage, BreatheHR, or InsightHR who pride themselves on interactive services at the fingertips of the employees. What these sites do not have is the emotional intelligence needed to understand issues and queries at a certain level, questions have already been asked to whether these platforms can make effective decisions as humans would (Ivory, 2018).
Cohen, (2016) explained as a change agent HR is responsible for identifying, developing, and acting on change respectfully. Noting the behavioural skills HR professionals must have to support them in relationship management, critical evaluation, consultation, and leadership to navigate engaging employees. Her views are concurred by McKinsey & Company, (2019): Mullins, (2010) and CIPD(f), (2019). Sage noted that technology is not currently the top priority for HR teams, but online services are slowly being implemented, 43% of UK businesses have noted implementing a form of technology in the last few years. However they further note, 43% of organisations feel they will not keep up with the technological advances in the next 10 years with AI and gamification being used in all sectors of HR including L&D and recruitment (Sage, 2019). The future has been predicted by changing trends, Deloitte and CIPD reports have outlined how technology is going to change the environment in which we work (Deloitte(a), 2019) & CIPD(f), 2019)).  
HR will be affected by the change to automation, the current global virus outbreak has already pushed organisations to work online, the police forces, government agencies, insurance companies and SME’s have had to implement resources such as Microsoft teams, Zoom, and internal intranets to keep their staff working whilst social distancing. This has proved that AI is not all negative as businesses feared (Marr, 2018). However, their concerns are valid and the CIPD has repeatedly explained the value of ‘people’, their emotional intelligence, and factors computers cannot replicate. HR needs to be at the forefront of change to make sure these practices are implemented properly, and businesses do not lose the value that people bring (CIPD(f), 2019). 
HR’s responsibility will be to ensure that all legal ramifications are considered, such as GDPR or privacy, highlight concerns, and answer them accordingly. In the same respect they must manage employee trust and their overall experience with what has been implemented. Has it increased jobs or caused redundancies, what were the overall cost of the project, has it brought about any concerns or issues not intended. Whereas also motivating individuals to the positives of AI including the inclusive and transparent workplace, access to tools and resources, adaptability of the system, and flexibility it gives individuals who may need to work from home or another office respectively (HR Reporter, 2018).
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