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Summary

The aim of this report is to make recommendations on how an organisation can develop human resources (“HR”) to achieve their business objective.
 
























Introduction of the organisation 

The aim of this report is to make recommendations on how an organisation can develop human resources (“HR”) to achieve their business objective.
 
The organisation of choice in this case is Immigration Advice Service Ltd (also known as “IAS”), throughout this report the said organisation will be referred to as IAS.  
The report will evaluate critically the IAS business environment and analyse how resourcing IAS as an organisation can be affected and informed by internal and external factors that in turn serve to influence the policies, procedures and process adapted by the organisation.  This report will conclude by recommending a leadership and a development strategy that values people why optimising organisation success at IAS by increasing organisational capability, improving customer satisfaction and creating an environment in which innovation and creativity flourishes.
IAS is a UK based law firm with its head office in Manchester with over 21 branches in the United Kingdom.  It also has partnerships with law firms in other countries, IAS(2023).
It is run by a director who has 75% shares which means he holds 75% or more of the voting rights, and a group of partners, Idia, (2023).

Before we go into making some recommendations let's start by looking at the organisational design of IAS.  We shall do this by asking the following questions:
 
1- What does IAS want to achieve as an organisation?
2- What do they need to have in place as an organisation in order to get what they want to achieve?
To answer the first question as in what IAS seeks to achieve as an organisation?  IAS has as a mission to be the number one law firm in the UK and beyond for immigration law and more, and to be the best place to work.  They also aspire to be able to deliver an exceptional customer experience and service to all clients and, to foster a supportive and motivational environment for all staff, Idia, (2023).
To answer the second question what IAS needs to have in place to achieve their business objectives, IAS needs a system in place that knows how to manage human resources or people management, in order to harness their talents and potentials for a great business and customer satisfaction output. Armstrong (2013), highlights that management is the art and science of getting things done.  He continues by saying that as management you are there to get things done through people.  He went further to say you also get engaged in a purposeful activity involving others, while being concerned with defining ends as well as gaining them.  In the same breath he continued by saying as management you decide what to do and ensure that it gets done with the help of the members of your team. 
He concludes his statement by asserting that managements deal with programmes, progresses, events and eventualities. All this get done through the exercise of leadership.  
 
Looking at Armstrongs comment on managing people in line with IAS vision to be the number 1 law firm in the UK and beyond for immigration law and more, and to be the best place to work, with the aspiration to deliver an exceptional customer experience and service to the client, and to foster a supportive and motivational experience for all staff; IAS will need an effective leadership in place, Armstrongs above statement which portrayed the virtues of management concludes with putting the responsibility on the exercise of leadership.  In order for IAS to achieve its business objectives and values as an organisation IAS needs to marry the organisational strategy and the people strategy.  That is looking HR processes effectively to support the organisation to achieve the said goals and stay true to its values while the people working in the organisation are developing, feel safe in the work environment and well remunerated.  














Analysis of IAS
SWOT ANALYSIS OF IAS

 During an interview with a staff from IAS with the author of this report a SWOT analysis of IAS was established. The SWOT analysis will be commented on, in more detail during the second part of this report which is a power point presentation.  
S:  Strengths 
1- Very diverse workforce.  The management team is very divers, the pictures  on the website attest to that, in terms of race and age.
2- Great success rate with immigration applications submitted.  
3- Able to adapt – both hybrid and in-person.
4- Digitally efficient.
5- Gives room for employee innovation.
 
W: weakness 
1- Communication within the organisation can be poor.
2- Measuring performance output can be difficult.
3- At times the technological systems fail and do not give accurate statistics 
4- Tasks are not always completed on-time and has a backlash on others
5- High turnover of staff in immigration business department
O: Opportunity 
 
1- Market growth as development in immigration law continues, i.e., new types of visas
2- Opportunities for growth in other countries where a large market of people are who want to immigrate to the UK
3- Creating internships which can breed in-house lawyers who have developed through the company.
 
T: Threats 
1- Large corporations with in-house immigration departments who can afford to pay thousands of pounds more in salaries.
2- Hackers always trying to penetrate the company’s system.
3- Loss of income when not topping google, Idia, (2023).

IAS has to critically consider the choice of leadership they put behind their vision as an organisation.  It will take the right leadership at IAS to increase their organisational capacity as regards to their vision, improving customer satisfaction, creating an environment in which innovation and creativity flourishes.  Armstrong (2016) defines leadership as the process of getting people to do their best to achieve a result.  The question then arises what leadership has to bring on the table to get people to do their best.  This question will be answered whilst making a few recommendations later in this report.  
 
To go further, Golman (2000) makes note of research which was conducted with 3871 executives selected from a database of more than 20 000 executives worldwide.  It was found out that leadership had a direct impact on organisational climate.  It also underscored the point that that said climate in turn accounted for nearly one third of the financial result of the organisations.  
Armstrong quoting Higgs (2006) also buttressed the point that everything rises and falls with leadership, Maxwell (2020), when he asserted that leadership behaviour is responsible for almost 50% of the difference between change, success and failure.  
With such facts at hand, at this point we cannot underestimate the strategic role that leadership plays in an organisation.  This report argues that if 50% of an organisation is hinged on the leadership of the organisation that will imply that the other 50% is dependent on the human resources of the organisation in question.  Therefore, managing people for excellence becomes the heartbeat of the organisation.
 
This report agrees with Higginbotham making a valid point by stating that to achieve business goals a company needs a strong corporate strategy, it also needs a strategic human resource management plan and he went on to list seven steps on how to create a strategic HR plan.  They are as follows:
 
Step 1:  Align your HR strategy with your corporate strategy.
Step 2:  Assess your current strengths and weaknesses.
Step 3:  Look outward.
Step 4:  Decide how to fill in the gaps and meet challenges.
Step 5:  Look to the future.
Step 6:  Implement your plan.
Step 7:  Re-assess and update.
 
IAS has underpinned in an unpublished document what they consider as their values for those who work or aspire to work with the IAS.  They go as thus:
 
1- Someone who takes personal responsibility for their work.
2- Someone who never lets the client down.
3- Someone who is a go-getter and will go the extra mile.
4- Someone who will not give up and do whatever it takes.
5- Someone who treats the client very professionally and provides excellent client care.
6- Someone who always treats colleagues as equals.
7- Someone who you can depend on to do the right thing.
8- Someone who is willing to change and adapt to meet business needs.
9- Someone who sees the role as more than a job.
10- Someone who is willing to volunteer and collaborate.
11- Someone who is not afraid of challenges.
12- Someone who is willing to find solutions alone or within a team.
13- Someone who leads by example and action, not words.
14- Essentially, someone who just ‘gets it’, Idia,(2023)











Recommendations
As mentioned earlier leadership was defined by Armstrong as a process of getting people to do their best to achieve a desired result.  And the question arose, what does leadership have to bring to the table to get people to do their best.  In the course of analysing IAS values, it is very clear that IAS will require a system to be in place which creates an environment of ethics and professionalism committed to equal opportunities, encouraging and enabling diversity.  Also, creating an environment that is keen to emotional intelligence, has an effective way of processing and managing performance innovating new working practices, delivering outstanding customer service, breeding an environment where talent can grow, a place that has a culture of understanding of work groups, teams and effective conflict management.  
 
The leadership model that this report recommends for IAS is the John Adair (1973) model of what leaders do.  He models three demands in an illustrated  three interlocked circles which are:
 
1- Task needs 
2- Individual needs
3- Group maintenance needs
 
This model indicates that the tasks, the individual and group needs are interdependent, satisfying task needs will also satisfy group and individual needs.  An example of that model is found at figure 1 of this report.  
 
Figure 1. 



Why does this report recommend the John Adair model.  The fact that the John Adair model advocates for interdependency between the task, the individual and group maintenance needs shows that everybody at the end of the day comes out with a win-win situation, and nobody feels used or cheated.  Everybody goes home satisfied at the end of the day.
 
Another recommendation for IAS, is the sort of leadership style that IAS needs to be able to fulfil the objective of their organisation and stay true to their values.  Armstrong (2013) defines leadership style as the approach managers use in exercising leadership when they are relating to their team members.  There are different leadership styles listed as follows:
 
1- Cohesive leadership style.  This is a leadership style that demands compliance, and it used in a crisis or with problem people.
2- Authoritative leadership style.  This leadership style mobilises people and it is used when vision and direction are needed.
3- Affiliative leadership style.  This leadership style creates harmony; it is used to heal wounds and to motivate people under stress.
4- Democratic leadership style.  This leadership style forges concession; it is used to build agreement and get contributions.
5- Pace setting leadership style.  This leadership style sets high standards, its used to get fast results from a motivated team.
6- Coaching leadership style.  This leadership style develops people to improve and develop strength.
 This report strongly recommends the coaching leadership style for IAS as an organisation.  In light of IAS values, the coaching leadership style is the best because coaching is a personal approach to helping people develop their skills and knowledge and improving their performance, Armstrong (2012). With this leadership style we can see the possibility of how most of the values outlined by IAS in the unpublished document in which it was stated that they want to be a company that people want to work for.  To be a company that people want to work for, you must be that company that is developing people in the process of providing them with learning opportunities, which will enable them to acquire the knowledge and the skills needed to carry out their current jobs effectively and prepare them to acquire wider or increased responsibilities.  
 For this to happen, IAS in addition needs a type of leader who is an authentic leader.  The concept of an authentic leader was defined by George (2003), and he said an authentic leader genuinely desires to serve others through their leadership and he continued by saying that they are more interested in empowering the people they lead to make the difference than they are in power, money and prestige for themselves.  
 










 











Conclusion

Earlier on in this report we have highlighted that for IAS to achieve its objectives and values as a company, IAS needed to marry the organisation strategy and the people strategy that is linking human resource processes effectively to support the organisation set goals and stay true to its values while the people working in the organisation are developing, feel safe in the work environment and well remunerated.  It is the opinion of this report that for IAS to succeed in achieving its objective as an organisation and also for the people working in the organisation to continue developing and maximising their potentials the John Adair model will be a good way form of practice in terms of accomplishing task within the organisation.  And for people development, a coaching leadership style should be the leadership style adopted for the organisation alongside a leader who is an authentic leader.  
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