


Section 1

Question 1
Challenges during the pandemic crisis for UnitBirwelco.
From the start of the pandemic change has been at the forefront of all organisations (Peters, 2020). We have had to adapt to the new way of working which has been a challenge for us, we have had to not only enforce a new way of working but look at the technology we had in place to allow this. These came hand in hand during the early stages of the pandemic as we were moving from being office based to working from home (WFH). 
Using Lewin’s (1951) three – phase change model it allowed us to identify the key stages in the change process and put in place the TROPICS test as described by Paton and McCalman (2000) as ‘hard’ and ‘soft’ problems that the company will face during the changes. Ensuring we understood how to develop change management that aligned with the culture and objectives of UnitBirwelco became a challenge which is similarly established in Lewin’s Force-field analysis. There became a resistance to change although the company was seeing it as a negative to them and a benefit to employees, this was not how it was seen by the employees. There was a lot of push back at first to work from home, employees didn’t feel they could do their job sufficiently as they would not be able to communicate as they have done previously and how they are used to. Controversially, communication has been referred to in (Leading into the Post-Covid Recovery, 2020) as ‘An unexpected high point brought on by the waning’.
Communication is seen by the employees as a problem within the company, they don’t believe they are able to ‘have their say’ when it comes to change, this was another obstacle that had to be overcome. This is covered within the CIPD professional standard within ‘People practice’ and ‘Employee experience’ (CIPD, 2021) allowing HR to deliver communication plans to influence the worker in a positive way. Advising line managers to ensure fairness and communication was one of the main objectives within the changing environment, as stated by (Deloitte, 2020) this is the main factor to an effective response within a crisis. In the short time that UnitBirwelco had to make these changes and ensure communication was boosted crash courses were set up for line managers to ensure employees were understood and that communication was the main target to ensuring a smooth transition to WFH. 
The next challenge was technology, another main focus for the HR department was to ensure correct and appropriate technology was in place to ensure employees felt they could complete all their work efficiently while WFH, while allowing them to collaborate with other employees and also anyone that was unable to WFH. Courses and learning material were created to ensure employees had documents to hand for any problems that my arise, such as, Microsoft Teams how to guides, Software guides, enhanced software training was also provided by the supplier. From the enhanced training it has become apparent that engineers have found ‘shortcuts’ for ways of carrying out their tasks, this has improved productivity as they are now able to complete additional tasks in that timeframe. This has been shown globally in a variety of companies according to McKinsey Global Survey of executives (McKinsey, 2020) where companies and their clients / customers have put in place technologies that would normally come in place 4/5 years from now. Given the pandemic these have been accelerated and accepted. Not only are the new technologies seen as a critical element of an organisation but also a cost saving.
The pandemic has allowed the company and its employees more flexibility which has enhanced the culture and behaviour of the organisation there are still many parts of the CIPD professional standards that could be considered. Using evidence-based practices (CIPD, 2021) the HR department can enhance the workforce and management by using relevant data established from surveys and academic research carried out during the pandemic to understand greater requirements within the organisation, giving the employees a way of engaging with choices allows them to realise they can have an input in the organisation and a direct line to the management and that they opinions are not ignored (Explorance, 2020). 

Question 2
The leadership styles approach analyses the leader’s style in which they deal with day-to-day activities within their team, this will determine, in general, if they are a strategic or operational leader. 
One of the oldest approaches is the Trait approach. The main characteristics listed by (Northouse, 2018) as the five-factor personality model are: Intelligence, Self-Confidence, Determination, Integrity and Sociability. As with all the leadership approaches the main way to identify a leadership approach is by using a questionnaire, these are different for all approaches but are very effective. (Kruse, 2013) describes a leader as having a social influence and maximising the effort towards a goal, which cannot be identified within the trait approach. 
Similarly, the Skills Approach focuses on the leader, however it looks at the skills and knowledge in which an individual has and not the personality traits. As stated by (Katz, 1974) the skills approach can be seen as the three-skill approach, technical, human and conceptual. These approaches can distinguish the level of the leader depending on what skill the individual is strongest in. as shown in Figure 1 the human skill is equal for all, however depending on the technical and conceptual skills would distinguish the level of the leader. Again, this can be measured by using a questionnaire, as used by (Mumford, 2000), with open ended responses, known as a skills inventory. As summarised by (Northouse, 2018) this approach does not identify how effective an individual will be at being a leader and their performance with the role. 
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Although the above two approaches have been widely researched and have had positive outcomes for many organisations, they would not be thought to be suited as a leadership approach best suited to leading in the context of the pandemic as they are individual based. Looking at the basic description for the Behavioural approach as being made of two kinds of behaviours, being, task and relationship behaviours I think this approach would be an ideal leadership role to manage during the pandemic. The behavioural approach would be detailed in (Leading into the Post-Covid Recovery, 2020) in the regression phase where leaders should step back and contain the turmoil for their teams. Task behaviours contribute to the goals set by the company and relationship behaviours to how the leader influences their team and how they can achieve the goals combined, as stated by (Northouse, 2018). In the context of the pandemic the behavioural leadership approach would concentrate on how the organisation would manage the workforce to adequately achieve the challenges set. In (Leading into the Post-Covid Recovery, 2020) as well as the regression phase the behavioural approach would be used for the recovery phase, where leaders need to both guide the workforce for a return to ‘normal’ while looking towards the future. As identified by (Hailey, 2021) there have been many challenges to overcome, some being ‘leading through the unknown’ and gaining trust from the employees, the behavioural approach would look at these challenges individually identify the goal to reach and how it would include the team to reach these goals as a whole organisation and not just as an individual. That being said as stated by (Northouse, 2018) there it yet to identify a universal set of behaviours that would result in successful leadership for all situations. 
Lastly, focusing on the pandemic, a Situational approach would be suited as this approach is described as the leader concentrating on the employee and altering their style to suit the development levels to guide them to success and accomplishing their goals (Northouse, 2018). (Gordon, 2021) identifies a situational approach as any decisions made by the leader to be controlled by the current situation, therefore in the pandemic the leader would be focusing on the outcome of the situation to guide the decisions made which would lead to a successful outcome to the challenges of changes, WFH and communication. 

Question 3
A formal organisation structure is defined by (Surbhi, 2017) as the structure of employees that form a legal and formal relationship within the organisation, it is based on policies, regulations and rules. Whereas an informal organisation structure is
defined by (Wilmington, 2018) as being built on personal relations, interaction which are created naturally and informally by employees.
During the current pandemic my organisation which is an EPCM located in the UK to supply products & services to the Oil & Gas, Power and Chemicals & Petrochemical sectors the formal structure within in the higher hierarchy was unchanged as stated in (Leading into the Post-Covid Recovery, 2020), it was found to help the management of people because line managers knew where to go to find the required information and answers. A formal hierarchy has levels of authority and accountability for decisions made (Info, 2021), which in the current, uncertain circumstances was welcomed by the workforce and line managers. As it was seen as an unfamiliar territory people didn’t want to take responsibility for any decisions in case it was found to be the wrong choice. 
While the formal structure of the management was unchanged the informal structure of employees lower down in the hierarchy became changeable on a daily basis, this was due to a number of employees unable to carry out their work due to ill health, childcare issues etc. Roles had to be adapted and changed to suit the company requirements. Many employees felt as though they were being relied on to carry out work that ‘wasn’t in their job description’ however, as it is stated within the contracts of employment that employees must ‘carry out additional tasks as deemed necessary by management’ the line managers were able to adjust necessary tasks as required. 
For management to carry the changes out effectively they needed to use a systematic approach as set out in (SHRM, 2021) for changes to take place effectively a business case should be created and followed. Managers need to identify the below to implement effective change management. Change management ensures successful outcomes and support which gives the organisation a strong ethical approach (Prosci, 2018). 
1. What is changing
2. Why is it changing
3. How will it affect the department
4. Will / How will it affect the manager
Going forward the HR department will look at the changes within the formal and informal structure of the organisation to identify if there is a requirement to go back to ‘normal’ or if the changes that have been made benefit both employees and the organisation. (Simon, 2020) states that successful companies embrace change, if companies want to be successful changes are a requirement, they need to keep up to date with the competitors who are also in the same predicament through the pandemic.

Question 4.a
Returning to ‘normal’ wasn’t necessarily something my organisation which is an EPCM located in the UK to supply products & services to the Oil & Gas, Power and Chemicals & Petrochemical sectors consciously paid attention to when bringing employees back to the working environment but adapting to a new way of working to ensure the safety of the workforce and enable the organisation to operate efficiently and with minimum disruption. As stated in (Leading into the Post-Covid Recovery, 2020) “coming back to office is trickier and requires more finely grained choices and decisions” this was a genuine challenge within the organisation.  
Measures were put in place by line managers with the help from the HR department such as creating bubbles and updating and creating new policies, procedures and guidelines. Employees were eager to get back into the working environment which did cause some hindrance to the changes that were being made. They wanted to come back to their ‘normal’ workplace but given the Covid guidelines adjustments had to be made, we had to spilt the workforce into different offices to ensure standards were being met. This was not communicated effectively before the return to work which and therefore was not taken well by the employees. It was also seen to be a slow process to put the adjustments and new policies in place, this put a set back to bringing employees back into the office. 
To overcome the above I believe, as previously stated communication could have been improved, communicating changes effectively would have allowed employees a voice in what was being undertaken. However, they felt they were told what to do and didn’t have any influence in the decisions being made, which was all related to them. The reasons that have been given for this is due to the lack of time the managers felt they have in carrying out these changes, however, in the long term this delayed and put a stain on more changes going forward as there was pushback from the employees. 
Although employees were keen to come back into the office, it soon became apparent this was hard for some employees due to childcare etc. One of the main suggestions the HR department could make is to allow flexible working which will allow employees to fit in other commitments around their working schedule which promotes a healthy, work-life balance (Info, n.d.). Flexible working also has many benefits to the company, as stated by (CIPD, 2021) saving on office space, this would be essential during the pandemic to maintain the required 2metre distance rules. Another benefit to organisations, also stated by (CIPD, 2021) is flexible working brings a reduction in absence rates as well as seen to be supporting the health and well-being of their staff. 
Another area the HR department can focus on going forward is the health and well-being of their staff to help acclimatise staff back into work, putting measures in place will prevent stress and create positive environments in the workplace (CIPD, 2021). To successfully carry this out we could put in place a Health and Well-Being policy, as well as First Aiders, there should be a Mental Health Aider, who can identify the signs of mental ill health and provide appropriate support (Portman, 2021). This can be accomplished by providing training to a dedicated member of staff. 
To summarise, the HR department could consider putting in place the below to assist in acclimatising staff back into work.
· Enhanced communication courses
· Flexible working practices
· Health and Well-Being training


Section 2

Question 2.1.b
The biggest leadership dilemma within my organisation which is an EPCM located in the UK to supply products & services to the Oil & Gas, Power and Chemicals & Petrochemical sectors is communication. It has been identified that strong communication within a business leads to success for both the employee and organisation as well as business growth (Martic, 2020).
After initially finding out that communication was a major issue in the organisation the HR department decided to set up a survey to acquire an improved idea of what the issues were and potential ways to overcome these. Surveys are seen as a way gather information from employees that management can use to improve the workplace (SHRM, 2020).  From these recent surveys it has proven that 58% of employee found they are not receiving the appropriate communication from their line manager regarding business issues and goals being set. This has put a barrier in place as they do not feel respected and trusted within the organisation to be given the information, they believe, they are entitled to. Identified by (Khan, 2021) poor communication promotes low morale within the team, to improve the morale within a team or organisation the communication should be improved. 
Along with surveys, the HR department have set up crash courses in the short term on improving communication for the line managers and team leaders, these were rolled out at the beginning of the pandemic with a vision to improve and influence the workforce into the changes that were required. As identified by (Training, 2021) TSW Training strong communication is required in an organisation to create high performing employees, which is the foundation to good leadership to promote performance. 
Another way HR will influence managers is to encourage an ‘Open Door’ policy, for UnitBirwelco we have set an hour out of each week where each manager is to have an open door, employees can set up meetings with their manager and are able to have open communication. There are many advantages to having this policy in place, (Quast, 2013) described the four main advantages being, Accessibility, Open flow of communication, Fast access to information and Closer working relationships. We have encouraged managers to ensure they do not have any work in place during this hour to ensure their full attention is given to their employees during this time. We have insisted this is set to a certain time each week, where possible to build a form of habit and uniform within the organisation, this boosts employees and makes them feel relaxed and seen as a priority (Newlands, 2016).

Question 2.2.a
Human Resource Management (HRM) is defined as a strategic approach within an organisation, it can be seen as a resource to ensure company goals and objectives are in line with the employee goals (Connect, 2019). Whereas Human Resource Development (HRD) concentrates on the development of the employees within an organisation, it looks to improve the skills, attitudes and behaviour of the employees (Srivastava, 2018). HRD is seen to sit under HRM to help achieve the main goals and objectives that have been set by the organisation (Surbhi, 2017).
Without HRM is it stated that companies would not be able to successfully recruit, improve company goals and have a recognised workplace culture (Pribanic, 2019). If these tasks were carried out by other management / line managers within the company it would not be completed to the necessary standard as they also have their job role to fulfil. For example, if line managers were to recruit for their department and they had 100+ candidates for the role to ensure they completed the correct structure of recruitment would take a lot of time, on top of their actual job role commitments would be unreasonable. Having HRM in place ensures that tasks are carried out ethically and appropriately without it being seen as a ‘second job’ for the managers. The main objectives of HRM have been broken down into 4 sections by (Chai, 2020) as focusing on, Societal, which looks at the ethical and sustainable challenges and organisation faced. Organisational, actions that are put in place to ensure the organisation is efficient. Functional, ensuring all the organisation is operating to its full potential and identifying areas of improvement. Personal, focuses on guiding the employee to the goals they want to achieve and how these will benefit both the employee and the organisation.
Without a HRD to focus on the improvement of an organisations employees they are likely to fall behind in the skills required to stay in the competitive and changing market. As confirmed by (Sands, 2020) who states HRD helps create a talented workforce and is essential to a high performing organisation. If an organisation is known to train their workforce and continue improving their skills it is seen to retain their current employee while attracting new. As employee training is an ongoing and crucial task within an organisation and ensuring the employees get the appropriate training required for their role having a skilled department to concentrate on this ensures time and money is not wasted as well as the reinforcement they are receiving the correct training to improve the organisations effectiveness (Heathfield, 2021).

Question 2.3.a
Ethical practice sits as a core behaviour in the (CIPD, 2021) professional map, it is defined as building trust within an organisation by setting examples and applying principle and values in the decision making of that organisation. Organisational ethics point to the conduct of both individuals and the operations, (French, 2016) identifies that there are three main perspectives to be considered when looking at the ethics of an organisation;
· Duties
· Consequences
· Virtues
It is seen that an ethical company generates more profit, therefore why would an organisation not put the two things hand in hand. (Karpe, 2021) states that ethical companies are seen to be more trustworthy and reliable allowing the organisation to grow. This is also stated by the (CIPD, 2019) where ethical organisations have greater employee commitment and motivation, it helps organisations to reinforce the right behaviour which engages employees and customers old and new, which should boost profits. 
(Chladek, 2019) states that an organisation can be seen to be sustainable by addressing issues within their business strategy such as, climate change, human rights issues, fair working conditions. According to (French, 2016) if organisations integrate Corporate Sustainability Responsibility (CSR) into areas of the business, sustainability departments will not be required. However, according to (Chladek, 2019) you cannot be seen to be a sustainable business if you are not doing financially well. Therefore, this questions if a business can be concerned with ethics and sustainability at the cost of a profit. 
Coming into the new age of working and employing the next generation, stated by (Alton, 2017) as the Millennial Factor, 86% of millennials decide to work for an organisations if they have good ethics and are also willing to take a pay cut to work for an this type of organisation. This proves that ethics are becoming at the forefront for employees when applying and accepting a job. This enhances the point that organisations who do not have good ethics and sustainability will not progress into the future.
With the above being said if organisations aren’t being ethical and/or sustainable are they going to retain as a profitable organisation. However, as mentioned by (Tyler, 2021) Boohoo is seen to have many ethical issues, some of these being, poor working conditions, modern slavery etc. but they are still operating and are seen to be a well-established organisation. 

Question 2.4.b
There are many leadership skills required for effective leadership in complex environments to enable departments to have improved team productivity and promote growth within the organisation (Iwata, 2017). 
Within my organisation which is an EPCM located in the UK to supply products & services to the Oil & Gas, Power and Chemicals & Petrochemical sectors the two predominate skills that are required and need to be focused on are Communication and Motivation.
Communication is not only important to employees, but successful leaders need to show high levels of skills when communicating, it is seen to be a core leadership function (Staff, 2020). It is thought by (SHRM, 2017) that having a policy and strategy related to communication within the organisation has many benefits, the main point related to my organisation is that it builds employee morale, motivation and engagement. 
As an organisation we have put in place several different techniques to improve the communication across departments, we have put in place training, which will be ongoing, and managers and line managers will continue with crash courses to improve their skills. We have also adopted an open-door policy where managers allow a set amount of time during their week so employees understand they can go with any concerns, targets etc. 
Motivation as a leadership skill is crucial, if a leadership has effective motivation this is passed down their team which determines the performance and abilities that employees have (Roßnagel, 2016). Motivation is seen as goal orientated, an effective leader should have an understanding and knowledge of the motivational factors that will influence their team (Juneja, n.d.). 
The main points that my organisation will be enforcing to ensure high motivation are;
1. Clearly set out the department and company goals and share these with the employees. 
2. Communicate.
3. Use teamwork as a way to share the workload and boost productivity.
4. Provide training and use these are opportunities to make the workforce more flexible. 
Following the above will be a start to improving the motivation within the organisation and lead to and effective workforce, this will be reviewed quarterly to ensure results are being made. 
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