1. Culture can be defined as ‘the way we do things around here’ or the shared values and beliefs guiding behaviours (CIPD, 2019a). Quinn in 1980 defined strategy is a pattern or plan that integrates goals, policies and actions into a coherent whole (Farnham, 2015) and can be emergent, rational or symbolic. Each of these definitions can be critiqued, with ‘shared values’ being an ideological term. Organisations should appreciate diversity in people’s unique relationship with the organisation and have an appreciation of difference (CIPD, 2019a). Quinn’s definition can be criticised as not being fit for purpose for the needs for organisations today, who, in order to adapt to the VUCA environment, may not be able to ‘plan’ for uncertain times.

Influences including BREXIT, the coronavirus pandemic and changing societal values are having a huge impact on the way organisations are operating today and will need to in the future (McKinsey, 2018). While strategies can be implemented to influence culture, organisational culture is visible throughout organisations and can act as enablers or barriers to changes (CIPD, 2019a). 

Patty McCord provides agreement with Bock’s statement and agrees that it is the culture within an organisation that implements strategy, through its people (McCord, 2018).

While a well thought out strategy that has consulted all stakeholders and scanned the external environment may intend to change behaviours and result in more productivity, if a gap between what leaders say and do exists, a culture of distrust can breed, with employees feeling their voices have been ignored, and strategies are unlikely to succeed (CIPD, 2019a). 

Culture is more important than ever now, with the UK leaving the largest market. There is a need for organisations to build trust with their staff through transparent, two-way communication. 

Leaders should live by the values of their organisations and these should be embedded throughout all areas of the business, and has been seen at Netflix, where they aim to inspire their people and foster freedom and empowerment (Netflix, 2018). 
The leaders act as role models and this is visible through their acts, including picking up rubbish that they see, instead of leaving it for someone else. This creates a sense of ownership and responsibility that Netflix value in their employees (Netflix, 2018).

However, just one in three employees strongly agree that they trust the leadership within their organisations (Gallup, 2019). Companies that report poor finances but whose senior executives drive expensive cars can lead to employees feeling that the alignment between what leaders are saying and doing are out of sync. 

In these instances, distrust results and the psychological contract between the employer and employee can be damaged (Taylor, 2017). This can result in engagement (that is seen as part of what contributes to good work) and discretionary effort being withdrawn (Robinson & Hayday, 2009).

As noted within the case study, at Google, no parking spaces are designated to senior leaders, and status symbols have been removed to align their behaviours with their values (Bock, 2016). 

Although difficult to measure, symptoms of a broken culture can be evidenced through turnover, sickness rates and malpractice and was shown in the Paterson enquiry, where a culture of avoidance and denial led to a number of unnecessary operations being carried out (BBC, 2020). In this instance, a poor culture led to extreme malpractice and while a strategy may define the expected outcome, it was the culture that led to this. It should additionally be noted that when highlighted in the media, it was the culture that was highlighted, not the strategy.

Mullins provides a model where the needs of the organisation and person need to be met, with an organisational climate that enables people to work willingly and effectively (Mullins, 2019).

The world of work has changed from being focussed around machinery and productivity to a knowledge-based economy, but the way we do business has not.

Cooper believes that engagement contributes to a good culture. Line managers, flexible work and a good work-life balance are enablers to creating a healthy culture (Sharp, 2020). Rita Trehan agrees that engagement is part of the culture but is not the culture in itself, and while strategies can emerge, with a best-fit approach, leaders should focus on creating a change ready culture that enables employee voice, transparent, two way communication and enable them to feel involved and that this will help with the implementation of strategy.

Human Resources have a key role to play in ensuring the desired organisational culture in embedded to all its policies and procedures. The availability of skills, knowledge and the way in which people are motivated and managed should shape business strategy (CIPD, 2019a).


2. Milton Friedman once stated, ‘the responsibility of business is to increase its profit, placing shareholder value as the sole measure of success’ (Gatenby, 2020). However, businesses and organisations have had to adapt to a new reality in recent years; one that is influenced by the consumer. 

As noted in the case study, John Whitmore identified the shift away from capitalism to a more ethical practice and an environmental friendly focus, with consumers putting pressure on businesses to do the right thing.

It has been noted that the impact of increasing profit, at the detriment of the environment and communities is unsustainable and a move away from capitalism to serving society is essential (Gatenby, 2020). 

Investors are becoming more focussed on the impact businesses have on the environment (Getenby, 2020) and countries, including New Zealand are including a well-being budget (Charlton, 2019), putting people at the centre of their government policy. However, although a clear ‘pull’ has been seen in some areas, this has not yet been seen in other countries.

While the statement implies that ‘mindsets have altered’, the success of businesses are still measured by the amount of money they make, through the FTSE 100 for example, and so while a ‘pull’ from consumers for organisations to focus on issues that matter to them, this does not appear to have trickled through to all organisations yet. 

The world of work is changing, and where people have influenced businesses through their lives in society, through the ‘#MeToo’ campaign and Greta Thunburg’s environmental movement, what employees want out of work is also changing (Deloitte, 2019). With technological innovations, a five-generation workforce and political pressures to become more sustainable, businesses need to adapt to remain competitive and attract and retain the talent they require.

Deloitte’s Global Human Capital Report 2019 proposed a multi-stakeholder approach, with business missions combining revenue growth and profit-making with support for the environment and all stakeholders (Deloitte, 2019). It was also noted within the report that CEOs rated the impact on society as the number one measure of success for 2019 (Deloitte, 2019). 

A ‘pull’ from the workforce and society for businesses to act ethically has resulted in corporate social responsibility. This addresses the ethical contribution of the organisation and how they add value through ensuring a positive impact on the environment, economy and society (CIPD, 2017). However, with just 30-40% of business leaders adopting this way of working, there is more work to be done (SAGE, 2019). 

Technology has enabled better bottom-up communication through platforms including glass door and changing leadership styles are enabling more employee voice so businesses are changing their strategies to align to the needs of their workforce. This differs from the traditional command and control type leadership that has previously been seen (Taylor, 2017).

Businesses that have not done so already, will need to change and transform in order to keep up with the demands of the workforce of the future. The future of work will be more diverse, with the introduction of Gen Z, 77% of whom said it was important for them to work for businesses whose values align with theirs (Deloitte, 2018), this rose to 92% for millennials who noted the positive impact a good experience at work could have on their productivity (SAGE, 2019). This ‘pull’ from the workforce of the future will require businesses to adapt in order to attract the talent they will require, and the digital-savy qualities these demographics possess.
Businesses in the future of work will need to promote more flexible forms of working. While employees have a legal right to request flexible working, 92% of millennials identify flexibility as a top priority when job hunting (Burnford, 2019). The benefits for businesses through reduced office space, the employee through a better work-life balance, which the UK currently ranks 24th out of 25th (CIPD, 2019d) and the ability of businesses to attract talent in the hard to fill roles, makes this ‘pull’ from the workforce a no-brainer for businesses to adopt now and in the future.
Human Resources will need to play a key role in elevating the importance of people-focussed strategies for business in the future to deconstruct hierarchies, enable even better communication, train better leaders and managers, create more meaningful work, and create further initiatives that enhance employee well-being.



3. Human Resources Management can be defined as; ‘A distinctive approach to employment management which seeks to achieve competitive advantage through the strategic development of a highly committed and capable workforce, using an integrated array of cultural, structural and personnel techniques’(Storey,1995: 5). While this definition acknowledges the contribution HRM can make to an organisation, it does not consider the context or sector in which the organisation is operating.

Within Mid and West Wales Fire and Rescue Service (MAWWFRS), the HRM functions main aim is to add value by making a cost-effective contribution to business, as a public sector organisation, during austerity and transformational change and differs to the contributions made my HRM in private and third sector organisations.

Culture is not a fixed state and evolves with changing external factors, demographics and workplace norms (Taylor, 2017). Starting at the beginning of the employee lifecycle; recruitment. HRM plays a key role in sourcing and onboarding talent into the organisation. Within MAWWFRS, diversity programmes are also built into the recruitment process due to targets set at a national level to increase the number of females in the operational environment and in an attempt to change the ‘macho’ culture that exists (LGA, 2018). 

Diversity initiatives, that aim to promote an inclusive culture can fail when managers are not fully on board and while the corporate strategy may commit to a more diverse workforce, when this is not reflected in the pool of recruits, the say-do-gap creeps in and impacts on the culture of the organisation (Sinek, 2011), with a culture of distrust resulting.

Performance Management is the continuous process of improving performance by setting individual and team goals which are aligned to the strategic goals of the organisation, and developing the knowledge, skills and abilities of people (Armstrong, 2016). HRM implement the performance management tool, for example the annual appraisal to ensure individuals are aligning to the competencies of a firefighter to promote a safe culture.

However, managing performance based on previous behaviour, annually, can lead to relationship breakdowns between individuals and line managers and a culture of distrust. HRM performance management strategies within MAWWFRS should adapt to focus on enabling managers to effectively undertake team performance reviews regularly that focus on strengths and development (Keller & Meany, 2017) to build a culture that is fit for the future of work. 

Employee engagement is about embracing a particular philosophy and culture of people management. (Briner, 2014). While some authors indicate that there is no need to measure engagement if the right people have been recruited, the insights gathered as part of this area of HRM can substantially impact on culture. 

HRM create and circulate engagement surveys bi-annually to measure an aspect of culture in the organisation and enables HRM to take an evidence-based approach to future strategic decisions to enhance engagement and influence culture. 

While these are intended to substantially impact on culture of the organisation, they can fail when outcomes are not followed up, (possibly as a result of funding issues or a lack of buy in from senior executives) and lead to the psychological relationship being damaged and employees removing discretionary effort. However, there is an ongoing debate in the literature regarding employment engagement surveys and the lack of information they contain to measure the complexity of culture, so open-ended questions should be used (Taylor, 2017), in addition to pulse surveys, when considering that engagement is a transient state and culture changes. 

With an evidence-based approach to decision making, strategic HRM can inform and influence senior executives on strategies to substantially impact on organisational culture. Through the analysis of HR data, including turnover and sickness absence rates, HRM can measure the health of the culture of the organisation and make recommendations for improvement (CIPD, 2019a).

Strategic HRM can fail to impact on culture when HR Business partners fail to make the business case and have not established credibility with business leaders (CIPD, 2019a). 
The timing of the proposals can also impact on take up and should consider external factors and take a best-fit approach to ensuring alignment.

HRM in the future will need to adapt to enhance its position within organisations to ensure an ethical approach to developing a culture that is aligned to the values or the organisation and allows two way, honest communication. 


4.a As referenced within the case study, David MacLeod and Nita Clarke, contributed the ‘Engage for Success’ report that was submitted to government in 2009 to outline what good companies at the time were doing to harness the capabilities of their people to create organisational success. 

While it is noted that some time has passed since the publication of the report, there are some themes that remain relevant in today’s business environment and others that will need to adapted to accommodate the future of work. 

A strategic narrative about an organisation that is authentic and delivered by an empowering, visible leader is the first key enabler suggested within the ‘Engage for Success’ Report. This refers to enabling employees to understand where an organisation has been, where it is today and where is aspires to go in the future. It is suggested that it allows employees to feel they are a part of where the organisation is going. A popular example of this is when a cleaner at NASA, when asked what they were doing responded that they were putting man on the moon (Carton, 2017). It enables individuals align the meaning of their work to bring purpose to the activities they are doing. 

When surveyed, a number of low paid employees did not gain a sense of achievement from their work (Purcell, 2010). This suggests that businesses and HR still have a lot to do to engage their employees and give them a sense of meaning in their work. It is difficult to measure as it is a transient state. 
   
The second key enabler was ‘Engaging Managers’. This refers to managers who focus their staff, treating them with respect and as individuals. According to MacLoed, the manager has a personal approach that unlocks discretionary effort. Through coaching and the reinforcement of good behaviours, along with honest, timely and constructive feedback on performance, engaging managers bring out the best in their people. 

While research from Google has been able to evidence the benefits of coaching through a controlled study of employees (Bock, 2016), it is noted that it can be difficult measure the impact of a manager (Briner, 2014).

In addition, when you consider that Purcell (2010) found that 40% of low skilled workers didn’t see opportunities to develop their skills, and managers feeling over-stressed and overworked, we can see that ‘the engaging manager’ is not a reality in many organisations. 

The future of work points to flatter hierarchies and empowered networks of teams (Deloitte, 2019) so the idea of a manager may not be fit for purpose going forward but perhaps virtual coaches, enabled by technology could feature.

Employee voice refers to the ability for employees throughout an organisation to challenge views and allow ideas to flow across the organisation. Mechanisms are put in place for all employee voices to be heard. This can be via technology enabled platforms, including intranet sites or social media, or through team meetings and trade union representatives. 

By keeping employees informed, and through open and transparent communication, employees are able to trust the organisation and are more likely to release discretionary effort (MacLoed, 2009). They may also speak more highly of the organisation, hence increase the employer brand and the organisations ability to attract top class talent. 

However, an example at Google shows where employee voice can lead to conflict. This occurred when opposing views were voiced (as is encouraged at Google) (Bock, 2016). 

In addition, in the future of work, with the rise of the ‘gig economy’ employees may be less likely to require a voice, as the interaction with work becomes one of a transaction of skills for a piece of work (Timms, 2015). 

Organisational Integrity refers to the trust organisations build with their employees through living by the organisational values. It is about how individuals act and the culture it creates. The say-do-gap which is often cited in the literature refers to the difference between what organisations say their values are and how these manifest in reality. 

An example of where the importance of this concept is still valid is at Netflix, where freedom and responsibility are promoted. If a senior leader sees rubbish on the floor, they will pick it up and put it in the bin to model that everyone has responsibility (Netflix, 2018). On the other hand, if an organisation says that its people are their greatest asset but there is a culture of bullying and harassment, the say do gap creates a culture of mistrust and employees can become disengaged (MacLoed, 2009). 

While some of the enablers proposed in the Engage for Success report remain appropriate for the world of work today, it is engagement itself that is causing debate in the literature, and if indeed it exists at all (Sharp, 2019). Future concepts, including employee experience are likely to feature as we move into the future of work (Timms, 2015). 




2.1a) The HR business partnering model was created by Ulrich (1997), or the ‘three-legged’ stool has a shared services function that deals with transactional services, centres of excellence with specialist knowledge and strategic business partners, who work with business leaders to influence strategy (CIPD, 2019b). 

Strategic HRM is a complex process that’s constantly evolving (CIPD, 2019b). The future structure of work will have more networks and cross-functional collaboration. Technology, knowledge work and automation, in addition to changing social values and globalisation require HR to adapt (Sparrow, 2017). 

The HRBP model is cost effective, making it the chosen structure within MAWWFRS and the close working between HR Advisors and employees enables a rounded view of the subcultures that exist and are they able to respond appropriately (Taylor, 2017). In addition, the outsourcing of administrative tasks frees up the HRBP’s to focus on strategic HRM.

The lack of flexibility within this model makes it appropriate for the public sector, who do not require the agility of private sector organisations but make it unfit for the future of work. 

The CIPD note that the profession’s evolution to this more strategic role is not yet a reality, with the structure causing barriers to progression and the creation of silos (CIPD, 2019b). Andy Cook (2019) refers to the severe shortage in professional skills in employee relations as a result of the mass adoption of this structure and SAGE (2019) point to skills gaps within the function that are required for the future of work.

Alternative models of HRM include the 4 Zones model for Transformational HR and a break up of HR altogether. Timms 4 Zones consist of People and organisational transformation, People performance and development, People and programme support, People strategy and partnership. Sparrow (2017) proposes separating HR into HR project resources, internal and external focusers and an integrator

According to SAGE (2019) 18% of leaders have changed from HR to People and developed new roles including People Scientists. While 61% of HR are operating under the traditional hierarchy, and no ‘one size fits all’ structure exists, organisations need to build the skills of their HR departments to adapt to respond in the future of work. 


2.2a) The current business climate sees the UK fall into a recession as a result of a lockdown due to coronavirus (Telegraph, 2020). Businesses are having to make huge decisions in order to sustain their businesses but need to be mindful of the ethical impact they are having.
Milton Friedman, noted in his book Capitalism and Freedom, ‘Only a crisis.. produces real change’. The Coronavirus pandemic is likely to spark huge changes in business, driving ‘Social Enterprising Organisations’ up the agendas of CEO’s.

A purely capitalist approach sees companies generating great wealth for some, while leaving others less fortunate. This has led to the rights of workers being abused in large companies including Sports Direct, which has resulted in Government intervention and the introduction of the ‘Good Work Plan’. Unethical behaviour damages the company brand, and with technology and the media so heavily present in todays society, businesses should do all they can to remain ethical and contribute in a positive way to the social enterprise (Deloitte, 2019). 
An opposing view signifies that capitalism is ethically good and is driven by free choices, with wealth increasing well-being. However, a genuine focus on Corporate Responsibility is, and will be essential for preserving consumer and investor confidence in the future and is seen as a necessity (CIPD, 2017). 

In 2020, 132 organisations across the world were recognised for setting the global standards for business integrity and corporate citizenship. These ‘Certified B Corporations’ balance purpose and profit and have a legal requirement to consider their impact on all stakeholders and the environment (bcorporation.net, 2020).
[bookmark: _GoBack]The Body Shop and TOMS are setting the standard for ethical best practice, embedding it throughout their organisations, supply chains and living by their values (Gatenby, 2020).

Human Resources can make reference to ethical principles during recruitment and embed interview questions for candidates to express their alignment to the values of the organisation (CIPD, 2017). Acting ethically can help attract future generations to organisations, and while a pure monetary approach could attract top talent, it is ethical, well aligned cultures that keep people motivated and engaged (Taylor, 2017). 
 


2.3a) As the world of work changes, so too is the way organisations are being run. The previous industrial revolution required command and control for mechanical skills focussed on productivity and in order to get this out of people. However, the literature suggests that organisations are adapting the way leadership is utilised (Taylor, 2017).

French and Raven’s Command and control model consists of 6 forms of power; legitimate (positional), reward, referent, expert and informational. Positional power refers to an individual appointed into a role, with associated responsibilities and influence behaviours. (French & Raven, 1959).

In contrast, Leithwood et al. (2009) suggest that, distributed leadership includes shared and democratic forms of leadership and is utilised to enhance the effectiveness of proposals (Bolden, 2011) , taking a multi-stakeholder approach to receive ‘buy-in’. 

Positional power may be used within the Fire Service where the CFO announces a decision that there will be a change in policy to the senior team that should be implemented. Some may agree with the change, and others oppose it, and decide not to implement it. This can cause the experience for firefighters to differ, who may discuss amongst themselves, and breed feelings of discontent, leading to a confused culture.

On the other hand, distributed leadership might show the CFO discussing a proposed change with the senior team who consult with multiple stakeholders, including firefighters and views and recommendations shared, before the change is implemented. When aligned to the Service values, this contributes to a transparent culture. 

Progressive organisations are now moving to a leader-leader model, where ‘leadership’ is developed and autonomy encouraged at all levels. In my opinion, although the theoretical model of distributed leadership is sound in principal, and ‘position power’ outdated, this form of leadership is still present in hierarchical structures today, with hidden informal leadership within organisations resulting in conflict with senior leaders.

Leadership development frameworks in the future will need to develop the soft skills of leaders through emotional intelligence to breed leaders that have autonomy to make informed decisions to respond quickly to changes in the external environment.


2.4b) 54% of UK employees worked flexibly in some way during 2018 (CIPD, 2019e). With an aging population, wanting to reduce their hours before retirement, 92% of millennial saying they rate flexibility as a top priority when job hunting, and 80% females wanting additional flexibility in their role (Burnford, 2019), in addition to organisations moving to more flatter structures, with more virtual project working, it is clear to see why the workforce are moving to more flexible forms of working.  

Augmented by technology, Results-Only-Work-Environments measure teams based on performance and complement more flexible working patterns (MindTools, 2020). Compass Point Business Services who have adopted this way of working have gained the mutual benefits in terms of engagement and productivity (PersonnelToday, 2015). 

The UK currently ranks 24th out of 25th for work-life balance which is seen as an essential component for job quality (UK Working Lives, 2019). This has created a clear driver for organisations to encourage more flexible work including working from home, reduced hours and flexi-time.  

Since the Coronavirus outbreak, Mark Price through his research has identified a jump from 1.5 million pre-Covid to 3.5 million in the number of people working from home following the implementation of lockdown restriction (Engaging Works, 2020). He additionally noted that employees were happier (66% globally), with social isolation and a potential lack of career development identified as the only potential negatives. It will be interesting to see how technology innovates to enable better virtual social interactions and online development opportunities as the lockdown continues. 

Future drivers for flexible work can be related to the changing role of leadership and the move towards a social enterprise, where, with leaps in technology and a move to a knowledge based economy, employers will need to ‘reinvent with a human focus’ in order to attract and retain the skills required and remain competitive in the market (Deloitte, 2019). 

In a bid to restart its economy, New Zealand is looking to follow Finland in introducing a four-day working week. It was noted that Perpetual Guardian who had moved to this form of flexibility had experienced mutual benefits for the business and employees through increased productivity and a happier workforce (Guardian, 2020). 

As technological advances remove a number of roles and we move into the reskilling era, flexibility will be essential for the workforce to upskill or retrain for roles of the future. 
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