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Section 1 

Q1

How did the CIPD professional standards support my delivery of an effective HR service during the pandemic?
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Reflections of leading a HRD function within the NHS has been significant, providing the ability to map my development against the professional standards/profession map.  My actions have demonstrated a sense of purpose, promoting the value of the people profession (CIPD, 2020a).   This has allowed me to demonstrate growth in relation to core knowledge, behaviours and specialist knowledge. My practices have been led by evidence-based decision making, following my principles and outcomes have been measured (CIPD, 2021a). 

The CIPD standards allowed me to influence organisational strategy in relation to HRD, using the specialist knowledge, providing clarity in relation to the need for learning interventions to be embedded into strategic plans from the outset.  It allowed greater reflection in relation to metrics to measure impact.  These actions created the long-term vision of the organisation, incorporating a learning culture. 

[image: ]The professional standards allowed the growth of the HRD function within the organisation, identifying minimum competencies supporting job evaluation and learning opportunities. 
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Using Rolfe et al’s (2001) reflective tool provided deeper reflection of the professional standards, using these as a guide within practices.  

What I’ve learned? 
· I designed integrated processes, recognising how HRD impacts wider HRM functions, created streamlined processes to assess competencies, interpreting multiple sources of data.  
· Conflicting pressures of clinical services for workforce supply and compliance of staff impacted relationships, I overcame this with increased communication, influencing stakeholders.  
· Risk assessments and succinct reports submitted to mitigate risk and make quick decisions.   
· Adapting communication styles depending on situation from decisive decision making, coaching, mentoring and consulting using specialists.
· Recognising the need for monitoring staff well-being and taking a pragmatic but equitable approach to discretionary measures for people management, without breaching fundamental employment legislation or ethics. 
· I provided opportunities for employee voice through questionnaires, addressing organisational challenges exacerbated by digital transformation. 
· I created flatter structures, building trust and psychological safety, whilst encouraging staff to be compassionate to others. 
· Greater collaboration and system thinking, breaking down silo working of teams
· Exposure to management of multiple budgets, forecasting spending HRD. 
· Embraced digital technology, with a focus collaboration embedding hybrid working into the team.
· Developed several business cases, to strengthen and expand the HRD function.  

What difference has it made? 
· It demonstrated I was able to adapt my leadership style and portray confidence, even when lacked guidance.
· Demonstrated ability to design complex systems and processes at pace. 
· Greater autonomy and faster, decisive decision making.
· Providing a staff voice in and improved the process around accessing training opportunities.
· Improved trust, productivity, commitment and relationships within the team.
· A greater focus on HRD within organisational vision and strategy.
· Ability to manage a budget with confidence 

Now What? 
· Embed processes, sharing practices to understand longer term consequences on people and process management.  
· Evaluate new systems, futureproofing for business needs.
· Identify how to maintain trust within the team through impending team growth. 
· Develop a toolkit for system-thinking.

In conclusion, development has come in many forms, from increasing resilience, reflecting on work-life balance, capabilities of leading through turbulent time and entering a senior role during a pandemic.  Now it’s time to identify learning opportunities towards the remaining areas, using the profession standards to map my development. 

Q2: 

To critically analyse the leadership approaches thought to be best suited to leading in the context of the pandemic requires an understanding of leadership approaches and conditions of leading during these turbulent times. 

Leadership is defined as “a process whereby an individual influences a group of individuals to achieve a common goal” (Northouse, 2018), influenced by hierarchy, bureaucracy, short-term focus, individualism and a ‘them and us’ mentality (CIPD, 2014).   Some approaches include transformational, servant and trustworthy management styles.   

Transformational leadership describes leaders who have exceptional influencing skills, can inspire others to create great things and are able to adapt to the situation and needs of staff. The emotions, values, ethical standards and goals of the leader will assess individual needs and identify ways to motivate employees.  Critics argue that the heavy reliance on building individual relationships can lead to bias or cliques within teams (Notgrass, 2014).  As visionary leaders, they are intrinsically motivated and manage their own development (Northouse, 2018).  It is argued this impacts the focus on their priorities (Notgrass, 2014), although questionable if self-development directly links to underperformance towards organisational goals.  In times of uncertainty, the transformational leader is highly successful, encouraging creativity, new ideas, recognises accomplishments, builds trust and inspires a collective vision (Northouse, 2018).  

Notgrass (2014) argues that the transformational leader is not able to predict employee performance and attitudes like servant or trustworthy leaders as relationships are superficial.  Research in relation to this is still being questioned (Hoch, et al., 2018).   Transformational leaders are confident, competent, articulate and express strong ideals, whilst being able to listen, celebrate success and tolerate opposing viewpoints and initiate significant change.   Creating connections with individuals, they raise the motivation of their team, which in turn motivates them.  The leadership style is visible, usually striving to impact company values and create the vision as a leader  (Rees & French, 2016).  

Transformational leaders create a culture where employees feel empowered, providing a strong role model (Northouse, 2018).  Notgrass (2014) criticises the transformational leaders’ ability to delegate due to controlling tendencies, although Bremen (1992) argues that delegation skills can be developed and will form naturally as they gain confidence and trust in their team.  

Transformational leaders lack conceptual clarity as their leadership style has a wide range of characteristics (Northouse, 2018), although little evidence can be found to collaborate this hypothesis. Transformational leadership is based on personality traits and predispositions, and therefore difficult to teach (Bryman, 1992), making it hard for leaders to adopt if this is not their disposition.  Sometimes seen as elitist and anti-democratic, individuals are criticised for being unadaptable and keen to promote their own ideas (Notgrass, 2014). This has been refuted by Bass and Avolio (1993), who argue these are the behavioural traits of a good leader.

Servant leaders are common within healthcare and non-profit settings where caring is prevalent (Northouse, 2018). Leading with honesty, fairness and listening to their team builds strong relationships. Investing in their team, they focus on wellbeing and development  (Greenleaf, 1977) and their team is their priority (Rees & French, 2016).  This leadership style moves away from the traditional hierarchical management approach, encouraging autonomy.  With high morals and ethical principles, servant leaders serve organisations, communities and society as a whole, which is the trait that splits these leaders from that of others (Northouse, 2018). 

The servant leadership style is often discounted due to its name (Northouse, 2018) .  Although servant leaders have influencing skills, the approach used is not clear  (Northouse, 2018). The very nature of the leadership style conflicts with autonomy, delegation, goal setting and creating a vision  (Gergen, 2006). Further research is needed as to how servant leaders lead organisational change (Notgrass, 2014).  Another consideration is loyalty is for the leader as opposed to the organisation (Liden R, et al., 2015). 

Trustworthy leadership focusses on building trusting relationships, using behaviours that will increase engagement of the workforce.  Positive relations are built by regular contact, honest feedback, providing help and support and by dealing with team conflict promptly.  Trust is also earned by demonstrating experience in decision making, anticipating and responding to problems and trusting team contributions.  A trustworthy leader will be a role model, human, relational and personal in their approach, consistent, follow through on promises and be prepared to go the extra mile when needed. (CIPD, 2014).  Trustworthy leadership will allow employees to be open, transparent, communicate more frequently and commit to company decisions.  Considering the current climate in relation to the great resignation, using trustworthy leadership increases job satisfaction and therefore employees are less likely to leave (Ouslis, 2018).   

With the trustworthy leadership approach, it is imperative that the trust has been built prior to leading through times of complexity as this would be difficult to gain through turbulent times, especially creating attributes of trust through predictability, ability, integrity and benevolence, whilst leaders face significant challenges (SHRM, 2021).  Where these relationships have already been formed, this could still pose a threat as trust can be easily damaged (Brownlea, 2020).  Trustworthy leadership is a valuable behaviour, but criticised as on its own, doesn’t demonstrate the breadth of skills needed to lead within complex environments and situations (Avolio, 1999) (Northouse, 2018). 

Leading in fast paced and complex work environments, leaders need to build strong and cohesive teams, even with employees working remotely. Leaders must navigate and manage change quickly and appropriately, while remaining focused on the larger task at hand. Leaders must remain culturally sensitive and emotionally aware.  (Forbes, 2020)

The pandemic has created turbulent conditions for leaders that are variable, inconsistent, unpredictable and unexpected (Ansell & Trondal, 2018).  The leadership approach adopted is critical to protect the culture and success of the organisation (Rees & French, 2016).  

Currently, leaders need to lead through turbulent times.  VUCA is a term used to describe the external context, which is very pertinent in the current climate.  Recognising the Volatility, Uncertainty, Complexity, Ambiguity within the external environment. The NHS face significant external pressures that impact the organisation including Brexit, which impacts staffing, especially recognising the number of employees from overseas within the NHS. Covid also impacts from a legal & workforce perspective, especially around social distancing and self-isolation periods and how this impacts the workforce. Technological change has also impacted the workforce, allowing greater flexibility for agile/home working.   Within a VUCA environment, it impacts the ability for leaders to make decision. (Giles, 2019)

Internal factors include conflicting rules as staff from different departments coming together, staff turnover, vacancies impacting other staff health and well-being. 

In conclusion, the pandemic will provide significant challenges for experienced leaders.  Transformational leadership provides a holistic approach that demonstrates resilience, ability to create a vision, implement change and build a team.  Trustworthy leadership is also effective, focussing on building relationships and providing social connectivity. 

Q3: 

When considering if the formal and informal structures within the NHS has helped or hindered in the management of people during the crisis, there is a need to asses these structures before and during the pandemic.
Formal structures:

· Decisions:  Pre-pandemic, meetings and decision-making process were formal, including language, documentation, minutes and evidence required for assurance, impacting speed of decision making.  During the pandemic, non-essential meetings were stood down and managers had greater autonomy for decision making.  New meetings were created which had greater formality and accountability in the event of a public enquiry.  This consisted of a: 
· ‘Gold Command Group’ led by the Executive Team – setting the priorities and making real-time decisions. 
· ‘Silver Tactical Group’ led by Head of Operational Services, identifying how the priorities and decisions were to be delivered
· ‘Bronze Delivery Group led the operational delivery of work and reported progress using the structure.  This provided the ability to pass questions up the levels of the structure, without the need for complex documents.
This structure not only supported quick decision making, less administrative burden and shorter, more productive meetings, it also built relationships with executives and several lower leadership levels as when further information was needed, specialists were called in to give verbal updates. 

· Motivators:  The significant change was the ability to try new roles and the reduction processes for recruitment.   The processes in terms of job evaluation and the use of expression of interest speeded up getting staff into roles and pragmatic risk assessments allowed managers to manage their services.

· Information:  The need for data, metrics and reports increased significantly, creating pressures on specialist services.  Command structures took on board these pressures and real-time improvements were made, demonstrating staff voices.  Reports became more succinct, with verbal updates captured through minutes for assurance. 

· Structure:  Formally, no changes to structures were made.  Informally hierarchy flattened an example being in HRM/HRD where leadership structures turned into ‘Touchbase Groups’ which was a rapid problem solving multidisciplinary group of all levels, working towards a common goal. 

Informal Structures:

· Norm: The hypothetical ‘rule book’ was thrown away, with managers making decisions that impacted their team with less reliance on policies. This improved the overall relationship within teams and meant staff displayed discretionary effort. 

· Commitments:  The sense of purpose was astonishing. The public support pushed the workforce commitment to an unprecedented level, to the extent that it had a detrimental impact on the workforce health, wellbeing and work/life balance 

· Mind-sets: Staff had a voice, new technology allowed them to participate in live polls, staff experience surveys and Task & Finish Groups.  Teams began working together, breaking down silo’s.

· Networks: The ability to work from home was dependant on the role within the NHS. Technology provided the ability to offer social connectivity, but managers were focussed on what they could see.  Some staff experienced isolation, loneliness and anxiety. 

In conclusion, both informal and informal structures were significantly improved during the pandemic.  Staff at all levels are excited about working to the new normal!  The biggest learning is around maintaining social connectivity.  


Q4B

In order to critically reflect on how the crisis has impacted the culture of the NHS and impacted the strategic goals, I have used the Gibbs Reflective Cycle, providing structure to my reflection:
· Description: 
Pre-pandemic, WF&OD developed a 10 year strategy with the aim of addressing workforce challenges (HDUHB, 2019).  After wave one of the pandemic, a people culture shift occurred.  A discovery report was commissioned to understand staff experience.  The report highlighted the service changes and innovation that emerged including changes in working practices, agility and technology (HDUHB, 2021). 

· Feelings: 
The WF&OD strategy was visionary and a year later, objectives had become embedded into daily routines.  I felt proud and considered the skillset of my team following this transition.  
I felt sad that my team felt the divide between corporate and front-line staff, knowing similarities in effort and working practices. 
Pride kept staff going.

· Evaluation:
Corporate staff felt less valued 
Managers embraced increased autonomy
One of the biggest challenges was the lack of IT infrastructure to fully embed new ways of working and provide social connectivity.  
 
· Analysis: 
Culture change is phenomenal! HRM need to take time out to reflect and catch up with the organisation, obtaining a deeper understanding of how this relates to all areas (community, primary care, secondary care, corporate functions).    
Outcome of the discovery report demonstrated the positive impact the pandemic had on culture, teams, bureaucracy and hierarchical structures. Staff are less guarded about roles, working together. 

· Conclusion 
The crisis has positively transformed on culture and strategic goals.  
The Business Planning Assurance Committee was replaced with the People and Organisational Development Culture Committee, being people focussed.   Strategic plans across all directorates have greater people focus, truly putting people at the heart of what we do. Relationship managers have been introduced into the organisation to develop people culture plans and a staff experience and culture team has been created to drive culture change. 

· Action Plan 
There is a need to consider how we extend this people culture for those working from home.  I would also consider the language used in publications, recognising the breadth of our workforce.   I should have considered how the change in people culture impacted progress towards own objectives, allowing a greater ability to manage a HRD service. 


Section 2

Q2.1B

To lead the organisation out of the pandemic, the NHS need to consider the biggest leadership dilemma they face, identifying the reasons and how HR can support this challenge?

The Dilemma?
The biggest dilemma facing the Health Board is the need to reverse the mindset of leaders, focussing on managing people.  Previous cultures focussed on leaders managing services, being outcomes driven.  This approach will restrict leaders to lead their way out of the pandemic and find the ‘New Normal’. 

Why?
· Need to reduce the attrition due to the critical levels of skills shortages – Having an effective manager is the second most important driver for employee retention (HR Director, 2019). Health and Social Care recruitment challenges are significant and impacting recovery.  People are reconsidering their occupations which was led to the ‘Great resignation’, Younger workers have always tended to be more mobile, but older workers appear to be reconsidering their options. Recognising that there is an ageing demographics in the organisation, this raises greater concerns. (Cheese, 2022)
· Discovery report identifies our staff to hear, repair and recover and leaders need to allow this to happen (HDUHB, 2021).
· Will allow managers to support the wellbeing of their staff as to attract and retain talent, we must do more to create positive and supportive cultures, great places to work that are truly inclusive and support growth and progression for people (Cheese, 2022).
· The NHS is continuously facing public and politic pressure, making it difficult for the workforce to recover.


HR Support:
The need for HR to work closely with departments is more critical than ever since the pandemic, leading transformation within the organisation (CIPD, 2022).
· HR can transform policies that reflect new people cultures.
· Creating effective leadership development programmes
· Supporting the transition to remote or hybrid working 
· Provide a moral compass
· Support mental health and wellbeing, through interventions as this is identified as being biggest challenge alongside building positive cultures and values (CIPD, 2021b) 
· Implementing wellbeing programmes as this leads the path to recovery (XpertHR, 2021)
· Keeping updated with regulatory change that impacts people management
· Influence organisational strategy as there are clear links between the HRM and business outcomes” (CIPD, 2021b)
· Create opportunities for employee voice
· Providing intelligence data to understand workforce demographics, supporting to create a talent pipeline
· Supporting managers to enact HR policies with confidence as a last report to people management (Adams, 2017)

In conclusion, although the dilemma identified was around leadership focus, the outcome of this links to staff retention, engagement, creating a culture which has a positive impact on employee brand and therefore recruitment of skills shortages.  This represents a complete change in mindset for the leadership function. 

Q2.2 a

HRM and HRD can demonstrate their role is critical now more than ever, with the need for collaboration across departments, supporting the rapid management of change during the pandemic. The CIPD (2022) outlines that “people professionals have a key role to play in leading change in our workplaces, putting people at the heart of any transformation”. 

Greg Jackson criticised HRM, stating he doesn’t believe in having a traditional HR department (Unleash, 2021), stating leaders find out how to deal with this and are not tied up in countless policies (BBC, 2021).  This was challenged by the people profession as minimal people were still dispersed practicing HRM, including recruitment, L&D and a business partner (People Management, 2021).  Empowering mangers to deal with people management issues are supported by the CIPD, allowing the people profession to focus on the wider people vision, aligning with the contemporary role of HRM (CIPD, 2022). 

Lack of a HRM function does not provide the governance linked to the code of conduct or professional standards (CIPD, 2022)  Legislation relating the HR management has increased over decades, demonstrating the need for specialists to understand the intricacies in areas requiring specialist knowledge (Lewis & Sargeant, 2020).  In relation to lack of reliance of policies and practices, this may dilute culture and leave the organisation open to action being taken (People Management, 2021).   

The pandemic has bought about organisational challenges, which are very much linked to its workforce.  These include the need to identify new ways of working (remote, hybrid, agile), designing collaborative workspaces, managing staff wellbeing and developing not just the leaders, but providing development opportunities to meet the changing demands of the organisation (CIPD, 2020a) (Economist, 2020).  McKinsey (2021) summarises the point above, identifying nine imperatives as to how HR can support organisations (McKinsey, 2021).  
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In conclusion, organisations may question the need for the traditional HR function, however the breadth of the people profession demonstrated they are pivotal to driving people strategy and driving organisational culture, being the moral compass, identifying staff engagement levels, driving initiatives to support retention, developing our workforce and providing specialist advice in employment related matters.  This shows the people profession is critical to business success!


Q2.3a
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Organisations need to concern themselves with ethics and sustainability even if this impacts profit.  The CIPD professional standards outline the need to behave ethically, show integrity and where concerns are identified, challenge unethical behaviour (CIPD, 2021).  Where organisations fail to behave ethically, this harms credibility, impacts the internal and external reputation of the organisation and could have negative implications for levels of employee engagement (Taylor & Perkins, 2017) 

Research identifies a high proportion of businesses knowingly fail to act ethically regarding payment of workers (Clark & Herman, 2017).  In the NHS, although there is a robust pay structure, one of the ways whereby managers act unethically is the expectation on staff to do unequal work for equal pay.  This impacts staff retention, morale and performance.  By acting ethically, would in this instance maintain or increase profitability as this would reduce the cost of recruitment and onboarding, whilst maintaining performance, thus productivity levels.  

Ulrich, 2016 organisations need to look externally and demonstrate behaviours that promotes public good. Described as Corporate and Social Responsibility (CSR)  It demonstrates “the way in which an organisation expresses it values and behaviours towards stakeholders’’ (Kew & Stredwick, 2012, p. 366).  There is no legal obligation to on the organisation to enact CSR, organisations should understand that in addition to being profitable, they have a wider purpose with regard to environmental responsibilities and the need to promote the welfare of the wider social economy, despite the financial investment needed by the organisation. 

Ethical businesses are more likely to be competitive in the labour market.  It creates a market positioning and trust from stakeholders (Kew & Stredwick, 2012). HRM are key to contributing to ethical values, which in turn has a direct impact on organisational success (CIPD, 2019).

Recent research identifies that the next 'norm' is about saving the planet, with a high percentage of GenZ shoppers preferring to purchase sustainable products due to their social and environmental values and principles. Research identified that GenZ will spend 10% more on sustainable products and 75% of GenZ said they wanted brands that ensured customer and consumer safety and where ethical/unsustainable practises were identified, that they raise concerns. Organisations have recognised the need to respond to this and most companies openly promote their sustainable ethics. (Forbes, 2021)

With regard attracting and retaining talent, evidence shows that millennials 'are trying to make the world a better place', actively seeking companies that 'embrace sustainable practises'  (Cheng, 2019).   The pandemic has left people revaluating their work choices (Cheese, 2022) and given that millennials are seeking ethical organisations there is an opportunity for attracting high quality candidates for those organisations who can demonstrate this.

In conclusion, research identifies that Sustainability, profitability and ethics can co-exist (WEF, 2020) (CIPD, 2021). 

Q2.4

Lewin, change model is a process of unfreeze, change and refreeze, criticised as being quaint and too simple for the modern era of constant and rapid change.  It is clear Lewin’s change model clearly provided a foundation on which change management has developed (Cummings, et al., 2016). 

 Critics argue that Lewin’s model is simplistic nature in comparison to other models and effective where changes are planned, incremental or transitional (Rees & French, 2016), but is ineffective in addressing transformational change (Tahir, 2019).  

Lewin’s model is described as linear and static (Kanter, et al., 1992, p. 10), with others arguing that the ‘refreezing’ stage does not reflect the complexities of the VUCA world, which requires flexibility and adaptation (Child, 2005), (Clegg, et al., 2005). Some researchers defend Lewin’s model, claiming that Lewin himself recognised the changing landscape of the change management arena and should be used in conjunction with his models relating to field theory, group dynamics and action research (Burnes, 2004), but this in itself has had critism in relation to the management of multiple models simultaneously, which make it an outdated model in its own right (Clegg, et al., 2005).

Consider the following case study showing practical application of Lewin’s 3 Step Model within a large NHS public sector organisation:
 
Existing systems for managing an induction process did not allow for increased demand for onboarding.  Reasons why the current process didn’t work were identified and the unfreezing stage was complete by focussing on employee preparation (Zenter, 2015).  Secondly the change was implemented, ensuring that the systems and processes were familiar to those who needed it.  When it came to the refreezing stage, symbolising the act of reinforcing the change, emergent conflicting pressures meant that the new process was no longer viable, and a new plan needed to be implemented. Nearly two years later, the changes to the onboarding process continue to evolve and therefore no refreezing has happened.  Staff have come to accept that the new process is evolutionary due to changing priorities and accept that the new norm is transformational.

This example demonstrates the arguments raised by Clegg ‘et al’ (2005), Child (2005) and  Kanter et al’ (1992) about change being revolutionary and the need to consider more robust models in the contemporary climate. 


[image: See the source image]

In comparison, the McKinsey 7-S Model is built around transparency and developing frameworks through participation.  This model considers hard elements relating  to strategy, structure, hierarchy and systems  and the soft elements relate to skills, knowledge, capabilities and organisational behaviour. When comparing the two models, Mckinseys demonstrates the complexity of an organisation, factoring in logical and emotional factors, whereby Lewin’s lacks direction of leadership and does not spefify communication, structure, collaboration the environment and access to data. leadership   considering all elements of the change, external/internal factors and  forces a provide Lewin however the soft elements focus on the people side the human side of change management which is missing from Lewin’s 

In conclusion, by the very nature of Lewis’s Model, Lewin identified that individuals crave certainty and security, which does not reflect the current climate (Lewin, 1958). Recognising 70% of change projects fail due to poor communication, lack of collaboration and buy in and ineffective leadership (Forbes, 2019), this also questions the effectiveness of the Lewin’s change model with the lack of people focus. 
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