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1.1  
CIPD (2020B) defines strategy as something that “exists in all organisation and defines the organisation’s behaviour and how it attempts to cope with its environment”.
There is a variety of definitions for culture, however CIPD (2019B) summaries culture as “the shared characteristics among people within the same organisation. It includes the values, norms of behaviour, routines, traditions, perspectives and beliefs of individuals”.
Uber and Amazon are companies with a bad culture. Bad company culture can be explained as:
· Bad workplace feeling – negative environment.
· Power more important than the task.
· Rules and policies are important.
· Them and us culture – manager v employees – lack of engagement.
· Talk about mistakes, not efforts and good results.
· Employees don’t speak up.
· Lack of communications.
· No autonomous working.
· No community (Ryan, 2016).
Microsoft, Google and Costco companies that were rated in the top 10 for best organisational culture. A good company culture consists of:
· Employees relating their role to the company’s vision and values.
· Autonomy in the workplace.
· Employee engagement is high, and they are keen to help.
· Increased productivity.
· Employees work well within a team.
· Effective leadership and good relationships
· Adaptability (Straz, 202)
The statement ‘culture east strategy for breakfast’ doesn’t mean that strategy isn’t important. It implies that culture is more powerful to achieve organisational success (The Management Centre, 2020).  It doesn’t matter what strategy the organisation is trying to implement, if the culture doesn’t support the strategy, it will be held back by the individuals implementing it, therefore becoming unsuccessful and inefficient (Taylor, 2019). For the strategy to be implemented, those involved in driving it need to be passionate about the change and have enthusiasm towards their role and their company (Taylor, 2019).  Employees loyalty is driven by its culture. If they are enthusiastic about their company, they will strive to achieve the organisation's strategy (Smith, et al., 2014). 
Over the last few years, companies need to create a culture that is flexible and innovative, so they can respond quickly to changes and therefore are better equipped to survive and thrive in the long-term (The Management Centre, 2020; Maddison, 2020). Companies taking a people-centric approach are more likely to succeed. To do this they attract and retain and engage employees through employee recognition, active listening development opportunities and improving their internal communications (Maddison, 2020). HR strategies will become people-focused and move away from focusing on business needs.
However, for organisational culture to exist, there must be successful business strategies which enable business solvency (Kobulnicky, 2017). Some research states that if the strategy is correct, then the right culture will develop over time as the correct behaviours will automatically follow behind the strategy (Kobulnicky, 2017). The success of the business strategy is what sustains the organisation culture. 
A good strategy is key to business success and therefore without a company there will be no culture. However, if the culture doesn't support the strategy, the workforce is not motivated, therefore will have a negative effect on the company and its future. They both need to be aligned with each other, with the balance being achieved by understanding and making changes to the culture on an ongoing basis (Gatehouse, 2020). 
An example of when culture tops strategy is that of the British Leyland, where workers were falling asleep on their night shift, to which they realised that this bad culture could lead to underperformance and possible terminal death of the company (Smith, et al., 2014). 
“You can have the best strategy and the best building in the world, but if you don’t have the hearts and minds of the people who work with you, none of it comes to life.” (West, 2018)

1.2 
The needs and desires of employees have been evolving throughout the years with the 'push' and 'pull' factors being key influences. Push and pull factors are found in all organisations and businesses need to understand these and the influences they have on their employees (Croner-i, 2020). These factors allow the business to retain and engage their employees. Push factors are those that have a negative impact on the employees, causing them to leave an organisation such a lack of training and development, with pull seen as positive factors that attract new recruits and retain talent (BBC, 2020). 
Competitive pay and good benefits which companies have had control over have been key factors up until now, but there are new factors that organisations need to consider for the future if they are to retain and attract the best employees (Kohll, 2018). 
1. Commitment to health and well-being
Mental health illnesses are currently costing the global economy $1 trillion in loss through productivity a year (Roughol, 2019). Work has been reported as the main source of stress (CIPD, 2019E). Employees want workplace wellness initiatives introduced into companies to show them that their employers care about their health and well-being. This factor is more important to those started working in the last decade (Elsworthy, 2019). It is also important that they create a culture of wellness into the company, not just offer the chance to participate in wellness activities (Kohll, 2018).
2. Environment sustainability
Millennials make up the largest population and they are committed to implementing sustainable development goals into an organisation, or working with organisations who have these goals in place (Cheng, 2019). Strategies include reducing global warming and recycling. Millennials have been brought up to be more sustainability-conscious therefore having these strategies in place is important to retain their employment and become a company of choice. Grete Thunberg has also increased public pressure around climate control in recent years (Roughol, 2019).
3. Flexible work arrangement
The 9-5 workday can be seen as outdated and is not helpful to attract and retain talent. Research has shown that 2/3 employees would like the option of some form of flexible working with 83% stating they would turn the offer of a position down if flexible working wasn’t included in the package (CIPD, 2019E; IWG, 2019). It doesn't matter the industry, employees and job seekers in the UK see flexibility as an important factor in what they want in their future jobs (Kohll, 2018).

4. Have a purpose for Working
Employees need to understand and have an emotional connection to the company they work for, knowing the story of the company and where it plans to be in the future (Druckenmiller, 2019). They want a sense of purpose about their job so they feel connected to the organisation and are contributing to the greater good of society (Kohll, 2018). By understanding their role and where it fits in the company will improve employee motivation, morale and overall job satisfaction. Individuals are three times more likely to stay or join a company if they have a strong sense of purpose (Kohll, 2018)
By keeping up with the desires of the employees will benefit the organisation and the bottom line. By focusing on factors such as those mentioned above can improve overall job satisfaction allowing the company to retain its best talent and be competitive (Kohll, 2018).
1.3 
Over the last 40 years, the role and function of HR has transformed itself, from personnel to modern HR (Rees & French, 2016). HRM emerged in the 1980s to replace personnel management (Armstrong, 2016). Personnel management is workforce centred, concerned with employees with HRM being resource cantered concerned to the needs of the organisation. 
Storey (1995) described HRM 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”. This can be viewed as an idealistic view as one size does not fit all. A new description, underpinned by theories, describes HRM is being concerned about the ways people are managed to improve organisation effectiveness, and not just there to solve problems, however, it should also include ethical decisions with how people are treated (Armstrong, 2016).
As stated by Jones (2018), organisational culture is “the implied social order of your business. It’s the values and behaviours that make up the unique social and psychological environment in which you operate”. It is the shared characterises such as values, routine, and behaviours, among individuals within the same company. 
Organisational culture is important to HR professionals, and to make sure the culture continues to thrive and becomes a sustained, HR uses a few practices (CIPD, 2019B; SHRM, 2020).
Key areas of HRM that affect the organisation culture are:
· Onboarding 
· Performance management
· Reward and recognition programmes
· Recruitment

HRM plays a key role in designing and overseeing the company onboarding process. The onboarding process is important to a new recruit as it immerses them into the culture of the company by teaching them the values, norms and wanted behaviours of the company (SHRM, 2020; Kearl, 2018). New employees are 18 times more likely to feel committed to the company and engaged in their work if they have received an effective on-boarding process, therefore sustaining the organisation culture (Kearl, 2018). By becoming part of the social network and having early good job experiences can reinforce and develop the culture (SHRM, 2020). Onboarding can often fail to have an impact on the culture as companies are unable to build an effective onboarding process or just see it as a ‘tick-box’ exercise, therefore new recruits don't become immersed into the culture and are likely to leave, resulting in high staff turnover and poor organisational culture (Hall-Jones, et al., 2018). Within the first 6 months of their employment, 81% of new recruits will decide to leave or stay the company (Kearl, 2018). 
CIPD (2019C) describe performance management as:
“the attempt to maximise this value creation and ensure that employees contribute to business objectives. It should align with organisational strategy and suit the type of jobs in question.
It describes activities that:
· establish objectives through which individuals and teams can see their part in the organisation’s mission and strategy
· improve performance among employees, teams and, ultimately, organisations
· hold people to account for their performance by linking it to reward, career progression and termination of contracts.”
They can affect the culture by explaining to employees what is expected from them, while also providing feedback on what the company sees as appropriate behaviour (SHRM, 2020). If can improve employee commitment by 40%, reduce staff turnover by over 50%, up to 30% improvement on customer satisfaction as well as improving employee engagement and organisational performance (Meyrowitz, et al., 2012). By using the elements in the ACE model (figure 1) for performance management, research has indicated that companies can become high-performing work organisations (HPW), whose employees understand their well-established values and behaviours associated with delivering company strategies (Rees & French, 2016). 
				(Figure 1: ACE model)
[image: ]
(Source: Rees & French, 2016)
HPW is described as moving away from relining on management control to a more autonomous and teamwork-based work with high trust, communications, and involvement in company decision, which are key to sustaining a good organisational culture. (Rees & French, 2016). 
Performance management often fails to have the desired impact on culture due to:
· Procedures introduced often become an admin drill, therefore having a negative effect on managers and employees (Meyrowitz, et al., 2012).
· Only drive motivation peaks intermittently during the year when the procedures are executed, therefore not being effective (Meyrowitz, et al., 2012). Since 2012, Adobe has used an informal process of real-time feedback which has improved their performance management (Bock, 2016).
· Performance appraisals, which is a tool used for performance management is seen as being biased and based on how the manager likes their employees (Hogan, 2012). 

Reward and recognition programmes are used to help motivate employees to act and behaviour to the culture and values of the organisation (SHRM, 2020). When employees feel appreciated they will go the extra mile, morale and productivity increases which ultimately gives a health company culture (Vintage Circle, 2020). Reward packages are also used to attract the best talent especially in times when skill shortage is low.

 Types of reward and recognitions include:
· Employee of the week/month
· Salary increase.
· Benefit package.
· Gift vouchers.
· Point scheme.
· An email from senior management saying ‘well done’ (Burden, 2018)
However, if executed incorrectly such as the reward being based on position and status rather than contribution,  it can decrease loyalty and commitment within the company, therefore creating a bad organisational culture (Rees & French, 2016). 

Recruitment can help capitalise on the organisational culture. It can do this by:
· Selecting individuals who fit into the way the organisation works.
· Selecting individuals whose personality fit with the organisational culture and therefore are more likely to produce greater performance (SHRM, 2020).
· Allows for a diverse workforce which allows for better decision making (better decisions made 87% of the time) and perform better (Lepsinger, 2018)
However if done incorrectly, and employers paint an inaccurate picture of the organisation and it's culture, new employees will be unhappy and decrease morale of the organisation (Cancialosi, 2016). They are also more likely to leave the company, therefore costing the company between 50-150% of that role annual salary (SHRM, 2020). A diverse workforce can also lead to friction and conflict which if not dealt with correctly, can lead to a poor, unhappy culture (Lepsinger, 2018).

1.4 A 
There is no common definition of employee engagement (Briner, 2014). A variety of definitions can focus on employee attitudes, employee behaviour and feelings, the conditions of work, or on a mixture of these (Briner, 2014). 

However, CIPD (2019A) develop a definition on employee engagement regarding is as the idea based on the mutual gains in the employee relationship between the good of the employees (well-being, job satisfaction etc), and that of the organisation such as performance, commitment and loyalty (CIPD, 2019A). 

Strategic narrative is the ability to communicate the future visions and strategies of the company, while also explaining the past and where they have come (Engage for Success, 2020). It is based on the leaders' ability to 'tell the story', so employees and other stakeholders understand their place and role in achieving the company strategies and shaping the future of the company (Cancialosi, 2015). It gives employees and stakeholders a common purpose with clear directions to help with decision making and prioritizing. Those that understand the strategy and their role in it are more likely to understand and fit into the culture of the organisation, therefore becoming more committed and productive (Engage for Success, 2020). Additional advantages include reinforcing the company values, creates an inclusive environment and allows leaders to appear more 'human' as they include their personal stories into the mix (Cancialosi, 2015). However, the success of this will all depend on how well the story is told. If the manager doesn't understand the story themselves or doesn't believe in it, the employees won't 'buy-in' which will lead to a decrease in engagement.
Managers are key to engaging the employees of a company. Without engaging the manager first, there will be limited results in engaging the workforce (Chamberlain, 2012) A good manager will improve employee engagement by developing trust and relationships which in turn will improve the performance of the organisation. An engaged manager will focus on its employees, allowing for autonomy; has good communication skills, while allowing employees to speak up and be creative; reward and recognise good behaviour; has a clear vision of the company vision and strategies; helps, support and coaches employees with work or personal well-being; and allows career development for the team, all of which will improve engagement (Bock, 2016; Ryan, 2016). If a manager is not engaged, then their employees will not be engaged. The engagement and motivation of employees can depend on how they feel towards their boss; which can lead to a disengaged workforce with decreased trust in their company,  poor performance and lack of loyalty (Hogan, 2012; Chamberlain, 2012).
CIPD (2020A) state that employee voice is the “means by which people communicate their views to their employer and influence matters that affect them at work”.  It is seen as the most important factor in how employees value their company (MacLeod & Clarke, 2009). By allowing employees to have a voice builds trust and respect between employees and their employers, but also increases job satisfaction as employees can express their concerns and be involved in decision making. It allows employees to feel part of the organisation, where they can point out or share ideas, which will increase their engagement (Chamberlain, 2012). Employee voice also has benefits for the employer by improving productivity, new ideas and innovation and overall improved performance (CIPD, 2020; Kwon, et al., 2016). By listening to employees, gives organisations an understanding of their culture and where they need to make changes, and also provides an insight into why and where things are going wrong (Chamberlain, 2012; Ingham, 2015). However, in recent research, employees state that only 31% of senior manager communicate openly and honestly, with 61% not being visible and accessible, therefore leading to lack of employee voice which in turn with reduce employee engagement levels (MacLeod & Clarke, 2009). 
Integrity is about keeping the promises that you make or proving reasons if you are unable to keep them (Emerald Works, 2017). It's concerned with the "do as I say, not as I do" mentally, whereby the values that the organisation state, need to be reflected in the day to day acts and behaviours of the managers and their employees (Emerald Works, 2017; Chamberlain, 2012). Where an organisation has integrity, there is trust which increases employee engagement; where no integrity exists and there is a gap between 'what you say and what you do', will create distrust and therefore decreases employee engagement (MacLeod & Clarke, 2009). Integrity is something that should be upheld by everyone in the company, from directors to the workforce, with reward and recognition schemes to acknowledge wanted behaviours (Emerald Works, 2017). 
Some additional challenges faced by these enablers include:
· Costs involved in surveys (technique for voice), therefore employees not becoming involved in decision making.
· Making sure that conflicting views are heard.  
· Managers not making assumptions about the level of engagement.
· As the business grows, therefore, teams grow, managers are unable to keep sight of each individual and their role, and can appear anxious themselves, therefore engagement levels drop (MacLeod & Clarke, 2009). 

2.1 A 
The HR Business Partner Model was developed in 1997. The model is used for HR to become business drivers compared to the old fashion back office function (CIPD, 2019D). The model was designed to help HR professional align their work to the business strategies and integrate themselves more thoroughly into the business (Ulrich & Brockbank, 2008).  It consists of 4 key roles: 
· Strategic Partners
· Administrative experts (shared services)
· Employee champions
· Change agents.

With a business-focused approach, it is seen as important that emphasis is based on the customer focus, innovation and the ability to react to change quickly. It looks at increasing the effectiveness and efficiency of the organisation, by the relationship between HR managers, line managers and the performance outcomes they achieve (Rees & French, 2016).
A survey carried out by CIPD in 2007 showed that less than 30% of respondents have introduced the model, and only 30% have partially introduced the model into their business (Rees & French, 2016). 

When this model is combined with centralisation and decentralisation, it leads to Ulrich Three-Legged Stool Model, which is widely used in larger organisations (Ingham, 2019).  This shows 3 functional areas of HR:
· Shared Services – Admin and HR support such as absence monitoring.
· Centre of Excellence – specialists in their fields such as talent management. 
· Strategic Business Partner – working with business leaders to formulate strategies. 





Table 1: Strengths and Weaknesses of the Business Partner Model
	Strengths
	Weaknesses

	Improving capabilities of HR as they are experts in their field 
	Has not resulted in strategic thinking. Elizabeth Arden HR director is going down a more traditional route, where the functions are not split, and HR are seen as generalists

	Improving operational efficiencies and alignment of the commercial objectives – HR can further the company strategy by understanding what is important to the company
	No longer a one size fit all model – need to develop their own model to respond to the needs of the employee’s customer and organisation

	Cost-effective – Less, but more effective HR professionals
	Unable to convince senior management of their ability to contribute to the strategic debate with their business acumen

	Tried and tested model with 15-year experience
	Hard to build meaningful and important relationships

	Frees up admin
	If the shared service is not updating records quickly, the SBP is not getting relevant information to make decisions. 


(Source: Rees & French, 2016; Reilly, 2015; Deloitte, 2009)
The future of HR means that more tasks will be outsourced due to technology development, therefore HR generalists will need to develop skills in technology and communication and become more strategically aware.
Another issue that will affect the models fit for the future is that due to the shared service function, new HR professional entrants are lacking a broad set of skills such as employee relations / industrial relation skills which are key to the future, as they are choosing more exciting routes to specialise in (Cook, 2019). This also means that there will be a shrinking labour pool of professionals that will have the ER skills making it hard for companies to recruit this area when needed (Cook, 2019).
Additional models of HRM include the Hard and Soft Models, Best fit and Best XXXPractice
The Hard model looks at the employees to gain a competitive advantage with emphasis on the business strategy managing Human Resources (Armstrong, 2016; Rees & French, 2016). With this model, there is a high control / low trust, rules/regulations, targets, managing/monitoring. An example of this is Amazon.
The soft model, in contrast, looks at aligning the interests of the employees and management with emphasis on communication, motivation, engagement and leadership (Armstrong, 2016; Rees & French, 2016). In comparison, the soft model has fewer rules, monitoring, low control/trust e.g John Lewis.
Best Fit – There is no one model of HR Strategy which suits all circumstances. Different strategies are appropriate in different environments and organisational settings. Strategy is the main driver with other factors impacting on it (Armstrong, 2016). A criticism of this is that it can ignore the interests of the employees and aspects of the psychological contract (Rees & French, 2016).
Best Practice – One approach to HR strategy. The high-performance workplace model is suitable in nearly all organisations and environmental settings. Therefore it’s hard to make changes – can be applied across all settings all the time (Armstrong, 2016). There is a move away from this model to the best fit model.

2.2 B 
[bookmark: _Hlk40944164]Business ethics is described by Crane and Matten (2010) as “the study of business situations, activities, and decision where issues of right and wrong are addressed”. Ethical practices are the discretionary decisions that individuals and organisations make every working day and are concerned with the ethical values inputted into organisational behaviour (CIPD, 2020B). Ethical practice should be based on ‘doing the right’ as it is the right thing to do. The benefits to organisations include:
· Increased morale due to an open culture.
· Enhanced reputation due to good customer relationships.
· In the long-term, those acting ethically outperform their competition financially (CIPD, 2020B).

There are three main perspectives of ethics:
1. Ethics seen as duties – good or bad behaviours are in the act itself, and not the outcome of the act.
2. Ethics seen as a consequence – the act itself is not seen as good or bad, but that of the outcome.
3. Ethics of Virtue – character traits and qualities that are possessed by good people (Rees & French, 2016). 

If Crane and Matten's theory, which is seen as a pluralist approach, is used in a pragmatic way “ethical theories should complement an intelligent and considered response to real business challenges” (Rees & French, 2016).

Corporate Social Responsibility (CSR) is a recent HRM challenge which can be explained as taking an interest in the concerns of stakeholders and the ethical impacts organisations activities has over the long-term (Business Balls, 2020A). It looks at how companies positively impact society including social, environment and economics. There are four main areas of CSR – workplace, marketplace, environment, and community (Business Balls, 2020A). 

CSR is becoming popular due to impacts of environmental disasters, the need to take responsibility for the global value chain in developing companies and due to published poor labour standards (CIPD, 2019F). 

CSR and business ethics are linked due to two concepts:
· A socially responsible firm should be an ethical firm.
· An ethical firm should be social responsible.

CSR has become critical in the workplace. Research has shown that 60% of Americans hope company’s will drive environmental and social changes, 90% would only purchase a product from a company that support an issue they cared about, and 75% of consumers would not buy from a company if it supports an issue contract to their own beliefs e.g use of Palm oil (Schooley, 2019). 

Before companies adopt a CSR programme, they need to be in a position where they can give back to the community, which is often the case for larger organisation. An example of a company setting the way for CSR is that of Starbucks, whereby in 2018 it contributed hours to community service, had 99% of its bean ethically sourced and created a global network of coffee bean farmers (Chen, 2020). Its goal for 2020 is to look at reducing the impact its cup has on the environment and in 75 countries, hire up to 10,000 refugees. 

2.3 B 
As described by Hogan (2012), leadership is “the ability to build and maintain a team that can outperform the competition. Leadership should be defined and evaluated in terms of the performance of the team, which depends on how the subordinates perceive the leader". It should not be based on a person's status in the organisation or on high performs as they are often skilled at office politics and not with leadership. Performance appraisals are not the best way of developing leaders as they are often biased and based on how well the managers like its employees (Hogan, 2012).  

A leader isn’t a manager. The differences are in the table below.

Table 2: Leader V Manager
	Leader Traits
	Manager Traits

	Coach
	Dictate

	Create vision
	Create goals

	Change agent
	Maintain status quo

	Task risks
	Control risk

	Builds relationships
	Build systems and processes

	Create respect
	Has employees

	More positive outlook
	More negative outlook


(Source: (Rees & French, 2016; Arruda, 2016)

Good leadership creates engaged employees and better organisation performance while bad leadership can decrease trust and stop a team for performing at a high level (Hogan, 2012). A good leader is based on 26% genetics and 74% learnt behaviour, (Eades, 2019). Traits associated with this these are shown below:



Table 3: Traits of good and bad leaders
	Good Leader Traits
	Bad Leader Traits

	Integrity
	Arrogant

	Good judgement
	Manipulative

	Competence
	Emotionally volatile

	Vision
	Micromanaging

	Empathy
	Passive-aggressive

	
	Distrustful or others


(Source: Hogan, 2012)

Research shows 60% of new manager fail within their first year and 50% of executives fail within 18 months in post (Eades, 2019). This could be down to their leadership style.  Some emerging leadership styles are mentioned below.

Transformational 
Rees & French (2016) describe it as “a process by which leaders create high levels of motivation and commitment by generating and communicating a clear vision and, often, appealing to higher ideals and values amongst followers”.
These leaders motivate and inspire their team by allowing autonomy and gaining trust (White, 2018). Employees (followers) can be creative and find ideas to solve old problems with the leader providing coaching and mentoring. This styles creates an ethical work environment on values and builds a culture where they all work for the common good and not an attitude of self-interest (White, 2018). 
Examples of transformational leaders are Reed Hastings from Netflix, Steve Jobs and Tim Cook from Apple and Satya Nadella from Microsoft (White, 2018). 

Inspirational 
This has regained some popularity over recent years. Based on leaders having a passion for creating and communicating a vision, which encourages enthusiasm and effort of those that follow (Rees & French, 2016). It involves finding ways to enhance the potential of those you lead, which will vary for each person and business however the result is always the same (Underscore, 2019). It has the ability to unlock talent and for the organisation to achieve high performance by taking a long-term view to build trust and confidence (Rees & French, 2016). 
Criticisms:
· Can be seen as toxic as it relies on a degree of emotional manipulation, which its general management strategy ethical status could be challenged (Furnham, 2005).
· Can lead to less desirable attributes to those that are the followers such as a fear of going against the grain.
· Can be viewed as bullies, as the more powerful they communicate their values leaves little room for alternative views or ideas (Underscore, 2019).


Servant
Initially used by Robert Greenfield (1977),  with the concept that the traditional power leadership model is reversed, so the employees are at the top with the leader at the bottom to which the leader is servings its employees above them (Tarallo, 2018). Rather than be committed to their own personal ambition, they are committed to the company’s needs. They have characteristics such as empathy, awareness and putting others needs before themselves (Rees & French, 2016) (Tarallo, 2018).

Distributed 
Is a recent concept which could be a potential solution to organisations that see power abuse with a shift from the traditional ‘leader-centric’ styles (Bolden, 2011).
It can be described by (Business Balls, 2020B) “as more dissociated from designated organisational roles and instead the actions of all individuals at all levels of responsibility are recognised as integral to the organisation and successful functionality of the group or company”. Not seen as an individual contribution, but as group quality, with leadership being fluid and emergent and not fixed (Rees & French, 2016).
Implications:
· Most companies look at leader development, but distrusted leadership looks at leadership development
· Old traditional views see a ‘command and control’ view while this takes on a ‘consultation and consensus’ approach. (Business Balls, 2020B). 

Leaders will need to overcome challenges to excel which includes:
· allowing for autonomous working, giving employees freedom to how to complete tasks.
· with the environment constantly changing, they will need to be able to efficiently lead change.
· Embrace upward feedback so they become great leaders.
· Allow employee to have a voice which will build trust and organisation loyalty (Hogan, 2012). 


2.4 B 
Flexible working is an umbrella term, which is the movement away from the traditional 9-5 working, 5 days a week, giving individuals increased freedom and autonomy on how they complete their role (Burnford, 2019). 

The environment in which organisations are operating is changing rapidly due to factors such as globalisation and technology advances, meaning companies, leaders and employees need greater flexibility (Rees & French, 2016). Workers are looking for flexible working to help with the demand for home and work, while some employers are looking for flexible workforce to increase efficiency – these may meet in unitary.

Employees wanting some form of flexible working has risen from 25% to 31% in 2017 over 4 years, with 54% working some form of flexible working in 2018 (CIPD, 2019E; Fleming, 2019).

When the concept first emerged, Blyton and Morris (1992) identified 3 types:
Table 4: types of flexible working
	FUNCTIONAL
	· multiskilled employees
· Associated with – teamwork, job rotation. Flatter hierarchies, less job description

	NUMERICAL
	· different types of contracts and subcontracting
· Skills deployed where they are most needed and times when they are needed

	TEMPORAL
	· zero-hour contacts – hours and work pattern changes

	WAGE
	· pay individualised and might be based on employee performance


(Source: Blyton & Morris, 1992)
In 1984, the flexible firm model was created by Atkinson. This model is based on 3 basic groups – core workers, peripheral and subcontractors (Rees & French, 2016). Central to the model is 2 types of flexibility – functional and numerical
· Functional – applied to core workers – able to undertake a broad range of roles instead of rigid job descriptions
· Numerical – peripheral group (part-time/ temps and sun contractors). Their skills are more widely available therefore they are less central to the company success. Will be the first to have job cut or hours reduced – less job security.
Core workers may not be important to companies in the future, therefore people will look more at personal portfolio careers than on job security with one company (Business Balls, 2020C).







Figure 2: the flexible firm model
[image: Flexible-Firm Model]
(Source Business Balls, 2020)
Types of flexible working include homeworking, outsourcing, career breaks, change in hours/contracts and flexitime to name a few. We will look at two of these in further detail.

Homeworking has increased over the last few months due to COVID-19. It is the most common form of flexible working with employees agreeing to work some or all of their from their home (Personnel Today, 2020).
Table 5: Benefits and disadvantages of homeworking
	Benefits
	Disadvantages

	Employees have more control over their hours.
	Employees can feel isolated from co-workers, therefore, have low morale

	Reduced cost for the employer e.g electricity
	Effective communication is hard to maintain

	Helps environment – less time spent travelling – CO2 emissions reduced
	Blurred line between home life and work – ‘always on’ culture

	Better work-life balance – more time spent with family and friends
	Traditional performance management techniques hard to implement

	Less stressful working environment
	Easy distracted by family members

	Fewer distractions
	Becomes stagnate

	More productive
	Harder to accommodate clients and employees

	More flexibility
	


(Source: Kruse, 2012; Delves & Hellicar, 2020)
Outsourcing refers to the skills, knowledge and expertise being bought from a specialist provider, rather than the function being carried out in-house. This area is expected to grow over the next few years (Rees & French, 2016).

Table 6: Benefits and disadvantages of outsourcing
	Benefits
	Disadvantages

	Lack of funding to hire a specialist full time 
	Lack of control

	Quality assurance – easier to terminate a contract
	Lack of communication

	Company can focus on core activities
	Lack of relationships

	Cost-saving – fewer employees to hire
	Issues with quality of work

	Access to larger talent pool
	Legal disputes – who takes the blame

	Time and cost spent recruiting
	Difference of interest between parties


(Source: Rees & French, 2016; Patel, 2017)

There are several current and future drivers of flexible working:
1 COVID -19
Business have had to adopt flexible working to protect its employees and provide business continuity. With this unusual situation changing every day, business needs to keep up with the changing context (CIPD, 2020C). It will be difficult in the future for employers to turn down flexible working requests as many have had positive experiences with them and business will have to show that it will create additional cost or will have a detrimental impact on their business (ITV, 2020) (Kropp, 2020). PWC have used remote working for several years with this lockdown accelerating the development of their working model; Waddington Interiors mentioned as everyone is set up for home working it will be hard to turn flexible requests down, and Sarah Carre, director of Valurmetrix says it improves mental health (ITV, 2020).
2 Demographic
· Millennials have different attitudes to work – not looking for a job for life, but for jobs which offer flexible working (Rees & French, 2016).
· Offering flexible working to the older workforce, allows them to ease themselves into retirement, therefore the company holds onto talent and skills for longer (Fleming, 2019).
· Widening talent pool – working mothers – Boston Consulting Group research showed that 69% of working mothers would have stayed in their jobs if flexible working were offered.
· Offer of flexible working is more important than salary or working for a prestigious company (Commerical Design, 2020). 
3 Globalisation
Business are operating on a 24/7 – without flexibility, 82% of companies have stated they wouldn't be available to meet the needs of their customers (Green, 2019). 
4. Social shifts – contracts, reduced hours

(Roughol, 2019)
· Microsoft in Japan introduced 4-day week.
· Increased productivity by 40%
· Private companies introduced shorter hours results stating no comprise on performance. 
· New Zeland’s Perpetual Guardian switched 240 staff to 4 days a week.
(Spicer, 2020)
· 6 hour a day stops unwanted activities.
· Eleckra Lighting and Portcullis have successfully moved to a 4-day week. 
· Nurses working 6 hours shifts were found to be happier, healthier and energic.
· TUI – reduced hours improved quality of life. 








(Green, 2019)
· Creates better work-life balance.
· Reduced workload from job sharing.
· Improved productivity – call centre call duration increased over 35 hrs
· Helps with caring responsibilities
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