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[bookmark: _Toc212462830][bookmark: _Toc214003453]Report
To:	The General Manager, Shell PLC
From: 		HR Department, Shell PLC
Date: 		November 15, 2025
Subject: 	Report on Factors Contributing to Employee Grievances: Business Transformation, Digital Technology, and Flexible Working at Shell PLC
[bookmark: _Toc214003454]1.0 Introduction
Shell PLC is working on the business transformation in digital technology (Carroll, N. and Maher, M., 2023). This study is a case study of Shell Plc and is a critical analysis of the causes of the increase in the number of employee grievances in a multinational organization and especially the collusion of the accelerated commercial and digital change of the case do-it-yourself (DIY) software projects and implementation of artificial intelligence/machine learning (AI/ML) with the inconsistencies of hybrid work systems. The analysis reflects the salient stressors, which are the lack of skills, digital fatigue, and a perceived loss of employee loyalty, which can be explained by the lack of supervisory support in the context of Shell Plc. Then, the assessment recommends the introduction of modern Human Resource Management (HRM) practices like Continuous Learning Ecosystems, Managerial Coaching, and Proactive Digital Grievance Systems that are suggested as the key interventions in making the workforce more stable and minim sizing the underlying reasons of dissatisfaction.
1. [bookmark: _Toc214003455]Factors related to business transformation, digital technology trends and flexible working arrangements
[bookmark: _Toc214003456]1.1 Business Transformation, Digital Technology
The continuous business change that Shell PLC is going through is essentially driven by the energy transition the world is experiencing (Zhu, Y., et al., 2025), which requires a radical change in how operational efficiency, strategy focus and the technological infrastructure behind it are oriented (Shell, 2025). Shell Plc considers the move towards data and digital-driven capabilities as one of the most urgent and significant challenges of the corporation, for example its software development model Do-it-Yourself (DIY) (Veenstra et al., 2022). This solution replaces the traditional IT architecture, which enables business-domain experts, also known as citizen developers, to develop applications on low-code and no-code solutions. Democratization in producing the software is also supposed to hasten innovativeness and introduce the presence of technological agility in the very foundation of the organization's operations. This transformation exploits a number of fundamental trends in digital technologies. At the heart of the program, cloud computing provides the saleable framework that is required to integrate large amounts of operational data (Banerjee, S., 2024) and AI and ML are used in many areas to streamline operations. For example, predictive maintenance, based on ML, is designed to improve the uptime of assets, and scenario planning and resource allocation can be provided with the help of AI (Shell, 2024). As much as these trends create the corporate value and efficiency (Hwang, B.N., Jitanugoon, S. and Puntha, P., 2025), they also introduce a lot of changes to the job roles that require quick upskilling and reskilling of the current workforce to deal and engage with new digital tools and autonomous systems. The pace and the scope of adoption of the digital workplace can also be directly related to stress and grievance, especially considering the cases when the employees believe that training and support are insufficient (Rahmat et al., 2024).
[bookmark: _Toc214003457]1.2 Flexible Working Arrangements (FWA) and Employee Experience
To In order to adjust to a more diverse global staff and attract and retain employees in a post-pandemic era, Shell has made a hybrid work model its main flexible working policy. The details of this may be different in each business unit and geography, but the general policy provides employees with a large level of freedom to allocate their time to work in the office and in a non-office location. It is considered that this FWA is one of the main predictors of improved work-life balance and job satisfaction (Sutarto et al., 2024). Nevertheless, flexible working procedures add complications, which amplify recorded complaints. It has been found that although FWA has positive effects on job satisfaction, the effect is largely dependent on perceived supervisory support (Sutarto et al., 2024). Contributory factors to grievances in a hybrid environment are:
Lack of uniformity: When there are differences in the levels at which managerial teams implement the hybrid work policy, there is a feeling of unfairness. 
Digital Fatigue: The use of digital collaboration technologies when working independently and in the office can provoke burnout (Avtalion, Z., et al., 2025). 
Loyalty Depreciation: Despite the digital workplace and FWA being capable of facilitating employee satisfaction, improper implementation can depreciate loyalty in the event that the working environment is viewed as unstable or unsupported (Rahmat et al., 2024).
Finally, it is easy to say that the convergence of the rapid change in business, the introduction of a particular digital technology like DIY software building, and the peculiarities of the hybrid work model contribute to the creation of the dynamic, highly changing environment. Lack of consistent and quality supervisory support can easily lead to these factors quickly becoming the grievances currently crippling with the HR department.
2. [bookmark: _Toc214003458]Evaluation of Contemporary HR Practices to Address Transformation Factors
The high volume of grievances experienced by Shell PLC’s HR department necessitates the swift deployment of targeted, contemporary Human Resource Management (HRM) practices.
 The identified organizational determinants, such as digital transformation, skill gaps, uneven adoption of hybrid, and erosion of loyalty, will have to be directly addressed in these practices (analysis.md).
[bookmark: _Toc214003459]2.1 Addressing Digital Upskilling and Digital Fatigue
The advent of the DIY model of software development and the dependence on AI and ML cause two pressures: the urgency of immediate reskilling and a threat of digital fatigue (Veenstra et al., 2022). HR has to react with the introduction of the Continuous Learning and Development Ecosystem.
This approach transitions from ad hoc training to modular, accessible digital learning platforms that emphasize both technical upskilling for citizen developers and foundational reskilling for roles most impacted by automation (Rahmat et al., 2024). Research shows that specific digital training can boost digital competence among employees, which is a requirement to be integrated and perform in the changing work environments (MDPI, 2025a). In addition, to reduce digital fatigue and information overload, which are considered as grievance factors (IJNRD, 2022), the Digital Well-being Programs must be embraced by the HR. The initiatives promote the setting of boundaries by employees, the management of device use, and the availability of mental health support which helps maintain wellness that is necessary to work remotely and hybride (Insperity, 2025).
[bookmark: _Toc214003460]2.2 Resolving Hybrid Inconsistency and Supervisory Support Gaps
Lack of consistency in the policy application and perceived absence of supervisory support is the main cause of grievance in the hybrid work setting (Sutarto et al., 2024). The answer to this is two interdependent HR practices, The Shift to Managerial Coaching and Outcome-Based Performance Management.
Instead of allowing supervisors to engage in idiosyncratic interpretations, HR must invest in intense training to reposition supervisors away as the traditional managerial functions to coaching roles (Insperity, 2025). This practice helps managers to explicate direction, give resources, and acknowledge achievements through two-way communication that builds trust (CMU HR, 2024). A clear policy framework that establishes the standards of teams and communication as well as accessibility to remote and office-based employees must support the coaching framework (American University, 2025). This design overcomes the inherent bias of proximity directly, as it occurs when managers have a subconscious tendency to favor employees who they see more often. Introducing an outcome performance management model where output is judged based on outcome as opposed to time at the office, the HR department will achieve fairness and inclusivity and therefore deal with the fundamental source of displeasure, making performance assessment location-agnostic (CMU HR, 2024).
[bookmark: _Toc214003461]2.3 Mitigating Loyalty Erosion and Grievance Overload
The current overload of complaints suggests that its approach to human resources is not strategic, but reactive (Keka, 2025). To counteract the estimated loss in employee loyalty and to handle the large number of complaints, it is urgent that HR applies the System of Proactive Digital Grievance Management (GMS) combined with Continuous Feedback Mechanisms. A modern GMS uses digital technology (integrating artificial intelligence in routing and categorization) to offer a multi-channel input of formal complaints, thus guaranteeing transparency, automated monitoring, and prompt resolution (Appinventiv, 2025). This development enhances fairness at the workplace since it ensures that grievances are not stagnant and that the work processes are followed (IJNRD, 2022). In addition, since the Shell People Survey is already in use as shown in the annual report of Shell (Shell, 2024a), the HR will be able to go an extra mile by introducing Continuous Feedback Mechanisms (e.g. pulse surveys and digital suggestion boxes) to actively identify discontent before it turns into a formal grievance (Keka, 2025). These practices help to recover the feeling of stability and build confidence in management, which consequently helps to retain employee loyalty by making people accountable and give them a confidential voice (Rahmat et al., 2024).
3. [bookmark: _Toc214003462]Critical Evaluation of Urgent Implementation: The Manager's Role
The implementation of modern HR practices, such as Continuous Learning Ecosystems, Digital Grievance Management Systems (GMS), and so on, is successful and urgent and depends nearly solely on the responsibility and dedication of department managers. Although the policy can be designed by HR, the manager will be the last mile of the implementation (Rahmat et al., 2024). The three managerial imperatives discussed in this critical appraisal are the means of guaranteeing the immediate and effective application of these practices which directly affect reduction in the high volume of grievances.
[bookmark: _Toc214003463]3.1 Establishing Accountability for Digital and Skills Adoption
To change the attitude to training as a luxury, the departmental managers should consider upskilling and digital well-being as the inalienable performance goals, making the concept of training a necessity rather than a luxury. To guarantee the immediate implementation of the Continuous Learning Ecosystem, the managers should proactively associate the accomplishment of digital learning units (e.g. citizen developer training) with personal performance indicators and career growth strategies (MDPI, 2025a). Urgency is obtained through setting aside particular, safeguarded work time to the development and making this time apparent in team schedules, therefore indicating the significance over immediate functioning necessities. 
[bookmark: _Toc214003464]3.2 Proximal Leadership and Outcome-Based Discipline
To resolve the inconsistency in the hybrid model, managers must make a timely shift between the mode of supervising in terms of physical presence to Outcome Based Performance Management. This goal requires extraordinary proximal leadership- the ability to lead and participate in teams regardless of the location. The urgency is determined by the fact that the proximity bias needs to be removed as soon as possible (American University, 2025).
There should be no bargaining over the use of the Clear Policy Framework by the departmental managers, but rather they need to treat it as a guideline. The introduction of the Shift to Managerial Coaching is done in an urgent manner using mandatory daily or weekly one-on-one virtual cheque-in coaching, with the focus on the goal clarity and obstacles as opposed to the traditional task lists (CMU HR, 2024). Managers should be punitive of measuring only results, that is, outcomes, project milestones, client deliverables and publicly rewarding them thus showing that in-office time is not a benefit to remote productivity. 
[bookmark: _Toc214003465]3.3 Immediate Action on Continuous Feedback and Grievance Data
After the previous feedback and grievance data were found to be only periodically delivered and incomplete, the following step is to take action to ensure the data is regularly provided to employees and the relevant departments to address the issue effectively and promptly. Immediate Response to Continuous Feedback and Grievance Data After it was discovered that the feedback and grievance data was delivered periodically and incomplete, the next step would be to take action to improve the data delivery to the employees and to the departments concerned in order to deal with the issue in question in the most effective and timely way. The conclusion of the feedback loop is the last and most pressing managerial requirement to regain the loyalty and trust of the employees in the management process (Rahmat et al., 2024). The adoption of Proactive Digital GMS and Continuous Feedback Mechanisms provides information regarding predisposing stressors (Keka, 2025). The managers should be trained to not only receive this data but also act on it in a time-efficient manner in their local teams.
4. [bookmark: _Toc214003466]Conclusion 
The effective management of the existing high-grievance culture requires a paradigm change of the reactive policy compliance to the proactive managerial coaching and performance discipline. The offered HR programmer, including digital upskilling, well-being protection, regular hybrid management through outcome-based performance, and the continuous feedback loops, are all elements of a consistent approach to re-establish the stability and loyalty. But the effectiveness of this strategy depends completely on departmental managers. They are the key element of the vital last mile, and their unified effort to maintain the feedback loop and policy compliance will be the difference between whether the organization managed to shift towards a functional, digitally empowered, hybrid model of operation. The absence of these measures as soon as possible threatens to create new layers of dissatisfaction among the employees and sabotages the process of strategic transformation.
5. [bookmark: _Toc214003467]Recommendations
1. Enforce Managerial Accountability: Directly associate managerial performance review with the team's compliance rates on Digital Well-being Programmers and successful completion of Continuous Learning modules.
2. Mandate Outcome-Based Discipline: Managers should immediately shift to only evaluating performance based on outcomes and results, and this should be expressed to exclude any indirect impact of proximity bias in the hybrid model.
3. Establish Rapid Feedback Loops: Introduce a tight maximum two-week response goal, by which managers would analyze departmental grievance/pulse data and report visible, corrective action plans to their subordinates. 
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