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[bookmark: _Toc237268390]1. Introduction
This report is a critical analysis of the modern human resource issues affecting BT Group, which include technological development, staffing, retention, and diversity, equity and inclusion (DEI). All these problems are considered against the background of organisational performance, employee engagement and long-term sustainability. The report also evaluates modern HR practices that have been embraced to deal with these challenges and critically discusses how departmental managers can ensure that they are effective in supporting the organisational resilience and strategic goals of BT (Boselie and Van der Heijden, 2024).
[bookmark: _Toc237268391]2. Explanation of Key Factors 
[bookmark: _Toc237268392]Adapting to Technological Advancements
Advanced technology has altered the way BT does business, necessitating constant workforce reskilling, digital capability and increased organisational agility. With BT growing artificial intelligence, cloud computing and online customer services, employees need to develop new skills and adjust to new work roles. The lack of matching the workforce with technological innovation lowers productivity, adds cost, and diminishes organisational competitiveness. Sharma (2023) posits that organisations that do not invest in digital workforce development have less adaptable employees and slow innovation. This problem does not just end with technology, as employees tend to resist change when there is a lack of training, communication and managerial support. 
Therefore, technological change is a strategic opportunity and a major human resource challenge that will need proactive workforce planning and sustained learning. The Resource-Based View of Barney (1991) clarifies that sustainable competitive advantage relies on the existence of valuable organisational resources, especially knowledge and skills of workers. However, the over-reliance on automation and under-development of employees could decrease interest and cause uncertainty about further promotion. This is why Holbeche (2022) explained that technology must not be used to substitute strategic human resource management since organisational performance relies on the capability of employees as much as on organisational adaptability.
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Figure 1: Key Factors (BT Group, 2026)
[bookmark: _Toc237268393]Talent Acquisition and Retention
The war over talent has been on the rise in the field of UK telecommunications, and the acquisition and retention of talent has become a key strategic issue for BT. Specialists in cybersecurity, AI, digital infrastructure and data analytics are in high demand and are highly sought after in the labour market. This has made it more costly to attract qualified employees and equally difficult to retain experienced employees. Kiradoo (2021) suggests that organisations in dynamic business environments need strategic workforce planning as labour shortages directly affect organisational productivity, innovativeness and service quality.  
Appelbaum et al. (2000) developed the Ability-Motivation-Opportunity (AMO) Theory that is a suitable framework to explain employee retention.  The theory suggests that organisations perform better when their workforce has the right skills, is motivated and is given a chance to be productive. At BT, hybrid work setups, career advancement, and lifelong learning can enhance employee loyalty. However, when not managed properly, remote working can decrease organisational attachment, collaboration and managerial visibility. Williams and Shaw (2025) analysed that hybrid working enhances flexibility but can also lead to diminished communication quality and organisational cohesion, necessitating HR policies to balance employee wellbeing against organisational performance.
[bookmark: _Toc237268394]Diversity, Equity and Inclusion (DEI)
Diversity, equity and inclusion have evolved into more important strategic concerns because inclusive workplaces enhance innovation, engagement and employee reputation. However, BT has also been in the news recently due to controversy around shifts in its diversity goals and the exit of top HR executives. According to Coxon (2025), the incident shows that HR decisions are more likely to affect corporate reputation since stakeholders expect organisations to be loyal to inclusion and ethical leadership. Even though BT rejected that these actions were directly related to the HR process.
According to Social Identity Theory proposed by Tajfel and Turner (1979), employees tend to be productive when they feel they belong and are treated equally by organisational groups. This point of view is especially pertinent to BT due to its diverse workforce that needs inclusive leadership and encourages psychological safety and fairness. Boock (2026) also analysed that cultural intelligence enhances belonging in the hybrid working environment of BT through enhancing cooperation between diverse groups of employees. However, unstable DEI activities can lower trust, employee engagement and employer appeal, and eventually compromise organisational sustainability even with wider technological and business investments (BT Group, 2026).because they may appear symbolic rather than genuinely embedded in organisational decisions.
[bookmark: _Toc237268395]3. Evaluation of Contemporary HR Practices
[bookmark: _Toc237268396]Digital HR Systems and Workforce Analytics
To better adapt to technological change, BT should embrace digital HR systems underpinned by workforce analytics. Through these systems, HR professionals can detect skills shortages, predict future workforce needs and track employee performance through real-time data. Okon et al. (2024) claim that data-driven HR enhances decision-making since organisations can allocate resources more efficiently and predict workforce requirements. At BT, workforce analytics will be able to pinpoint employees who need to be digitally upskilled before productivity is impacted by technological changes. This saves on recruiting expenses and helps in continuity of the business. However, overdependence on analytics can raise the issue of employee privacy and algorithm bias in case the process of making decisions is not transparent.
Strategic Human Resource Management (SHRM) helps in aligning HR practices with organisational goals, as opposed to viewing HR as an administrative role (Boselie and Van der Heijden, 2024). Using this strategy will allow BT to combine the development of workforce capabilities with its digital transformation strategy. However, technology does not help to enhance performance without the ongoing development of employees and the assistance of managers.
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Figure 2: Workforce (BT Group, 2026)
[bookmark: _Toc237268397]Strategic Workforce Planning and Employer Branding
Strategic workforce planning will help BT to be able to forecast future skills need rather than respond to labour shortages. According to Agustian et al. (2023), proactive workforce planning enhances competitive advantage since organisations develop internal talent without relying heavily on external recruitment. Retention and organisational knowledge can therefore be enhanced through graduate programmes, succession planning as well as continuous professional development.
Employer branding also aids the recruitment process by positioning BT as an employer with career advancement, flexible working and learning opportunities. According to Pucik et al. (2024), when an employer brand is strong, it draws a talented workforce since employees are becoming more attentive to organisational culture in addition to financial incentives. However, employer branding becomes less believable in cases when organisational practices are inconsistent with the proclaimed values. The recent public discourse of the HR decision-making in BT shows how reputational issues can affect employee attraction and trust when the leadership does not communicate in a consistent manner (Coxon, 2025).
[bookmark: _Toc237268398]Employee Engagement and Inclusive HR Practices
Both retention and DEI problems can be addressed through employee engagement and inclusive HR practices. Flexible working, employee wellbeing and leadership development are increasingly encouraged by modern HR as a way of enhancing commitment and organisational performance. According to Nagori and Lawton (2024), hybrid working improves engagement through more flexibility and work-life balance. In the case of BT, these practices can enhance employee dedication and foster teamwork within different teams. However, hybrid working can also decrease team cohesion and generate unequal career provision if managers cannot sustain effective communication.
Inclusive leadership development and recruitment enhance organisational performance by creating equal opportunities for employment and career advancement. Biron et al. (2020) put forward that workforces of various types can result in better innovation since different approaches can contribute to better problem-solving. The policies of BT show that it has a consistent attitude towards equality and responsible employment practices (BT Group, 2026). The HR Business Partner Model by Ulrich (1997) further proposes that the role of HR should be that of a strategic partner that helps the organisation to undergo change and not just administratively. However, these practices only work when departmental managers practice consistent reinforcement of inclusion, accountability and employee trust by reinforcing everyday leadership behaviours (Ochieng, 2023).
[bookmark: _Toc237268399]4. Critical Evaluation of Managerial Implementation 
The role of departmental managers is decisive in making sure that modern practice of HR is in place and not just organisational policies. To be effective, managers need to exercise accountability as leaders through incorporating HR priorities in daily decision-making. According to Holbeche (2022), HR strategies generate value only when the line managers can regularly convert organisational goals into practice. Managers at BT should consequently be responsible for employee development, inclusion and workforce capability as well as departmental performance targets. Attaching managerial performance appraisal to people outcomes would enhance ownership and give the HR objectives the same priority as financial ones.
Communication is also critical as employees would support organisational change in cases where its purpose and anticipated benefits are communicated effectively. Gifford (2022) indicates that open communication can minimise uncertainty and resistance, especially in a hybrid workplace where informal communication is minimal. BT managers must provide regular briefings to the team, promote feedback and open communication among the employees during the whole process of technological and organisational change. Alternatively, resistance cannot be overcome by communication alone if the employees feel that they see inconsistencies between the organisational values and the leadership behaviour.
Managers should also come up with effective monitoring mechanisms to determine whether the HR initiatives will deliver the expected results. Employee engagement and retention rates, training completion, diversity representation and internal promotion rates are examples of workforce metrics that can be measured to demonstrate HR effectiveness. Pattanayak (2025) posits that constant performance measurement allows organisations to uncover the areas of weakness in the implementation process before it can impact long-term performance. However, managers cannot afford to use only quantitative indicators since the experience of employees, trust and organisational commitment may demand a qualitative evaluation in the form of surveys and consultation.
The organisational culture also dictates the extent to which HR practices are institutionalised in the business. The Organisational Culture Theory of Schein (1985) suggests that employee values are formed by the behaviour of the leadership instead of the statements. In BT, departmental managers ought to exemplify inclusive behaviour, promote teamwork and ongoing learning to strengthen the strategic goals of the organisation. Boock (2026) emphasises that cultural intelligence and belonging are growing more significant in the hybrid workforce at BT since inclusive leadership enhances engagement among various employees.
Regardless of these actions, implementation could be hindered by several obstacles. The effectiveness of HR initiatives may be minimised by resistance to technological change, a lack of managerial capacity, resource limitations and employee uncertainty. Duvvuri (2021) asserts that organisations often fail to understand the human aspect of change, which results in reduced employee commitment. Such barriers can be overcome by managers by means of targeted leadership development, frequent consultation of the employees and systematic change management. The use of the Eight-Step Change Model by Kotter (1996) would help achieve urgency, stakeholder involvement and long-term behavioural change, which would allow BT to adopt modern HR practices more efficiently, as well as enhance organisational resilience and sustainability.
Table 1: Critical Evaluation of Contemporary HR Practices at BT Group
	HR challenge
	Contemporary BT/HR practice
	Evidence and strategic value
	Critical limitation

	Technological advancement
	Digital HR, AI-enabled learning and workforce analytics
	BT's My Campus platform was made available to 46,000+ colleagues, although only 42% actively engaged, showing considerable scale but uneven uptake (BT Group, 2024). 
	Analytics can identify skills gaps and personalise development, but weak participation, data quality problems and perceived employee surveillance can undermine benefits.

	AI and digital skills
	Reskilling and role-specific AI development
	In 2026, BT Business announced tailored AI training for all 11,000 employees, ranging from AI fundamentals to role-specific learning supported by managers (BT Group, 2026a). 
	Training coverage does not prove capability. BT must measure skill application and productivity rather than course completion alone.

	Talent acquisition
	Apprenticeships, graduate recruitment and employer branding
	BT planned to recruit 600+ apprentices and graduates for its September 2025 intake and reported recruiting more than 3,000 over the preceding five years (BT Group, 2025).
	Early-career recruitment develops a talent pipeline but cannot immediately replace experienced specialists in scarce areas such as cybersecurity and AI.

	Talent retention
	Hybrid working, learning and modern workplaces
	BT reduced its estate from more than 300 locations to around 30, investing in strategic workplaces intended to encourage collaboration and learning (BT Group, n.d.).
	Hybrid flexibility can support retention, but Williams and Shaw (2025) identify potential productivity and performance challenges, so flexibility requires effective managerial coordination.

	DEI
	Representation monitoring, pay-gap reporting and inclusive leadership
	BT reports gender, ethnicity and disability representation and voluntarily reports ethnicity and disability pay information. Its 2025 mean gender pay gap was 5.3%, compared with 2.6% in 2024 (BT Group, 2026b). 
	Transparency creates accountability but does not itself eliminate inequality. The widening mean gender pay gap indicates that reporting must lead to recruitment, progression and leadership action.



[bookmark: _Toc237268400]5. Conclusion and Recommendations
[bookmark: _Toc237268401]Conclusion
BT is in a more challenging environment, in which organisational performance and sustainability are directly undermined by technological change, talent shortage and DEI requirements. Current HR practices, such as digital HR systems, strategic workforce planning and inclusive leadership, can offer effective solutions to these challenges when they are aligned to organisational strategy. Their success, however, is ultimately reliant on the departmental managers who are always able to communicate change, ensure accountability, track results and instil an organisational culture that facilitates employee involvement and constant growth.
[bookmark: _Toc237268402]Recommendations
To better equip employees with technological change, BT should reinforce digital capability by increasing continuous learning programmes that equip employees with future skills deficits (Sharma, 2023). To improve the retention of talent in the long term, the organisation must invest in predictive analytics and structured succession planning to improve workforce planning (Agustian et al., 2023). Inclusive leadership and change management training should be mandatory for departmental managers to be able to consistently apply DEI policies to all business units (Boock, 2026). Lastly, BT needs to implement balanced HR performance dashboards with workforce analytics and employee feedback, which allows managers to assess organisational performance and keep employees trusting, engaged and accountable (Okon et al., 2024).
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