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The report is written as an Employee Relations HR Officer for Jaguar Land Rover (JLR) in Birmingham. During my first month, it appeared to me, that the HR Department was experiencing a significantly higher volume of employee complaints than expected for such a large and reputable organisation. Based on my observations, many of the complaints were based on a few main areas. These areas include; the changing social environment of wellbeing expectations and perceptions of fairness; the rapid technological advancements in the use of automated and digital technologies; and the increasing variety of flexible working patterns including hybrid and shift work arrangements. (CIPD, n.d.; ACAS, n.d.)The purpose of the report is to outline the major reasons why employee complaints have increased; to critically examine contemporary HR best practice methods that may help to reduce the volume of employee complaints; and provide guidance for departmental managers regarding implementing these best practice methods rapidly. Finally, the report ends with a short conclusion and clear recommendations.

Factors linked to societal changes, technology trends and flexible working at JLR
[bookmark: _Toc215931902]Diversity, inclusion and changing expectations around fairness
Jaguar Land Rover (JLR) is home to a diverse workforce comprising many individuals from different ethnic backgrounds, ages and differing work-styles. The increased awareness today of equality matters means that employees are less likely to be "lenient" if they perceive that they have been treated inequitably by their employer. Equality issues at JLR could include employee complaints concerning opportunities for training, overtime, promotion and/or "the best shifts." Small misunderstandings between team members under pressure can escalate into greater conflict when team members believe that managers do not treat all employees fairly or consistently. A large-scale manufacturing environment will also see employees make claims of discrimination, favouritism , and exclusion if they perceive that management applies its policies and procedures differently based on an individual's identity, rather than their actions. (CIPD, n.d.)
[bookmark: _Toc215931903]Health and wellbeing awareness
In comparison to years prior, workers today anticipate that employers will be serious about employee wellbeing. Therefore, in a high-pressure environment such as JLR (where meeting deadlines and production targets are key), an employee may bring up workplace concerns related to their workload being too much, having break time respected; or feeling that management ignores their stress levels. If management focuses solely on productivity/performance of the employee rather than their well-being, then the employee may feel unsupported; this leads to increased frustration and complaints by the employee. 
 (Maslow,1943)
 
Technology trends
[bookmark: _Toc215931904]Automation, AI and robotics in manufacturing
Manufacturing today at JLR has an emphasis on automation, as it is one of the main drivers of increased efficiency. However, employees often experience both fear ("I'm worried that my position will be taken") and frustration ("With less staff now I need to achieve performance quicker than before"). Employees have grievances when they believe technology is being implemented to increase their productivity but are not receiving the required training and/or support from management. Technology can also create friction in the workforce between employees that successfully implement new technology, and employees that are unable to do so. When some employees feel they are being left behind, employees may file a grievance citing unfair expectations from management and/or lack of support. (CIPD, n.d.; Kotter, 1996)
[bookmark: _Toc215931905]Digital systems and cybersecurity controls
For example, JLR has a number of digital applications to support their production planning, internal communications and HR processes including leave and absence reporting, as well as managing all aspects of employee data security. It is possible that when employees encounter new digital security measures (e.g., stronger passwords, two-factor authentication, etc.) that are in place to protect company data from unauthorized access. (ISO, n.d.).They will find them inconvenient, frustrating, and/or a waste of their time. Similarly, if there are system crashes or downtime, this could negatively affect an employee’s ability to do their job on time and meet their shift/production responsibilities leading to potential arguments/blame between employees.

Flexible work arrangements
[bookmark: _Toc215931906]Shift patterns and compressed hours
While "working at home" is not always a flexible working option in manufacturing; flexible working options available for employees at Jaguar Land Rover (JLR) include shift swaps, compressed hours, working part-time, or varying start and finish time. Employees' complaints arise from a perception that the allocation of work shifts are unfair or inconsistent. Managers may be perceived as treating employees inconsistently when approving flexible working arrangements for one employee but not another. If employees cannot manage their work schedules with their family obligations, they may perceive the company does not take these issues seriously and are therefore more likely to formally raise a grievance. (Kotter, J.P.1996)
 
[bookmark: _Toc215931907]Hybrid working for office-based roles
While factory roles have a physical site of employment, many office-based roles (Finance, HR, Engineering, Admin.) are likely to be based in an office and may operate under a hybrid working model. The inherent issue with hybrid working models is that it creates divisions between teams as to which staff members will receive flexible work options and which will not. As such, there is potential for grievances to be raised regarding perceived unfairness ("Why do they get to work from home and I am required to attend the office?"). Hybrid working models can also hinder effective communication amongst management due to inconsistent expectations around managers' availability and tracking of employee workload.
Evaluation of contemporary HR practices to address the factors
Below are three modern HR practices  that can assist JLR in addressing the implications of social and technological changes and flexible work arrangements are listed below. I will evaluate these using Herzberg’s Two-Factor theory (hygiene factors – such as fairness, policies, working environment and supervisory practice — versus motivator factors – which include achievement, recognition and development) (Herzberg, Mausner and Snyderman, 1959). Herzberg suggests that if hygiene factors are weak employees are dis-satisfied and complaint-prone; whereas it is motivator factors that drive employee engagement. 
[bookmark: _Toc215931908]Diversity, Equality & Inclusion 
The way JLR makes decisions at work about fairness will be improved by making decisions based on defined rules rather than only on the opinion of managers. For example, rules should exist for things such as; overtime, access to training, swap shifts and when selecting candidates for promotion. The existence of a fair process of selection (i.e. clearly defined) and consistency across the workforce can help to remove the perception of favoritism amongst staff. Managers require practical training in order to manage fairly, to identify and avoid bias within themselves, to understand how to identify and resolve conflict early in the process so that issues do not escalate.
Limitations: These changes won’t work if they become a “tick-box exercise” without real changes to how decisions are made. Also, if information is collected poorly or employees don’t trust how it’s used, it can lead to even more concerns.

[bookmark: _Toc215931909] Skills-based learning & digital upskilling 
JLR will have to continue to train its employees on a regular basis about the challenges that automation and AI bring to work; in order to do this, they will need to continue to provide their employees with ongoing, hands-on, user-friendly employee training as opposed to lengthy online courses. They can achieve this by providing micro-learning, which are short, focused modules (on a particular technical or digital skill) to help them develop a clear skills framework for each job at JLR. The micro-learning modules can also be assisted by "digital champions", or other knowledgeable colleagues, who work on the shop floor. West, M. and Dawson, J. (2012)  This will help bridge the gap between the employees that quickly adopt new technology and those that take longer to get used to new technology, and help alleviate the fear of change and new technology by providing employees with a clear path to acquire the necessary skills.
Limitations: This type of training costs time and money, and managers may skip it when production pressures are high. If employees don’t get dedicated time to learn, the approach may not work and could even add more stress.


[bookmark: _Toc215931910]Hybrid/shift flexibility policy
Flexible working is a common grievance at JLR because factory employees work shifts, while many office staff can work in a hybrid way. HR can reduce frustration by creating a clear flexibility policy that explains:
1. Which roles can be hybrid and the reasons why?
2. What flexibility options are available for on-site staff (such as shift swaps, compressed hours, predictable rotas and part-time requests), and
3. How all requests will be reviewed fairly and consistently.
HR should also strengthen wellbeing support by checking workloads in high-pressure areas, providing mental health first aiders, promoting the employee assistance programme, and setting clear boundaries so office staff do not feel “always available.” (McGregor, 1960)
Limitations: These changes will not be effective if managers apply the policy differently across teams. Fairness must be consistent. Problems can also persist if hybrid workers are judged on their visibility rather than their actual performance.
Critical evaluation: how departmental managers can make sure practices are implemented urgently
For these HR practices to work at JLR, departmental managers are the ones who make or break them. Policies can look great on paper, but if managers don’t apply them consistently and quickly, grievances will keep coming. Below are two practical ways managers can push urgent implementation.

[bookmark: _Toc215931911] Lead by example and make fairness visible 
JLR managers need to demonstrate that they will act in a manner consistent with their belief in fairness and flexibility. The majority of employee grievances stem from the perception that management's decisions are influenced by their personal relationships with employees (i.e., who is given overtime, who is allowed to swap shifts, etc.) and who receives access to training and whose manager is actually paying attention to them.
Critical point: Not all managers will naturally do this. Some may feel it's extra work or that they are losing control. HR should make things easier by providing simple tools like checklists and templates, and by making consistent decision-making a clear expectation for all managers.

[bookmark: _Toc215931912]Align departmental goals with HR priorities. 
To make these practices happen quickly, managers need to treat them as real priorities, not optional extras. This means including them in team goals, shift planning and daily routines. For example, managers can set targets for completing digital training, choose “digital champions” to support others, hold short weekly check-ins about workload and wellbeing, and watch for early warning signs such as rising absence, repeated conflict or the same complaints coming up again.
Critical point: Managers must not focus only on numbers or monitoring, because this can feel intrusive and increase complaints. They need to balance tracking performance with trust, empathy and open communication.
[bookmark: _Toc215931913]Conclusion
The increase in grievances at JLR in the Birmingham area is very much a result of increasing expectations for fairness and wellbeing, the rapid pace of technological change (eg automation and digital systems), and the various pressures that flexible ways of working have placed on employees. Providing support through policy with respect to fairness in decision-making, providing employees with appropriate digital skills training, and ensuring that there are clear guidelines for employee wellbeing and flexibility will be useful steps toward reducing employee frustration and promoting greater levels of trust. However, for genuine improvements to occur, line managers must take action rapidly, apply company-wide policies consistently and make fairness and effective communication an ongoing aspect of their day-to-day management. (ISO, n.d.)
[bookmark: _Toc215931914]Recomandations
1) Make fairness “non-negotiable” by standardising overtime, shift swaps and training access using clear criteria. 
2) Launch skills-based digital upskilling with microlearning and on-shift support through digital champions. 
3) Publish a clear flexibility policy covering both hybrid roles and shift-based flexibility options.
4) Train managers urgently on inclusive leadership, early conflict handling and consistent decision-making. 
5) Track hotspots using short pulse checks and grievance trend reviews monthly.
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Esteem Needs
Fair access to overtime, promotion and training, recognition for performance and adapting to new technologies.


Belonging & Inclusion
Inclusive workplace culture, consistent treatment, absence of favouritism across hybrid and shift-based teams.


Safety & Security
Job security during automation, clear policies, wellbeing support, predictable shift patterns and psychological safety.


Physiological Needs
Reasonable workloads, adequate rest breaks, manageable shifts and work–life balance in a high-pressure manufacturing environment.


image1.jpeg
Prifysgol Cymru

Y Drindod Dewi Sant
University of Wales
Trinity Saint David





image2.jpeg




