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 (
The prime context of the case of Aetna is that the company’s focus on diversity perspective has resulted in augmented HR costs. Aetna through its diversity perspective has attained the competitive advantage in the market. 
However, sustainability of the approach cannot be determined. This is because Aetna though 
is able to
 build resources meeting its aim and objectives that are also found to be fit from VIRO framework, the approach is principally based on Hard Human Resource Planning. Aetna, reflective to the market needs and the prospects of business operations in specific areas has been building workforce that would meet the market needs. This is the prime reason for the company to have incurred huge HR costs. 
Alternatively, by remaining focused on Soft HRP practices, Aetna has the probability of building such human resources that would help it attain its business objectives with minimised HR costs. 
Accordingly, this report identifies employee motivation (durable motivation framework) from the scientific management theoretical paradigm as an alternative human resource practice to lead the firm to attain sustainable competitive advantage.   
)
















The prologue
The theory and practices of human resource management has undergone evolutionary changes. This is mostly in the context of the innovative methods and strategic initiatives of the firms in managing their workforces, in alignment to their business operations. Human resource management scholars, in reflection to the emergence of scientific management theories conceptualised frameworks that would help firms to determine their competitive advantage. The Resource Based View (RBV) and the VRIO (value, rarity, imitable and organised) are some of them. 
The Challenge encountered by Aetna 
“The diversity approach of Aetna finds a perfect fit with the contemporary frameworks that determining competitive advantage for firms (RBV, VRIO, People Resourcing – Matching Criteria). Finding a fit within these frameworks however involved huge HR costs for Aetna, specifically of its investment in diversity.    
Justification 
Aetna’s approach of diversity inclusion is adopted through Hard HRP wherein an attempt is made by the company to find a fit between the organisational requirements of the skills and knowledge, and its fit with that of the people it employed. In people resourcing theory it is identified as ‘establishing matching criterion’. Talent management at Aetna is focused on meeting business needs with little emphasis talent mobility and building leaders.
The solution
This report identifies ‘Durable Motivation’, a new framework as a strategic human resource management initiative for developing ‘Talent Pool’ to help Aetna retain and sustain its competitive advantage with minimum HR costs. The model based on soft HRP emphasises on the ‘human’ side of resource planning by laying specific emphasis on creating a ‘Talent Mobility’ framework facilitating professional career growth for the employees and leadership development through motivational methods that minimise HR costs. 
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The field of human resource management (HRM) has undergone evolutionary changes since the emergence of industrial revolution in the 18th century. During the industrial revolution the prevalent people management practice was identified as ‘Personnel Management’. 
The postulation of motivational theories during the early and middle nineteenth century under the scientific management principles further lead to the emergence of human resource management (HRM). This was identified as a strategic initiative to manage people working in the industries. Such industries were mostly the factories. The factories as such have become the backbone of the economy of the now developed nations (i.e. the United States and Europe). This is principally driven by the manufacturing industries. 
Subsequently due to the emergence of globalisation concept and the service sector (due to innovations in computers and information technology revolutions) (Fleming, 2012); human resource management has taken strategic perspective. Academicians (e.g. Armstrong, 2010 and Guest et al, 2012) in the human resource management domain accordingly furthered to identify people as organisational key human capital. Thus, the theory and practice of people management moved on from ‘personnel management’ (PM) to ‘human resource management’ (HRM) to ‘international human resource management’ (IHRM) to ‘strategic human resource management’ (SHRM). 
Currently, organisations through strategic practices are aiming at becoming ‘high performance work systems’ (HPWS) (Surbhi, 2015). 
The emergence of strategy perspective in people management wherein people are being identified as organisational key human capital, the emergence of ‘diversity perspective’ is also evident across organisations. This is specifically seen in such firms that are categorised as high performance work systems (Brown 2015). 
The case of Aetna, that has laid specific focus on diversity as a strategic human resource practice is a perfect example of the innovative methods being adopted by firms in identifying people as its 
“Key Human Capital” 
[bookmark: _Toc533918629]The problem statement
Aetna having identified ‘diversity’ as a strategic initiative to enhance its performance in the market though achieved success, the costs involved in doing so is also high. Gubman (2009) notes that HR costs are all the time concurrent in any organisational contexts in any period of time. Gubman (2009) as such notes that issues with HR costs existed in the past, are concurrent now, and will be prevalent in the future as well. Thus, this study is of the view that; 
Aetna, of the success it has attained by investing diversity, now needs to look at alternative practices that would help it sustain its performance.
[bookmark: _Toc533918630]Purpose of the Report
The purpose of the report is to identify employee motivation as a strategic people management strategy for Aetna to sustain in the health care service market it operates. 
[bookmark: _Toc533918631]Structure of the report
Aetna has principally focused on diversity inclusion as a people management strategy. 
Accordingly, the report before identifying an employee motivation strategy for the company, as a cost cutting measure, initially examines the diversity inclusion of the company from theoretical paradigm of people management strategies. 
Initiation of the report is made by examining as to how Aetna used its human capital from resource based perspective. This is followed by reviewing Aetna’s diversity initiatives from human resource planning and talent management paradigms. Each of these paradigms is contrasted with diversity perspectives and the business outcome of Aetna. 
Aetna has already invested in diversity and has emerged as a successful health care product and service provider. The motivational framework as proposed by this report is anticipated to minimise the HR costs, which otherwise are argued to have been increased by the organisational management (Cascia, 2009). 
The company of the recommended framework can further to use all its available resources to enhance the performance of its employees (Armstrong, 2010). This is anticipated to subsequently lead the company to attain sustainable competitive advantage in the health and health care product and service market (Gubman, 2009 in Price, 2014). 
Based on the assessment of human resource planning in Aetna and the review of the employee motivational strategy for the company, reflective conclusions are drawn, and recommendations made. 
The report finally furthers to present an implementation plan for the proposed motivational framework. 



[bookmark: _Toc533918632]Human Resource Planning in Aetna – Diversity Perspective
The literary perspective that people are organisational key human capital finds its base from the theoretical perspective of resource based view. The emergence of the scientific management principles during the earlier period of the twentieth century further contributed to the emergence of resource based view (RBV). The supporters of this paradigm argue that firms, instead of looking at the competitive environment of its business should look at the resources it has. 
Figure 1: Resource Based View
[image: An image illustrates the key points of resource-based view model. Resource-based view argues that reources both tangible and intangible must be heterogenous, immobile and have VRIO attributes to become VRIO resources. VRIO resources result in sustained competitive advantage.]
Source: Jurevicius (2013, p.3)
Aetna as is evident from the case has exploited the external opportunities by using the skills and knowledge of its diversified employees. There are also evidences to determine that the company has competent workforce that has the required skill sets and knowledge to serve diverse segments in the market by creating new opportunities. This has helped Aetna to attain higher performance. In the course of time of its operations, Aetna has built tangible and intangible resources. 
According to Jurevicius (2013) one of the important assumptions of RBV is that the resources of the firm should be heterogeneous, and Aetna has established a heterogeneous workforce with potential to work in a equitable work environment, wherein no employee or a group of employees of the company had an advantage or a disadvantage. 
According to Barney (2011) heterogeneous workforce though facilitates firms to achieve the most critical competitive advantage in the market, it is however not sufficient. It is in this context that the Rothaermel (2013) informs that the resource of the company should fit the VRIO framework:
1. Valuable: The diversified employees of Aetna are identified to be creating value to the customers using its product and/or services. This is undertaken by eliminating any probable hassles and creates ease in conduct of operations. Secondly, the strategic initiatives of Aetna are identified as standards for others to follow. By establishing partnerships with others and building a healthy competition within the internal employees, the company has developed a valuable business model. 
2. Rare: A review of the market in which Aetna operates indicates that the company has expanded into all such operational areas that were identified as hard to penetrate. For example, to address specific needs of a community in which the company has foreseen business, Aetna furthered to employ people of that community and also established strategic partnership with firms operating in such communities, all of which are rare to be seen by other businesses in the competition. 
3. Costly to Imitate: In building the human resources Aetna has spent huge amount of money on its employees through training and education, funding the HR managers to identify diverse employees by visiting various Universities, institutions etc. The initiatives taken by Aetna also include actions in building talents through talent acquisition. All of these have been undertaken over a period of time and HR costs. 
4. Organised to Capture Value: The business model of Aetna identifies its customers (all the health care product and service seekers) at the core of its strategies and identifies employee engagement, Excellence and Accountability, Quality Service and Value, and Integrity as the strategic initiatives to serve its customers.
The HR costs incurred for Aetna has helped the firm to build tangible and intangible resources with competences of building a competitive advantage. Evidences to this effect can be seen in the financial returns and sustainability outcomes. Reflective to the resource based view, the case of Aetna determine that the company has built a strong brand portfolio, strong financial position, global presence, teamwork, well managed process, leadership leading to innovative ideas (Cornerstone, 2018). 
[bookmark: _Toc533918633]Human Resource Planning at Aetna: Diversity Perspective
According to Armstrong (2010) Human Resource Planning (HRP) is considered as an integral part of comprehensive business planning. The entire strategic planning process of an organisation will highlight the changes secured in respect of the scale and kinds of activities done by the organisation. It will determine the most important competence required by the organisation in order to complete the set goals. As such HRP starts with business plan, probable activities forecasting, and analysis of requirements leading to recruitment and selection (figure-2).
Figure 2: Human Resource Planning – A Generic Framework
[image: ]
Armstrong (2016, p. 189)
Armstrong (2016) further notes that Human Resource Planning is also considered as a decision-making process which includes three vital activities: 1) Finding and hiring the accurate number of staff with required skill set. 2) Giving motivation to all of them to perform better and increase productivity to contribute in organisational goals. 3) Bridging the gaps between people planning actions and business objectives. 
Aetna’s human resource planning with diversity perspectives for its businesses expanded in diversified fields, but inter-related areas determines its strategic approach of demand and supply forecasts followed by action planning of recruitment and selection. For example, the Employee Resource Groups (ERGs) of Aetna comprises: 
1. The African American ERG which enters into urban markets, from the designing aspect of products to its distribution and marketing
2. The Caregivers, Tele-work and Aetnabilities ERGs plays an important role of a the most valuable resource to Atena and vital contributors in order to create a work environment which welcomes particular segments while exploring the external business opportunities.
3. The Asian and Hispanic ERGs help in translation process translation. All the translated documents done by the organizations with the specialisation in that particular work may get exact word-for-word match from English, however the intent of the message cannot be the exact after translation. 
4. The Asian and Hispanic ERGs understand about the messages and terms of Aetna which needs to be conveyed, therefore they assist in developing high-quality translations of the messages in English text into non-English languages having similar meaning and intent of the message. 
5. The Gen Y ERG is assisting Aetna to create a retention and recruitment strategy that finally matches with employee segment. The Gen Y ERG also helps in marketing and advertising activities to younger population.
The initiatives of Aetna in developing the above diverse groups helped it in building a strong team of competent human resource capital. 
This however resulted in huge HR costs. 
Alternatively, Aetna can adopt ‘Hard’ and ‘Soft’ human resource planning. Through Hard HRP, Aetna on the basis of quantitative analysis of the demand and supply aspect can create such type of human resources that are ‘right number of people’ and in ‘right sort’ meeting different needs. Similarly, through ‘Soft’ HRP, Aetna can more openly put emphasis on developing and shaping the organisations’ culture to ensure that there is explicit integration between business objectives and employees beliefs, values and behaviours (Armstrong, 2010).
For instance, Ramli, Ishak, and Abdullah (2016) argue in their research that HRP basically serves the broader issues related to the employment of staff, on the other hand, Man Power planning, which focused on the traditional quantitative approaches in mode in older times. These approaches come into picture from a logical top-down view of planning wherein properly evaluated quantitative methods are used for long term assessments of supply and demand. Furthermore, the author highlights that there has been a shift noticed from only reconciling the employees availability with predictable jobs towards more focus on hiring the people with better skills, improve their skills, development and proper deployment in the organisation. 
A detailed review of the diversity approach of Aetna in creating a diversified team indicates the hard model. The hard HR model according to Ishak et al (2016) is a scientific management concept. Here, people are considered as a passive object and its value depends on the attributes/skills as required by the organisation. For example, whenever Aetna has foreseen probable business in a specific area of operations it has considered the diversity concept to employ people skills and attributes meeting the market Aetna intends to serve (figure-3).
Figure 3: Hard Human Resource Planning in Aetna
[image: ]
Source: Cascio (2009, p.5)
The hard HRP as is evident from the above has further resulted in an organisational culture of appreciating its people of the business results. For example Cascio (2009, p.5) notes that “Aetna’s mission and values statement (www.aetna.com/about/aetna/ms/), Aetna appreciates effort but recognises and rewards employees for achieving business results”.
Hard HR practices is another reason for the enhanced HR costs
Alternatively, a ‘Soft’ HRP could have reduced the HR costs by remaining focused on “human-side” and is connected with human relations school of Herzberg and McGregor. Here, employees will be seen as proactive instead of passive inputs in the productive process, that these employees are worthy of development, trust and collaboration that are gained through the participation in the process. The emphasis here can be in having optimistic human response through the proper communications and leadership style and motivational methods. As the Soft HRP leads to development of leadership and the use of motivational methods, HR costs here can be minimised.
[bookmark: _Toc533918634]Talent Management: Diversity Perspective
According to Armstrong (2010) the term ‘talent management’ refers to management succession planning and management development activities. In this highly competitive environment, talent management has come out as the most important concept for all organisations. Moreover, the success of any organisation is directly related to the talent it has and how the talent is being utilised. 
Talent management is the process through which organisations determine the employees having capability to perform leadership role in future. To make talent management process effective, organisations needs to place a formal process wherein several people should be involved with proper coordination between leadership and talent to translate it into valued based organisational behaviours. Most of the organisations that focus on talent management are able to attract and retain the right set of people with right set of skills (Beheshtifar, Nasab and Moghadam, 2012).
However, managing and building talent requires strategic approach. Talent management is a bundle of activities to be undertaken in a comprehensive manner by management (figure-4). 
Figure 4: Talent Management
[image: ]
Source: Armstrong (2016, p.205)
As presented in the above framework, talent management is all about building a group of talented people i.e. talent pool. This however requires strategic approach with a range of intermediating variables. An organisation develops talent in accordance to the business strategy. This leads to identifying the right person for the defined job, which are undertaken trough resourcing practices.
Ward (2012) in this regard note that talent is better built when organisational needs of Skill, Knowledge and Attitude match to that of employees (figure-5).
Figure 5: The Matching Criteria
[image: ]
Source: Ward (2012, p.2)
The aim of building a talent pool is to secure the flow of talent, importantly because it is a major corporate resource. However, the competitive environments within which firm are operation has resulted in ‘War for Talent’ situation wherein the HR practitioners are infusing turnover intent among the key talents of the competitive firms (CIPD, 2012). 
According to Kotler and Armstrong (2014) the ‘War for Talent’ is winnable. This demands that HR managers should be the effective part of the organisational decision making process. Once the HR practitioners become the integral part of the organisational decision making, they help them to not only with matching criteria but many more important points related to how organisational goals can be achieved with the help of proper talent management system. Matching criteria (figure-5) is all about determining the right set of skills, attitude and knowledge required by the organisation to achieve the intended goals (Ward, 2012). 
However, Pfeffer (2001) observes that war for talent “…develop a sense of arrogance which results into attitude of arrogance instead of attitude of wisdom. Therefore, war for talent may be destructive for an organizations’ health and For all these reasons, fighting the war for talent may be hazardous to an organization’s health and negative to do things that will make the organization successful” (as found in Armstrong, 2010, p.204).
Aetna stands as a good example to opinion of Pfeffer (2001) of its diversity approach. 
At Aetna, diversity approach is celebrated which indicates valuing and appreciating individual differences at workplace. Generally, managing diversity at workplace is developing a heterogeneous staff (including white men) who can perform tasks to their potential in an equitable work setting where no member has advantage or disadvantage. This one is called pragmatic business strategy which focuses on improving the creativity, productivity of the workforce while fulfilling the needs of diverse customer groups.
However, Aetna has its more nuanced meaning of diversity, namely, that it is more than just ethnic, racial and gender diversity, it is also about the diversity of functional experience, training, background, generational identity, etc (Aetna Diversity Report, 2018).

[bookmark: _Toc533918635]Aetna’s Diversity Perspective – a Key Gap in Talent Management 
The diversity perspective of Aetna as discussed and as presented in the case has helped the company in attaining competitive advantage in the health care market it operates. However, this has resulted in high HR costs. Considering the market conditions and the prevalent economic situation, the management has its own speculations of the sustainability of the competitive advantage. 
The diversity strategy of Aetna when contrasted with the talent management concept (figure-4) a key gap in human resource management strategy can be seen, specifically in terms of talent management. 
Talents in Aetna’s are developed through people resourcing practices that fit a particular segment of customer it intends to serve. This limits such people’s progression in career. 
It is important for Aetna to understand that the talent pool should be developed from ‘learning and development’ and ‘career management’. This will result in not only minimising the HR costs but also developing such talents that remain for long with the company. 
For example, Cornerstone (2018) in a study notes that the best of talent building strategy in a workplace built on diversity is ‘Talent Mobility’. 
Employees when keep on moving in career will contribute to attain sustainable competitive advantage. The key gap of the diverse workforce in Aetna is lack of creating a long-term and meaningful career path for the employees. 
Talent mobility for Aetna, as presumed by this study is through ‘Durable Motivation’ strategy.


[bookmark: _Toc533918636]Durable Motivation for Aetna People Management
Aetna, of the issue of overcoming HR costs can adopt ‘Durable Motivation’ strategy for sustainable competitive advantage 
[bookmark: _Toc533918637]Employee Motivation: Diversity Perspective
Motivation, as informed by Boshoff and Allen (2013) is “...the development of a desire within an employee to perform a task to his/her greatest ability based on that individual’s own initiative”.
In a recent study, Shadare et al, (2015) observes that employee motivation plays the most important role in organisational policies developed by HR to enhance the productivity of the employees for better performance in the organisation. Once the employees are motivated, they will respond to the objectives and goals more passionately and put all of their efforts in the direction to achieve the set goals and objectives.
Within the case of Aetna, of its diversity perspective, there is little evidence to determine motivational strategies of the Aetna’s human resource management policies and practices. The only motivation that can be seen in Aetna case is its approach of diversity which has facilitated people from different sexual, cultural, ethical, and geographical regions to find a source of employment. Such employment created by the company has resulted in generation of jobs to people rather than helping them to build a career. This is more specifically because, the company has been consistently involved in exploring new markets for which people have been identified through diversity inclusion. 
In human resource management literature, scholars have found many theories related to employee motivation in respect to contemporary human resource practices. 
Nevertheless, the most used theories and the ones adopted by the scholars are: Taylor’s pay based postulations, Maslow’s hierarchy of needs, Herzberg’s two factor theories and Mayo’s theory based on human relations (Haque et al, 2014). 
Accordingly, each of them is examined.
1.1.1 [bookmark: _Toc533918638]Maslow’s
As per Dima, (2010) Maslow’s hierarchy of needs theory highlights the five levels of human needs. This theory postulates that workers fulfil their requirements at workplace and get motivated on a five level of needs (figure-6).
[bookmark: _Toc343077827]Figure 6: Maslow’s Hierarchy of Needs
[image: maslow's hierarchy of needs five stage pyramide]
Source: Dima (2010, p.2)
The above mentioned image highlights the Maslow’s Hierarchy wherein needs are structured in a hierarchical manner. Once the lower level of needs are fulfilled, then the workers will be motivated enough to fulfil the higher level of needs. For instance, a hungry person will be motivated to get his basic wage for food buying before worrying about a secured job or getting respect from others (Dima, 2010). 
McLeod (2016) in his research states that this theory is one of the best theories on workplace motivation. However, there is little evidence of scientific authenticity of this theory is available. The reasons could be the methodology of this theory.
In case of Aetna, the enterprise wide recruitment and selection of people of diverse backgrounds, undertaken with intent of augmented employee engagement and productivity for business impact can be argued to be fulfilling the basic needs (‘physiological needs’ of food, water, warmth rest and ‘safety needs’ of security and safety) of the employees. However, the scope of meeting such employee’s psychological and self-fulfilment needs cannot be determined.   
1.1.2 [bookmark: _Toc533918639]Taylor’s
As per Botha (2010), Frederick Winslow Taylor postulated one of the earliest theories on motivation. This theory was majorly focused on pay. Below mentioned are the postulations of this theory: 
· With financial gains as an outcome, employees feel motivated to work better and enhance their productivity.
· Thereafter, employees will be paid accordingly as per the number of items they produce during a period of time- piece-rate pay.
· Therefore, workers should be trained with the tools they use at workplace so that they can effectively perform one set of task.
· Thus, managers need to segregate the tasks into small segments.
· Workers do not enjoy work naturally therefore supervision is required.
Contextually, when we look at Aetna’s ‘Integrated Workforce-Management Strategy’ a set of strategic goals and reflective success measures are defined. An overview of the strategy indicate that the company lays specific emphasis on a well structured and defined human resource planning of recruitment and selection, employee engagement, career advancement, and performance management. 
However, the strategic goals when contrasted with the literary perspective of employee motivation it can be argued that career progression of the employees is limited to line management, which is perceived by the company as leadership (Cascio, 2009 p.7). Whereas, leadership in management literature is mostly autocratic when the management has the most control and is more free-reign when the employees have the skills and knowledge, the situational leadership balances the management and managerial leadership. 
This study as such is of the view that by limiting the diverse employee’s progression to a maximum level of line-manager’s role, it can be further argued that the company is demonstrating autocratic leadership. This is more specifically because each of the Aetna’s strategies are in principal directed towards industry leadership. 
As per Kaliannanand Thoo (2013) Taylor's approach for employee motivation had a link with autocratic management style (managers make decisions and communicate the decision as orders to their subordinates) and Macgregor's Theory X approach to workers (employees are considered as lazy who avoid responsibility).
1.1.3 [bookmark: _Toc533918640]Mayo’s
As per Botha (2010) Elton Mayo’s Human Relations School of thought is mainly known as Mayo’s motivational theory. The focus of this theory is about enabling the managers to put more emphasis on taking interest in the workers. Mayo highlights that managers need to interact with the workers and treat them as people who have worthy opinions and they enjoy interacting together. Thus, as per this theory, workers feel more motivated by fulfilling their social needs at workplace. Therefore, managers need to take more interest in workers at workplace.
Mayo concluded his theory with the points that workers are best motivated by:
· Proper communication between managers and employees at workplace
· Involvement of managers in employees working lives
· Performing tasks in a group or team
· His theory fits in with paternalistic style of management.
This theory is in contradict of Taylor’s theoretical perspective that due preference is given in understanding and building relationship with the employees; whereas Taylors’ theory was focused on production and Mayo’s theory focuses on understanding the employees. 
The set of three strategic goals defined in the Aetna’s ‘Integrated Workforce-Management Strategy’ are aimed at ‘Workforce Management’, ‘Leadership and Key Talent Management’ and ‘High Performance Organisation’. The base for these goals are parallel to the organisational ‘Business Priorities’ and ‘Success Measures’ (Cascio, 2009 p.7). 
The stated goals though identify the need to train the employees and facilitate career progression through talent management; this is however, more or less undertaken in a paternalistic style of management. Such kind of management as argued by Thoo and Kaliannan (2013) can hardly sustain in the digital era wherein people are exposed to rich information in the virtual media.   
1.1.4 [bookmark: _Toc533918641]Herzberg’s
As informed by Botha (2010) Herzbert’s motivation theory is based on two factors: motivation factors and hygiene factors (figure-7)
Figure 7: Hezberg Two Factor Theory
[image: ]
Source: intelipad.co.uk
As the above given image shows that hygiene factors lead to dissatisfaction while motivational factors are responsible for satisfaction of the employees. Thus, it can be understood that this theory is more related to find the employees’ dissatisfaction and/or satisfaction and determine the best HR practices that would assist HR managers to motivate the employees.
The diversity strategy adopted by Aetna, when contrasted with the Two Factor Theory evidences of ‘Satisfaction’ by overcoming any probable ‘Dissatisfaction’ can be seen.  Employee’s satisfaction is attained at Aetna by establishing a matching criterion among the specific diverse customers it intends to serve and the competencies of the people who can serve such customers. 
For example, Aetna when foresee potential from a specific group of people (segments) – say, Black Asians, it targets them by employing Black Asians to target these groups. In the process the employees are motivated to get connected to the work (work itself); build literature in respective languages, which creates a sense of responsibility among the employees; lead the employees to attain targets, which create a sense of achievement; by rewarding the employees their contribution is recognised. 
However, there is little evidence to determine how diversity has helped the individual employees to grow and advance in career, specifically employee’s career advancement beyond the line managerial position (Guest et al, 2012). This study as such is of the view that:
Employee motivation at Aetna is grounded at bottom level. 
This principally limits career progression for building leaders. 
[bookmark: _Toc533918642]Durable Motivation Framework
Evaluation of employee motivation at Aetna in the context of its diversity approach indicates that the employees are satisfied because of two reasons: 
1. First, their skills, knowledge and attitude meet the firm’s needs of serving the target customers. 
2. Second, the HR policy of the firm motivates the employees to perform and attain targets. This is specifically facilitated the company to attain competitive advantage in the market it operates. 
However, sustainability of the same cannot be ascertained as Armstrong (2009) is of the view that effective leadership development in a company is proportional to the employee motivation that goes beyond intrinsic and extrinsic factors.     
In respect to the gaps available in employee motivation at Aetna, this study is of the view that; 
Aetna can transform the competitive advantage into sustainable competitive advantage when career progression at Aetna should go beyond the line-managerial leadership  
According to Brophy (2014) through traditional motivational theories firms can aptly motivate the employee to perform. The same however doesn’t provide direction to the employees to build leaders. According to Cornerstone (2018) leadership needs to be built through talent mobility. This requires a sustainable motivation strategy (figure-8).
 (
Figure 
8
: Elements of 
Durable
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Source: Brophy (20
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4, p.8)
)[image: ]A sustainable motivational strategy as informed by Brophy (2014) is where employees foresee value in the job they perform, foresee direction of the job and the self (work and life), the support they get from the manager, management, and leadership, and building ability among the employees to perform on their own without depending on others i.e. self-efficacy. Employees when motivated through these elements move on the hierarchy of the company. Talent mobility as in figure-4 is all about management succession through career management leading to talent pool.
[bookmark: _Toc533918643]Durable Motivation for Talent Management 
[bookmark: _Toc533918644]Direction: Keep the Employees Moving
Direction in sustainable motivation is the way in which the employee is moving in a role; move on in a job (Brophy 2014). 
Direction for the employees at Aetna as noted in the case is defining a specific job for the diverse people. This is specifically allocated in accordance to the customer segments the company wants to target. Now the question is what next, when all the segments are targeted and served. In such scenario, the company would certainly be in a situation where in such diverse employees has little scope of moving on a progressive career path. Cornerstone (2018) however is of the view that of the employee’s performance, the HR policies of engagement shouldn’t be limited to performance but also set a direction for progression. The target orientation of the business goals directs the employees towards task accomplishment, rather than foreseeing a leadership role. 
Reflective to the above literary opinion, direction for the employees at Aetna need to be not just limited to task accomplishment but also a direction for the employees to progress in career.
[bookmark: _Toc533918645]Support: Create Long-term Career Achievement Rewards
Support in sustainable motivation is all about encouragement and modelling of job and responsibilities that builds a sense of hope and desire of achievement at the intermediate level, and the rewards for achievements (Brophy 2014). 
Aetna’s diversity approach identifies ‘support’ to the employees at several stages of the job tasks and the responsibilities given to them. 
For example, the ‘Integration-Communication-Education’ framework of the company, in accordance to its business goals rightly identifies the need of inter and intra communication tools to effectively manage the performance of the employees. 
However, focus is specifically laid in identifying such tools that are necessary in augmenting the competencies of the employees for attaining the business goals and the marketplace needs. 
There is however little evidence in Aetna’s HR policy to determine that employees are also supported for personal growth to set a long-term career and develop leadership skills. 
The above argument testifies the opinion of Cornerstone (2018) that fewer than 8% of surveyed companies (based on Gallup’s research) have set support initiatives in their human resource practices wherein career paths for the progression of employees is determined.
[bookmark: _Toc533918646]Value: Facilitate 360-Degree Career Choices
Value in sustainable motivation is all about the outcome of a tasks/job an employee foresee in the roles defined for them (Brophy 2014). 
The diversity perspective of Aetna is where diverse people are employed in accordance to their skill sets, and areas of interest. This is anticipated to provide optimum value perception to the employees. 
For example, the diversity implications defined as against the firms strategic focus identifies creation of a work environment where individual employees’ productivity and contribution is maximised. This provides ample scope for the employees to feel valued of their contribution to the firm’s strategic focal points. However, the initiative seems to be unidirectional i.e. attaining firm’s objective. Thus, 
At Aetna, the scope of individual employee’s career choice is limited 
The above argument testifies the opinion of Cornerstone (2018) that external and social motivators have principally limited the firms to define value in a particular segment. This otherwise when created through employee’s curiosity and passion based on internal cues, the employees foresee a better value. 
[bookmark: _Toc533918647]Self-efficacy: Professional and Leadership Development
Self-efficacy in sustainable motivation is the ability of the employees to perform on their own (Brophy 2014). 
Inclusion of diverse employees across leadership and supervisory roles determines Aetna’s diversity strategy of motivating the employees to act on their own and lead the people assigned to them. 
For example, employees of colour hold significant percentage of role to play in supervisory and senior leaderships. Similar initiatives can also be seen in terms of gender equality. However, the initiative does not determine the scope of the passion employees develop for the tasks. 
The above argument is of specifically important because Cornerstone (2018) is of the view that inspiration motivates employees to be innovative in job and passion for the tasks. Thus, Aetna needs to focus upon...
Innovation and passion supported by multiple ways for facilitating career progression and leadership development 
  
[bookmark: _Toc533918648]Conclusions
The key context of this study was to determine a human resource management strategy for Aetna that would minimise the HR costs of the company. This is to be determined from many of the HR policies of Aetna as part of its policy of investment in diversity. 
HR costs as identified by contemporary human resource management scholars is one of the key challenges that the HR practitioners faced in the past, present and future. 
Now, having invested in diversity, Aetna has attained an all-round development of the company. This is done strategically by establishing matching criteria between the strategic goals of the company and the key human capital that would help the company in attaining the strategic goals. 
The HR policies of Aetna are defined, developed, and practiced in alignment and conjuncture with the diversity inclusion policies. 
However, a key point of observation that can be made here is that such policies are resultant of the markets which the company intended to serve. Accordingly, the company furthered to build its workforce in parallel terms with the segment of customers it intends to serve. Thus, this report identifies such 
...focus based human capital development as the key drawback in augmenting HR costs in Aetna. 
For example, when Aetna has foreseen a large segment of Black Asians as the probable targets to reach; Aetna, for a better understanding of the segments, furthered to build a workforce of Black Asians and provided them with all the support and training to reach the target customers. In the process, to facilitate the human capital serving particular segments, leadership opportunities are also given to such human capital. However, 
Leadership opportunities at Aetna are directed in achieving organisational target goals to that of competency development of the workforce to innovate and explore their talents. 
Interestingly, Aetna considers providing managerial/supervisory roles to the employees as an HR initiative of talent management. 
This report however is of the view that talent management need to be defined from business objectives through a set of human resource management policies in a carefully aligned framework. Such framework should not only identify the competent workforce through recruitment and selection, manage their performance, train and develop the employees; but also facilitate progressive growth to the employees. Aetna’s talent management strategy aptly identifies diversity as a strategy to identify competent workforce to meet it business goals. However, there is little evidence to determine that the same has facilitated career progression for the employees. 
Human resource practitioners and experts identify career progression as the key to success of the business. And that talent mobility (i.e. employees’ career progression) strategy builds absolute learning, leaders, careers and businesses. This perspective also finds fit with the literary perspective that people are organisational key human capital.
In consideration to the diversity perspective approach of Aetna, which facilitated the growth of the company in the market, and the talents the company has developed; Aetna by laying specific focus on applying durable motivation strategy can further to establish a talent mobility framework. 
Talent mobility aimed at building leaders is identified by this study as a strategic HRP in minimising the HR costs by keeping the employees motivated to: 
· foresee a greater value perception of the job work they perform; 
· be assured of the support of the line-management and the organisational management; 
· a direction for steady career progression is defined; and 
· develop competencies to the extent that the learning facilitates performance without dependency and subsequently develops leaders.  
Reflective to the conclusions drawn, a set of recommendations are made to Aetna, which is to be followed by defining an action plan for implementing the recommendations.
[bookmark: _Toc533918649]Recommendations
In reflection to the evaluation of the case of Aetna of its diversity inclusion as a strategic human resource management initiative, of which a need is determined to reduce the HR costs in the company, this study identifies the elements of durable motivation as a strategic human resource management of employee motivation. Accordingly the following set of four key recommendations is made: 
1. Provide a direction to the employees for progressing in career: Keeping the employees moving in career will help Aetna to largely reduce the HR costs of recruitment and selection. 
Research in human resource planning has shown that majority of the HR costs are in the form of head hunting and talent hunt. Thus, internal employees when provided with ample scope for career progression, will not only remain with the firm for longer time, but will also get themselves committed to find people to replace their earlier roles. This will largely reduce the HR costs of talent hunting. 
2. Support the employees to foresee intrinsic and extrinsic rewards in the process of long-term career advancements: When the employees are supported by the management with intrinsic and extrinsic rewards, turnover intent of employee, if any, is largely reduced. 
Employees turnover intent when minimised will largely reduce the HR costs occurring of not only finding a suitable replacement but also the subsequent costs of induction programs, performance management, training and development etc. 
The above initiative is specifically important for Aetna to provide 360-degree career choices to the employees. This is because focus of Aetna has been principally in accommodating diverse people, which is specifically unidirectional with an aim to meet the needs of the external customers, ignoring the internal customers. 
3. Make the employees foresee value in the rewards they get as part of their career advancements: Employees value perception of the job role they do is as much important for Aetna as it foresees to create value to its customers. 
Aetna needs to identify its employees as internal customers and focus upon creating value to them. 
Employee’s value perception is largely determined when they foresee a sense of responsibility in the job task they do, and they anticipate performing when they make progression in career. 
The above initiative will largely reduce the HR costs of training and development as employees when foresee value in the job tasks they will come out with innovative ideas to perform the tasks effectively and efficiently. 
4. Ensure that the career advancements of the employees leads to professional and leadership development: Aetna has most been considering accommodating diverse people in supervisory, management, and senior management roles. It is however important for Aetna to note that managerial position and leadership development are different aspects. 
The career advancement of the employees in the company needs to be more focused on leadership development. Employees when provided with career advancement to take leadership roles tend to become more professional in their job roles and will find innovative ways to develop their team. 
The above initiative is certain to again the employees to the organisational vision and mission, and subsequently reduces HR costs in several aspects of human resource management. 
This report, reflective to the conclusions drawn and the recommendations made also defines a implementation plan to minimise HR costs of HRP, by way of developing leaders through talent mobility strategy.
[bookmark: _Toc533918650]Implementation Plan
The four key initiatives that the study has recommended for Aetna are reflective to the durable motivation strategy which is anticipated to build talent in the company with minimum HR costs. This study is of the view that a 30-Months (2 ½ Year) plan in four segments of 6-months will certainly help Aetna in not only retaining its successful diversity inclusion, but also in a cost effective manner. The same is as follows:
· Stage-1 (0-6 Months): 
Define and publicise a talent mobility strategy for employee’s progression in career. 
The HR planning needs to design an organisational chart for the employees to foresee the probable progression they can make in their career. This will keep the employees committed to a specific job role and committed to the organisation of the probable progression they can make.
· Stage-2 (7-12 Months): 
Identify workforce with competencies to progress in career. 
In the process of dreaming of a career opportunity the committed employees are certain to demonstrate their competencies. Such people need to be motivated further to make progression in their career. Rewards of intrinsic and extrinsic nature at this juncture will keep the employees aligned to the company’s business objective with least HR costs of training and development. 
· Stage-3 (13-18 Months): 
Create opportunities of long-term career paths for the early birds aiming to take leadership roles in the company. 
When competent people are identified and facilitated progression in career and become leaders within the company, they also tend to motivate other employees to take similar initiatives to progress in career. 
· Stage-4 (18-24 Months): 
Facilitate 360-degree career choices for the employees to find a fit of skills, knowledge and attitude as required for the firm’s business operations and as possessed by the employees.
· Stage-5 (25-30 Months): 
Create opportunities to the employees to take leadership positions through professional development areas. 
Employees when given the opportunities to take a leadership role with decision making opportunities are certain to be more professional in personal growth and contribute to business growth. This helps them maintain a perfect work-life-balance.
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Broadly speaking, there are two key drivers of Aetna’s corporate strategy to pursue
diversity: (1) growth opportunities in non-traditional and other targeted growth
markets (¢.g., gay/lesbian,/bisexual /transgender (GLBT), Asian-American business
owners); and (2) the need for an organization that reflects and understands the
customer base it serves. To accomplish these objectives, Aetna is taking the following
steps:

» Creating innovative and tailored product and service solutions that will meet
customers’ unique needs.

» Developing a diverse supplier base that reflects the company’s multiculeural
‘marketplace.

» Building a workforce that understands the communities where Actna does
business.

» Fostering a culture of inclusion that attracts a diverse talent pool and recognizes

and rewards the contributions of every employee while allowing employees to do
their best work.
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