Section 1
Question 1.1

Organisational strategy can be defined as identifying the means in which it seeks to pursue its purpose and achieved its objectives. A resource based view is identifying the key resources required to give the organisation a distinct capability and finding ways to approach these capabilities to the business market (Rees & French, 2016); (Johnson, et al., 2011). In order to have a successful organisational strategy leaders must understand its organisational culture. Organisational culture is immense and heavily contested and is the basic beliefs and assumptions shared amongst the workforce. It has been stated that organisational culture can be covert and unconscious (Farnham, 2015). 

Organisational culture can also be differentiated into three levels: the organisations physical surroundings; the organisations values can include mission statements and its commitment to diversity and its customers. The final level underpins the culture and is the most influential as it shapes the decision -making process (Schein, 1997).

In order for an organisation to have clear organisational strategy and a consistent culture we must first understand the concept of leadership and styles and how various approaches can impact an organisation. Leadership has been defined as the process in which outcomes are achieved through the actions of others. An alternate view is that leadership is similar to having followers, as leaders cannot be leaders without followers (Yukl, 2012); (Grint, 2010). However, there are criticisms of the traditional approach to leadership with academics believing that the leader and follower role can be interchangeable at any time (Jackson & Perry, 2011). The leadership styles approach model as described by Tannenbaum and Schmidt focusses on the strength and power of leaders and followers in terms of decision making which is imperative in aligning organisational strategy and culture. The model states that an autocratic leader whereby the leader largely solves problems, or a democratic leader which involves team members in the decision-making process, needs to recognise and understand the relationship between its leaders and followers. Consideration must also be taken to ensure that organisational and societal factors are included in the decision- making process which will impact the organisations culture (Tannenbaum & Schmidt, 1973).  
Leadership is imperative to organisations as it directly impacts employee engagement. Clear and good leadership creates an engaged workforce leading to high profitability, whereas poor leadership leads to a demoralised workforce (Hogan , 2012). Good leaders are perceived to understand what they are talking about and can clearly explain to their workforce the significance of their mission and how it fits into the overall organisational objectives (Hogan , 2012). 
Leaders of an organisation must have policies in place to ensure an inclusive culture. An organisational learning culture is one which encourages different forms of learning, at an individual level, through continuous learning and open dialogue and enquiry; at a team or group level, through collaboration; and at the organisational level, through systems, empowerment and leadership (Watkins & Marsick, 1993); (Young, 2019). 

As the statement states “culture eats strategy for breakfast” the intangible nature of organisational culture, and the lack of understanding how its employees feel about it, must allow leaders to have a deeper understanding of its cultural perceptions and its impact on overall strategy. Organisational leaders must understand that having a positive organisational culture with employee inclusion and clear leadership who can influence and inspire positive change from all will ultimately remove a key barrier thus creating a culture of open-mindedness and innovative thinking in order to achieve organisational strategy  (Young, 2019).  


 Question 1.2

Many organisations are becoming conscious that ethical practices and corporate social responsibility yields greater employee commitment, motivation and company brand. Unethical behaviour poses high risks to organisations including compliance findings and reputational damage (CIPD, 2019a). According to the Institute of Business Ethics employees are now insisting that organisations have an ethics programme and those who do have found that their employee have a better perception of the corporate culture (Institute of Business Ethics, 2018). 

Due to the changing face of industries across the UK the focus has moved away from a focus on manufacturing outputs to the human element of work interaction which brings job opportunities, as well as emotional and intellectual benefits. This trend is a far cry from Webers model of pure bureaucracy in which organisational and role design are controlled through a hierarchical structure, which contained many levels of authority. Clear rules were set and the decision- making process was made rationally in order to eliminate emotional involvement (Rees & French, 2016). A criticism of the bureaucracy model is that employee initiative can be stifled and a lack of flexibility and adaptability (Mullins, 2007). Since the 1980’s and the reduction in trade union membership employee voice is the foundation of sustainable business performance increasing engagement and enabling effective decision making and is a driver for innovation (Alfes, et al., 2010).  The Taylor Review of Modern Practices identified that imbalance of power within the employment relationship and the importance of effective employee voice (CIPD, 2020a); (Taylor, 2017). 

An example of employee voice and the impact on an organisation is Northamptonshire Healthcare NHS Foundation Trust (NHFT). Following an audit conducted by the Care Quality Commission in which staff felt disempowered and unable to make decisions in the absence of their manager. The trust broke away from traditional management structures and instead adopted the distributed leaderships model which encourages a holistic view rather than individual contributions (Bolden, 2011). This model adopted by NHFT sits alongside its commitment to employee engagement which engages staff across departments to share and act on issues identified in employee surveys (People Management, 2020). 



Question 1.3

Performance Management
A key area of HRM which impacts organisational culture is performance management. Performance Management is the process which contributes to the effective management of individuals and teams in order to achieve the overall business objectives (Armstrong & Baron, 2005). Performance Management can be a formal process conducted annually and is a formal records of action points. A classic approach to performance management is the Boxall and Purcell AMO model in which performance is identified as ability, motivation and opportunity. It was identified that there are a range of HR policies and practices including training and development, career opportunity and involvement in decision-making. These performance related policies encouraged employees to have a degree of choice in how well they completed their role (Rees & French, 2016); (Boxall & Purcell, 2008). A negative impact of performance management within organisations which can impact its culture is bias in performance ratings. Managerial bias can be based on favouring an employee over another or if they themselves have received negative feedback. Managers can also rate their employees more generously if their decision impacts pay increases or promotions. This is can be cancelled out through the use of average scores from a variety of sources (CIPD, 2019b). 

There is a growing interest in a strengths-based approach to performance management which focuses on understanding and building on strengths rather that fixating on weaknesses. This is a major shift to current approaches which focuses on areas which were weak and focus on improvements to avoid them in the future (Cooperrider & Srivastava, 1987); (CIPD, 2017). There are arguments building within the literature that there are many performance management approaches which are adopted by organisations which are not adding value to the organisation. It is imperative that organisations select a performance management approach which is not a simple best practice solution but instead should adopt a process which suits the organisations needs and considers the organisations culture. 

High performance working organisations (HPWOs) have a well-established culture and values system which typically understood by all within the workforce and are a key driver in employee behaviour. HPWOs have in place clear set goals, they understand their employee’s abilities and skillsets and have an environment of coaching and mentoring (Jamrog, et al., 2008).


Employee Engagement

The second key area of HRM is employee engagement. Engaged employees help organisations achieve its overall mission, execute its strategy, generate business results and can give crucial competitive advantage including lower employee turnover (Vance, 2006).  However, the term employee engagement is regarded as a psychological state experienced by employees in relation to their work and can be a positive and fulfilling state of mind. Engagement is also employees’ persistence and initiative directed towards organisational goals (Kahn, 1990); (Maslach, et al., 2001). Organisations with high engagement levels and a culture of communication between employees and managers is frequent individual performance increases by 34% and employees will work 57% harder and are 9 times less likely to leave the organisation (Mercer, 2015). 

Unfortunately, over time employee engagement has become a top-down philosophy and relied on employees engaging with the organisations ideas, culture, work and results. A shift from a top down initiative to one that is bottom up now focuses on the employee experience. A research study conducted by Adam Grant identified that call centre employees were 171% more productive when they understood the impact their role had on the end customer. 
Understanding and driving meaning is critical because it is a key motivator and helps sustain effort over time. If an organisation can articulate a purpose that matters across all its stakeholders, it will get an impact, but it can also tap into the purpose and meaning for the workforce and connect to what matters for the customer and employees, this effect will improve the organisations culture (Sturt & Nordstrom, 2018); (Schwartz, 2019); (Deloitte, 2019). 
To conclude, employee engagement is a key to the success of an organisations culture, but it is imperative that employees receive clear frequent communication from their managers and that they truly understand the impact their role has on all stakeholders. It is easy for organisations to ask employees to complete annual engagement surveys’, but it is more imperative that they truly engage with the organisation and understand the overall impact they have on the wider world. In 2019, Network homes set out to engage its 550 employees with the cultural journey ahead. It launched its people and culture agenda and involved 10 key steps including engaging its employees in agreeing what the organisation wanted to stand for. This initiative saw a 15% increase in employee engagement and saw reductions in staff sickness and turnover (HR Magazine, 2019).

Change Management
Change management is a key area within HRM which done correctly and incorrectly can be detrimental to an organisations culture. Organisational change is a constant within many organisations and can be driven by its markets, customers and technology. Organisations must adapt and change if growth opportunities are discovered in new markets, there are competitive pressures, technological developments and challenging trading conditions such as the current coronavirus pandemic (CIPD, 2019e). 
It has been suggested that there are three levels to strategic change such as organisation specific change, generic organisation wide changes such as business process engineering and third and finally multi organisational change programmes following the merger or acquisition (Carnall, 2003). Managing a change programme is important as it will affect all members of the workforce either directly or indirectly. Failure to introduce effective change can have a high impact on organisations such as loss of market share, loss of key employees and reduction in employee engagement and motivation (CIPD, 2019e). 

One of the first models referring to managing change is Lewin’s three phase model. This model focuses on the psychological aspects of behaviour modification:
1. Unfreezing which can lower the resistance to change by recognising the need
2. Movement which develops new attitudes to encourage the change
3. Refreezing in which leaders must stabilise, support and reinforce the new change conditions (Lewin, 1951); (Rees & French, 2016). 
This approach is systematic and by identifying and understanding the key stages involved in the process the increase prospect of the change being accepted (Rees & French, 2016). 
However, no matter what processes put in place by managers employees will always be resistant to change. This can be due to a number of factors such as misunderstanding the logic of the proposed change, change can be seen as a personal threat and managers need to be reassured while they are learning (Rees & French, 2016); (Allio, 2008). 
In order to reduce the impact of change management on an organisations culture, managers must consider the impact change will have on their workforce. The Kubler-Ross change curve highlights the five stage of grief employees will go through during a change process. This first reaction is shock and denial of the situation, followed by anger aimed at management and they will finally begin to accept the change (Kubler-Ross, 2019).  

Psychological Contract
The term psychological contract refers to employees’ expectations, beliefs, ambitions as perceived by the employer. The psychological contract can cover a variety of aspects of the employment relationship these include and not limited to:
· Job security
· Career prospects
· Manager support
· Employers reputation and impact on the society (CIPD, 2020d). 
The significance of the psychological contract is that it heavily influences the behaviour of employees. Breaches of this contract are not always avoidable and are at time impacted by external factors outside of the organisations control (CIPD, 2020d).  
Managers need to be aware that it is their responsibility to maintain employment relationships and that interventions based around resilience can help employees when breaches to the psychological contract do occur (CIPD, 2020d).



Section 1 A
MacLeod’s four enablers of employee engagement can be closely linked to the soft model of HRM which emphasises employee commitment and engagement and align it with the interest of employees and management (Rees & French, 2016). When employers are able to achieve high levels of engagement from its workforce it is claimed that this can lead to organisational success and employee wellbeing (Macloed & Clark, 2009). 

Strategic narrative 
MacLeod believes that the strategic narrative of an organisation should be communicated clearly to its workforce in order to identify how it fits into the organisations overall business objectives and strategy. This is carried out through employees identifying with the organisation’s values and goals. Committed employees who understand the organisations overall objectives are more likely to provide higher levels of performance (Chamberlain, 2012); (Chalofsky & Krishna, 2009). 

The weaknesses of the strategic narrative are that it changes and develops over time which must be clearly communicated to employees. 
Communication is a critical part of employee engagement, which in turn promotes better performance, employee retention and well-being.  Employees are more likely to engage and contribute when there’s an open communication culture. Good employee communication will help people to understand their organisation’s purpose and overall strategy. 
However, despite the needs. Faced with change, senior leaders often struggle to communicate clearly about where the organisation is going and the impact on employees. Equally, managers can lack the skills, confidence and time needed to communicate well with their teams. The CIPD UK Working Lives Survey stated that around a third of employees reported their manager as being poor at keeping them informed about management decisions (CIPD, 2019c); (CIPD, 2020; CIPD, 2020c). 

Engaging managers
An engaging manager communicates clearly and makes its expectations clear to employees. Engaging managers listen and involve their team members in the devising and share a clear strategic vision (Robinson, 2013).  Studies have shown that managers are a key driver of engagement within organisations. If a manager has a strong belief in their own capabilities it can have a positive influence on their employees. It has been found that to be an engaged manager they must foster engagement when reviewing, giving feedback, recognition and empowering their workforce (Lewis, et al., 2011); (IES, 2018). 
In contrast those employees with unengaged managers are more likely to burn themselves out, will leave the organisation and will speak negatively of it (IES, 2018).
The Institute of Employment Studies also examined dis-engaged managers and found that they:
· They lack empathy and any interest in people
· They fail to listen and communicate
· Can be self-centred
· They don’t motivate or inspire their workforce 
· Blame others when mistakes are made, and don’t take responsibility for team actions and results
· They lack personal awareness (of how their behaviour impacts on others)
· They don’t deliver on promises (Robinson, 2013).
Network Rail identified that low levels of engagement were due to lack of engaged managers. Key to a change in mindset was the management training programme which demonstrated a coaching approach to leadership of their teams. Following this training programme engagement levels in teams managed by attendees of the training programme increased (McLeod & Clarke, 2019). 

Employee voice
A theme noticed by McLeod is that within organisations with high levels of employee engagement and performance had at its forefront was employee voice. Employee voice exists where are members of the workforce feel they can have a say and the organisation has mechanisms in place to enable an ongoing conversation. These mechanisms can include online surveys, face to face meetings and solution groups (McLeod & Clarke, 2019). 
However, a negative to McLeod employee voice enabler is that managers do not like being challenged and senior managers find it hard to have to justify their decisions to employees, although for those who do it is often seen as a valued activity, especially in managing change. The active management of employee engagement tends to view employees in a passive role, with engagement something that is driven by the organisation, rather than something that is largely under the control of employees (Robinson & Gifford, 2014); (Francis & Reddington, 2013). 
Integrity
Organisational integrity builds trust within a workplace which is fundamental to a high-performance team and high engagement in an organisation. Organisational integrity must be modelled by all managers not just senior executives. Integrity needs to be enforced and managers need to be held accountable (McLeod & Clarke, 2019).  






Section 2
2.1 A
David Ulrich’s business partner model emphasised four key roles which needed to be adopted by HR professionals: 
1. Strategic partners
2. Shared services
3. Employee champions
4. Change agents (Rees & French, 2016)
The business partner model was adopted by a number of large organisations including Netflix and the John Lewis Partnership. The model became the solution for HR professionals in order for them to add value to an organisation. The business partner allowed for professionals to become more strategic thinking and work closely with leaders and management teams in implementing HR strategies and programmes (CIPD, 2019d); (Cook, 2019). 
Although a good idea in principle the Ulrich model would have a long-lasting impact on HR generalists. HR professionals who would have amassed knowledge in a number of areas such as recruitment, reward and employee relations have disappeared under this model (Cook, 2019). Larger organisations such as NHS trusts have adopted this model of the “three-legged stool’ as it is known. This model has three functional areas which include:
1. Shared services deal with absence monitoring and payroll
2. Centres of excellence have small teams of experts with specialist knowledge
3. Strategic business partners influence and formulate strategy (Rees & French, 2016). 
The counter arguments for the business partner models are that is has not resulted in strategic thinking but has been a name changing exercise (Pitcher, 2008). The Ulrich model also does not adopt the need for industrial and employee relations experts. Good employee relations need to establish relationships and listen to people. It’s about real face-to-face contact with an expert, not phoning shared services or a centre of excellence (Cook, 2019).  
For the future of HR the Ulrich is a good starting point for organisations but there is not one model that fit every organisations needs and Ulrich himself has stated that the “HR organisation should be structured in a way that reflects to the needs and structure of the business” (CIPD, 2015). Two of the most adopted models of human resource management, which can be incorporated into any organisation are the hard and soft models. The hard model focuses on strategic control whereby policies and practices are closely linked to organisational objectives. While the soft model bases itself around the human relations movement and control through commitment (Truss, et al., 1997). 


2.2B
The term business ethics has been described as the study of business situations, activities and decisions where issues or right and wrong are addressed (Crane & Matten, 2016). It has become increasingly important for businesses in promote a set of values that aim to guide staff about the culture of the organisation and the way things are done (Rees & French, 2016). 
There have been significant increases in the number of organisations which have recognised that ethical practice and corporate social responsibility improve employee commitment, motivation, enhanced brand and customer loyalty (CIPD, 2019a).
A pluralist view to ethical theory is that is should complement an intelligent and considered response to challenges faced by organisations (Rees & French, 2016) (Crane & Matten, 2016). The organisational purpose can be linked to HRM as organisations recruit employees in order to pursue the organisational objectives (Rees & French, 2016).
Organisations also have a wider responsibility to its stakeholders. Stakeholder theory focuses on the duties and responsibilities of the organisation to its surrounding society and that managers must recognise the duties and needs of various stakeholder groups (Rees & French, 2016). 
Corporate sustainability is now being widely accepted as business strategy. Customers now expect organisations to promote their effects on society and the environment (Porter & Kramer, 2006). In 2018, the Mandarin Oriental Hotel in London faced one of its biggest challenges following a damaging fire during its refurbishment. The hotel retained all of its staff and agreed to continue paying them while they volunteered for local organisations including the London Fire Brigade. This engagement reduced its turnover by 12% and sickness absence fell by 21% (HR Magazine , 2019b). 
It is essential for organisations to practice business ethics and corporate social responsibility. It must be demonstrated through its organisational strategy and demonstrated in its HR policies and procedures. In working to ethical values such as the CIPD code of conduct HR professionals can make significant contributions to the organisational workforce (CIPD, 2019a). 
2.3B
The situational approach to leadership allows for both organisational and environmental factors be considered in the decision-making process. This is closely linked to the contingency approach which looks at a wide range of different but equal ways of leading and managing people. At varying times, the manager must adapt and adopt the most appropriate leadership style for the circumstance (Rees & French, 2016). The situational leadership model has been summarised as:
· Telling – emphasising high amounts of guidance required
· Selling – has an emphasis on directive and relationship behaviours
· Participating- looks for two-way communication and supportive behaviour
· Delegating – ideally is very little support and guidance (Hersey, et al., 2001)

The contingency approach to leadership emphasises that the contextual factors are important in the success of the leader. Contextual knowledge helps leaders determine whether they need to issue commands to their workforce or if a softer approach be used which ultimately can attract and retain followers. Contingency approaches are highly relevant for leaders within modern organisations however are time consuming and require experience (Rees & French, 2016). 

In comparison, transformational leadership which creates high level of motivation and commitment through communicating a clear vision and had appealing ideals and values amongst its followers. This can be described as transforming an individual’s self-interest into the overall goals of the group and ultimately encouraging them to feel a part of the organisation (Rosener, 1990); (Rees & French, 2016). Without the follower following its leader the organisation will ultimately fail to reach is strategic objectives.  	


2.4 B
Flexibility has been identified as a need for organisations along with strategic intention, quality and employee commitment to ensure an adaptable organisational structure (Guest, 2004). There has been a significant interest in flexibility at work due the belief that it is linked to competitive advantage. When the concept of flexibility first emerged, there were four main identifiers:
1. Functional flexibility which focused on employee’s multiskilling
2. Numerical flexibility by using and adapting employment contracts
3. Temporary flexibility in relation to variation in working hours and days
4. Wage flexibility became performance related (Blyton & Morris, 1992). 

To understand contemporary drivers of flexibility it now recognised that organisational flexibility is now a deal breaker in attracting talent. New research has found the 83% of workers would turn down a role if it did not offer flexible working. A result of this over the last ten years organisations are introducing flexible working policies (IWG, 2019). The Sage Changing Face of HR report also identified that new ways of working are being adopted and that 95% of HR leaders either already have flexible working policies in place or will do so in the next two years (Sage, 2019). 

The business benefits introducing flexible working policies into organisations has seen improvements in business performance including customer satisfaction, efficiency savings and reduced recruitment and retention costs (Rees & French, 2016); (Thomson, 2008). In 2019, Microsoft introduced a four-day working week which saw its productivity levels jump by 40%. The shortened working week led to more efficient meetings and a happier workforce (Paul, 2019). 

There are negative aspects to flexible working with research suggesting that that link between flexible working arrangements and performance related outcomes suggests that the evidence fails to demonstrate a business case for its use (De Menzies & Kelliher, 2011). 

However, organisations which have not had flexible working policies in place have had rethink their way of working following the corona virus pandemic. Following the UK Governments decision to put the country in lockdown, organisations were encouraged to make every possible effort to enable employees to work from home as a first option. Organisations increased their technology usage in order to facilitate remote working while still supporting the health, safety and mental wellbeing of its workforce (CIPD, 2020c; CIPD, 2020d). The Corona virus pandemic and the resulting aftermath will be felt across the world for many years and has amplified our VUCA world. 
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