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[bookmark: _Toc169803880]Executive Summary 
This paper is part of a series of comparative case studies that compare the effects of traditional and agile work environments on the resulting HR strategies, which have been chosen by IBM and Spotify. IBM group is a traditional work structure that works through strict procedures and strategic planning while Spotify group is an agile structure which is receptive and works in the short term. It also explores how these environments affect the HR tactical approaches to recruitment, talent management, job design and performance management and how they address the internal and external variables such as the economic, social and technological factors that consider innovation in the realm of AI.
By applying VUCA theory, the study pointed out significant differences between IBM and Spotify regarding their approaches to dealing with volatility, uncertainty, complexity, and ambiguity. These firmly grounded structured HR strategies largely contradict responsiveness, short-term development, and task, work, and process complexity. While ‘big strategies’ are rigid and static, Spotify’s agile strategies are flexible, learning and adaptable, capable of responding quickly to changes in the market.
In terms of the issues between the two organisations, there are several major differences: IBM has a more traditional recruitment and talent management space, which is characterised by predictability and career ladders as opposed to Spotify which is more proactive in its talent acquisition and development and constantly evolving. While the job design of IBM involves the assignment of specific tasks to specific individuals, the design at Spotify encourages people to be masters of their own ship and to work as a team.
AI is equally significant in their human resource approaches to these two organisations due to advancements in technology. Some of the current applications of AI at IBM include the automation of the recruitment process, analysis of employee data for development and the use of data in performance management with the assistance of AI to underscore strengths and areas of improvement. AI is used by Spotify in roles as strategic as talent management, performance management, and learning, as well as for Real-time employee engagement.
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[bookmark: _Toc169803881]Introduction
This paper analyses both the traditional and agile work environment on HR strategies of two different organizations, namely IBM and Spotify. IBM captures a bureaucratic mentality with long-term planning, set routines and keen hierarchy, whereas Spotify reflects an organic culture with fast adaptation, flexibility and less respect for hierarchy. This paper aims at discussing how these external environments affect HR practices on issues including, recruitment, talent management, job design, and performance management. 


















[bookmark: _Toc169803882]Influence of Work Environments on HR Strategies 
To analyse some of the components of VUCA elements will be analysed: 
[bookmark: _Toc169803883]Volatility
Traditional work environment reacts to volatility with well-defined measurable people management strategies. This lack of market sensitivity is explained perhaps by the fact that the company aims more for stability and long-term foresight (Armstrong, 2023). For example, programs on career management as in the case of IBM provide clear, stable career directions to the employees, this keeps a steady workforce thus catering for return market instabilities which is in synergy with systematised recruitment and training techniques that involve educating the employee to the maximum and consistent use of appraisal systems, so that changes do not affect the business much (IBM Corporate Service Corps, 2024). The Corporate Service Corps (CSC) where some intellectuals are sent from IBM to work on projects in emerging markets is a good example of how it creates a strong backbone of its staff that will have to work under conditions of risk but all this while maintaining stability within the organisation (IBM Corporate Service Corps, 2024).
On the other hand, an agile work environment can effectively operate in conditions characterised by volatility owing to flexibility and a considerable rate of adaptation (Beardwell & Claydon, 2017). Talent management is the most important of Spotify’s HR strategies, and it comprises always-on and iterative onboarding procedures, which make the company adapt its supply quickly and adequately to the demand (Costa, 2024). They have adopted team structures and self-organising squads to execute tasks and decision-making, which are strategically valuable during unpredictable events. As an example, through daily “hack weeks” at Spotify, the idea that can be tried and tested is fostered and put into practice more frequently than at a large number of other companies(Costa, 2024). By adopting an agile stance, Spotify is ready to move sharply in response to dynamic market conditions and, therefore, is ready to remain relevant in the market (Costa, 2024).
[bookmark: _Toc169803884]Uncertainty
Traditional work environments have adopted strategies to tackle uncertainty with an emphasis on job security and extensive coverage of benefits, which are among the strategies that are characteristic of traditional HRM (Gold et al., 2013). IBM also comprehensively trains its employees and establishes well-mapped career progressions which alleviates the panic that might arise due to volatile market factors. It means that IBM pays more attention to the first two elements of the hierarchy of needs, that is, the physiological and safety needs (Health and Safety at IBM, 2024). The second element is the minimisation of uncertainty because IBM’s organisational culture prescribes clear procedures and documented policies and procedures which provide structure to the company while also allowing safety needs to be met as employees understand what is expected of them and what they are required to do (Health and Safety at IBM, 2024).
In response, the agile environment only accepts and reduces variability by promoting an embracing approach to change and employee engagement (Henderson, 2019). Addressing Maslow’s hierarchy of needs model, the company’s HR strategies categorically focus more on the love and esteem needs in matters relating to career advancement opportunities where the employee is provided with an opportunity to engage in flexible career development that also involves learning experiences that are not necessarily within the said specific job description (Burns, 2024). This approach not only helps the employees be able to solve many challenges but also ensures that the employees are motivated (Burns, 2024). The use of high short-term goals and feedback sessions helps Spotify to minimise risks due to conditions that are difficult to define in advance. For instance, applications of OKRs (Objectives and Key Results), are used in Spotify to ensure co-ordination among employees and with reference to the company goals and objectives, while permitting quicker adaptations to alternative conditions to be realised (Couturier, 2024).
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It has well-defined procedures and other work-related records that are free of confusion and subjectivity which are characteristic of modern organizational structure (Leatherbarrow & Fletcher, 2018). The performance management system at IBM as described in its career page refers to the structured system of metrics and annual appraisals. For instance, an IBM manager can use specific performance appraisal data or goals as the basis for explaining an employee’s poor performance concerns and goals (Bloznalis, 2024).
On the other hand, an agile environment is geared towards the acceptance of uncertainty by enabling the environment for continued interaction and using repeated cycles to define solutions to problems (Al Jafa, Jihad and Várallyai, 2023). Glassdoor comments about Spotify culture, it is clear there is a common engineering culture at Spotify as described on their careers website, where everyone has daily stand-up meetings and at least some form of retrospective (Glassdoor, 2024). 
[bookmark: _Toc169803886]The Differences in HR Strategies and the Impact of Environmental Shifts
[bookmark: _Toc169803887]Talent Acquisition
In addressing this quest, some elements of PESTLE will be utilised in evaluating the environmental changes.
The company often recruits when the need for specific employees happens to be lacking, which therefore implies that the company strategically operates from a reactive perspective similar to a traditional work environment (IBM, 2024). Another step that makes it even more certain that IBM gets the right candidates is that the company does not entertain walk-ins and other unsolicited applications, that is, the company only hires according to the advertised jobs. Economically, IBM’s strategic positioning attempts long-lasting full employment and career progression for workers within the firm (IBM, 2024). 
On the other hand, talent acquisition at Spotify is innovative, and the organisation constantly sources potential talents through employer branding (Moore, 2024). The company build up a repository of talent through its social media and other online platforms to put through its available job vacancies. This preventive approach in its business environment lets Spotify adequately and promptly respond to changes in market needs and the economy (Moore, 2024). Other factors also come into consideration, such as organisational culture and how the company embraces the concept of diversity, and as is evident in the case of Spotify, it is a plus since it captures a pool of talented candidates (Moore, 2024). As part of its recruitment, some outstanding examples are ‘Spotify Equity and Impact’ – building an inclusive culture and harnessing social change to attract talent from the social point of view (Moore, 2024).
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As a hierarchy-driven and long-term-oriented organization, IBM has a quite formal approach towards its talent management. In social responsibility, performance management in IBM comprises formal assessments and reviews that help the workers appreciate their duties and the progress expected. As with all HRM themes identified, formalized talent management processes suggest that the company is invested in employee development and retention (CIPD, 2024). For instance, IBM’s Global Skills Initiative provides numerous professional learning and training sessions, which can be referred to as implicit training and development related to economic stability and social responsibilities (CIPD, 2024).
Finally, as a result of the heterarchical, decentralised organisational structure characteristic of Spotify, talent management is flexible and driven by the learning attitude exemplified in the dispersed organisational economic model and Social learning model. Organizationally, the company’s culture of giving and receiving updates frequently and submitting constant reviews and changes fosters enhanced adaptation (CIPD | Resourcing and Talent Planning Survey, 2024). By utilizing the Objectives and Key Results (OKRs) system to create goals and track performance, Spotify promotes tactful talent management by enabling frequent updates of goals to match current company objectives. Indeed, the issue does not only address the ever-challenging fast and dynamic economy but also the social concern of an activated and empowered employee (CIPD | Resourcing and Talent Planning Survey, 2024).
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Lacking formal structure, but within a typical work environment, the job design at IBM is highly prescriptive with distinct roles defining expected duties. There is a cost-benefit economic benefit when it comes to implementing standardisation at IBM because it makes sure that every employee is useful in the company and do their part in achieving the organizational objectives (Simon, 2023).
The Spotify job design is flexibility driven and the frameworks show that roles are interconnected throughout the organization. There are also social factors because the company encourages employees’ independence and cooperation (Simon, 2023). It is not uncommon for the Spotify workforce to occupy many roles and be entrusted with different activities and responsibilities, meaning that workers have to switch between various tasks, and employees are required to cooperate with other teams in order to contribute towards the accomplishment of major organisational objectives (Simon, 2023). For Instance, through such structures as autonomous squads, made up of employees with different specialised roles and functionalities within Spotify, the reputation of Agile and job design shows how it helps in improving adaptability and innovation (Simon, 2023).
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Size and Reach: In fact, at the time of writing, IBM has a global workforce of 345,000 employees while Spotify has 9,800 employees, it is thus clear that IBM has a large workforce, thus its HR strategy focuses on standardisation (Macro Trends, 2024 and DW, 2024). Elementary courses provide orderly training regimes for this global technology firm as they allow for identical skills acculturation for all branches disregarding geographical location. Spotify is still a medium-sized company, and it operates only in the music streaming industry, which requires a relatively more precise and accurate approach to HR strategies where the talent acquisition process is adaptive to different regions’ requirements (DW, 2024). Flattened organisations and cross-functional teams operate effectively in such environments enhancing collaboration across geographical zones.
Industry Sector: As a recent study by CompTIA (2024) has revealed, the US tech sector demonstrated the growth of employment by as many as 260000 new employees in 2022 only. IBM provides incentives such as quality compensation to make sure the company gets the best talent in the market as indicated by the technology market compensation review (Meglio, 2024). Also, their website has a section dedicated to the jobs, where the roles are described in detail and the opportunity to have a clear promotion scheme is stated for every employee. This structure meets the need for training technical skills by providing technically inclined courses that are geared towards the modern special set of technological skills as highlighted in several surveys that embrace the technological sector. On the other hand, here we have Spotify, which is one of the major, music streaming companies with a market value of over $50 billion that is buoyed by a different form of talent (MOI Global, 2024). They operate with an emphasis on enhancing creativity and diversity of thoughts within the team. A snap view at job advertisements posted on their official website shows that serious consideration is given in searching for employees who are in quotations good ‘cultural fit.’ For the continuous learning need in this dynamic industry with fluid consumers and market trends, Spotify provides resources for frequent training to update its employees with the latest developments in the market to keep giving the best music experience to their user base of more than 433 million monthly listeners (MOI Global, 2024).
Examination of key HR concerns through the lens of these contrasting work environments is discussed in the appendix section. 
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In this tradition of incorporating AI, IBM with its traditional environment makes a move by applying it to its recruitment process. Using IBM Watson, the company is able to read through resumes, determine the correlation of candidate skills to job descriptions and forecast how well candidates are likely to perform in the job based on past performance records (IBM Watson, 2024). This technology fits well within the framework of IBM’s original business methods because it preserves a formal and systematic system of staff recruitment. This strategy fits with IBM’s utilization of AI to sort through resumes, all while ensuring the company finds the most suitable candidates quickly (Pandey and Khaskel, 2019). This makes it easy for IBM to assimilate fresh talent into the company because all new talent must fit well within the hierarchy as well as organizational culture (Pandey and Khaskel, 2019).
On the other hand, operating under an agile environment Spotify leverages AI in a proactive and always active manner for talent management. A talent pool maintained by Spotify is sustained through consistent engagement using available AI interfaces on the web and social media platforms. It’s a tactic that helps Spotify to staff up as and when needed as this company’s growth trajectory requires and is in a position to adapt to as well. The AI tools also facilitate first-screens and interview scheduling, which posture is also consistent with that of Spotify as a rather fluid and agile company. To achieve and maintain Spotify’s innovative and effective employee workforce, the discussed proactive recruitment strategy is crucial.
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It is worth noting that, unlike modern organisations, IBM has a highly centralized and top-down approach to its talent management and uses this tech to enable the top-down approach of determining how best to develop this talent. Products like “Your Learning” which is an AI-based learning method crafted for IBM by Coursera, help learners have specific and orderly learning paths for skill development (IBM Learning, 2024). This approach of the need to prepare individuals for long-term employment within the corporate entity has its Yardstick in the IBM strategic notion of career stability. The investment in the development of human resources through AI and invention is important in maintaining stable human capital (IBM Learning, 2024).
It also appears that Spotify showed a very flexible approach to talent management because their generative AI is always used to support learning on a constant basis (HR Blog, 2024). This aligns with the best practice observed at Spotify where the organisation encourages the delegation of decision-making powers to individuals and promotes the culture of self-steering career paths (HR Blog, 2024). The AI application also plays a role in monitoring the performance of employees and aiding in identifying suitable training programs for continued learning and development in order to retain them as a competent force to drive innovation (HR Blog, 2024). 
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Table 01: Performance Management Comparison 
(Wang et al., 2019)
[bookmark: _Toc169803895]Conclusion and Recommendations to enhance or transform existing & future HR strategies
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To address the issues concerning the primordial nature of IBM’s company-wide HR approaches, the organization must strengthen the more flexible approaches alongside its stable organisational subtype. Organisations can promote flexible work, and arrangement and encourage communication between members from different functional groups to increase the levels of flexibility and creativity (Chowdhury et al., 2023). Further, AI can be applied in other areas such as the predictive models for staff development and planning enabling IBM to benchmark on latest market trends and identify the appropriate workforce competencies.
[bookmark: _Toc169803897]Spotify
This could be expanded in the future into more comprehensive AI employee wellness and specifically mental health programs that can be done in a firm with an already proven Spotify structure. Improving tools that focus on Artificial Intelligence can help determine the career trajectory for every individual to ensure continued learning and loyalty (Chowdhury et al., 2023). In addition, the influences of agile development should be better integrated together within Spotify to achieve more substantial and efficient scaling and to avoid implying the possible detriment of organisation structure.
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Examination of key HR concerns through the lens of these contrasting work environments: 
· Employee Engagement: Some conventional tactics familiar to any large Firm, such as IBM’s cascaded conformance to, performance ranking and feedback systems every twelve months, may lack the flexibility to regularly evaluate work in fluid roles (IBM, 2024). Furthermore, mechanistic, or top-down organisational designs raise concerns about employee commitment as they curb self-organizing. On the other hand, daily stand-up meetings promoting communication between different teams and flatter organisational structures where people can be involved in decision-making may increase the sense of ownership with problems encountered (IBM, 2024). This fits well with Hackman & Oldham’s Job Characteristics Model which defines key elements of jobs that positively relate to employee satisfaction and motivation – skill variety, task identity, and autonomy (Siruri and Cheche, 2021). The factors above correlate well with agile work environments, and hence, a firm such as Spotify ought to score high in those indicators.
· Performance Management: Such metrics as the number of hours worked and other performance indices that apply to the conventional workforce as per HRM might not be sufficient in capturing the kind of contribution by creative employees at IBM. Like any appraisal system, annual appraisals may tend to provide feedback and correct behaviours at much longer intervals. (IBM, 2024) Spotify’s workplace structure, however, focuses on constant performance evaluation in real-time while using stand-up practices and retrospectives to improve performance throughout the working process (Zavvy, 2024). One of the most popular approaches in an agile context, such as employee involvement in the definition of the goals, can reinforce the idea that the goals are personal and, therefore, are more likely to get the employee’s commitment, deriving from Expectancy Theory (Vroom) based on the expected outcome (Van Eerde and Thierry, 2016).
· Diversity & Inclusion: Systematic recruitment strategies that are followed at IBM could work against selecting candidates with conventional approaches. Current systems, structures and culture or organisational dynamics of business also pose new barriers to diversity, such as restricted advancement of diverse talent within organizational ranks (Childs Jr, 2015). Understanding Spotify’s cultural values and its inclination to foster D&I hiring strategies, the explicit statement in the job ads is likely to contribute to a change in the Company’s culture and exemplify the features of D&I Framework where each employee is valued, regardless of their background. Also, the flat structures are effective in offering the same chances to grow in the companies for every person without regard to his past experiences.
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