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Hello!

Welcome to this 2nd assignment handbook for HRM, module number BMMB7007.

In this handbook you will find a link to Microsoft Stream for the recorded presentation, the script used, and the references encountered. 

If there are access issues, please e-mail me on 1800673@student.uwstd.ac.uk.

Thank You,

Isobel Davies 
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Please access the recorded presentation here:

https://web.microsoftstream.com/video/722bd1bb-604d-421b-9e27-2e3447818c6a
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Hello and welcome. My name is Isobel Davies and today I am going to discuss HR Skills development in Volkswagen AG.
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To re-cap VW AG (PLC) are the parent company of the VW group and is the developer of vehicles and components as well as being the ‘parent company’ of nine brands including, Seat, Audi and Porsche and are currently the World 2nd biggest car manufacture (IDA, 2018). VW is also one of the World’s largest employers in the private sector, with 662,575 people in employment (VW, 2020). VW AG is managed by a board of directors which include positions such as Finance, IT, Legal affairs and HR. Each brand within the group, for example, Audi is also managed by a board of directors which assures self-contained development and business operations; however, it must also consider the interests of the VW group.  The main ’over-arching’ HR currently supports all nine brands in the group and covers everything from resourcing, learning and development to operations and internal communication within the brands (VW Jobs, n.d). 

During 2015 it was announced VW had planted emission test ‘defeat-devices’ in 11 millions of vehicles across the World, resulting in emissions of nitrogen oxide pollutants up to 40 times more than legally allowed in the US (Hotten, 2015).  Since the scandal VW have been under pressure to change the way, they operate and how the culture defines the brand.

The CIPD (2020) describe organisational culture and development as an important concept. During the report submitted on Friday 25th March 2022, it was concluded that,

-   In line with Deal and Kennedy’s 1982 six culture elements, the CEO during the scandal, Winterkorn, was running a ‘Macho’ culture which resulted in teamwork not being appreciated and employees made to feel pressure and fear. 

-  The organisational structure of VW also gave Winterkorn ‘free-reign’, due to guaranteed votes by German government board members who would agree with decisions made by the CEO if jobs were always secured in Wolfsburg, VW’s main manufacturing plant (Cremer et al. 2015). 

- Handy’s (1993) hierarchical ‘Role culture’ was represented in management and supervisory boards of VW. It relied upon the strength of individual roles and knowledge – such as the supervisory board, its individual roles and the need for rules and procedures. Going forward this culture is not fit for purpose and does require re-development to help focus upon correct priorities - which would include, increasing the number of independent votes in the board room (power moving away from family board room members & that of the government) in the hope of changing the dynamic and operational functions of the company (Gordon, 2016). 

VW need to develop and change their culture significantly by breaking down barriers for employees and adapting organisational structure to include outside sources to give wider viewpoints on important business decisions. 
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It has now been many years since the scandal occurred. And during this time period, there have been many developments with the scandal, including, during 2016 VW announced an annual loss and agreed to pay $14.7 billion in compensation and penalties in a settlement with US authorities. In 2017 A VW chief engineer and executive was also sent to prison for a total of 10.5 years and former CEO Winterkorn was indited in 2018 for covering up the scandal. (Yahoo Finance, 2019). 7 years later VW are still in court, with over 90,000 claimants seeking compensation in a Royal Court ruling after purchasing cars from the VW Group; lawyers claiming that clients still have yet to receive any justice from VW, suggesting that a ruling in favor of clients would help restore consumer confidence and harm to public heath and the environment (Davies, 2021).  Organisational culture has tried to change in VW by, appointment of a board member in charge of integrity and legal affairs. However, cultural issues still exists, recently a senior employee in VW was fired after announcing a fraud risk in the payment arm, just days after VW announced that JP Morgan would buy a 75piece stake in the venture. Renewing concerns whether VW values employees who point out failings. Professor David Bailey, from Birmingham University, suggesting that the company still needs to reform its internal culture, which could be achieved by VW recruiting external advice to help fix issues (Cahill, 2022). 

During the report which was submitted on Friday 25th March 2022, it was concluded that three recommendations on screen should take place within the VW Group to help change the culture and improve development. These recommendations are to take place from April 2022 until June 2030. 

DON’T SAY!

Short (April 2022 – June 2022 ):
Clouded by fear, pressure and inability to express personal viewpoints, VW’s HR department should ensure a change in this culture, this would especially bring VW through problems such as repairing damaged relationships with employees, dealerships and stakeholders, which is currently on going years after the scandals announcement. VW need to apologize to these people and the trauma endured. A culture change will initially be achieved by changing the CEO but would be continued though practices HR pursue daily. 

Disadvantages of this include, drop in stock price, employee uprising and admission of cultural issues. 



Medium (June 2022 – June 2025):

VW need to nurture and value employees; they currently have an uncritical view of cars and the impact they have upon the environment. This is a possible reason why ‘Defeat Devices’ were fitted in vehicles. HR need to develop a culture where employees are perceived as  ‘Earth Savers’ who want to protect the earth, not as rule breakers, this could partially restore (as stated by a lawyer claiming against VW) consumer confidence and give the impression VW’s HR want to recue emissions and harm to public health. 

Issues that could occur include, rebellion of staff with strikes and loss of profits that come with a halted production line. 


Long Term (June 2025 – June 2030):
VW need to move away from thriving off rules and procedures and allow the company to become streamlined, decentralized- giving brands more responsibility and becoming quicker in responding to decisions- making the brand more efficient. This could be done by further improving the board room structure (VW recently admitted a member in charge of integrity and legal affairs). Professor David Bailey suggested that to improve this it would be worth recruiting external advice to help fix issues, this could include increasing the number of independent votes inside the boardroom to change the dynamic and operational functions of the company.

Disadvantages however include confusion from executives on their new functions, uprising from ‘family’ members on the board such as the Porsche family who have significant control in the brand. 
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However, returning to the brief, ‘What Skills will the HRM function need to develop, both now and in the future to successfully improve the priority area of organisational culture change and development?’ 
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The recommendation for the Short Term, is to fundamentally ‘change the culture by helping to repair damaged relationships, this includes relationships with, employees, suppliers, dealerships and stakeholders.’ This recommendation is applicable in the short term as still 7 years on VW is still embroiled in legal court cases about the ‘diesel-gate’ scandal. By trying to repair damage relationships with stakeholders it will ensure that some trust is regained in the partnership as soon as possible to continue a thriving business.

For the HR department to support this short-term recommendation, they will need to specifically develop.



Communication:

Communication involves the transfer of information such as ideas, thoughts or feelings between people, both in verbal, face to face talking or non-verbal, through e-mails or videos. In any sustainable plan, communication plays a vital role in moving forward (Genc, 2017). HR communication is a strategic part of the HR strategy and practice, it is a force for change, powerful and impactful (Turner, 2003). By having effective internal communication trust will develop within the organisation and will have an impact on employee engagement, organisational culture and productivity (CIPD, Employee Communication– 2022). This short-term Goal should be achieved by following this action plan:

The first GOAL in the action plan, which will be achieved in one month, is to improve communication in order to ensure HR staff listen to each other effectively and take one another's points on board, this will in turn improve staff's communication skills with stakeholders and help repair relationships with them. This could be achieved by conducting a VIRO Framework focus group. VIRO, stands for, Value – is HR valuable in neutralizing threats?;  Rarity, is it rarely present amongst existing competitors?;  Imitate, is it expensive or impossible to imitate?; and organisation, is the resource used by the company, or is the company organized in a way to allows efficient usage of the resource? Using this framework within a focus group will allow HR employees to understand whether in its current form, HR can improve the company’s competitive position OR whether there is a weakness and has potential for improvement. By listening to each employee's view point it will ensure communication is being practiced effectively in the department (Pesic ,et al. 2012). 

The second GOAL is to evaluate and improve listening skills, which will be achieved between May  and June 2022, and  can be carried out by ensuring HR engage with staff and provide a purpose for listening – as stated by (Funk, 1989); the steps include, listening for the main idea, identify supporting details as well as identifying moods (discussed in the next step). This guidance is expected to increase comprehension and retention in the long run. By improving listening skills this will aim to improve employee involvement and participation, which is when employees contribute positively towards managerial decisions which effect their work. This could have a profound effect and allow valuable contributions in how HR may help repair damaged relationships with stakeholders (Pateman, 1975). 

The final GOAL is to improve non-verbal communication, will be achieved in the month of June 2022. Non-verbal cues can be stronger than spoken language, for example, a strong handshake can make a positive first impression; eye contact can be used as a sign of honesty and signifies the need for feedback. To improve non-verbal communication HR staff should continually practice one to one  conversations by ensuring  eye contact, facial expressions, tone of voice, posture and gestures are adapted within conversation. (Phutela, 2015).  The AMO, ability, motivation and opportunity framework can be used to guide this performance/training. Bailey (1993) suggests that employees need only the ability to train, appropriate motivation or incentives and employers to offer the opportunity for change in order for  HR employees to perform well in achieving their goals in non-verbal communication.  This could be achieved by VW employing a communication specialist to help HR understand how to conduct themselves appropriately. 
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The recommendation for the medium term is to ‘ensure VW employees become ’Earth Savers’ and not ‘Rule Breakers’ as VW employees currently have an uncritical view of cars and the impact they have upon the environment’.  By achieving this recommendation, it could partially restore (as stated by a lawyer claiming against VW) consumer confidence and suggest that VW are on a rescue mission to protect public health. 
Again, for the HR department to help develop this medium-term recommendation, the following skill should be adapted within HR;

Critical Thinking:

Critical thinking, involves cognitive skills and dispositions such as fair-mindedness, inquisitiveness, a desire to be well-informed and flexibility (Lai, 2011).  This results in a systemic evaluation of the arguments of others (Browne et al. 2000).  Critical thinking, is used not only in academic purposes but also in the workplace. Employees with this skill can see the bigger picture and avoid making costly and dangerous decisions. It can be used to improve many factors of a business including, assessing competition, recognising opportunities and spot opportunities for growth (Beyer, 1995). By HR having a broader understanding of what people are saying or thinking it means that HR professionals can challenge and engage with assumptions, listen to criticism, expose fallacies and think for themselves (Frith, 2015). 

The first GOAL in the action plan is to develop the attitude or disposition of a critical thinker who will check for accuracy and gather information (Daly, et al. 2021).  Research involves applying critical thinking by gathering and interpreting information to help develop a point of view. To guide HR employees to appropriate areas of information on the effects of fossil fuel vehicles and VWs scandal, research experts should be engaged. Alongside expertise a PESTLE framework, Political, Economic, Social. Technological, Legal and Environmental should be used. It will further facilitate an understanding of the external business environment, identify a wide scope of areas to research as well as appropriate sources of information on the subject. For example, political would lead to government websites, economic would lead to Financial Times articles. It will produce various areas of research that the VW emission scandal has affected. 

The 2nd GOAL is HR staff must ensure that information is gathered from both sides of the argument – fore and against fossil fuel vehicles, this will allow a balanced approach (University of Louisville, 2021) and ensure all information is gathered before a final decision is made (this information may be gathered over a period of years as new continuous data is released). It is important when investigating sources for a balanced view, emotional intelligence is engaged. EI, according to Goleman (1995) has 5 key elements, self-awareness, self-regulation, motivation, empathy and social skills. By engaging with each area, it will ensure that HR staff will understand how their emotions and actions affect people around them. This concept should be applied within information gathering. VW employees need to not only look at the advantages of fossil fuel cars but the negatives they have within the environment – engaging with their emotional intelligence to self-regulate and empathise with the articles which state what VW did was wrong. 

Both Goals will be continually achieved between June 2022 and January 2025 to allow an excess amount of data to be gathered about the scandal and the effects of it 10 years on. 

The final GOAL is about combining step 1 & 2 and thinking efficiently and effectively to come to a respective conclusion. This will be achieved from January 2025 to June 2025, a time for gathering all data accumulated over the past few years.  Blooms Taxonomy could support employees with this last step by providing a category of educational goals which include, create (start assembling new work), evaluate (appraise, select, support or critique this new information), analyse, (by comparing ideas), apply (interpreting the information found), understand – (explain ideas or concepts) and  remember – (recall facts and basic concepts). Once each step has been completed it would ensure that HR staff have thought efficiently and effectively about issues that have arisen and have come to an executive conclusion  on the effects of fossil fuel vehicles on the planet and whether what VW did was wrong (Armstrong, 2010). 
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In the long term ‘VW needs to move away from a structural culture, becoming decentralized and giving brands more responsibility and become quicker in responding to decisions, making the brand more efficient, this was said to be improved by increasing the number of independent votes outside the board room.’ The following skills should be adapted by HR once more to help achieve this goal in the long term;

Teamwork:

Teamwork can be easy to observe however difficult to produce. Teamwork is the process when team members collaborate with one another to achieve goals. The basics of team effectiveness was initially identified by Hackman through over 40 years of study, which concluded that team members thrive off certain ‘enabling conditions’ such as compelling direction, a strong structure, supportive context and shared mindset, and trying to move away from pitfalls such as a ‘us vs them’ and incomplete information, a current on-going feeling within VW (Hass et al, 2016).

To achieve successful teamwork with the HR department, and move away from a structural culture to become more decentralized the following must be achieved:

Goal 1: (is) To evaluate where HR currently stands with teamwork, it would be valuable for a performance review to take place. According to the CIPD (2022), a performance review is an approach of managing performance. Their purpose is to identify areas for growth and improvement to inform suitable plans for development as well as inform staff about administrative decisions or contractual aspects. It would be valuable for the review to take place with all HR staff members present together with the current head of HR on VW’s board of directors in a productive large team meeting. This would show the head of HR how the current structured culture is being perceived by staff members and why a move to become more decentralized may be preferred. 

Goal 2: During this meeting it would be pertinent for HR employees to conduct a SWOT analysis on how they feel teamwork is being achieved currently in HR and how it could become more efficient in the long run. SWOT, an acronym, can show the various strengths, weaknesses, opportunities for improvement and threats that arise when it comes to effective teamwork in VW’s HR. SWOT, a strategic management tool, analyses both internal and external factors which categorise significant environmental factors (Picketon, et al. 1998).  After each employee has taken part in a SWOT results should be passed to a teamwork specialist who can analyse where VW’s HR currently stand and how going forward it could be improved, how threats could be mitigated and how to take advantages of possible opportunities. 

Goal 3: Is to conduct a strategy evaluation (Gartenstein, 2019), an important tool used to assess how well a business has performed in relation to its goals. In VW’s case, being a structural culture, it allows an analysis of achievements and shortcomings as well as re-examining the goals themselves, which may have been set at a different time and in different circumstances. Within the meeting conducted with the HR board director and HR staff, it maybe expected that VW has achieved its goal  of being a structural culture however, this has made its HR employees unhappy in the long run, highlighted by the SWOT analysis carried out and assessed by the teamwork specialist. It would therefore be appropriate that VW now take a corrective action to mitigate this happening in the future and to create a new set of goals and opportunities (analyzed from goal 2)  which ensures that VW brands become decentralized, have more responsibility and freedom which will result in the brand overall becoming more efficient, due to not having to ‘jump through’ HR policy loopholes.

Change does not come easily however, especially from the hierarchy; therefore, it is expected that such reviews/meetings will need to take place every year between these dates until the end goal is eventually (hopefully) achieved. 
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The main aim of the presentation was to discover ‘What Skills will the HRM function need to develop, both now and in the future to successfully improve the priority area of organisational culture change and development?’ 

During this report three skills were identified in order to achieve VW’s three recommendations in the short, medium and long term.  These skill included taking steps to improve communication within HR to develop the culture in VW and help repair damaged relationships; Using  and adapting critical thinking skills to undertake research into fossil fuel vehicles and achieve the recommendation of ensuring VW employees understand the impact fossil fuel vehicles have on the world and encourage them to become ‘Earth Savers’ not ‘rule Breakers’. Finally, in the long term, to improve teamworking skills in HR, to encourage VW to move away from a structural culture and  become decentralized to give brands more responsibility and become more efficient’. Each of these recommendations was aimed to be achieved by adapting a skill and breaking it down into three areas of an action plan, ensuring that strategic and HR tools were used in each element to create a defined path for improvement.  By VW’s HR team developing these skills both now and, in the future, it is the hope that it will successfully improve organisation culture change and development in VW for future generations. 
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Thank you for your time today. I hope you found this presentation informative. 
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