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SECTION ONE.

Question 1. Critically evaluate the statement “culture eats strategy for breakfast”.

When discussing culture and its strength in relation to strategy, it is essential to consider what “good work” consists of (CIPD, 2019). For organisations to successfully achieve their strategic plans, they need the backing of their workforce. In a survey of 6,000 workers in 2019, the CIPD found that only two thirds of the UK workforce are satisfied with their jobs overall (CIPD, 2019a). They also discovered that there was a larger focus on a better work-life balance and flexible working. The CIPD report that resulted from the survey recommended a more collaborative approach between policy makers, employers and workers to ensure work is a force for good for everyone (CIPD, 2019a). The people management possibilities of one third of the workforce being dissatisfied at work are immense with work to do around job design and culture to reduce excessive work loads and stress, thus supporting mental health and well being. 
Writing for a CIPD thought piece collection on The Future of Engagement, David Smith argues that the way a workforce feels about the place they work in will directly affect the performance of that organisation. He adds that this is especially true in the service industry as customers are dealt with on a face to face basis (CIPD, 2014). Smith believes that a poor culture will lead to a huge underperformance and decline. He claims that during his 15 years at Asda, he turned the culture around from disastrous to excellent, largely through great engagement which in turn resulted in the company’s commercial success. Smith maintains that cultural change through the concept of engagement is more effective than business strategy in creating positive results (CIPD, 2014).
In his thought provoking book on the people operations at Google, Work Rules! Laszlo Bock shares insights into a different way of working. He believes that being part of an environment where you and others around you will thrive starts with your taking responsibility for that environment (Bock, 2016). He continues by encourging this be done whether it is permitted or not. Bock maintains that people see the physical things and behaviours as making up strong cultures as they are the most visible. In his reality, it is the values and underlying assumptions which have much more meaning (Bock, 2016). 
There is a selection of literature that discusses the merits of organisations that live and breathe their corporate values. David Marquet writes about the necessary balance between doing and thinking to achieve goals in his book, Leadership is Language. He argues that the right balance keeps an organisation agile and innovative and gives people a sense of purpose. This in turn drives learning and continuous improvement resulting in happy employees that leads to happy customers (Marquet, 2020).
 Armstrong believes that individuals must be integrated into the process of creating strategy so that they are commited to it. The management of cultural change, he believes will feed into the need to improve organisational processes and must involve team work and communication (Armstrong, 2016). Armstrong sees the involvement of people in planning and managing change, particularly relating to culture, as a job for HR specialists. The CIPD agrees that the human interactions in each organisation must be managed and developed and highlight the importance of creating a culture that supports policies and practices aimed at positive change (CIPD, 2019b). 
Whilst strategy is important, open and obvious corporate values are crucial in order for employees to relate to and commit to the success of the business. Sainsbury’s values are set out in a number of documents and after working there for 2 months, I get the early impression that the recognition of the colleague’s contribution in delivering excellence is in allignment with a strong supportive culture that drives their continuing success (Sainsbury's, 2019). The best results might well be achieved when culture supports strategy and the two go hand in hand. 

Question 2. Critically evaluate the statement “there has been a shift in mindset from ‘push’ to ‘pull’, explain what it means for businesses now and what this could mean for businesses in the future.

There is wide ranging literature that would argue that people now expect more from their employers. This has been linked to the wider trend in society in general of people being vocal about ethical and environmental issues and using their buying power to promote action from businesses. Whitmore discusses the crises facing the modern world in terms of the environment and economically. He argues that the trditional linear approaches will not stand up in the face of unpredicatble emergencies and that a whole system approach is needed (Whitmore, 2009). Although writing over 10 years ago, it can be argued that his work is still relevant and particularly in relation to the current pandemic crisis. Whitmore recognises that human kind is evolving both socially and spiritually and believes actions may lead to unexpected consequences in areas that appeared unconnected. He argues that every action needs to come from the highest personal values. Alongside this, he says that many systems in the World are shifting from push to pull or from prescriptive measures to choices (Whitmore, 2009). He adds that the shift is moving away from the push of success towards the pull from the soul. In the workplace, people want and will continue to expect more personal choice in the future. HR and coaching professionals are urged to help people make sense of what is going on in the event of social breakdown or other times of turmoil (Whitmore, 2009).
People want to work for companies that integrate environmental, social and governance concerns into their core strategy (Gatenby, 2020). Organisations must adapt in order to attract and retain the best talent and the concept of the social enterprise means human capital processes need to change (Deloitte, 2019a). Organisations must bring meaning back into work and help workers to understand their identity. In their Human Capital Trends Report, Deloitte explain that economic, social and political disruption mean it is no longer enough to provide mission statements. Organisations need to put humans at the centre of their strategies and reinvent a human focus (Deloitte, 2019b). They present the ideas that the alternative workforce is becoming mainstream, jobs are evolving as machines take over repetitive tasks and leaders are challenged to step up and guide the way forward. The World Economic Forum also see the world of work changing. They argue that in the post-digital world, the value of remarkable people will rise. The economy will thrive on difference and divergent thinking and convention will be challenged (World Economic Forum, 2020). They also argue that this will pose a threat to organisations, particularly HR specialists as labour becomes more intangible and workers are motivated by passion and personal fulfilment. The companies that can get people to feel empowered and free to show their passions are in the best position to thrive in the future (World Economic Forum, 2020).
The COVID-19 virus has disrupted work and has also highlighted our desire and need for meaningful human connection. Organisations have had to rely more heavily on technology to continue operations. Whilst addressing the human experience during the crisis, Deloitte argue that there is a risk of losing the human connection that we need to feel fulfilled and engaged at work (Deloitte, 2020a). They express concern for the overall workforce through these unprecedented times but also believe COVID-19 presents opportunites for organisations to re-emphasize their commitments to their people and their missions. By emphasizing their purpose, reviewing rewards and relationships and providing authentic leadership, organisations can enjoy engaged workforces to support them now and in the future. Organisations need to leverage technology to help the workforce build human connections. Challenges such as COVID-19 show businesses the need to prioritse their people and provide the tools and environment necessary to enhance their experience and enable their work (Deloitte, 2020a). The pandemic has created the opportunity for organisations to engage with the workforce again and reinvent the workplace (Deloitte, 2020b).


Question 3. Identify four key areas of HRM that impact substantially on business/organisation culture.  Explain your rationale for choosing those areas and put forward suggestions as to why these areas of HRM often fail to have the desired impact on business/organisation culture.

	 The processes of human resource management (HRM) influence organisational culture because every organisation is made up of human relationships and interactions and this is central to the role of HR (CIPD, 2019b). Five culture trends for 2019 were identified in a People Management article on newness in culture in the workplace and included a renewed focus on social and emotional well-being and a switch from focusing on engagement to creating peak employee experiences (O.C Tanner, 2019). Do the major HRM functions support this shift in order to positively influence the culture of the organisation? (CIPD, 2019c)
	In order to cover a full employee journey and therefore present a fuller picture of the relationship between HRM and the overall culture I have chosen to look at recruitment, learning and development, talent management/ succession planning and change management. All these functions have a huge impact on employees and in turn the overall organisational culture. Taylor argues that a major and fundamental objective of the HR function is the mobilisation of the workforce. This includes having teams with the necessary skills, attitudes and experience to meet objectives, retaining effective performers and sometimes having to let people go (Taylor, 2018).
	How an organisation recruits new people and who they recruit has a big influence on the ongoing culture of a business. The process of recruitment from attraction to assessment to onboarding has been digitised so quickly and completely that it can be difficult to know what real is (Howlett, 2020). The new methods mean people can access talent and potential if they can work through the online data but organisations using more outdated methods might struggle. Not recruiting the right people will have a direct effect on the existing workforce. Patty McCord, in her book on the culture at Netflix, Powerful argues that the best thing you can do for employees is only hire high performers to work alongside them (McCord, 2017). She adds that this is a perk ‘far better than free sushi’ and the most powerful combination is excellent colleagues with a clear purpose (McCord, 2017).
	If training is too time consuming and overly complicated it can have the opposite effect to what is desired from the organisation.  McCord maintains that truly understanding how the business works is more valuable than any employee development training and leads to high performance and lifelong learning (McCord, 2017). Workers need to understand why they are doing something for them to be fully committed to it. It could be argued that some L&D   practices are too complicated and focus on the process rather than the outcome and would be better if simplified to engage the learner on a deeper level (Church, 2014). As the nature of work changes, employees need to be set up with the relevant skills to take on board the changes rather than made to feel left behind. Looking at the fourth industrial revolution and preparing for it, Deloitte ask organisations if they are ready to harness the full potential of Industry 4.0 and this will certainly mean a revamp of many training methods and a shift in culture (Deloitte, 2018).
	How an organisation manages talent and succession will also have a big impact on the culture and employee engagement. If the process is seen as unfair or elitist, it will cause ill feeling and put people off achieving their full potential. Increasing competition and changing expectations among employees have resulted in a growing disillusionment with the traditional psychological contract based on a lifetime employment and steady progression (Rees & French, 2016). Rees and French also argue that companies must develop new ways of increasing loyalty and commitment. In relation to change management, this could take the form of reward strategies to rebuild commitment for survivors after downsizing (Rees & French, 2016). Large scale changes such as redundancies and restructuring can have a detrimental effect on the culture of an organisation. The HR function could alleviate the negative impact by providing honest and timely communication and therefore creating a more resilient workforce whilst maintaining a positive culture overall (Kew & Stredwick, 2016).
	
	  
Section 1 continued. b) Drawing on relevant literature describe what should be the priorities of HR in driving positive workplace culture for the future.

	In a recent People Management magazine, John Amaechi discusses that the term ‘culture’ is often used in organisations but either with no definition, or everyone having different interpretations of meaning or it not meaning anything at all (Amaechi, 2020). He adds that a vital aspect to supporting a healthy culture is understanding where work ends, and life begins. It is the job of HR to define what culture means to their organisation and ensure it is positive although this is not an easy thing to execute successfully (Young, 2019).

	Bock believes that there are three essential aspects of culture that must be upheld, and they are mission, transparency and voice. Involving everyone with a personal touch such as meeting clients encourages them to back the mission. He also says that it is best to assume that all information can be shared with the team rather than the other way around. Finally, he advocates giving employees a real say in how things are run (Bock, 2016).
	
	This role is examined in more detail by Bryson Kearl who regards the relationship between HR and company culture as critical. He maintains that it is HR’s job to clearly communicate company culture on a continual basis from recruiting and onboarding to the very end of offboarding (Kearl, 2018). He also argues that effective HR serves as a link between the executive team and the rest of the company. Hr should also treat good company culture as a thing to be protected at all costs. HR must be the champion of that culture and use reward and recognition to reinforce expectations when an employee is an ambassador for what is good. Kearl believes that this will not only support the culture but also help to create it (Kearl, 2018).

	Recent examples of HR driving positive workplace culture which also give tips for the future can be found in recent articles in People Management magazine. Talking about establishing a stronger culture in a bakery chain, Miranda Bergum explains that it is important that training courses are right for the employee and that they can see a career trajectory and development opportunities (CIPD, 2020a). She also believes that involving employees with suppliers and a transparent dedication to the greater good have helped create a more positive culture. Another example comes from a care home company called Brighterkind whose results won them HR/L&D team of the year at the 2019 CIPD People Management Awards. They explain that consulting with employees is key to any culture change and established ‘pace setters’ as their cultural ambassadors who were frontline works who provided activity based learning to colleagues (CIPD, 2020b). Also writing for People Management, Ian Macrae looks at the rise of digital platforms and argues that if they are not managed they can cause problems instead of improving culture (Macrae, 2020). He adds that HR need to demonstrate the type of interaction that is desirable and set clear boundaries as well as performing regular housekeeping on digital communication forums. 

	The current COVID-19 crisis has highlighted priorities that are an organisation’s responsibility at such times such as helping employees thrive and supporting employee well-being alongside safety and communication (O.C Tanner, 2020). The CIPD advocate creating a culture-driven wellness programme to promote health and happiness in employees’ day to day lives. They believe that there is value in creating a supportive, happy and healthy workplace with a programme designed by consulting with employees to meet their aspirations and strengthen the workforce of the future (CIPD, 2018).

	

	












SECTION 2.


2.1 b. Lucy Adams criticises the HR profession in her book ‘HR Disrupted, It’s time for something different’ (Adams, 2017).  Drawing on relevant literature discuss whether the HR profession has gained credibility in the last five years, or whether it is losing ground as an executive member around the boardroom table.  Put forward suggestions for improvement taking into consideration different sectors and sized organisations.

	In her 2017 book HR Disrupted… Lucy Adams argues that HR is no longer fit for purpose. She argues that HR professionals need to re-imagine their relationships with employees and learn to be the people experts (Adams, 2017). She cites the VUCA world of business ass being so different and disrupted that traditional methods of people management are no longer relevant. Adams believes that anyone leading people must find new ways of dealing with rapid change (Adams, 2017). Peter Capelli explains that the most vocal critics claim that HR managers lack vision and strategic insight. He offers advice saying that HR must show why the issues it is dealing with matter to the business. He adds that HR teams should show executives what they should care about and why in order to get ahead of the game (Capelli, 2015). The literature suggests that HR is losing ground.
	In order to successfully overcome the criticism, HR leaders need to look up and out so they bring the outside in (Jacobs, 2019). Jacob argues that there are external forces at play affecting organisations and individuals and that HR leaders need to check the horizon to see what is coming. She believes that people professionals need to be curious about the World and what is going on externally in order to add the most internal value. She concludes that this is what the boards and leaders want (Jacobs, 2019). 
	The CIPD advocate strategic HRM saying that it supports long term business goals and outcomes. This method also focuses on resourcing issues within the context of the goals of the organisation and informs other HR processes such as reward of performance management (CIPD, 2020c). This is reiterated by Armstrong who maintains that strategic HR involves the development of forward-looking HR plans like talent management and is aligned to business objectives. He does argue that the balance must be achieved with transactional activities and also not at the expense of ethical considerations (Armstrong, 2016).
	HR success stories can be held up as examples and include Apple’s move to make Deirdre Obrien their retail chief in her next role after she was the chief of human resources. Leaman sees this as a progressive move that shows their recognition of frontline people being linked directly into the success of the retail strategy. The interconnected nature of the leader’s roles provides vast opportunities (Leaman, 2019). The CIPD People Management Award for HR/L&D team of the year, 2019 was awarded to care home company Brighterkind who changed their culture by using activity-based learning to make work fun and motivational (brighterkind, 2020). The HR Excellence Gold Award, 2019 went to Network Homes who were seen as vibrant and innovative after successfully implementing change starting with their HR team (HR Magazine, 2019).

2.2 a. Milton (Friedman, 1970) believed making as much money as possible is a company’s only legitimate goal.  One of Google’s core values, being ‘you can make money without doing evil’ (Bock, 2016) takes a broader perspective.  Drawing on relevant literature discuss the ethical pitfalls of a purely capitalist approach in the current business climate.  Put forward examples of progressive organisations who are setting the standard for ethical best practice.
	
	Writing on the crisis of capitalism, Niall Ferguson argues that in the wake of a financial crisis, people turn to politics and target large organisations. He explains that big banks were the first to be targeted and this has extended in recent years to big tech companies being criticised by the public (Ferguson, 2019). He cites the reason for this as the advent of social media and the dominance of Google, Facebook and Twitter. Ferguson points out that reputation is important and that unpopular companies are vulnerable. Using historical examples, he maintains that the best way to offset any unpopularity is to practice philanthropy (Ferguson, 2019). 
	In their latest Global Human Trends Report, Deloitte present the idea that the social enterprise, an organisation whose mission combines revenue growth with the need to respect the environment, has grown from a new idea to a solid business reality (Deloitte, 2020). They also say that at the 2020 World Economic Forum, purpose and ethics were central to the agenda. They believe that this shift is being driven largely by a growth in empowerment for individual employees in areas such as better working conditions and gender pay equality (Deloitte, 2020). 
	In his book Start with Why Simon Sinek presents an alternative perspective about why some leaders and organisations have achieved such a disproportionate level of influence. He maintains that we can achieve much more if we start everything by asking ourselves WHY (Sinek, 2011). He urges the reader to take some responsibility to start with WHY to make decisions simpler, loyalties greater and trust widespread and says that together we can change the World (Sinek, 2011).
	Companies with more than 250 UK employees must now report CEO pay, how directors have listened to employees and how they have engaged with other stakeholders such as customers and suppliers. Thee companies must also include details of their gender pay gap (CIPD, 2020d). This means the pay processes will be under scrutiny. 
	Writing for the CIPD, Ed Houghton explains that sustainable HR encourages a greater understanding of long term issues relating to value creation and recognises performance outcomes which are wider than financial (Houghton, 2019d). He argues that companies need to ask themselves questions around their role in their community, diversity and their impact on the environment. 
	Dundon and Rafferty propose that HRM is at risk intellectually and professionally due to being pro-market rather than adopting a more inclusive pro-business approach. They also discuss HR neglecting organisational, employee and societal concerns due to and favouring what they call marketisation (Dundon & Rafferty, 2018). 
	With climate activists such as Greta Thunberg taking the World stage, the issue of ethical business is gaining momentum. Thunberg urged representatives at the World Economic Forum to abandon fossil fuel to save the World (bbc, 2020). Some progressive organisations such as Ecover with their recycled plastic, Pukka with their Fair of Life organic tea and Divine Chocolate who are empowering cocoa farmers are leading the way and others must follow if they want to survive and thrive in today’s climate.

2.3 b. Leaders in twenty-first century organisations have two competing challenges.  Getting things done to meet today’s needs, whilst adapting what they do so that their business can thrive in the future (Heietz et al 2009).  Discuss the emerging leadership models that are trend setting in this regard.  In particular; consider the importance of the ‘follower’ and the diversity of challenges the most forward-thinking leaders are overcoming in order to excel.

	Richard Bolden has written that distributed leadership makes a shift in focus from the attributes and behaviours of individual leaders to a more systemic perspective of leadership as a collective and social process (Bolden, 2011). He adds that consideration must be made of the dynamics around power and influence that often exist in organisations. 
	In his book Turn the Ship Around!, an account of an experiment on board a submarine to run things differently, David Marquet presents his model which he calls leader-leader. He says that the aim is to treat everyone as leaders and that the role of a leader is to develop additional leaders which increases morale and productivity (Marquet, 2015). Marquet questions why empowerment is necessary, believing that humans are born in a state of action and natural empowerment so the trick is to not strip them of this in the first place. Writing for a relating article, Marquet explains that his biggest challenge to giving over control and building a team of leaders was himself. He maintains that it is easy to delegate when things are going well but that he found himself reverting to the old command and control leadership during times of stress. His only solution to this was to constantly counter act any such impulses (Kim & Marquet, 2013). Writing for the same article Charlie Kim explains that there is an imbalance in tech companies where people have power but are not taught responsibility. He says that at his organisation Next Jump, they addressed this by teaching responsibility for others balanced with continued personal growth. He adds that leaders are trained to coach others to pass along their learned skills (Kim & Marquet, 2013).
	The notion of the follower has been readdressed and a different type of follower emerged. Followers who take initiative, think about their actions and align their decisions with the goals of the organisations. These followers who acted, were in fact leaders (Kim & Marquet, 2013).
	Bock believes that the fundamental lesson of the Google experience is that you must choose whether you want to be a founder or an employee. He believes that this is not about ownership but is a question of attitude. He argues that the greatest founders create room for other founders to grow and build alongside them (Bock, 2016). McCord maintains that the most important job of managers is to ensure all team members are all high performers who do great work and challenge each other (McCord, 2017).
	Writing for the CIPD, Jake Young advocates that organisations create a culture that specifically facilitates learning and that challenging authority is encouraged (Young, 2019). This will be the challenge for organisations as they move forward. Marquet believes that once you understand not only what to say but why and how to say it you can establish a more effective working environment for everyone involved (Marquet, 2020).
	
	

2.4 a. A recent People Management article ‘Let’s start the human revolution – before AI takes over’ (People Management, 2019) stresses the need for empathy, teamwork and resilience going forward.  Drawing on recent research explain the role of HR as ‘change agent’ in this AI revolution.  Discuss how HR can take a lead role in managing this colossal evolution of the workplace.

	In a recent volume of People Management magazine, James Hartley expresses his belief that if we are going to have leaders who are adept at managing ambiguity and a changing landscape, then we need an HR function that is courageous enough to push the boundaries. Hartley is the MD at global reinsurance firm Swiss Re and he discusses how he wanted people to experience something different from HR. This was achieved by encouraging people to share their personal stories in order to change the dynamic (CIPD, 2020c). HR needs to be agile and ready to diversify if it is to lead the change in the next industrial revolution. 
	Rees and French argue that the successful organisations of the future will not be managing change but rather facilitating ideas around constant learning and individual responsibility. They believe that the emphasis will be on individual and team development which is placed directly in the domain of HR (Rees & French, 2016). A positive employee mindset regarding change is essential to a successful outcome. Rees and French maintain that HR, along with line managers, must plan, communicate and execute any organisational change on an ongoing basis to ensure the survival and success of their business (Rees & French, 2016). 
	The CIPD maintain that people management and development professionals have a significant role to play in any change management process. They must play a critical role behind the scenes and work in partnership with their CEO and executive team (CIPD, 2019d). They add that HR should facilitate the explanation  and embedding of the overall vision of the change by using mass communication, multiple techniques and work on changing interactions and entrenched systems (CIPD, 2019d). 
	Ulrich argues that HR should become an agent of continuous transformation that shape processes and create a culture that improves on the organisation’s capacity for change. He believes that with increasing competitive forces that managers face, there will be a future demand for organisational excellence that HR must support by focusing on learning, teamwork and quality. The question of achieving  this excellence will depend on how organisations treat their people which is a fundamental HR issue (Ulrich, 1998). Ulrich continues by saying that HR should be defined by what it delivers and not by what it does and must enrich value at every level. 
	HR also must build its reputation as a data-driven profession if it is to display its value to other functions. The landscape is changing and HR professionals need to lead the change, especially by embracing and enhancing performance with the latest technology (CIPD, 2020e). With AR and VR making their way into workplaces, it is possible for HR to lead the way with new technologies as immersive technologies in L&D pave the way to the future (CIPD, 2020f).
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