MBA 2018 - Human Resource Management (SBMA7101D). Assignment 1. Student no. 1707375

Human Resource Management -Assignment 1
Employee Involvement – Enhancing Performance: Report and Recommendations
Student Number 1707375
Word Count excluding references, tables, footnotes, and appendices: 2593
Contents
1	Background	2
1.1	Raspberry Pi Foundation	2
1.2	The Third Sector and VUCA Market Conditions	2
1.3	Human Capital	3
2	Concepts and reported benefits of Employee Involvement and Engagement (EI & EE)	3
2.1	Employee engagement	3
2.2	Employee involvement	4
3	Embedding an Employee Involvement Culture in RPF	5
3.1	Models of and approaches to SHRM	5
3.1.1	The ‘Soft’ approach to SHRM - Harvard Model	5
3.1.2	The ‘Hard’ approach to SHRM - Michigan Model	6
3.1.3	Smart Simplicity?	6
3.2	The importance of Talent in a Knowledge Economy	7
3.3	Psychological Contracting	8
3.3.1	Benefits of effective Psychological Contracting	8
3.4	The Employee/Talent Lifecycle	8
3.4.1	Marginal Gains approach to Talent Lifecycle	9
4	Conclusion & Summary of Actions for RPF	9
5	Appendices	10
6	References	11

Figure 1 - Tannenbaum (1973) Decision Continuum	4
Figure 2 - Beer et al (1984; p.16 ‘Map of the HRM territory’)	6
Figure 4 - Michigan HRM Model (Fombrun et al 1984) - The Human Resource Cycle	6
Figure 3 - Michigan HRM Model (Fombrun et al 1984) - Strategic Management and Environmental Pressures	6
Figure 5 - Talent Lifecycle - from Schiemann 2014	9
Figure 6 - Decision Continuum: Tannenbaum and Schmidt, 1973	11
Figure 7 - adapted from 6 Simple Rules (Morieux & Tollman, 2014)	11
[bookmark: _Toc524198189][bookmark: _Toc524254867]Background 
[bookmark: _Toc524198190][bookmark: _Toc524254868]Raspberry Pi Foundation
The Raspberry Pi Foundation (RPF) is a UK registered charity founded in 2008 whose mission is to “put the power of digital making into the hands of people all over the world” (Raspberry Pi Foundation, 2016, p. 5). The primary objective of RPF is the advancement of IT programming literacy through education & access to appropriate technology (Raspberry Pi Foundation, 2013), (Raspberry Pi Foundation, 2016). 
RPF exists principally to advance social good for the benefit of a community, as opposed to generating capital gains such as profit returns and dividends for shareholders. RPF operates in the third sector along with social enterprises and community interest companies who tend also to be value driven and make important contributions to society for example in the improvement of welfare, education, or the environment (National Audit Office, 2013), (Gov.uk, 2015).
RPF has 3 core activities[footnoteRef:1] and uses a commercial arm to create income. RPF has a current staff of c100 employees based in the Pencoed facility, mid-Glamorgan since 2012. Following solid demand for the Raspberry Pi [footnoteRef:2] and in line with growth modelling in the organisations strategy 2016-2018, the workforce is set to increase dramatically (Wales Online, 2017) (Raspberry Pi Foundation, 2016).  [1:  Manufacture and distribution of low-cost, high-power personal computers; provision of education and training resources; and increasing accessibility to PC programming through outreach and education work]  [2:  The Raspberry Pi is the UKs best-selling computer of all time with 14 million units sold up to July 2017] 

[bookmark: _Toc524198191][bookmark: _Toc524254869]The Third Sector and VUCA Market Conditions
Market conditions are challenging for third sector organisations (including RPF) and have been described as Volatile, Uncertain, Complex, and Ambiguous (VUCA) (Bennett & Lemoine, 2014). Contributors to VUCA conditions for the third sector include changing demographics and their relationship with charities, a more crowded marketplace, and a reduction in available long-term funding from the state (Warley, 2017). 
The area of funding is a cloudy picture. In 2014/15 the third sector income was estimated to be around £45billion sector-wide, of which around 80% was related to individual donations and state funding through grants and contracts (NCVO, 2017). Data shows a recent rise of 9.11% in income since 2012, however this is following a 3.7% drop between 2007 and 2008, and a stagnation from 2008 to 2012. Despite the funding increase the future is thought to be ever more challenging for the sector, with a projected shortfall of around £4.5billion over the next five years (NCVO, 2015). 
Funding is increasingly driven to larger organisations and away from small/medium enterprises which is a compounding issue for many smaller organisations (NCVO, 2015). Whilst this complex operating environment has presented significant challenges for many organisations there are examples of innovation transforming the way charities are funded and services delivered. 
Between 2007 and 2012 for example, income from trading in the charity sector increased by 34% (NCVO, 2015).  RPF has acted to change its operating model, in 2013 restructuring into 2 distinct arms; Trading, and Charity & Education (Raspberry Pi Foundation, 2013). Profits are reinvested to support advancement of RPFs social goals (Raspberry Pi Foundation, 2013), therefore providing RPF with a diverse income stream and some resilience in the VUCA market.
[bookmark: _Toc524198192][bookmark: _Toc524254870]Human Capital
The backdrop of VUCA market conditions mean that resources are at a premium. People with the right knowledge, skills, characteristics, and attitudes are valuable and in limited supply. Economists have used the term ‘Human Capital’ to describe the constellation of factors that lead people to be able to perform work productively, and therefore create value for their organisations (Becker, 1994).
The Human Capital market is very competitive with high-Talent Human Capital at a premium. To an extent RPF has been able to identify and attract the best talent to support their innovative engineering (Wales Online, 2017), however with a more competitive marketplace and in VUCA conditions the management of Human Capital in what is a Talent-led, Knowledge Economy is increasingly important (Griffiths, 2016).
[bookmark: _Toc524198193][bookmark: _Toc524254871]Concepts and reported benefits of Employee Involvement and Engagement (EI & EE)
[bookmark: _Toc524198194][bookmark: _Toc524254872]Employee engagement
Employee Engagement (EE) is a popular term within business and Leadership & Management practice and research (Harter, et al., 2002), (Saks, 2006). EE is described in different ways which may challenge how the concept is understood and applied. EE may refer to psychological state engagement, behavioural engagement, or trait engagement (Macey & Schneider, 2008) however EE is not merely an absence of psycho-presenteeism[footnoteRef:3] (Mowbray, 2010), nor is it the absence of observable active disengagement from an employee.  [3:  presenteeism is defined as “reduced productivity at work due to events that distract one from full productivity” (Hummer, 2002)] 

Boatman (2017) has described EE as observable behaviours such as showing an active interest in the company, taking part in meetings, showing energy and enthusiasm in their work alongside a positive attitude, as well as high work ethic, and the impression they want to be informed and involved. Engaged employees have the “can-do” attitude and they get work done (Boatman, 2017). It is felt that the constellation of behaviours and characteristics demonstrated by engaged employees (such as creative thinking, passion for work, and conscientious approach) can lead to them producing more work through discretionary effort, increased effectiveness, and higher efficiency (Boatman, 2017).  
The changing technological situation has allowed organisations to connect and collaborate in unprecedented ways (Deloitte, 2012). This interconnectivity may enhance collaboration and reduce barriers to communication can be a driving factor for increased productivity. Data shows that social media can have an influencing role in these outcomes, enhancing collaboration and communication, and the productivity difference can be as high as 7% for organisations with strong social networks versus those without (Pentland, 2009).
Data suggests that involving employees more can influence organisational outcomes positively (MacLeod & Clarke, 2009). A 2016 meta-analysis in the USA shows positive correlations to higher EE and improved outcomes for 9 key performance measures: customer loyalty, profitability, productivity, turnover, safety incidents, absenteeism, shrinkage, safety incidents, and quality/defects  (Harter, et al., 2016). 
These findings are congruent with work from 2002 that shows positive effects on productivity (34%), profitability (27%), reduced absenteeism (25%), and increased discretionary behaviour (28%) (Harter, et al., 2002), (Harter, et al., 2016). Higher EE is linked to organisational status also. Organisations termed as ‘world class’ for outcomes have 9.57 engaged employees for every 1 actively disengaged employee. Organisations described as average the ratio falls to 1.83 (Harter, et al., 2016).
[bookmark: _Toc524198195][bookmark: _Toc524254873]Employee involvement
Employee Involvement (EI) has been defined as “arrangements for employee participation designed by managers and instigated by employers” (Heery & Noon, 2008).  Although it could be argued this definition mis-represents Employees’ perspective of Involvement. Heathfield (2018) describes EI as a philosophy of Management and Leadership that focuses on creating a culture where people feel they can contribute and “have an impact on decisions and actions that affect their jobs” (p1).
EI techniques involve direct communication, team briefings, suggestion schemes, and quality circles (Heery & Noon, 2008); however, in a periodical piece EI is described as a more intensive process, illustrating the company brand consistently in every conversation and day by day (Peacock, 2008). ‘Feel’ is important to the concept and employees’ perspectives of EI. This may involve responding positively to what they hear the managers say about the brand, and the feel from the environment around them as predictors for greater EI (Peacock, 2008).
EI has been described as a spectrum and Tannenbaum (1973) constructed a 5-step model to illustrate the extent to which EI takes place in the decision-making process. An example change process using the 5-step model is in the appendix.
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[bookmark: _Toc524252771]Figure 1 - Tannenbaum (1973) Decision Continuum
The argument for embedding an EI/EE programme is already compelling based on the strong association reported in the data (MacLeod & Clarke, 2009). Considering the risks of a disengaged workforce the case for action becomes stronger still. The UK has been described as having an “Engagement Deficit” (Rayton, et al., 2012), and a significant portion of the workforce is actively disengaged (MacLeod & Clarke, 2009). Estimates put the prevalence at between 18% and 30% (Bates, 2004), (Pech & Slade, 2006).
The impact of the actively disengaged workforce is significant in terms of business outputs. Estimates on productivity impact in the UK show between £60billion and £65billion are lost each year (MacLeod & Clarke, 2009). In the USA estimates are between $450billion and $550billion (Harter, et al., 2016).
Interventions to improve EI/EE seems attractive from a performance improvement perspective, however, when considered with the detrimental effects of disengagement the case for action seems imperative. 
[bookmark: _Toc524198196][bookmark: _Toc524254874]Embedding an Employee Involvement Culture in RPF
[bookmark: _Toc524198197][bookmark: _Toc524254875]Models of and approaches to SHRM
Strategic Human Resource Management (SHRM) is an approach to Human Resource Management (HRM) supported by a strategic framework (CIPD, 2017). Traditionally HRM approaches have been broadly classified into Hard and Soft philosophies which have been noted to be divergent models and so too incompatible to incorporate within a single effective model of SHRM (Truss, et al., 1997). 
It has been argued however that these traditional views are becoming obsolete, and that EE is impacted more so by the increasing complexity of our organisations rather than SHRM approach (Morieux, 2013). Harvard (Beer, et al., 1984) and Michigan (Tichy, et al., 1982) are seminal examples of SHRM models (Bosalie, 2015) representing ‘Soft’ (Harvard) and ‘Hard’ (Michigan) approaches and in this section we will consider their potential for implementation within RPF, also acknowledging more recent thinking around EE with the approach of Morieux & Tollman (2014) also discussed.   
[bookmark: _Toc524198198][bookmark: _Toc524254876]The ‘Soft’ approach to SHRM - Harvard Model
The Harvard Model of SHRM proposed by Beer et al (1984) is widely regarded as one of the most influential models of SHRM in the last 30 years (Price, 2011), (Beer, et al., 2015), (Bosalie, 2015), (Griffiths, 2015). Cited in over 10,000 works since 2014 it arguably remains highly relevant in this important field and yet to be surpassed as a popular model (Griffiths, 2016). The Harvard Model is considered to represent the Soft approach of SHRM (Truss, et al., 1997).
Organisations have resources of varying types (including employees). Human Resources are fundamentally different from material resources and require different approaches to their management (Price, 2011). It is felt that Human Capital is particularly distinct from other resource in that they are capable of using other resources to generate value for an organisation, thus creating organisational success (Beer, et al., 2015). 
Employees are key stakeholders in an organisation in the view of the Soft approach. The feedback loop from the organisational outputs and goals back through stakeholders and situational factors is important because of this. It is argued that organisational goals have been too narrowly focussed on economic terms, neglecting outputs such as individual and societal well-being (Beer, et al., 2015). Organisational effectiveness, survivability, and success are greatly influenced by effective HRM and that effectiveness and success should be more broadly defined to include individual and societal well-being as key organisational outputs (Beer, et al., 1984),  (Bosalie, 2015), (Beer, et al., 2015).
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[bookmark: _Toc524178828][bookmark: _Toc524252772]Figure 2 - Beer et al (1984; p.16 ‘Map of the HRM territory’)
[bookmark: _Toc524198199][bookmark: _Toc524254877][bookmark: _GoBack]The ‘Hard’ approach to SHRM - Michigan Model  
Similarly to Harvard, the Michigan model of HRM (Tichy, et al., 1982), (Fombrun, et al., 1984) also describes employees as resources, however this model does not differentiate them from other resources such as materials and subsequently the management processes required are presented as similar. In the view of the Michigan model of HRM, employees should be procured as modestly as possible, used economically, whilst being developed and exploited optimally (Price, 2011).
The Human Resource Cycle is presented as a complimentary aspect of the whole Michigan model, and describes the role of Selection, Performance, Appraisal, Development, and Reward in the management of employees. This Hard approach to HRM is influenced by the ‘X Theory’ of management (McGregor, 1960) which focusses on a strongly extrinsic approach to motivation. X Theory typically uses an autocratic leadership style; incorporating performance reviews, remuneration considerations, high levels of supervision, and a hierarchical structure to motivate their employees.
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[bookmark: _Toc524178829][bookmark: _Toc524252773]Figure 4 - Michigan HRM Model (Fombrun et al 1984) - The Human Resource Cycle
[bookmark: _Toc524178830][bookmark: _Toc524252774]Figure 3 - Michigan HRM Model (Fombrun et al 1984) - Strategic Management and Environmental Pressures


Models based on X Theory and ‘Hard’ approaches to HRM can be effective, however judgement is required around the needs and wants of the team to be managed. The incorrect application of either approach could negatively impact the productivity and outcomes for an organisation. In respect of RPF the nature of the business is highly technical; with a high reliance on innovation, technical mastery, and expert knowledge in order to develop high-level affordable systems, software, and training for mass distribution.
In terms of appropriateness of fit, the ‘Soft’ approach, or ‘Y Theory’ management is recommended for implementation in RPF; utilising the expertise, intrinsic motivation, and self-determination (Deci & Ryan, 2000) of the workforce to allow the organisation to thrive. The Harvard HRM model is therefore the preferred option presented by this report.
[bookmark: _Toc524198200][bookmark: _Toc524254878]Smart Simplicity?
There is modern complicatedness to business that traditional approaches to HRM, EE, and productivity fail to traverse well (BCG, 2014). It has led authors to describe the traditional management pillars such as X and Y Theory and approaches of Hard and Soft HRM as “obsolete” (Morieux, 2013). Morieux (2013) describes how the Hard approach responds to complexity by adding additional complicatedness forcing the organisation to cooperate less; therefore, reducing productivity, increasing inefficiency, and leading employees to actively disengage. 
This lack of cooperation within the organisation requires additional resources to manage. This subsequently increases the cost in terms of time and resource, ultimately underlining organisational efficiency. It is compensation that shareholders and customers refuse to meet. This means employees are required to pick up the costs of this lack of cooperation through their increased efforts. They feel overwhelmed and burn out because of this expectation (Morieux & Tollman, 2014).
To manage this complicatedness the Boston Consulting Group (BCG) propose 6 rules which are shared in the appendix with a brief description of the detail behind the thinking. In terms of application for RPF this type of Leadership may be highly effective – particularly with the expert technical roles in the organisation. It is recommended RPF consult with staff on their thoughts of the approach with a view to future consideration.
[bookmark: _Toc524198201][bookmark: _Toc524254879]The importance of Talent in a Knowledge Economy
Hire good people and let them get on with it. (Kortes, 2015)
The Organisation for Economic Co-operation and Development (OECD)[footnoteRef:4] states developed nation member economies such as UK, USA, Australia etc are based on the production and distribution of knowledge, information, and technology (OECD, 1996) (Schramm, 2005).  [4:  OECD is a group of 36-member states founded in 1961 whose work helps governments to understand economic drivers and change, productivity, and models future trend data (OECD, 2016)] 

In changing times, where new technologies and markets emerge at an unprecedented rate, there are increasing threats and competitors as well as new opportunities (Brown, et al., 2004). The Knowledge Economy (KE) has at the heart of it high value services and goods as well as advanced business practices that rely on the knowledge, skills, and creativity of the workforce to exploit optimally (DTI, 1998).The importance of Talent in the modern-day KE has subsequently been described as important as “the coin of the realm” in ancient times past (Michaels, et al., 2001, p. 14).
Like many resources such as Financial Capital, Talent (or Human Capital) is finite and the availability and application of appropriately skilled Talent is a rate-limiting factor for economic development in many organisations (Murphy, et al., 1991), (Becker, 1994), (Brown, 2009). How Talent is exploited can determine the success of an organisation or an economy (DTI, 1998). In some economies it is estimated that up to 70% of roles in the workforce can be defined “Knowledge Workers” (Brown, et al., 2004), and it can therefore be argued that procurement and management of Talent has never been more important (Griffiths, 2016).
The ability to procure appropriate talent outside an organisation is challenged by the current economic climate amongst other factors, but also importantly the management practice advice of the past is insufficient to deal with today’s business climates (Cappelli, 2008). Business environments are less stable (VUCA), and as such it is recommended the approach to talent management reflect the uncertainty of business conditions today using supply chain management as a model borrowed from logistics (Cappelli, 2008).  
The development of appropriate skills, knowledge, and experience requires significant investment from the employing organisation; yet the availability of suitable talent for outside hiring may be insufficient to meet organisational demand in a rapidly changing climate and VUCA market conditions (OECD, 1996), (Cappelli, 2008), (Brown, 2009). In terms of implications for RPF serious consideration is required into the approach for Talent acquisition and management. 
RPFs highly skilled workforce is both attractive to competitors, and agile from an employment perspective as their skills, knowledge, and creativity are in high demand in the industry. Extrinsic motivation factors are a limited approach and do not offer protection against hostile advances from competitors[footnoteRef:5].  [5:  RPFs salary offer could be 25% higher than market rates however a close competitor could offer 32% uplift which may put the organisation at risk if this was attractive to a highly skilled employee.] 

It is a recommendation of this report that RPF look beyond extrinsic motivation factors as part of the Talent Management approach to EE and consider marginal gains across the employee lifecycle with an aim to drive productivity, better products and services, and innovation. Engaged Employees are more likely to be happier, healthier and more fulfilled which would place RPF advantageously in the market place against competitors offering solely extrinsic reward which is easily repeated and high risk (CIPD, 2017).
[bookmark: _Toc524198202][bookmark: _Toc524254880]Psychological Contracting
Legal contracts of employment may offer a limited representation of the actual relationship between employers and employees (CIPD, 2018). Often informal and unwritten, the psychological contract may better represent the expectations of each party and this may influence the quality and duration of the relationship (Rousseau, 1995).
The psychological contract emphasises that the relationship between employers and workers is more than just a transaction regulated by a legal contract (CIPD, 2018, p. 1)
RPFs stated goals demonstrate this is a values-driven organisation. Aligning employee values and organisational values and goals in the recruitment stage and being clear about objectives and opportunities will help to provide a strong Psychological Contract with employees (CIPD, 2018). 
[bookmark: _Toc524198203][bookmark: _Toc524254881]Benefits of effective Psychological Contracting
Psychological contracting allows RPF to consider more deeply employees values, motivations, and ambitions (linking with psychological theories of motivation in work such as Maslow’s Hierarchy of needs (1943) and 2 factor theory presented by Herzberg (1964)) (CIPD, 2018). This approach to contracting and emphasising the meeting of values-based needs can create a stronger, more productive relationship utilising Intrinsic motivating factors (Deci & Ryan, 2000) therefore promoting well-being, happiness, and growth, increased motivation and greater productivity.
A considered Psychological Contract with transparency on the expected ‘terms’ of employment[footnoteRef:6] may represent a better offer to the employee than traditional transactional agreements with limited focus that may neglect the human side of the employment relationship (CIPD, 2018). This in turn may be a stronger value proposition to the employee and give RPF a competitive advantage in the marketplace over organisations neglecting these considerations. [6:  such as career prospects, training, development, managerial support] 

[bookmark: _Toc524198204][bookmark: _Toc524254882]The Employee/Talent Lifecycle
Workers will interact with an organisation through a series of stages illustrated in Figure 5 as a Talent Lifecycle (Schiemann, 2014). The effective management of Talent throughout the Lifecycle, (particularly in key stages such as attracting and acquiring and developing and retaining) can enable organizations to gain competitive advantage in the market place, as well as avoid detrimental outcomes such as disengagement, and early termination. 
[bookmark: _Toc524198205][bookmark: _Marginal_Gains_approach][bookmark: _Toc524254883]Marginal Gains approach to Talent Lifecycle
Talent Management has associated costs and requires investment and resource. Returns can be measured and therefore the ROI for Talent Management evaluated for effectiveness. Investment, attention, and resource could be directed and focussed on a particular element of the Talent Lifecycle – for example attracting new Talent, however it may be at the cost of effective Onboarding, therefore potentially leading to premature parting, or poor performance.
Marginal Gains is an approach of identifying small process improvements that can be aggregated to a significant performance increase (Clear, 2018). It has been popularised in sports due to the unprecedented success in British cycling; but seen with increasing opportunity for application in business (Harvard Business Review, 2015), (Menzies, 2018). Applying Marginal Gains Theory across the Talent Lifecycle is a recommendation of this report. This approach has potential for greater aggregated improvement and better ROI than focussing the same resource on a more limited number of elements. It is also potentially easier and less disruptive to implement (Clear, 2018).
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[bookmark: _Toc524252775]Figure 5 - Talent Lifecycle - from Schiemann 2014
[bookmark: _Toc524198206][bookmark: _Toc524254884]Conclusion & Summary of Actions for RPF
There are many benefits to an engaged workforce and involving employees in the business of an organisation (Konrad, 2006). This report has considered the structures, models, and approaches that support the development and implementation of an EI programme and ways of working that allow these benefits to be realised for RPF. Utilising approaches that foster Intrinsic motivation (Deci & Ryan, 2000) help RPF to succeed as our teams will invest in and be enthusiastic about our joint future (Seijts & Crim, 2006).
Key Actions:
· [bookmark: _Toc524198207]Adopting SHRM - (Beer, et al., 1984), 
· Talent Lifecycle – Marginal Gains 
· [bookmark: _Toc524198208]Psychological Contracting
· Consult Employees about 6 simple rules approach
· Review appropriateness of supply chain model for Talent Management
· Distributed Leadership
The Harvard HRM model explicitly describes employees as significant stakeholders in the organisation. Input into HR policy, outcomes, organisational goals, and a feedback loop back into stakeholders allow employees to feel involved and have influence in the organisation. Adopting Harvard SHRM model allows RPF to place this in the psychological contract throughout the Talent Lifecycle in an explicit way which meets hierarchical needs as described by both Maslow (1943) and Hertzberg (1964). 
This approach is congruent with subsequent research into EE & EI programmes which allow employees to feel engaged through connectivity, clarity, contributions, control, and collaboration (Seijts & Crim, 2006) and to be involved with power, information, knowledge, and benefit from rewards as described by Konrad (2006).
Implementation of this programme should be supported by HR; however the top down impositions of the past are increasingly obsolete and do not meet the self-determining needs of relatedness, autonomy, and mastery that support optimal function and growth in the workforce and for RPF (Deci & Ryan, 2000). Marginal Gains has the potential for good ROI due to the compounding effect, however involvement of the whole team in its applications brings significantly more benefit (Harvard Business Review, 2015). The concluding recommendation of this review is to distribute power and leadership (Spillane, 2005), (CITB, 2018) amongst the RPF workforce and empower the key stakeholders to shape the future of the organisation and feel a sense of control over their own. 


[bookmark: _Toc524254885]Appendices
Decision Continuum: Tannenbaum and Schmidt, 1973
	Description
	“Tell/Instruct”
	“Sell”
	“Consult”
	“Join”
	“Delegate”

	Decision owner
	Manager
	Manager
	Manager
	Shared
	Employee

	Example
	From Monday I would like us to change the configuration used to save patient clinic letters. Please use the following configuration in all of your work going forwards, thank you.
	The new document management system is implemented on Monday which will make it easier to archive and find patient clinic letters if we use a new configuration. This will save you time and make life a bit easier.
	We are looking at a new system for saving and retrieving patient clinic letters. Please can you consider the 2 options presented and let me know by Monday your preference.
	We are looking at a new system for saving and retrieving patient clinic letters. Please can you join me to consider the options for this programme.
	The current system for clinic letter archive is problematic, please can you work together to come up with a solution that utilises the new document management system. Hopefully to be in place this week


[bookmark: _Toc524178827][bookmark: _Toc524252776]Figure 6 - Decision Continuum: Tannenbaum and Schmidt, 1973


Managing Complexity: 6 Simple Rules (Morieux & Tollman, 2014)
	1. Understand what your people do
	Trace performance back to behaviours and how they influence overall results. Understand the context of goals, resources, and constraints. Determine how an organization’s elements shape goals, resources, and constraints.

	2. Reinforce integrators
	Identify integrators—where people are doing the hard work of cooperating. Integrators bring others together and drive processes. Give integrators power and interest to foster cooperation for dealing with complexity. Remove managerial layers that don’t add value.

	3. Increase the total quantity of power
	Empower new roles in the organization to make decisions without taking power away from others. Regularly enrich power bases to ensure agility, flexibility, and the ability to adapt.

	4. Increase reciprocity
	Set clear objectives that stimulate mutual interest to cooperate. Make each person’s success dependent on the success of others. Eliminate monopolies, reduce resources, and create new networks of interaction.

	5. Extend the shadow of the future
	Have people experience the consequences that result from their behaviour and decisions. Tighten feedback loops. Shorten the duration of projects. Enable people to see how their success is aided by contributing to the success of others.

	6. Reward those who cooperate
	Increase the payoff for all when they cooperate in a beneficial way. Establish penalties for those who fail to cooperate.


[bookmark: _Toc524178831][bookmark: _Toc524252777]Figure 7 - adapted from 6 Simple Rules (Morieux & Tollman, 2014)
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