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Section 1
Question 1. 
Blog Post : HR’s role in a pandemic crisis: What can we learn from COVID-19 
I would argue that HR’s role during the pandemic was pivotal in supporting organisations through the crisis. This was very much felt working for an NHS Health Board, employing over 12,000 staff over 3 different counties during this period of uncertainty (HDUHB, 2021). It is also important to reflect on how the CIPD profession map supported me through this time. The CIPD professional standards outlines,  how members should focus and contribute to the professional values, which include being principles-led, evidence-based, and outcomes-driven (CIPD, 2021a).  
According to David Collings (2021),  HR has to support organisations to move through the crisis and that working in ‘paradoxes’ are the new normal.  How to manage tensions between workers' wellbeing and health‐related concerns and sustainable performance? Or as Ulrich (2020) states; How do we construct new futures whilst learning from our past experiences? This is also evidenced in the article Leading into the Post-Covid Recovery, (Wedell-Wedellsborg, 2020)where they state the paradox of working with clarity despite being in a crisis.
Gibb’s reflective cycle (Ashby C, 2006) is useful in reflecting on how the professional standards helped me deliver during a crisis.
What happened?
Change: Big changes and the most intrinsic part of this was understanding how to both enable and manage change in a new world of paradoxes. At the beginning of the crisis, there was a move from traditional methods such as face-to-face educational events for managers. This meant that I had to plan and adapt training, such as absence management, to be delivered online, elements of creating this change included looking at resources such as MS Teams and reviewing outcomes which included evaluating the impact of online events. 
Learning and Development: The move towards online resources also included utilising elements of learning and development. It was paramount during the pandemic that managers maintain the skills they needed, such as effectively managing absence.
People Analytics: During the pandemic elements such as people analytics were vital in ensuring adequate decision making within the organisation. I was involved in reviewing sickness statistics to see where the highest levels and gaps were, this also included highlighting an increase from 28% of our absence being related to mental health conditions at the beginning of the pandemic up to 33% (HDUHB Internal Business Intelligence Figures, 20/ 21) towards the end of the second lockdown. 
Feelings 
My initial feelings in response to the situations in the pandemic have also been reflected in the article, Leading into the Post-Covid Recovery (Wedell-Wedellsborg, 2020). I enjoyed the challenge that supporting these areas created during the pandemic. However, it was important to take stock of these feelings and ensure that my wellbeing was taken into consideration. 
Evaluation 
In the CIPD, professional standards (2021a) mentions that with regards to Learning and Development, HR professionals need to ensure that employees have the necessary skills and knowledge to achieve ambitions. I feel that this requirement was met during the pandemic, however, if I were to improve my HR service delivery in this aspect, I would utilise different types of technology to enhance my online training. At the time during the pandemic, we had to work quickly with the technology we had, such as MS Teams. 
Analysis 
In terms of analysis, these factors have been important in delivering an effective HR service in the organisation. The professional standards are important for several different reasons including, (Collings et al, 2021) which suggests that HRM is at the forefront of the ‘people’ response to covid -19 and crisis management. The input stated above will be likely to support and impact organisational sustainability for some time to come. 
Conclusions and Action plan 
Concerning the CIPD profession map (CIPD, 2021a), I believe that the standards have supported me in understanding the best behaviours and knowledge, in this case, adaptability to change, supporting the L&D function and people analytics to develop in my HR service. Although there is some room for development, I feel that during my service delivery I supported leadership and employees with a range of influences creating long-term value for the organisation. My long-term actions would be to reflect on the profession map further and take time to assess and reflect on the information that is available to me when considering changes. 

Section 1 
Question 2. 
When considering the critical analysis of leadership approaches best suited to leading in the context of the pandemic several  approaches could be considered best suited. In a paper published in the BMJ (Ahern. S, Loh. E, 2021) they suggest that trust in leadership is vital in times of uncertainty and crisis. They highlight approaches such as situational leadership, transformational leadership and servant leadership as those with the highest relationship-focused approaches. 
The situational approach, developed by Hersey and Blanchard (Raza, S. A. and Sikandar, A. , 2018), is based on the requirements of different situations in organisations needing different attitudes to leadership. It suggests that leadership should be from both supportive and directive aspects and that these methods should be applied when it is appropriate (Northouse, 2018). It requires leaders to match their style to the competencies of the employees in the organisation. This need is also referenced in the case study article, as the crisis evolves, your leadership approach needs to change. 
Benefits of this approach include the adaptability that is needed in times of crisis. The approach is also straightforward to understand and can be used in differing scenarios. However, there are some studies such as those conducted by Vecchio (1987) that disprove the theory and its effectiveness, this is also in agreement with the perception that there are few research studies that prove the approach (Northouse, 2018). 
This can be contrasted with transformational leadership which is focused on values, long-term goals, emotional needs,  ethical practice and standards. Transformation leadership states that obtaining a high level of influence will be beneficial in helping employees reach better levels of performance (Northouse, 2018). This form of leadership is focused on developing performance and achieving high potential (Kouzes, J. M. and Posner B.Z, 2002). In the article, it states A central lesson of why this happened was that the crisis revealed hidden talents and unseen qualities. Transformational leaders would be concerned with expressing these talents to their full potential. 
Examples of Transformational leaders include Reed Hastings (Netflix) (Harvard Business Review, 2017) . The organisation gives employees unlimited holiday leave and in return, they must evidence a focus on delivery and performance. This creates a culture of autonomy and trust and allows employees to be creative and develop to their fullest potential. However, criticism of this theory suggests that transformational leadership could be used in a potentially negative way if this approach is directed towards changing values, are the values of the leader aligned with the organisational values and are they the appropriate ones? (Northouse, 2018). This contrasts with servant leadership, which concerns itself with the person-centered qualities of a leader. Servant  leaders should have be influential vision and of support to their followers (Boone, L.W , 2018). 
An example of servant leadership is shown through Howard Schultz, Starbucks CEO (Forbes, 2018a). There is a heavy emphasis on the employee and staff are known as partners the orgnaisation is also  involved in several diversity programmes, for example, they have a goal to employ veterans and refugees. One fundamental point that unites all these theories is the focus that leaders are only able to shape organisations through their ability to support and impact change in those who follow them (Rees.G, and French. R, 2016). In a turbulent world, an emphasis on trust and relationships is always important to consider.
Section 1 
Question 3. 
When considering the statement “While the formal structure may be unchanged, the informal structure has been disrupted under the surface and needs to be realigned or rethought.” It Is important to review the formal and informal structures in HDUHB, and take into consideration the definition and differences in informal and formal organisational behaviour. 
For example; the ‘organisational ice berg’ (Mullins, L, & McLean, JE , 2019) should be taken into account. This definition of organisational structures considers formal and behavioural (informal) aspects. The ‘iceberg’ analogy suggests that the formal structures are at the top of the iceberg whereas the informal structures are below the surface.  These are shown in Figure 1, below;
Figure 1: Organisational Behaviour 
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In addition to this theory the CIPD Research Report, Leadership: Easier Said than Done (2014) raised points relating to the informal and formal structures that can help or hinder leadership in an organisation. 
Strict hierarchies and levels of Bureaucracy 
These formal structures within the organisation such as several layers of management which lead to high levels of bureaucracy within the NHS. These formal structures can inhibit collaborative leadership (CIPD, 2014). However, changes during the pandemic to informal team communication structures, such as the use of MS Teams and a breakdown in some areas of hierarchy, as referenced in the staff experience report (Hywel Dda University Healthboard, 2021) , have been beneficial in supporting people management and deployment during Covid-19. It is important to consider that in an environment that is VUCA; Volatile, Uncertain, Complex and Ambiguous (VUCA World, 2022), organisations need to work to reduce traditional communication and drive autonomy over strict hierarchy (Forbes, 2018b) . 
Organisational goals being set in short-term focus
During the pandemic organisational goals initially had to be in a reactive state, however, conversely and in disagreement with the statement in the question, that ‘formal structures remain unchanged’, formal structures within HDUHB did change. Rules were relaxed in terms of recruitment and on-boarding to allow for an increase in staff. In addition to this NHS, facilities were created where they wouldn’t have been previously, for example, the introduction of field hospitals (Welsh Government, 2020). These changes have had implications on the long-term goals of the organisation, despite being made with a short-term focus they had both benefits and limitations. Quick recruitment practices were beneficial in the initial stages, but recruitment was predominantly made for casual and temporary staff, which impacted people management in positive ways such as an increase in support but complexities around managing a temporary, new workforce. A recent study in the BMJ (Byrne, J.-P. et al. , 2021), found that increased levels of medical staffing during the pandemic improved the experience of junior hospital doctors. However, it does raise issues over longer-term workforce planning if temporary staff are not made permanent. 
 Individualistic working and an Us and Others Mentality 
During the pandemic, informal communication patterns improved, in HDUHB and with an improvement with formal structures such as technology, for example, the introduction of MS Teams. This, in turn, has supported the management of people in the organisation. The employee engagement report (HDUHB, 2021) suggested that belonging in teams improved and this moved away from us and them mentality and to a more collaborative way of working. 
In the circumstances listed above, HR supported people management (CIPD, 2021f) by;
· Supporting the wellbeing of employees, by encouraging managers to signpost to newly introduced wellbeing programmes 
· Where remote services were used providing information and guidance for leaders on how to support staff remotely. Ensuring breaks were taken. 
· Helping to enable quick but legally robust recruitment of new starters into the service, helping leaders to manage these new staff and maintain engagement. 





Section 1
Question 4. b) 
When reviewing the statement ‘’Looking at the numbers, our business has been set back years. But culturally, we have been catapulted ahead to a future we could not have imagined, and strategically, our transformation has gained a momentum we could never have created on our own.”, Rolfe et al’s (2001) model of reflection can be used to critically reflect on how the crisis has impacted culture and strategy in HDUHB. It is also important to consider the definition is of organisational culture, the most commonly accepted theory is that culture is made up of values, assumptions, social norms and employee attitudes that impact how staff behave (Chin-Loy, C. & Mujtaba, B. G. , 2007).
With regards to the statement in the question, the  ‘catapulted ahead to a future we could not have imagined’ , one of the prominent features of how the organisation responded during the pandemic. Previously technology such as MS Teams was not available, but it was quickly mobilised after the announcement of the first lockdown in March 2020. The HDUHB staff experience report, (2021)  commended the organisation for its implementation of new technology and allowed for better virtual connectivity during the pandemic. 
This changed some of the organisational norms, from a culture of working in offices, to a more flexible, agile working one. This changed some of the organisational strategic goals to include supporting the wellbeing of staff working from home, with the introduction of a Homeworking Policy and greater emphasis on strengthening the use of online learning platforms to deliver organisational learning. 
In terms of the theoretical element of Rolfe et al’s (2001)model, what could have been done to improve this and what did the organisation learn. Although, there were largely positive benefits to the introduction of new technology and the feeling of improved communication in some areas of the organisation. The staff experience report, (2021) suggested some staff required more clarity and guidance from senior leadership and when some communication was given over the staff intranet and social media it was not always available to be accessed by staff. For example, some staff are in clinical roles and did not always have access to a computer during a shift. 
Looking to the future, in terms of what could be done to make things better, according to the BMJ (Ahern. S, Loh. E, 2021) the better the coordination and communication from leadership the more resilient organisations can become during the crisis. Creating a collaborative, high trust culture in healthcare is paramount in delivering organisational strategy. Staff disengagement during the pandemic had a high impact on wellbeing and employees felt that having a culture of appreciation and value with visible and connected leadership was vital. In terms of strategic goals for the future, there has been an acknowledgment that strengthening leadership capabilities in terms of introducing the new Leadership Framework (Leadership Academy, 2022) that supports Leadership skills such as communication, 360-degree reviews and collaborative working. 
Section 2 
Question 2.1 a. 
It can be stated that precarity is quickly becoming a major concern for organisations. terms of the definition of precarity, The Oxford English Dictionary defines precarious as being vulnerable to the decision of others a chance of circumstances and certainty and liability to fail in risky hazardous insecure unstable environments. A model the evidence says this definition of precarity is that of VUCA (VUCA World, 2022) which can be seen below in Figure 2.

Figure 2 VUCA 
	Volatility 
	
Constantly changing environments 

	Uncertainty 
	Unable to plan future events 

	Complexity 
	Multi-layered factors that can impact leadership direction 

	Ambiguity 
	Contradicting and paradoxical needs are placed on businesses. 



There are also types of precarious work, such as zero-hours contracts, or the temporary work offered to casual staff in the HDUHB during the pandemic. A study conducted by  (Ravalier et al, 2019) found that carers on zero-hours contracts struggled to maintain adequate work-life balance, had poor pay and a lack of peer support. This, in turn, can impact employee motivation, according to (Latham, G. P. , 2012)needs are the starting points of motivation, Maslow’s hierarchy of needs (Mcleod, 2020) can be utilised in this case. Figure 3;
Figure 3: Maslow’s Hierarchy of Needs 


According to (Collings et al, 2021), the pandemic placed additional pressures on leadership due to the human impact factor which resulted in additional stress is for employees. Other scenarios which surrounded the precarious nature of the pandemic were the actions taken by leaders which can impact engagement. For example, in the pandemic despite being in a precarious situation, Microsoft continue to pay over 4,000 0f their hourly employees a regular wages despite a reduction in  work (Business Insider, 2020). Therefore, supporting some of the needs outlined in support of employee motivation. These actions can positively or conversely impact trust in leadership which is vital when leading during a pandemic.
The CIPD (CIPD, 2021g) states that employee engagement is determined by several different factors which include leadership and management and leadership should have a clear alignment to strategy and the organisational values are reflected in culture. Leaders must ensure but they maintain positive employee engagement by building trusting relationships with employees. 
In times of precarity, it is important to acknowledge the PESTLE (Political, Economic, Sociological, Technological, Legal and Environmental) (CIPD, 2021h) external factors that can impact leadership, for example, changes due to Covid-19 restrictions and reactive Government strategies, for example, Booster programmes as a reaction to rising cases, can impact how leaders of organisations support employee engagement. This also needs to be balanced with the internal factors of the organisation, such as in a SWOT (strengths and weaknesses weighed up against opportunities and threats) (Engage365 , 2022) analysis to establish the internal strengths and weaknesses of the organisation. These internal factors could include finance or funding and staffing levels which can impact motivation and leadership. According to People Management magazine (Crabtree, 2020), it's important to acknowledge the differences in how HRM and Leaders need to respond to the precarity of the pandemic, for example, smaller private sector organisations may have to face challenges in terms of resource and may have to make redundancies, whereas larger organisations may now be reviewing how they return employees to the workplace.
However, it is important to consider that precarity in organisations isn’t new and that situations such as the 2009 global financial crisis, also created turbulence for organisations. In disagreement with the statement that it is quickly becoming a major concern, arguments would suggest that precarity is always here and that organisations will always be leading and reviewing ways to support engagement in VUCA environments. 

Section 2 
Question 2.2 b.
It can be suggested that HRM and HRD play an intrinsic role in supporting freedom and responsibility within organisational culture, it is long established that cultures with strict hierarchy and micromanagement can have an impact on positive cultures within organisations (CIPD, 2014). 
In the HDUHB employee experience report (Hywel Dda University Healthboard, 2021), one of the recommendations was to enable staff to be in the ‘driving seat’ as the organisation moves into a post-pandemic world. Netflix uses their ‘culture deck’ (Netflix, 2020)to outline their organisational values when this comes to autonomy and freedom and in organisations HRM and HRD can adopt an approach similar to Netflix by utilising the below professional standards (CIPD, 2021a); 
· Using evidence-based outcomes  
In a study on healthcare leadership during the pandemic, (Andrés Salas-Vallina, 2020) were leaders in certain areas promoted trust autonomy and decision making, physician outcomes were better. HRM and HRD can use factors like this to influence decision making especially in areas of healthcare, such as HDUHB. As outlined in the CIPD’s report on Leadership (CIPD, 2014), not adopting an autonomous culture can be destructive in how leadership works in organisations. 
· By using business acumen 
By reiterating the value in terms of cost and retention to organisations, HR and HRD can create a compelling case for freedom and responsibility. Organisations that don’t have a culture of freedom and that have high levels of surveillance of employees can risk losing staff or having low staff motivation (The Guardian , 2020). This may prove costly for organisations and HRM and HRD have a large part to play in evidencing these costs to leadership within organisations. 
Other methods to HR and use to encourage freedom and responsibility are:
· Supporting Flexible Working 
· Moving towards support to different forms of working, such as remote working where staff performance is reviewed based on output rather than time spent in the office





Section 2
Question 2.3 b. 
With regards to the impact of HR’s role in supporting ethics and sustainability in the face of automation, it is important to first define what automation is. In the most basic terms, automation can include any technology that is utilised to help streamline or reduce the need for human involvement. This can include a company-wide digital messaging system to AI chatbots. (IBM, 2022)
From this perspective, it is important to take into consideration the CIPD’s ethical values (CIPD, 2021b) as part of the core behaviours of the profession map.  The ethical practice has its roots in transparency, values and awareness of the impact decisions make on individuals. HR has a vital role in this by offering different perspectives and challenging decisions. 
According to Northhouse (2018), ethics is concerned with the kinds of values and morals that we find socially acceptable. 
With regards to automation, despite being a useful tool in streamlining services and work productivity, certain risks need to be acknowledged by HR to help support organisations and reduce these risks. Risks can include;
· focusing on technological improvements rather than supporting positive leadership
· risks to individuals in terms of job change and potential job loss 
· the impact of surveillance and monitoring which may increase risks to employee well-being (CIPD, 2021c).
· Risks to data security and potential breaches of the GDPR (ICO, 2021)  
Where HR can implement the highest level of support is by coaching leaders to consider the ethical impact in terms of well-being. In the age of automation, areas such as manufacturing could experience job losses of 20 million in the next 10 years (BBC, 2019) when new technologies are introduced. In HDUHB, the introduction of Microsoft Office 365, replaced some of the previous communication methods by introducing Microsoft Forms, removing the need for paper-based forms collection and introducing instant messaging via MS Teams. 
In these circumstances, HR must encourage leaders to consider the impact that the introduction of automation may have on individuals’ wellbeing. In the cases of remote working and working from home, over surveillance via online systems can be destructive to health (The Guardian , 2020), especially in circumstances when productivity can be monitored virtually. HR must raise concerns about the impact that this may have on employees in terms of encouraging work-life balance and reducing presenteeism (CIPD, 2021e). 
In terms of organisational sustainability for the future, it is important that HR functions coach leadership to look at the long-term goals of the organisation. Investing in continuous learning for employees to reduce anxieties from staff relating to job losses (CIPD, 2021c) and making considerations regarding consulting with staff regarding the implementation of new technologies. 
The pressures on organisations to act ethically and sustainably will only continue as time moves forward and HR can play a pivotal role in supporting this. 

Section 2 
2.4 a. 
When taking into consideration Lewin's Model of Change, it is important to assess both the positives and the potential criticisms of the theory. 
Lewin’s model (Hussain et al, 2018)is broken down into three sections that look at the process of managing change;  
· Unfreezing – amending the present level 
· Changing/ Moving – moving to the new level
· Re-freezing – Creating stability after the change. 
Lewin's model of change has been used in several nursing and medical environments as a way of activating change in organisations and certain journal publications (Bowers, 2011) and (Manchester, J. et al. , 2014) both authors discuss the benefits of the change model. There are also schools of thought that it is a beneficial method that is born from Lewin’s desire for social change and action research (Burnes, 2020).  However, there are suggestions that Lewin’s model is too simplistic and lacks dimension (Bartunek J. & Woodman R., 2014). There is also the suggestion that organisations do not standstill in the face of changing internal and external environments. 
It is important to contrast Lewin’s theory with other change management theories available that may be more suitable in an age of rapid change and a VUCA environment. In the below figure, there is an illustration  of the Change Kaleidoscope 

Figure 4: The Change Kaleidoscope (Balogun & Hope, 2004)  
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The above model could be considered more favourable to the use of Lewin’s model due to its ability to look at complexities within the change management systems. The Change Kaleidoscope allows for a review of organisational context, how the change will be implemented and preferences to change (Hughes, M. , 2016).  It is important to consider when critically analysing both models of change that in a VUCA world adaptability to change is that external and internal factors will impact the implementation of any change management model. 
Factors such as; 
· Issues within the organisation such as lack of project management and poor use of communication 
· Internal resistance to change from employees (CIPD, 2021d)
In the context of these factors, it is important to acknowledge that other factors outside of the change models and how they are delivered will be the most effective in how change is delivered within organisations. In summary, although there are limitations to Lewin’s model and it does have a simplistic approach, it has been used in successful organisational changes, however, it does lack some of the complexity of the Change Kaleidoscope which evidences a multitude of factors that can support organisational change. 
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