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Executive summary


The purpose of this report is to analyze how Artificial Intelligence (AI) technology is having an impact on people management, specifically targeting the banking sector.  By the request of the board from NatWest I was required to weigh the benefits of implementing more AI into their pre made management structure, which is made up of four separate sectors : Recruitment, Learning & Development, Employee Engagement, and Performance Management.  The main department which would receive the majority of changes would be the Recruitment sector, as AI would eliminate the need to interview an extreme number of candidates for one vacancy.  HireVue is the software that will be implemented in order to save the organizations a vast amount of money and resources with absolute minimal ethical risk.  The most significant amount of ethical risk is present when analyzing what AI can do for NatWest’s Performance Management department, as AI would eliminate many employee’s occupations.  AI has the ability to analyze a vast amount of data with minimal effort, and without a doubt would increase the efficiency.  However, automating an entire sector would create many ethical issues for the organization.  Replacing a large number of employees with automation will cause outcry within the media, and would be counterproductive to operations by giving the bank a bad reputation.  
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1. Introduction


[bookmark: _GoBack]This is a report detailing how Artificial Intelligence (AI) is impacting the modern landscape of people management, in relation to the major UK bank NatWest.  This report has been requested to explain how AI can impact the management sector of the dominant national banking firm, and what ethical impacts might accompany these change.  In our ever-changing world technology is constantly innovating, and in order to keep competitive advantage it is extremely beneficial for organizations to adapt.  There are many forms of AI which are available to business, all of which can increase efficiency.  However, there are many ethical risks to some forms of automation as they would make many employee’s jobs redundant.  As aforementioned, this would be counterproductive for NatWest.  As although efficiency would rise, they would be demonized within the media and would have to recover their reputation.  



































2. Main findings 



2.1 Recruitment 


NatWest have recognised that AI can play a crucial role within the recruitment process “A lot of column inches are given to the role of technology in recruitment over the coming years but even with the expected advances in AI, technology can only support, not replace, a great recruiter.” (NatWest, 2018).   However we can see that they do prefer the element of a humanistic touch within their recruitment.  They believe that the technology itself is extremely useful, but it should not supplant a recruiter as they will gain better understanding of each candidate.  “For now, there needs to be a focus on recruiters who can look past the CV to identify and promote the soft skills, like adaptability, networking ability, and business acumen, of candidates so they can keep up with the rate of technological change and workplace cultures.”  


Due to the nature of modern AI there are numerous ways it can be applied within the recruitment process, all of which can be extremely beneficial.  First, there is AI technology which assesses candidates through video interviews (HireVue, 2018), then nominating the perfect people for the job.  This would refine the recruitment process substantially, eliminating hours’ worth of work for recruiters.  Next we have the most commonly used form of AI in recruitment which is questionnaires, this is an extremely basic form of AI which filters candidates depending on their answers to specific questions.  The company will tell the AI what characteristics they’re looking for in a potential employee, and then it will select the applicants which are taken to the next step of the recruitment process.  

Barclays, similar to NatWest, are also not even remotely reliant on AI within their recruitment process.  “Barclays no longer requires you to send a CV and covering letter – instead, it will assess your skills through a series of assessments and face-to-face interviews. The bank thinks that this will allow them to see an applicant’s full potential as well as increase diversity”(Barclays, 2018).  In order for NatWest to gain a competitive advantage within their sector they should seek to innovate their recruitment department with AI, by using technology such as HireVue they will be able to drastically decrease the hours needed for this process.  The pre-set AI will analyse each candidate and deduce which should be taken into the next stage of face to face interviews, saving tremendous amounts of money for the organization.  







2.2 Learning & Development


NatWest have AI implemented within the Learning and development ( L&D ) department of their business, “from day one, you'll have access to on demand e-learning tools, training courses, professional qualifications, mentoring and secondments” (NatWest, 2018).  This is advantageous as an internal AI development system will save the business a significant amount of money, while also enabling them to further educate and provide more skills to their existing staff members.  There are no ethical issues or disadvantages attributed to this form of AI as it is not replacing the jobs of existing employees, it is only simplifying the L&D process and making it more accessible to each member of staff.  Other banks have different approaches to this, such as Barclays.  Barclays have chosen to take a more personal approach to learning and development, and their method requires more interpersonal tasks such as a Buddy Programme.  However they also offer their employees access to online learning materials (Barclays, 2018), I believe that NatWest should construct their model to be more similar to Barclays.  As having more group related L&D activities will encourage development and provide individuals who need more support with plenty of assistance.  Although no significant progress has been made within this sector in relation to AI, it would be in NatWest’s best interest to monitor for any updates or advancements.  Should any improvements be made NatWest will have the chance to trial, and then implement any innovative technology first in order to gain an advantage on competitors.  

























2.3 Employee engagement


Artificial Intelligence is very limited in relation to employee engagement.  AI doesn’t currently understand human emotions and can’t currently comprehend why humans take certain actions, making it difficult to engage with employees.  However AI can communicate with large amounts of people in a short period of time.  Organizations will have questionnaires sent out to employees regularly, asking questions based on employee welfare, work life, and home life among other categories.  The AI will then employee’s answers, picking out negative responses to the questions.  The AI can then alert welfare teams within the organization which can then further investigate the problems.  This, similar to recruiting, allows large companies to filter through the 1000’s of employees efficiently and find the ones which may need some assistance.  Without AI this would take up a vast amount time and resources which the organization would need to spend elsewhere in their operations.  Artificial intelligence doesn’t just collect data, it is also able to group answers and find trends and themes in numerous answers.  This can then help departments such as HR predict multiple upcoming problems within the business, allowing them to be addressed before they become a greater issue.  

One thing AI can’t currently do is offer employees a personalized answer.  It isn’t able to engage with individual employees, making it difficult to give impactful praise or criticism.  This is why there is still a requirement for the Human touch in departments like HR. However, IBM are currently working on a piece of AI, which personalizes an employee’s time at work (Allen Associates, 2018).  Its aim is to give employees new goals while working, and then praise them when they perform well.  The system will also be able to answer intricate questions from the employees, giving them a human like response.  This will improve employee engagement as they will be able to use this software whenever convenient, rather than having to book a meeting and take time out of their day just so talk to another busy employee.

















2.4 Performance management 


Using AI to manage employee performance is non-existent within NatWest, “Working with your line manager, you will agree a development plan which will include the learning you need here and now to do your job, and longer term personal development that will increase your capability and help you to achieve your personal career goals” (NatWest, 2018).  This is the most common form of performance management, due to its effective nature.  As the manager will have the ability to monitor how the employee is advancing in relation to their set goals, which in turn equates to more feedback.  Advancements in AI are being made which could re-engineer the landscape of performance management, companies such as Amazon are intending to incorporate wristbands which will track their employees (NY Times, 2018).  These wristbands will allow Amazon to monitor their employees every move, and nudge them through vibrations if a mistake is made.  However, this has sparked an ethical debate as many see it as a violation of privacy, and unnecessary.  Due to the nature of NatWest as a business technology such as this would be needless and waste company resources, with performance management being an existing responsibility of a Line Manager there is no need for drastic changes to the sufficient systems that are currently in use.  

Competitors like Barclays have specific jobs for Performance Managers, as described by a Barclays manager their responsibilities are to “provide a holistic view of performance across all of our teams and to support our senior leaders to create positive client outcomes.  Part of our role is also to ensure that we adhere to the Performance Framework ensuring that our colleagues have strong business plans and the capability to deliver these” (Barclays, 2018).  With this information NatWest has an opportunity to advance above competitors, as they could replace these types of positions with AI.  Although it is extremely unethical it would be beneficial to the organization, saving time and money.  NatWest should take the Friedman approach, in which he theorizes that businesses are under no obligation or social responsibility towards the majority of general stakeholders, they only have a duty to generate profits for their stockholders.  (Bowie & Werhane, 2004, P. 21)
















3.   Conclusion



To conclude these are key recommendations for each sector :

· NatWest should seek to improve their recruitment sector by implementing interview technology such as HireVue, which would increase the efficiency of the sector as a whole.  An entire refurbish is not needed, as NatWest have previously stated that AI should only be used as a support tool, and the necessary advancements currently exist.
· Currently NatWest’s existing L&D practices are apt, although technology doesn’t play a sizeable role.  No automation currently exists which NatWest could apply to their organization in order to develop or support their current system, and so it is imperative that they are attentive to new innovations within this field.  
· In order to improve this department NatWest should work with IBM in order to ensure that they are at the forefront of their technological advancements in workplace AI, trials for this new software could be held within the organization itself.  
· In order to innovate and change the Performance Management branch, NatWest should seek to rely on AI a greater amount.  This should definitely be the case when there is a need of analysing the performances of numerous local branches, as AI has the ability to process and interpret massive amounts of data efficiently.  This does create ethical issues, however it will be more of a benefit to NatWest in the future when taking resources such as money into account.  


To assist these changes 

In order for these changes to become a reality the HR team would be required to provide mandatory training to a select amount of employees which would be effected by the innovative adjustments.  Recruiters would have to adapt to the new HireVue technology, which is likely to be a welcome change as it decreases their overall work load.  
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