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1. Abstract 

This report critically analyses the influence of business transformation, digital technology 

trends and agile working on human resource management (HRM) at Transport for London 

(TfL). As a large complex public sector organisation, TfL is continually evolving in response 

to financial constraints, service modernisation and growing reliance on technology. The 

operational efficiency of modern public organisations or a better service delivery is at the 

core of these changes. However, this has resulted in the rise in employee grievances. 

Informed by contemporary literature on HRM (human resource management) and 

organisational development, the report explores how pressures of transformation, 

digitalisation, and flexible working models are changing work design, performance 

management and employee relations.  

The study goes on to examine the influence of HRM practices such as Organisation 

Development, Digital HRM and Learning and Development to mitigate resistance and 

support managerial implementation and employee wellbeing. In the final section of the 

report, HR recommendations backed by evidence are outlined to allow departmental 

managers to embed these practices as soon as possible to achieve sustainability of 

performance at TfL. 

 

2. Introduction 

Transport for London (TfL) is a sizeable public-sector entity that operates under a continuing 

context of financial pressure, service modernisation and workforce change. Over the past 

years, business transformation initiatives that have been driven by technological change 

digital and the spread of flexible working have fundamentally reshaped how work is 

organised and managed across the organisation (BBC, 2021). Though these changes are 

designed to enhance efficiency and delivery, researchers warn that change can exacerbate 

staff discontent and grievances in the workplace if not carefully managed (CIPD, 2020). 

The report analyses TfL’s specific circumstances in relation to business transformation, 

technology trends and flexible working arrangements. Additionally, it reviews latest HRM 

practices to overcome these challenges and examines how managerial heads may get them 

implemented effectively and on time. The analysis draws from relevant HRM and 

organisational development literature and is focused on the sustaining of employee 

wellbeing and organisational performance. 
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3. Question 1 Explanation 

3.1 Business Transformation at TfL 

The business transformation at Transport for London (TfL) has mainly been caused by 

chronic financial instability, political oversight, and the need to modernise services without 

losing public accountability. According to a BBC article published in 2021, following the 

removal of a long-term government funding deal, TfL has adopted successive rounds of 

cost-reduction and restructuring programmes to reassure organisational sustainability. 

There have been resizing of workforce, consolidation of roles, changes in managerial 

accountabilities and more through these measures. They have also impacted the job 

security and workload of employees. 

Studies on public-sector transformation show that change with efficiency as a major aim 

often puts more burden on employees if financial considerations override people-centric 

considerations (Kickert, 2017). Within TfL, the significant changes have meant employees 

have often taken on different or extra responsibilities as they adapt to new organisational 

priorities and has increased the perception that their work is now intensifying. Moreover, 

regular reorganizations may undermine psychological contracts, especially where 

employees feel their opinions are not sought or their job security is uncertain (CIPD, 2020). 

Working in a highly unionised organisation like TfL creates favourable conditions for 

employee unhappiness, and formal grievances, especially when transformation is regarded 

as continuous rather than episodic. 

3.2  Digital Technology Trends at TfL 

TfL is using digital technology progressively, transforming more and more operational 

processes and ways of working. In an effort to improve the efficiency, safety and reliability of 

services, TfL has extended the use of automated signalling and smart ticketing systems (TfL, 

2022). While these technologies help to achieve strategic objectives, they also change the 

job roles and performance expectations at the operational, technical and managerial levels. 

Research has shown that digitalisation often leads to an increase in the level of 

standardisation and monitoring of work. When this happens, employees will be less 

autonomous, or less empowered, to carry out their jobs. (Meijerink et al., 2021). Inside TfL, 

data performance systems raise perceptions of surveillance, especially among frontline staff 

and those in control rooms. Moreover, digital transformation has increased demand for such 

advanced technical and analytical skills that employees will need to reskill while maintaining 

service continuity a pressure. Studies in the public sector show that when the development 
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of digital capabilities lags behind the adoption of technology, employees experience anxiety, 

resistance, and a loss of confidence in relation to organizational change (OECD, 2019). 

These factors create challenges for TfL’s workforce by broadening capabilities gap and 

enhancing feeling of exclusion among staff who feel unsupported in the course of the digital 

transition (Bondarouk et al., 2017). 

3.3 Flexible Working Arrangements 

Flexible arrangements at TfL started gaining in importance due to the onset of COVID-19. 

Many corporate and professional roles now have hybrid working, especially after COVID-19 

but because of safety, regulatory and service delivery requirements, operational and front 

line roles are still largely site-based (TfL, 2022). The varied use of flexible working, which 

mirrors the operational realities of a transport organisation, has also caused tensions among 

the workforce. 

Studies show that working flexibly can improve wellbeing and work-life balance. Moreover, 

when employees cannot access flexible working, they believe it is unfair and unequal 

(Felstead and Reuschke, 2020). TfL staff in operational roles may think flexibility policies are 

favouring office-based ones, particularly when organisational comms reference wellbeing 

without reference to role constraints. Such perceptions highly matter in unionised context 

given the criticality of fairness and consistency to employee relations (Eurofound, 2020). 

 

4. Question 2. Evaluation of Contemporary HR Practices at Transport for London 

4.1 HR Practices Addressing Business Transformation 

An important HR response to business transformation at TfL is using OD and change 

management to help people through continual reorganisation and cost-driven reform. 

Changes to the public-sector structure works better when change frameworks are 

established. Moreover, these frameworks specifically prioritize people, leaders, and 

communication (Kotter, 2018; CIPD, 2020). Inside TfL, OD practices such as leadership 

development programmes, employee consultation forums, and structured change 

communication intend to reduce resistance and maintain employee engagement in times of 

uncertainty. 

Nonetheless, the credibility as well as consistency of these practices matter a lot. According 

to research, when the change is seen as a financial phenomenon, one runs the risk of 

seeing OD initiatives as merely symbolic (Kickert, 2017). Frequent change cycles at TfL may 

reduce trust in messages around change and curtail impact of engagement activities. OD 
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Practices are fine in principle, but they will not work effectively unless HR is recognized as a 

strategic partner who has enough power over decisions about transformation and not as a 

reactive support function. (Ulrich et al, 2021). 

4.2 HR Practices Addressing Digital Technology Trends 

In order to cope with the workforce consequences of digital transformation, TfL has made 

use of a wide range of digital HRM practices, such as e-learning, digital performance 

management and HR analytics to support workforce planning (Bondarouk et al., 2017). 

Contemporary research indicates that digital HRM may enhance efficiency and enable 

access to real-time information about the skills and performance of employees in big and 

complex organizations (Marler and Boudreau, 2017). 

However, there is evidence that digital HRM can increase employee apprehensions when 

implemented without adequate ethical governance and capability support. Evidence 

indicates that systems aimed at monitoring performance that make use of data provide a 

feeling of surveillance and lessen autonomy in employees. To this effect, TfL’s digital HR 

practices need to be backed up with investments in developing digital skills as well as 

transparency in who uses the data, and for what. Unless intervened the technological 

change of digital HRM is likely to foster mistrust and grievance behaviour rather than to 

improve (OECD, 2019). 

4.3 HR Practices Addressing Flexible Working Arrangements 

TfL predominantly tackles flexible working challenges through HR practices rooted in policy, 

such as hybrid working frameworks, a flexible working policy, and guidance for managers on 

role eligibility. According to research, by applying flexibility policies in a formalised manner, 

consistency can be improved and perceptions of managerial bias can be mitigated (CIPD, 

2021). It is important for TfL to draw a clear distinction between roles that are operationally 

feasible and those that are not in order to maintain legitimacy and fairness. 

Nonetheless, recent research warns against relying solely on policy. To have a successful 

flexible approach to working, the manager will require capability development- specifically, 

managing performance, inclusion and wellbeing in hybrid teams (McCarthy et al., 2021). The 

inconsistency by managers of flexibility policies at TfL could be hindering their effectiveness, 

especially given the unionised nature of the underground labour market as it raises equity 

issues. Also, according to the evidence, when not managed intentionally, flexible working 

can increase work blurring the boundaries and dilute its positive impact on wellbeing (Chung 

et al., 2021). 
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5. Question 3 Critical Evaluation of the Role of Departmental Managers in Ensuring Urgent 

Implementation of HR Practices at TfL 

5.1 Line Managers as Strategic Implementers 

The lead organisation for transport in London, transport for London (TfL), employs 

departmental managers to turn HR policies into practice. Although the HR function designs 

various systems such as organizational, digital HR, and flexible working, it is the line 

managers who create the employee experience of all these. Studies show that it is 

managers who mostly connect HR strategy and outcomes (of workers). This is true 

especially in big public-sector organisations where it is impossible to control everything from 

the centre (Purcell and Hutchinson, 2007; CIPD, 2020). As a result, the speed at which HR 

practices are carried out in TfL is largely determined by managers’ ability, credibility, and 

autonomy. 

 

5.2 Urgent Implementation During Business Transformation. 

Due to TfL's ongoing business transformation, managers must move quickly to stabilise 

teams and maintain continuity of service. Kotter (2018) asserts that effective change 

leadership relies on the ability to communicate clearly, be visibly committed, and manage 

uncertainty. Department managers at TfL need to speak openly to their staff about any 

reshuffles, changes to their role and what behaviours and performance are expected. 

Various employees may see HR as not beneficial, and instead think that pay negotiations 

are just a financially motivated action. (Kickert, 2017) In this scenario, urgency  does not 

refer to speed in and of itself, but to the credibility with which managers transmit and execute 

change. 

 

5.3 Managing Digital and Flexible Working Practices. 

The demands on TfL managers are exacerbated by the digital transformation and flexible 

working. Managers should ensure ethical use of the digital performance systems and that 

employees trust its implementation. Research indicates that employees accept manager use 

of data for HRM when the manager’s focus is on development and fairness rather than on 

surveillance (Meijerink et al., 2021). Simultaneously, they should consistently apply flexible 

working policies across the teams while considering operational constraints and equity 

issues. According to the CIPD (2021), perceived unfairness and dissatisfaction in hybrid 

environments is a result of inconsistent managerial discretion. 
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5.4 Constraints, Risks and Critical Limitations. 

Despite being a significant public sector organisation, structural constraints limit 

departmental managers at TfL.  Managers in the public sector are restricted in their 

discretion, due to the government’s union agreements, resource shortages, and political 

oversight (OECD, 2019). Furthermore, research shows that many managers do not receive 

sufficient training in digital literacy, hybrid team management and conflict resolution, which 

curtails their ability to implement HR practices effectively under pressure (Marler and 

Boudreau, 2017). Without ongoing organisational support, expecting managers to implement 

human resources urgently risks overloading them and undermines the effectiveness of 

policy. 

6. Recommendations 

(a)Make HR work efficiently through urgent and consistent implementation of change 

architecture, digital ethics and hybrid team management training. Enhance Managerial 

Capacity 

(b)The incorporation of consultation mechanisms in processes like Restructuring and Digital 

transformation enhances transparency and employee voice. 

(c)In order to lessen perceptions of equity, particularly between operational and non-

operational personnel, it must be essential to standardise decisions about flexible working 

according to a clear role. 

Combining the two initiatives will help to ensure the fair application of HR policies, reduce 

employment grievances and enhance workforce resilience at TfL. 

 

7. Conclusion  

The report examined the workforce issues that resulted from these trends and agile working 

in Transport for London (TfL) business transformation. The necessary changes that have 

occurred over time due to strategic reasons have resulted in feelings of job insecurity, 

changes in work design and growing inequalities among employee groups. HRM practices 

are organisational development, digital HRM, flexible working systems. All of these are 

appropriate modern HRM practices, but at TfL they are limited by financial constraint, 

operational complexity and variable management capability. The report shows that 

departmental management is key to the urgent implementation of HR policy. 
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If the leadership is not credible then, the ethical use of digital systems and the consistent 

application of flexible working systems, HRM is likely to multiply the employee grievance 

rather than supporting sustainable organisational performance. 

  



9 | P a g e  
 

References 

BBC (2021) TfL faces long-term funding uncertainty after government bailout. BBC News. 

Available at: https://www.bbc.co.uk/news (Accessed: 5 December 2025). 

Bondarouk, T., Parry, E. and Furtmueller, E. (2017) ‘Electronic HRM: four decades of 

research on adoption and consequences’, The International Journal of Human Resource 

Management, 28(1), pp. 98–131. 

Chung, H., Seo, H., Forbes, S. and Birkett, H. (2021) ‘Working from home during the 

COVID-19 lockdown: changing preferences and the future of work’, University of Kent 

Working Paper. Available at: https://www.kent.ac.uk (Accessed: 10 December 2025). 

CIPD (2020) People management and development: resilience in times of crisis. London: 

Chartered Institute of Personnel and Development. Available at: https://www.cipd.org 

(Accessed: 4 December 2025). 

CIPD (2021) Hybrid working: lessons learned and future priorities. London: Chartered 

Institute of Personnel and Development. Available at: https://www.cipd.org (Accessed: 6 

December 2025). 

CIPD (2022) Flexible working: organisational policy and practice. London: Chartered Institute 

of Personnel and Development. Available at: https://www.cipd.org (Accessed: 9 December 

2025). 

Eurofound (2020) Living, working and COVID-19. Luxembourg: Publications Office of the 

European Union. Available at: https://www.eurofound.europa.eu (Accessed: 3 December 

2025). 

Felstead, A. and Reuschke, D. (2020) ‘Homeworking in the UK: before and during the 2020 

lockdown’, WISERD Report. Available at: https://wiserd.ac.uk (Accessed: 8 December 

2025). 

Kickert, W. (2017) ‘Public governance in the Netherlands: alternative routes to reform’, 

Public Management Review, 19(4), pp. 537–554. 

Kotter, J.P. (2018) Leading change. 2nd edn. Boston: Harvard Business School Press. 

Marler, J.H. and Boudreau, J.W. (2017) ‘An evidence-based review of HR analytics’, The 

International Journal of Human Resource Management, 28(1), pp. 3–26. 

McCarthy, A., Darcy, C. and Grady, G. (2021) ‘Work-life balance policy and practice: 

understanding line manager attitudes and behaviours’, Human Resource Management 

Review, 31(3), 100733. 

https://www.kent.ac.uk/
https://www.cipd.org/
https://www.cipd.org/
https://www.cipd.org/
https://www.eurofound.europa.eu/
https://wiserd.ac.uk/


10 | P a g e  
 

Meijerink, J., Bondarouk, T. and Lepak, D. (2021) ‘Employees as active consumers of HRM’, 

Human Resource Management Review, 31(2), 100775. 

OECD (2019) Digital government review of the United Kingdom. Paris: OECD Publishing. 

Available at: https://www.oecd.org (Accessed: 2 December 2025). 

OECD (2020) Public employment and management during COVID-19. Paris: OECD 

Publishing. Available at: https://www.oecd.org (Accessed: 7 December 2025). 

OECD (2021) The future of public service leadership. Paris: OECD Publishing. Available at: 

https://www.oecd.org (Accessed: 11 December 2025). 

Purcell, J. and Hutchinson, S. (2007) ‘Front-line managers as agents in the HRM-

performance causal chain’, Human Resource Management Journal, 17(1), pp. 3–20. 

Ulrich, D., Younger, J., Brockbank, W. and Ulrich, M. (2021) HR competencies for the future. 

Alexandria: Society for Human Resource Management. 

Transport for London (TfL) (2022) Annual report and statement of accounts. London: TfL. 

Available at: https://tfl.gov.uk (Accessed: 12 December 2025). 

Transport for London (TfL) (2023) People strategy: supporting our workforce. London: TfL. 

Available at: https://tfl.gov.uk (Accessed: 13 December 2025). 

Van den Broek, D., Boselie, P. and Paauwe, J. (2019) ‘Cooperative innovation through 

public sector HRM’, Public Management Review, 21(5), pp. 671–691. 

West, M., Dawson, J. and Kaur, M. (2017) Making the difference: diversity and inclusion in 

the NHS. London: The King’s Fund. Available at: https://www.kingsfund.org.uk (Accessed: 1 

December 2025). 

Wright, P.M. and Ulrich, M.D. (2017) ‘A road well travelled’, Human Resource Management, 

56(3), pp. 547–563. 

Biron, M. and Boon, C. (2019) ‘Performance management effectiveness’, Human Resource 

Management Review, 29(2), pp. 100–116. 

Harvard Business Review (2020) ‘Why employees resist change’. Available at: 

https://hbr.org (Accessed: 14 December 2025). 

Gov.uk (2021) Flexible working in the public sector. London: UK Government. Available at: 

https://www.gov.uk (Accessed: 5 December 2025). 

Acas (2022) Managing workplace change. London: Acas. Available at: 

https://www.acas.org.uk (Accessed: 6 December 2025). 

https://www.oecd.org/
https://www.oecd.org/
https://www.oecd.org/
https://tfl.gov.uk/
https://tfl.gov.uk/
https://www.kingsfund.org.uk/
https://www.gov.uk/
https://www.acas.org.uk/


11 | P a g e  
 

Chartered Management Institute (CMI) (2021) Management capability in the public sector. 

London: CMI. Available at: https://www.managers.org.uk (Accessed: 9 December 2025). 

ILO (2021) Working from home: from invisibility to decent work. Geneva: International 

Labour Organization. Available at: https://www.ilo.org (Accessed: 10 December 2025). 

 

https://www.managers.org.uk/
https://www.ilo.org/

