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 Milky Ltd Human Resource Development

Company description

The company is based in South of England but the main warehouse delivery group is in Greater London (this is a imaginary company name and scenario). The company is large considering the employees number 300 because considering OECD.org data the enterprise are classified as small or medium having less than 250 employees and large if there are more than 250 employees (OECD, 2020). Their activity is mostly warehouse and delivery for milk and other milk products. Their distribution area is all the South of England. The indicator is measured as the number of employees in manufacturing, report between employees and managers there is 10:1 that is optimum level considering ideal ratio manager to staff (Weiss, 2018). The activity is split in 3 categories: warehouse and fridges staff, logistic, office and maintenance staff. Expanding the activity in different area as all the counties around Greater London the most representative number is represented by logistic department (orders operators and drivers). Mostly drivers are mostly 95% men and 5% woman considering the work supposing to carry heavy cases and to work almost night shifts. The average age of employees is between 35 to 45 years well fit for long hours and to carry to customer in time heavy staff. Also in the warehouse and maintenance team are almost men. In offices, call center, sale department the percentage is highly favorable for women (60%), but the number of office staff is 10 – 15 % from total employees. 
The company director appointed for the very first time one Human Resource responsible because the employees work motivation and satisfaction is not like years ago and in this way to find one modern approach to make the company more attractive and the work place more dynamic and productive.
The company has an Asian background culture but in the last years, already, started to work for the company many other nationalities and cultural background as they are European, African or other Asian cultural background people.
The employee perception is that the management is distant (authority distance) and the work reward is not at desired level.
The director understood the situation and is asking to the new HR responsible appointed to develop a new HR strategy but  mainly considering the company objectives and organizational culture. The new HR responsible is following all the production process, is collecting all the data necessary to understand the company activity. To understand better all the process he is appointing all the first line managers for a formal meeting having as a mainly scope to know each other and to create a communication cadre for their future collaboration considering recruiting new people, existing employees, job description information, trainings, shift organization and all useful information as a HR responsible needs. This first meeting is just to create the formal cadre and the director is sustained this proposal participating to this meeting being supportive chairman for the new HR responsible. Managers are describing schematic their work area presented their main issues considering employees and the people working in their teams. Is the best moment also to build the communication path between chairman, HR responsible and managers (the closest level for the employee).

1. Introduction by developing change strategy
This business is in the category of food and retail based business as a manager and common employee the character traits are definitory for organizational system. Gary Toenges considers about retail management issues that they are giving Insights of the responsibility for all the employees that is to follow the job description, person to whom employee is responsible, department assignment, area of responsibility, results expected and not the last performance expected (Toenges, 2017). These are the first aspects for the employees status and basic requirements. Considering Michael Armstrong and Angela Baron point of view  about managing performance attributions, the main factors sitting at the base of job engagements are by taking responsibility for job outcomes, achievement of personal goals and objectives (Armstrong and Byron, 2006). 
There is a retail company which is confronted with a low motivational level so the approach to employees is to convince them what the way to success combined with hard work, commitment and sometimes if necessary with sacrifices, all these from employees point of view but also from management level as well (Toenges, 2017).
The HR responsible needs to know and to understand efficiently the “employment law” and legislation (Aylott, 2018) so the employment relationship is bringing the best results sometimes more than salary or other incentives (Aylott, 2018).
The new HR responsible is in fact in the beginning of a new relationships with the company, managers and directors in the way to bring more modern perspectives in the work place.

2. Building a new HR strategy for Milky way Ltd
Considering the company has a traditional and described as “distant” management. Their organizational culture accepted this state of situation but rarely employees are able to say their requirements linked with their work satisfaction or expectation. Elizabeth Aylott is explaining about employee relations, that is needing to be created a balance between employer and employees. This activity is involving at all the levels capacity and desire to accept and to manage the changes as modern and efficient approach. Collin Carnal considers that in the most organizations are massive contradictions between centralization and decentralization, efficiency and effectiveness, professional and management, control and commitment, change and stability (Carnall, 1999). This event of appointing a very first new HR responsible or advisor is complex change in the organizational status affecting in the same time the leadership level and the executive level in the same time. Managing change in organizations, from Carnall point of view, is created in suitable and tested stages. The very first step in this process of change management in organization is to be understood and to be recognized that the change is valuable for all the organization levels and that is feasible in time, changes are requiring systematic effort and enough acceptance to implement logical and desirable changes (Carnall, 1999). 
As Armstrong considers we have number of approaches available, but which to use and how to use is a matter of choice depending on the facts of the situation (Armstrong, 2006). Knowing the situation of the company HR representative is in the front of finding a solution for this challenge.
Considering OECD data  the “regular employees are those who have stable contracts, for whom the enterprise is responsible for payment of taxes and social security contributions, and/or for whom the contractual relationship is subject to national labour legislation” (OECD, 2020), so the legal and financial aspects are included in the equation of building bilateral relation between employee and employer and both reported to legislation and society. 
To build a reliable strategy the communication with all the parties involved is a wisdom level of creating harmony. Whyddett considers that the communication is frequently included in competency description (Whiddett and Hollyforde, 2003). In the way to build a strategy the same author of  “A Practical Guide to Comptencies: How to enhance individual or organizational performance” is to follow 3 basic steps that are data collection, data analysis and drafting of the framework (Whiddett and Hollyforde, 2003). The HR representative is taking action by asking for all available data base about employees as they are qualification, years working for the company, job position all being necessary to understand deeply the functional structure of organization. Data analysis is an explanatory and basic foundation for taking decision process. Drafting the framework is an appropriate result of data gathering and data-analysis technique. So is the HR representant or responsible to develop and to show his statistical, communicational and leadership competency. Having all this competency is taking effort to implement and to convince the organization and their leaders about a valuable change. Considering ONS.GB food stores and non-store retailing were the only sectors to show growth in the monthly volume series in March 2020, with food stores seeing the strongest growth on record, at 10.4% (GOV, 2020) this aspect considering our business we discuss is delivering basic food for population so in the crises moment but also in the normal period of years this industry is vital and key for entire population. So considering statistical data HR can persuade the company leaders to appreciate and to appraise more their workers.
In this social context employees feel their important role in the society and their expectation is decent and fair salary and work condition to be safe and appreciated. Considering Gary Rees and Ray French, 2016  are discussing one important modern approach relative with multinational background companies. The equal opportunities and ethics is considering from G. Rees and R. French, 2016 point of view that are indicated or acceptable to discriminate against dishonest or lazy workers but the discrimination against protected legal categories: gender, ethnic origin or age are illegal and unethical (Rees and French, 2016). From this point of view, for understanding the complex psychological implications of discriminating people,  G. Rees and R. French, 2016 are bringing in discussion a new approach. When the organization escalate more pressure to do things faster and better or cheaper is indicated to create and to improve or to rebuild the existing reward system and company strategies (Rees and French, 2016). Relative with performance expectations and employees motivation is achieving by generating more decentralization and continuous improvement in employer – employees relationships based on long terms perspectives and desirable targets (Rees and French, 2016).
Considering Armstrong point of view about appreciation represents a recognition of individual team member success using the normal dialogue between managers and their team members (Armstrong and Byron, 2006). This process of recognition is bringing satisfaction and progress in the interpersonal and internal team communication. 
The quality of employees is starting early in the recruitment process, as Whiddett considers is asking for real competency in the recruitment process. He  is mentioning that just the HR competency in recruitment may be not enough, so the other 6 essential recruitment aspects are helping to find the most suitable candidate. Considering Whiddett and Hollyforde point of view selection and recruitment are structured in 5 essential steps. Selection criteria is becoming useful because include other assessment criteria. In the second step by attracting new candidates they follow to be included in another sifting process. The successfully candidates are included in third step, where they are assessed. Based or using the assessment results in accordance with established criteria the HR department is exercising their decision making process in choosing the right suitable candidates (fourth step). In the end, the fifth and the sixth steps are designated to create and to offer suitable feedback and to monitor all the selection process (Whiddett and Hollyforde, 2003).
The HR department collaborates and communicates permanent with managers and supervisors, this is the great way because for business success technical knowledge at job description need to be attached to the formal recruitment procedure (references, work history, qualification and all the technical aspects and characteristics necessary to have a new employees.
Recruitment process is one continuous process to attract the real talents the company needs to attract more possible suitable employees, as Widdett considers that the “advertisements should aim to attract better suited applicants while dissuading unsuitable applicants”. 
From modern recruitment perspectives is from G. Rees and R. French, 2016 considerations a complex mix between art and science in this context or system are created methods, communication platforms that are considering in one hand future employees recognized culture and in the other hand settled organizational background culture (Rees and French, 2016).
This argument the HR is able to present in the front of company leadership and to understand the recruitment process importance and complexity.  Considering Milky Way, hypothetic company, that the majority of employees are drivers, forklift operators and handling or pump truck or carriage manipulators their jobs is subject of the Health and Safety legislation, Health and Safety at Work etc. Act 1974 that express clearly “It shall be the duty of every employer to ensure, so far as is reasonably practicable, the health, safety and welfare at work of all his employees” (GOV, 2009) and in the other the employees has their legal duties and responsibilities for the company “to take reasonable care for the health and safety of himself and of other persons who may be affected by his acts or omissions at work; and as regards any duty or requirement imposed on his employer or any other person by or under any of the relevant statutory provisions, to co-operate with him so far as is necessary to enable that duty or requirement to be performed or complied with” (GOV, 2009).
In the other hand drivers are doing a regulated job considering driving legislation, training and experience. Their duty is to respect DVLA norms and traffic rules and also to efficient their delivery job. 
For the forklift operator the company provides internal suitable training recognized by the designated work authority. So the complexity of this work occurs because the work place is based in the company venue or warehouse but also is extended in the public roads (delivery service) and in the  private areas (shops or other company properties).
Recruitment process is obliging the employer to check apart of references, CV, work history but also driving licence to be without penalties points.
The contract is general cadre for the both sides employees and employers there are their rights and the obligations in the same time.
Retention considering CIPD point of view, employer retains its employees and may be measured as the proportion of employees with a specified length of service (typically one year or more) expressed as a percentage of overall workforce numbers (Green, 2019). Even in Milky way LTD company the longest stayed employees are more likely to remain because they are already well trained and their collaboration with the team and customers is more effective and performant.
Employee turnover has a negative impact on an organisation’s performance. The reasons behind staff turnover, employers can devise recruitment and retention initiatives that reduce turnover and increase employee retention (Green, 2019). The stability of team is reflected also in the individual performance. Considering individual retention is a benefit for the team and in the terms of training the company will save time and money instead using them for the new unexperienced team members. The employee and employee relationships are starting early in the recruitment process, so, this moment is defining and consolidate future individual and company perception. Considering Pat Wellington point of view nowadays is created more likely to be used and implemented an online bridge by using modern approach and tools as Google, LinkedIn and job websites designated to keep updated information about candidate and companies (Wellington, 2017).Skype, what’s app or other communication channels are using video conference or individual interviews for recruiting and for training purposes considering existing or future employees. New technology as internet is already developed, that is creating a new and fast modern environments for documents interchange system and also for new communication channels and skills . Also Pat Wellington considers that the companies are using assessment instruments for recruitment on internet at low cost from professional in recruitment providers offering also for new candidates tools for self-evaluation and self-awareness (Wellington, 2017). From these points of view the modern approach in using recruitment can be used at low cost and by maximising the results and reducing the amount of efforts.
HR representative is responsible to create a strategy for the employees reasonable that is offering the perfect cadre to develop themselves at their work place. Armstrong considers that the development process can be axed  for the current job position in the same time enlarging their responsibilities and skills and being rewarded according with this superior level achieved (Armstrong and Byron, 2006).
The recruitment process, especially in the modern approach perspective is connected with future team building process and inter or intra individual and team relationships. Mike Brent and Fiona Elsa Dent are insisting to focus on relation intelligence whom is developed on four aspects  as they are cultural , emotional, social and political.
The diagram is presenting next level for the relational intelligence whom is situated at the intersection point of these four “lenses” or human life aspects (Brent and Fiona Elsa Dent, 2014).
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Figure 1. The four aspects of relational intelligence (Brent and Fiona Elsa Dent, 2014)
Employees have a created image about their own particular team and about company expectations and rules so, individual values are connected with the company values and organisational culture. Relational intelligence is represented by tolerance and multipart acceptance, and here is taking in consideration different cultures and work situations. The company culture and legislation is giving for the company the right lawful direction in business and Human Resources development policy.

3. Diversity in recruitment and HR department methods and approach in different cultures context
    In the cultural and social impact point of view, Hofstede Insights is researching a comprehensive comparative study between main cultures that are existing in the company and is revealing a clear difference between major nationalities working for tis company. In the diagram are few cultural aspects similar as they are long term orientation nearly the same for  all four cultures about 51 score and all these culture are likely to be more masculine societies except Romania, East European country as is more favourable for feminine acceptance and leading (42 units score) (Hofstede, 2017). Considering the management is constituted almost 100% from Pakistan background operational managers the zero score for indulgence is creating the premises for one dictatorial or rigid climate in the work place. From the point of view of individualism the Pakistan (14 score) community is more oriented to the team members or groups so they are having the lowest score from this point of view in the same time the Britain culture is situated in this comparison in the other extreme (89 score) (Hofstede, 2017). .
[image: ] 
Figure 2. Comparison between India – light blue, Pakistan – blue purple, Romania – green and Great Britain - orange (Hofstede, 2017)

Dismissal is generally happened fair but exist also wrongful dismissal being provided by the employer (Suff, 2019), so in the term and conditions of contract are defined all the main situations of dismissal. The employer can terminate the contract for internal business reason, in this way the contracts ended are not renewed so the employees are determined to find other job or to ask for other job position in the same company if available. Usually the employees leave the company with a agreement notice describing the duration and the last day of collaboration in course. The circumstances are mentioned in notice form and communicated to the manager or human resource representative or department (Suff, 2019). Dismissal is a difficult moment for the company but also for the employees. The work contract has general description for all legal measures are taken by the company and legislative support for the employees that they are feeling the dismissal situation wrongful. 
Looking at business as an International impact is because many high percentage of these are having Asian, European or African background. The company owner is Asian so the mostly employees are from that ethnic background because their native language is making the communication more effective. Even Collin Carnal is considering in his book “Managing Change in Organizations” that using an inappropriate language can hinder creativity in problem solving” (Carnall, 1999). 
Cultural aspects are defined as Asian background but integrated in the cosmopolitan Greater London culture for the company is an important aspect of progress considering diversity itself. Carnal considers, also that the traditions are hard to overcome. In his work is defined the cultural blocks which is compounded by: taboos(things can not be discussed), focus rather than fantasy (realistic sphere of thinking), problem solving, reason and intuition and finally the concept of tradition and change. All this conceptual block are included in the cultural block concept for the companies  (Carnall, 1999).
Legislative support for the HR  Equality Act 2010 (Government Equalities Office, 2013) and Health and Safety At Work Act 1974 (Health and Safety Executive, 2019) are sustaining and are giving the legal support in the company process. These are offering the basic legal direction and solution in relation with employees. These are legislative guidelines, all integrated being successfully used to create an equilibrium for all the people in the company relative with fair treatment and being in lawfully requirements and parameters.
Having these guidelines and supportive legislative cadre, HR can operate to change the traditional monocultural organization perception to a new modern approach considering recruitment and internal communicational model system, they are evolving to new procreative and efficient business format.
The company is having also many customers from same geographical and cultural background, so the language skill can be an customer service advantage but considering English the official language this advantage should not be mandatory in the recruitment process. Although many companies are advertising job asking for different foreign language skills because the company has interest or collaboration with certain countries or foreign companies (suppliers or customers.
Armstrong considers that the motivation is giving the strength and direction of behaviour and the factors that influence people to behave in certain ways (Armstrong, 2006). It is a psychological aspect of the people and needs to be sustained by the work environment, rewards, communication and integration. For this company employees motivation is the salary the respect for job, attachment for the team and the feeling of organizational culture and aspirations inclusive. Respect and power distance are cultural elements indispensable also in the company context, national culture is echoing in the company fundal. 
4. Motivation, commitment and engagement
Armstrong is defined Commitment that is the strength of an individual’s identification with, and involvement in, an organization (Armstrong, 2006) and also is how we shape to ensure that everyone is aware of what the company or group stand for (Armstrong and Byron, 2006).
Engagement is defined by Armstrong being a situation in which people are committed to their work and the organization and are motivated to achieve high levels of performance (Armstrong, 2006). The level of engagement is different for individual considering their capacity to understand their job position and natural capability to be part of the business progress. It is a social and cultural resultant of the individual complexity. The lack of motivation is conducting to a poor level of commitment and implicit to a low rate of engagement. All these 3 aspects of employees attitude towards work motivation, commitment and engagement are inter – conditionate by the human perspective and interpretation of the environment and or work place. HR representative will try to persuade or convince the leadership of the company to use an modern approach for developing a modern company orientation. This communication with the leadership should be the same motivational and to convince the leaders to compare themselves with other successful competitors and to use suitable technics to make the positive evolution in Milky way Ltd company. 
Armstrong is explained that the organizational engagement and commitment are closely associated, and commitment was included by the Institute for Employment Studies in its model as an element of engagement (Armstrong, 2006).
In actual economic and business is suitable to motivate and to sustain employees from all points of view related with work and individual respect. Leaders attribution is to be first of all thankful and respectful with the team members and colleagues even they are working in other departments or they are suppliers or they are so important customers.
“The leader’s first job is to define reality. The last is to say thank you.” (Max de Pree, 1990). In this context of emotional intelligence, Whydddett & Hollyforde consider that people emotionally intelligent are aware about their own emotions and in the same time about other people emotions (Whiddett and Hollyforde, 2003). In this motivational context the communication and emotional intelligence are necessary to build the bridge connection between employees and company leader’s level and harmonising with the organisation culture. 

[bookmark: _Hlk40807815]5. Developing a commitment strategy
Positive leadership behavior is connected with  good work results, considering Mike Brent opinion a positive approach in leading can bring efficient benefits for personal belong the work relationships and in the same time improving the team performance (Brent and Fiona Elsa Dent, 2014). A commitment strategy is in Armstrong opinion  implemented in ten possible steps: 1 advising  on methods of communicating the values they are proud to  work for (he company in subject can be proud by their business object or activity). Step 2 is creating by emphasizing to management that commitment  is a two-way process (employees commitment  doubled by stakeholders appreciation).  Step 3 Impress on management the need to develop  a climate of trust by being honest with people, treating them fairly, justly and consistently, keeping its word, and showing willingness to listen to the comments and suggestions made by employees during processes of consultation and participation (are general valuable in all kind of social relation these aspects). Step 4 is to implement a positive psychological contract  (give importance to all business participants as they are activating in one important stakeholder group). Step  5 Unity of purpose by letting the employees to expose their concerns and initiatives.  Step 6 is recommended a single status for all employees a new cultural approach being cancelled ‘us and them’ culture. Step 7 is encouraging management to declare a policy in the terms of job security. Step 8 is following to develop performance management processes that provide for the alignment of organizational and individual objectives. Step 9 Advise on means of increasing employee identification with the company desiderates or employee share ownership schemes. Step 10 obtaining employee job engagement that is aiming to create higher job satisfaction (Armstrong, 2006). 
The company and the economic environment are under change process austerity, from this point of view Pat Wellington considers that is necessary to take the suitable measures for continuous improvement and to reduce the crisis effect (Wellington, 2017). The company is affected by Pandemic situation and also by competitional market so, in relation with customers, employee and suppliers is searching one internal equilibrium and external opportunities for business progress. Human resource department is responsive for attracting and to keep the suitable employees for the company. In this context Pat Wellington considers that emotional health is important for selection and recruitment process (Wellington, 2017). Strategies in crisis moments are absolute necessary to be created and managed well, from this point of view communication with team members, generally speaking staff is absolute important to be in the both direction, employer to employee and employee to employer and finding the right consensus (Wellington, 2017). 
This company is already started a real communication with the staff members beginning with supervisors which are direct involved in operational process and they already know better the sensitive issues, not enough people, working nights shifts, 6-7 days a week, old equipment, used vehicles and external pressures of Pandemic context. Pat Wellington is advising to encourage creativity and taking risk attitude at all company levels, putting in the first plan the company future and employee skills (Wellington, 2017). The change management process in the crisis moments is generated by the key tools. One the most important key tool is to keep the people motivated and for the new employees to attract them offering a future certainty and inspiration (Wellington, 2017). Company is already started to involve people from various social and ethnic background so from this point of view there are consistent Human Resources changes in vision, strategy and policy. 
Collin Carnall considers that tradition and change are difficult to bring benefit for the company or to coexist efficiently (Carnall, 1999) but Pat Wellington considers that by reviewing the performance inhibitors is a key to create a bridge between tradition and change effect (Wellington, 2017). In the discussed company, that is already multicultural and multibackground climate so the process of change is started and in time, the positive effects of this policy are becoming real and successfully implemented.
Pat Wellington discuss about the necessity to introduce in the organisational culture this ability to change. The change strategy and policy is related also with HR department strategy , so this influencing deeply the department policy which is starting by ensuring one recruitment process based on company culture and in company ability to change (Wellington, 2017). 
The company is recruiting local people to reduce the commuting time, is trying to understand the context of multicultural and multi-ethnic area so the first criteria in selection is the availability for the job and capacity to work physically long hours in certain work condition (fridge, outdoor etc.) and also drivers employees are trained for their daily itinerary.
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